UNIT- I

A system is a set of interacting or interdependent components forming an integrated whole or a set of elements (often called’ components' ) and relationships which are different from relationships of the set or its elements to other elements or sets. 
Fields that study the general properties of systems include Systems science, systems theory, cybernetics, systems, thermodynamics, and complex systems. They investigate the abstract properties of systems' matter and organization, looking for concepts and principles that are independent of domain, substance, type, or temporal scale. 

Some systems share common characteristics, including: 
· A system has structure, it contains parts (or components) that are directly or indirectly related to each other;

· A system has behavior, it contains processes that transform inputs into outputs (material, energy or data);

· A system has interconnectivity: the parts and processes are connected by structural and/or behavioral relationships.

· A system's structure and behavior may be decomposed via subsystems and sub-processes to elementary parts and process steps.



A schematic representation of a closed system and its boundary
Types of System:-

Systems are classified in different ways:

1. Physical or abstract systems.

2. Open or closed systems.

3. 'Man-made' information systems.

4. Formal information systems.

5. Informal information systems.

6. Computer-based information systems.

7. Real-time system.
Systems are of the following two types basically:-
1. Physically System: - the word system has a technical meaning namely; it is the portion of the physical universe chosen for analysis. Everything outside the system is known as the environment, which in analysis is ignored except for its effects on the system. The cut between system and the world is a free choice, generally made to simplify the analysis as much as possible. An isolated system is one which is supposed to have negligible interaction with its environment.

Often a system in this sense is chosen to correspond to the more usual meaning of system, such as a particular machine. But physical systems are often more esoteric: an atom, the water in a lake, or indeed the water in the left-hand half of a lake can all be considered as physical systems. In the study of quantum decoherence the "system" may refer to the macroscopic properties of an object (e.g. the position of a pendulum bob), while the relevant "environment" may be the internal degrees of freedom, described classically by the pendulum's thermal vibrations.



                  Physical System (example)

2. Conceptual System: - A conceptual system is simply a conceptual model. There are no limitations on this kind of model whatsoever accept those of human imagination. If there is an experimentally verified correspondence between a conceptual system and a physical system then that conceptual system models the physical system. "Values, ideas, and beliefs that make up every persons view of the world": that is a model of the world; a conceptual system that is a model of a physical system (the world). The person who has that model is a physical system.

In psychology and social work, when they talk about a conceptual system, they are referring to some person's model of the world, but if they try to understand that model, they end up making a model of that model, which is just a model of the person's behavior. In any case, this is exactly the purpose of the general term "conceptual systems".

Differentiate between natural and man-made systems.


There are natural and man-made (designed) systems. Natural systems may not have an apparent objective but their outputs can be interpreted as purposes. Man-made systems are made with purposes that are achieved by the delivery of outputs. Their parts must be related; they must be “designed to work as a coherent entity” - else they would be two or more distinct systems
Elements of a System:-
Following are considered as the elements of a system in terms of Information systems: –
1. Inputs and outputs

2. Processor

3. Control

4. Environment

5. Feedback

6. Boundaries and interface



    Control
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System Concept:-      

 Environment and boundaries
Systems theory views the world as a complex system of interconnected parts. We scope a system by defining its boundary; this means choosing which entities are inside the system and which are outside – part of the environment. We then make simplified representations (models) of the system in order to understand it and to predict or impact its future behavior. These models may define the structure and/or the behavior of the system.

Natural and human-made systems
There are natural and human-made (designed) systems. Natural systems may not have an apparent objective but their outputs can be interpreted as purposes. Human-made systems are made with purposes that are achieved by the delivery of outputs. Their parts must be related; they must be “designed to work as a coherent entity” – else they would be two or more distinct systems.
Theoretical framework
An open system exchanges matter and energy with its surroundings. Most systems are open systems; like a car, coffeemaker, or computer. A closed system exchanges energy, but not matter, with its environment; like Earth or the project Biosphere2 or 3. An isolated system exchanges neither matter nor energy with its environment. A theoretical example of such system is the Universe.
Process and transformation process
A system can also be viewed as a bounded transformation process, that is, a process or collection of processes that transforms inputs into outputs. Inputs are consumed; outputs are produced. The concept of input and output here is very broad. E.g., an output of a passenger ship is the movement of people from departure to destination.
 Subsystem
A subsystem is a set of elements, which is a system itself, and a component of a larger system
 System model
A system comprises multiple views. For the man-made systems it may be such views as planning, requirement (analysis), design, implementation, deployment, structure, behavior, input data, and output data views. A system model is required to describe and represent all these multiple views.
System architecture
A system architecture, using one single integrated model for the description of multiple views such as planning, requirement (analysis), design, implementation, deployment, structure, behavior, input data, and output data views, is a kind of system model.

Analysis of system

Evidently, there are many types of systems that can be analyzed both quantitatively  and qualitatively. For example, with an analysis of urban systems dynamics, defines five intersecting systems, including the physical subsystem and behavioral system. For sociological models influenced by systems theory, where Kenneth D. Bailey defines systems in terms of  conceptual, concrete and abstract systems; either isolated, closed, or open, Walter F. Buckley defines social systems in sociology in terms of mechanical, organic, and process models. Cautions that with any inquiry into a system that understanding the type of system is crucial and defines Natural and Designed systems.

In offering these more global definitions, the author maintains that it is important not to confuse one for the other. The theorist explains that natural systems include sub-atomic systems, living systems, the solar system, the galactic system and the Universe. Designed systems are our creations, our physical structures, hybrid systems which include natural and designed systems, and our conceptual knowledge. The human element of organization and activities are emphasized with their relevant abstract systems and representations. A key consideration in making distinctions among various types of systems is to determine how much freedom the system has to select purpose, goals, methods, tools, etc. and how widely is the freedom to select itself distributed (or concentrated) in the system.

George J. Klir  maintains that no "classification is complete and perfect for all purposes," and defines systems in terms of abstract, real, and conceptual physical systems, bounded and unbounded systems, discrete to continuous, pulse to hybrid systems, et cetera. The interaction between systems and their environments are categorized in terms of relatively closed, and open systems. It seems most unlikely that an absolutely closed system can exist or, if it did, that it could be known by us. Important distinctions have also been made between hard and soft systems.[11] Hard systems are associated with areas such as systems engineering, operations research and quantitative systems analysis. Soft systems are commonly associated with concepts developed by Peter Check land and Brian Wilson through Soft Systems Methodology (SSM) involving methods such as action research and emphasizing participatory designs. Where hard systems might be identified as more "scientific," the distinction between them is actually often hard to define.

Cultural system
Main article: Cultural system
A cultural system may be defined as the interaction of different elements of culture. While a cultural system is quite different from a social system, sometimes both systems together are referred to as the sociocultural system. A major concern in the social sciences is the problem of order. One way that social order has been theorized is according to the degree of integration of cultural and social factors.

Economic system
Main article: Economic system
An economic system is a mechanism (social institution) which deals with the production, distribution and consumption of goods and services in particular society. The economic system is composed of people, institutions and their relationships to resources, such as the convention of property. It addresses the problems of economics, like the allocation and scarcity of resources.

Application of system concepts:-

Systems modeling is generally a basic principle in engineering and in social sciences. The system is the representation of the entities under concern. Hence inclusion to or exclusion from system context is dependent of the intention of the modeler.

No model of a system will include all features of the real system of concern, and no model of a system must include all entities belonging to a real system of concern.

Systems in information and computer science
In computer science and information science, system is a software system which has components as its structure and observable inter-process communications as its behavior. Again, an example will illustrate: There are systems of counting, as with Roman numerals, and various systems for filing papers, or catalogues, and various library systems, of which the Dewey Decimal System is an example. This still fits with the definition of components which are connected together (in this case in order to facilitate the flow of information).

System can also be used referring to a framework, be it software or hardware, designed to allow software programs to run, see platform.

Systems in engineering and physics
In engineering and physics, a physical system is the portion of the universe that is being studied (of which a thermodynamic system is one major example). Engineering also has the concept of a system that refers to all of the parts and interactions between parts of a complex project. Systems engineering refers to the branch of engineering that studies how this type of system should be planned, designed, implemented, built, and maintained.

Systems in social and cognitive sciences and management research
Social and cognitive sciences recognize systems in human person models and in human societies. They include human brain functions and human mental processes as well as normative ethics systems and social/cultural behavioral patterns.

In management science, operations research and organizational development (od), human organizations are viewed as systems (conceptual systems) of interacting components such as subsystems or system aggregates, which are carriers of numerous complex business processes (organizational behaviors) and organizational structures.  
Systems thinking is a style of thinking/reasoning and problem solving. It starts from the recognition of system properties in a given problem. It can be a leadership competency. Some people can think globally while acting locally. Such people consider the potential consequences of their decisions on other parts of larger systems. This is also a basis of systemic coaching in psychology.

Organizational theorists such as Margaret Wheatley have also described the workings of organizational systems in new metaphoric contexts, such as quantum physics, chaos theory, and the self-organization of systems.

Objectives of a system:-

System has many objectives like performance, reliability, cost and timing. All factors are important for designing any system.

1. Performance: performance is measured by efficiency of a system. Efficiency is ratio of output to input.

2. Reliability: reliability is a measure of efficient system.

3. Cost: Cost accounting helps the management in formulating operating policies.

4. Schedule: scheduling is very important factor because time is money any delay means loss of goodwill    and increase of production cost. 

Feed Back Control:-
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Feed back control involves the detection of the controlled variable and counteracting of charges its value relative to set point, by adjustment of a manipulated variable. This mode of control necessities that the disturbance variable must affect the controlled variable itself before correction can take place. Hence the term 'feedback' can imply a correction 'back' in terms of time, a correction that should have taken place earlier when the disturbance occurred.

Feed forward Control:-
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Feed forward control system is a system in which corrective action is based on measurement of disturbances inputs into the process. This mode of control responds to a disturbance such that is instantly compensates for that error which the disturbance would have otherwise caused in the controlled variaval letter in the time.  Feed forward control relies on a prediction. As can be seen from the figure of feed forward control a necessary amount of input goes to the process. This measurement goes to the controller which gives output to the control valve. The control valve regulates the flow
Law of requisite variety and its implications:-

If a system is to be stable the number of states of its control mechanism must be greater than or equal to the number of states in the system being controlled. Ashby states the Law as "only variety can destroy variety".

In general a description of the required inputs and outputs is established then encoded with the minimum variety necessary. The mapping of input bits to output bits can then produce an estimate the minimum hardware or software components necessary to produce the desired control behaviour; for example, in a piece of computer software or computer hardware.

System and Subsystem relationship:-
To understand the concept of the system and its subsystem it is  important to understand what a system is. A system is an orderly grouping of interdependent components linked together according to a plan to achieve a specific objective. A subsystem is a functional unit of a system with its own goal and which must interact with other subsystem to attain the overall system’s goal. In the concept of system and its subsystem, a system turns ideas, facts and principles into the things we want through the system and subsystem components such as skilled use of people, capital, tools, machines, materials, energy and time in the concept of system and its subsystem
The word component in system and its subsystem may refer to physical parts, tools, machines, people, departments for example, engine or wheels of a car, a desktop computer, managerial steps such as planning, organizing, directing and controlling or a subsystem in a multilevel structure. Each component has to do its share of work for the system to achieve the intended goal. The telephone system, computer system, transport system, education system, production system, business system, the system and its subsystem of government are examples of system and its subsystem.

Ideally in the system and subsystem, all systems are part of other systems which is systems that may contain within themselves subsystems. For example, at any point in time, you are part of a number of social systems such as education system, political system or the college system: -you are a subsystem within all these.  Further, there are subsystems at work within you such as the circulatory, respiratory or digestive systems are subsystems of any living organism. We can identify organizations or business systems as a total system with interrelated departments known as subsystems such as sales and marketing, production, personnel, customer orders using these concepts of system and subsystem





                                                       





                                             Hierachical relation of sub-systems.
Subsystems, Hierarchies, Control Groups and Tasks Remember that system processes are called tasks in cgroup terminology. Here are a few simple rules governing the relationships between subsystems, hierarchies of cgroups, and tasks, along with explanatory consequences of those rules.

Rule 1

A single hierarchy can have one or more subsystems attached to it. As a consequence, the cpu and memory subsystems (or any number of subsystems) can be attached to a single hierarchy, as long as each one is not attached to any other hierarchy which has any other subsystems attached to it already (see Rule 2).
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Rule 2Any single subsystem (such as cpu) cannot be attached to more than one hierarchy if one of those hierarchies has a different subsystem attached to it already. As a consequence, the cpu subsystem can never be attached to two different hierarchies if one of those hierarchies already has the memory subsystem attached to it. However, a single subsystem can be attached to two hierarchies if both of those hierarchies have only that subsystem attached.
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The numbered bullets represent a time sequence in which the subsystems attached.
UNIT-2

Management and List theories of management:-
Management is art of getting things done through people.” 
Management is that field of human behavior in which managers plan, organize, staff, direct, and control human, financial resources in an organized group effort in order to achieve desired individual and group objectives with optimum efficiency and effectiveness.


 Trends in Management means movement of management thought in particular direction. Management thought developed gradually, from past to present and passed through various distinct phases. 

1. The a classical theory. It mainly consists of 3 theories 

- Bureaucratic theory. 

- Scientific management theory 

- Administrative theory. 

 2. The neoclassical theory 

- Human classical theory 

- Behavioral theory. 

 3. Modern organizations theory (The system theory and contingency theory) 

-The system theory- concerned with total picture of interdependence and environmental influences. 

-contingency theory concerned with inquires of each situation for managerial practice.

Modern organizations theory: The modern organizational theory is regarded as recent development in management theory. They represent integrative approach to management. There is no one best way of doing things under all conditions. Methods and techniques which are highly effective in one situation may not work in other situations. Situation plays an important role in application of management function. Functions are universal but their application is situational. Management takes a situational approach.

Function Of Management:-
1. Planning 

2. Organizing 

3. Staffing 

4. Leading 

5. Controlling 

1. Planning 
Planning is setting goals and deciding how best to achieve them. Planning is predetermining future. Planning is deciding in advance about what to do how to do it when to do it and who is to do it. 

2. Organizing 
Organizing is establishing structure. It includes grouping tasks, producing authority – responsibility structures creating channel of communication and creating coordinating mechanism. 

3. Staffing 
Staffing is hiring and assigning people to carry out tasks. It is filling and keeping filled positions in the organization structure. It is human resource management. 

4. Leading 
Leading is influencing, communicating and motivating people to perform tasks for goal achievement. 

5. Controlling 
Controlling is maintaining, comparing and correcting organizational performance toward goal achievement.

CHARACTERISTICS OF MANAGEMENT:-
The critical analysis of the above definitions, the following characteristics of management evolve.

(1) Management is a continuous process: The process of management consists of Planning, organizing, directing and controlling the resources to ensure that resources are used to the best advantages of the organization. A single function alone cannot produce the desired results. Management involves continuous planning, organizing, directing and controlling
(2) Management is an art as well as science: Management is an art in the sense of possessing managing skill by a person. Management is science because certain principles, laws are developed which are applicable in place where group activities are coordinated. This will be discussed in detail later in this chapter.

(3) Management aims at achieving predetermined objectives: All organizations have objectives that are laid down. Every managerial activity results in achievement of these predetermined objectives.

(4) Management is a factor of production: An enterprise produce goods or services using resources like land, labour, capital, machines etc. These resources themselves cannot realize the organizations goals. The goals are achieved when these are effectively coordinated by the entrepreneur. In case of small enterprises an individual can do such type of job where as in large enterprises the coordination job is done by management. Therefore, management is a factor of production.

(5) Management is decision-making: Decision-making is selecting the best among alternative courses. Decision-making is an important function of a manager. Whatever a manager does, he does it by making decisions. The success or failure of an organization depends upon the quality of decision. A manager must make a right decision at right time.

(6) Universal application: The principles and concepts of management are applicable to every type of industry. The practice of management is different from one organization to another according to their nature.

(7) Management is needed at all levels: The functions of management are common to all levels of organization. The functions of planning, organizing, directing, controlling, decision-making are performed by top level as well as lower level supervisors.

(8) Management aims at maximum profit: The resources are properly utilized to maximize profit. Maximizing the profit is the economic function of a manager.

(9) Dynamic: Management is not static. Over a period of time new principles, concepts and techniques are developed and adopted by management. Management is changed accordingly to the social change.

(10) Management as a career: Today management is developed as a career focused on specialization. Marketing management, finance management, personal management, industrial management, production management, quality management are some of the specializations in management. Specialists are appointed at various positions of the organizational hierarchy. Hence management is career.

(11) Management is a profession: Management is a profession because it possesses the qualities of a profession. The knowledge is imported and transferred. The established principles of management are applied in practice. This is discussed in detail later in this chapter.

(12) Management is a discipline: Discipline refers to the field of study having well defined concepts and principles. Classifying management as disciplines implies that it is an accumulated body of knowledge that can be learnt. Thus, management is a subject with principles and concepts. The purpose of studying management is to learn how to apply these principles and concepts at right circumstances, at the right time to produce desired result.

MANAGEMENT: A PROFESSION

According to McFarland, “Profession” possesses the following characteristics:

(1) Existence of an organized knowledge.

(2) Formalized method of acquiring training and expertise.

(3) Existence of professional association.

(4) Existence of an ethical code to regulate the behaviour.

(5) Charging of fees based on service with due regard to social interest. Management does not possess all the above characteristics of profession. Management has no fixed norms for managerial behaviour. There is no uniform code of conduct or licensing of managers. There are no restrictions to individuals to possess an academic degree. Unlike medical or legal professionals, a manager need not possess an academic degree. In the light of absence of these characteristics, management cannot be called as profession. However, ‘professionalization’ of management started and it is essential nowadays to acquire some professional knowledge or training. In this regard government of India has started six national institutes of management and a number of universities and institutions are offering MBA programmes.

Behavioural Approach

This is an improved and more matured version of human relations approach. The various contributors of this approach are Douglas Mc Gregor, Abraham Maslow, Cur Levin, Mary Porker Follelt, Rensis Likert etc. Behavioral Scientists regard the classical approach as highly mechanistic, which finds to degrade the human spirit. They prefer more flexible organization structures and jobs built around the capabilities and aptitudes of average employees. The behavioral approach has laid down the following conclusions.

(1) Decision-making is done in a sub-optimal manner, because of practical and situational constraints on human rationality of decision-making. The behaviorists attach great weight age on participative and group decision-making. Management and Entrepreneurship

(2) Behavioral Scientists encourage self direction and control instead of imposed control.

(3) Behavioral Scientists consider the organization as a group of individuals with certain goals.

(4) In view of behavioural scientists the democratic-participative styles of leadership are desirable, the autocratic, task oriented styles may also be appropriate in certain situation.

(5) They suggest that different people react differently to the same situation. No two people are exactly alike and manager should tailor his attempts to influence his people according to their needs.

(6) They recognize that organizational conflict and change are inevitable
SPAN OF CONTROL

The span of control indicates the number of subordinates who can be successfully directed by a supervisor. It is often referred to as span of management, span of supervision, span of authority. Span of management is important because of two reasons.First is span of management affects the efficient utilization of managers and the effective performance of the subordinates. If the span is too wide, managers are overburdened and subordinates receive little guidance. If the span of management is too narrow, the managers are under utilized and subordinates are over controlled. The second reasonis there is relationship between span of management and organization structure. A narrow span results in tall organization with many levels of supervision between top management and lowest organizational levels which creates more communication and cost problems. On the other hand, a wide span for the same number of employees results in flat organization with fewer management levels between top and bottom. Suppose a sales manager has 12 salesmen reporting to him, his span of management is 12. If he

feels that he is not able to work closely enough with each salesman and decides to reduce the span by adding three assistant managers – each to supervise four salesmen then his span of management is three as shown in fig In doing so, he has added a level of management through which communication between him and salesmen must pass and he has added the cost of three additional managers. Management experts suggest that the ideal number of subordinates is four in case of higher level management and eight to twelve in case of lower level management

Factors Affecting the Span of Management

The following are some of the factors which influence the span of management:

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

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

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

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

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

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

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

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

Decision-making:-

Decision-making is an essential part of modern management. Whatever a manager does he does by making decisions. A manager makes hundreds of decisions consciously or subconsciously every day. Decisions are made by the managers and actions are taken by others. Major decisions are taken carefully and consciously by the application of human judgment and experience where as minor decisions are made almost subconsciously using rules. Decision-making permeates through all managerial functions namely planning, organizing, staffing, directing and control. In planning for example

manager decides what to produce, where and when etc., and in organizing manager

decides about division of work, delegating authority and fixing responsibility. Decision-making

is commitment to something, a point of view, a principle or course of action.It is selecting the best among alternative courses of action. The decision-making has the following factors.

(1) Decision-making implies that there are various alternatives and the most desirable alternative is chosen to solve the problem.

(2) Existence of alternatives suggests that the decision-maker has freedom to choose an alternative of his liking.

(3) Decision-making like any other managerial process is goal oriented. It implies that the decision maker attempts to achieve some results through decision-making.

Steps in decision making are:

1. State The Problem

2. Identify Alternatives

3. Evaluate The Alternatives

4. Make A Decision
5. Implement Your Decision

Structured and unstuctured decisions :

Structured decisions are the decisions which are made under the established situations while unstructured decisions are made under the emergent situation. Structured decisions are the programmable decisions and they are preplanned while unstructured decisions are creative and they are not preplanned. Structured decisions are made in the situations which are fully understood while in unstructured decisions the situations are uncertain and unclear. Structured decisions are generally made for routine tasks while unstructured decisions are made for a sudden one-shot kind of situations. Moreover, structured decisions are made for specified processes like specialized manufacturing processes while unstructured decisions are made for general processes.

Motivation and Herzberg theory:-

A manager gets work done through others. Getting the work done depends mainly on whether a person has been motivated to do it. Motivating an employee is to create a need and a desire on the part of employee to better his performance. This can be done by creating in him a sense of responsibility and feeling of special interest in his work.Motivation concern itself with ‘will to work’. It is a behavioural concept by which a manager tries to understand why people behave as they do. Motivation is inspiring
the subordinates to contribute with zeal and enthusiasm towards organizational goals. Performance of an employee depends on two factors, ability to work and willingness to work. Mathematically
Performance = Ability × willingness

Motivation is enhancing the willingness to work which improves the performance
Motivational Theories

What can enhance the willingness to work are explained by a number of motivational theories as discussed below.

Maslow’s Need Hierarchy Theory

Every person has a variety of needs, some of these needs are satisfied and others are unsatisfied. An unsatisfied need is the starting point in the motivation process. When a person has an unsatisfied need, he attempts to identify something that will satisfy the need. This is called as goal. Once a goal has been identified, he takes action to reach that goal and thereby satisfy the need. A.H. Maslow has identified five categories of need which are arranged in hierarchy as shown in fig
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                                    Hierarchies of needs

(1) Physiological needs: These are the basic needs for sustaining human life itself,such as food, water, shelter and sleep. Maslow took the position that until these needs are satisfied to the reasonable degree necessary to maintain life, other needs will not motivate people.

(2) Security or safety needs: People want to be free of physical danger and of the fear of losing job, property or shelter.

(3) Social needs: Since people are social being, they need to belong, to be accepted by others.

(4) Esteem needs: Once people begin to satisfy their need to belonging, they tend to want to be held in esteem both by themselves and by others. This kind of need produces such satisfaction as power, prestige and status.

(5) Self-actualization needs: It is desire to become what one is capable of becomingto maximize one’s potential and to accomplish something.

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

Motivation is the driving force by which humans achieve their goals. Motivation is said to be intrinsic or extrinsic.The term is generally used for humans but it can also be used to describe the causes for animal behavior as well. This article refers to human motivation. According to various theories, motivation may be rooted in a basic need to minimize physical pain and maximize pleasure, or it may include specific needs such as eating and resting, or a desired object, goal, state of being etc.

Herzberg theory

Herzberg analysed the job attitudes of 200 accountants and engineers who were asked to recall when they had felt positive or negative at work and the reasons why.

From this research, Herzberg suggested a two-step approach to understanding employee motivation and satisfaction:
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Herzberg two factory theory

Hygiene Factors

Hygiene factors are based on the need to for a business to avoid unpleasantness at work. If these factors are considered inadequate by employees, then they can cause dissatisfaction with work. Hygiene factors include:

- Company policy and administration

- Wages, salaries and other financial remuneration

- Quality of supervision

- Quality of inter-personal relations

- Working conditions

- Feelings of job security

Motivator Factors

Motivator factors are based on an individual's need for personal growth. When they exist, motivator factors actively create job satisfaction. If they are effective, then they can motivate an individual to achieve above-average performance and effort. Motivator factors include:

- Status

- Opportunity for advancement

- Gaining recognition

- Responsibility

- Challenging / stimulating work

- Sense of personal achievement & personal growth in a job

There is some similarity between Herzberg's and Maslow's models. They both suggest that needs have to be satisfied for the employee to be motivated. However, Herzberg argues that only the higher levels of the Maslow Hierarchy (e.g. self-actualisation, esteem needs) act as a motivator. The remaining needs can only cause dissatisfaction if not addressed.

Applying Hertzberg's model to de-motivated workers

What might the evidence of de-motivated employees be in a business?

- Low productivity

- Poor production or service quality

- Strikes / industrial disputes / breakdowns in employee communication and relationships

- Complaints about pay and working conditions

According to Herzberg, management should focus on rearranging work so that motivator factors can take effect. He suggested three ways in which this could be done:

- Job enlargement

- Job rotation

- Job enrichment.

Leadership grid:-
Leadership grid, previously known as managerial grid is a simple tool for leaders to assess their own style of working – what they do and how do they act and behave with their subordinates. Leadership grid was first given shape by Blake and Mouton in 1960s (then known as Managerial Grid) and has since been revised several times and extensively used for leadership assessment and development across the world. Leadership grid has its genesis in style approach to leadership study. 

Leadership style has always fascinated researchers. Researchers studying style approach have broadly based their thinking on two types of leadership behaviour – task orientation or production orientation and relationship orientation or employee orientation. Task behaviour or production orientation is about leaders facilitate and reinforce achievement of a given task. This behaviour includes acts such as organizing, structuring and scheduling work, clarifying roles and responsibilities, attention to policy decisions, processes, product development and results. Relationship orientation or employee orientation is about leaders making subordinates feel comfortable with themselves and the job, building trust, commitment and respect in the teams, emphasizing human relations and providing good working conditions. 
Leadership grid explains how leaders help organizations to achieve to achieve their objectives through the factors of concern for production or results (task behaviour) and concern for people (relationship behaviour). The grid consists of two axes – Y-axis representing concern for production while X-axis representing concern for people on a scale 9 points. 1 represents minimum concern and 9 the maximum. 
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Task management leaders who fall in this category heavily emphasize results with minimum concern for people. They consider people merely as a means to achieve desired results. The leader is often characterized as controlling, overpowering, over driving and coercive. 
Country club management leaders falling in this category are those who are concerned more welfare and personal needs of people and lack the focus on task accomplishment. The leader is often characterized democratic but also is seen as ineffective in driving the people toward achievement of goals. 

Impoverished management leaders in this category are generally those who arrived here merely by means of their position, and are simply viewed as going through the motions of being a leader. They are characterized as indifferent, non-committal, un-involved and withdrawn. 

Middle of the road management  leaders in this category seem to achieve a “balance” between people relationships and results, but are basically compromisers in nature. They compromise on conviction to make some progress and as a result miss out on push for results and also on drive for creating a true team culture. Such leader is characterized as avoiding conflicts. 

Team management leaders in this category consider people relation, commitment and empowerment as a means of achieving goals. They are open to learning, view conflicts as opportunity for innovative thinking, clarify goals and set high expectation and provide learning opportunity for people in the course of completion of the task. Such leader is characterized as driving trust and learning in the teams. 

Other type of leader exists who uses both (1,9) and (9,1) styles, which means that rewards are bestowed to people in return for loyalty and punishment for non compliance. 

Leadership grid provides a framework for assessing leadership in a broad way. Leaders can use their scores on the grid to examine their behaviours in the two dimensions and can determine how they can change to improve their effectiveness required in the given situation. 

For all the advantages of simplicity of the tool, the leadership grid is not with out any criticism. It is only a mirror for leadership qualities with respect to two dimensions; it does not identify any universal standards of leadership that is effective under various situations. Common sense says that the emphasis on tasks or relations is a function of situation in which leader operates. Also the leadership grid identifies dominant behaviours of but under pressure leaders may resort to what is called by experts as backup style. This means that leaders shift their style to gain maximum mileage. This practice of adapting different styles for personal gains is called opportunism. 

Planning:-
The management functions as discussed earlier are planning, organizing, staffing, direction and controlling. These functions are essential to achieve organizational objectives. If objectives are not set then there is nothing to organize, direct and control. An organization has to specify what it has to achieve. Planning is related with this aspect.Heying and Massie define “Planning is that function of the manager in which he decides in advance what he will do. It is a decision making process of a special kind.It is an intellectual process in which creative mind and imagination are essential”.Planning is an attempt to anticipate the future in order to achieve better performance.Plans derive the following benefits:
(1) Planning focus managers to think ahead.

(2) It leads to development of performance standards.

(3) Having to formulate plans forces management to articulate clear objectives.

(4) Planning makes organization to be better prepared for sudden developments.On the basis of definitions of planning the following features can be identified.

(1) Planning is primarily concerned with looking into future. It requires forecasting the future.

(2) Planning involves selection of suitable course of action. It means there are several ways to achieving objectives.

(3) Planning is undertaken at all levels of the organization because managers at all level are concerned with determination of future course of action.

(4) Planning is flexible. Planning involves selection of best course of action under specific environment. If environment changes an adjustment is needed between various factors of planning.

(5) Planning is pervasive and continuous managerial function.

Strategies

‘Every organization has to develop plans logically from goals considering the environmental opportunities and threats and the organizational strengths and weakness.A strategy is a plan which takes into these factors and provides an optimal match between the firm and external environment. Two activities are involved in strategy formulation namely environmental appraisal and corporate appraisal.

Environmental appraisal involves identifying and analysis of the following factors:

(1) Political and legal factors: Stability of government, taxation and licensing laws, fiscal policies, restrictions on capital etc.

(2) Economic factors: Economic development, distribution of personal income,trend in prices, exchange rates etc.,

(3) Competitive factors: Identifying principal competitors and analysis of their performance, anti-monopoly laws, protection of patents, brand names etc.Corporate analysis involves identifying and analyzing company’s strength and weakness. For example a companies strength may be low cost manufacturing skill,excellent product design, efficient distribution etc.,. Its weakness may be lack of physical

and financial resources. A company must plan to exploit these strengths to maximum and circumvent it’s weakness.The formulation of strategy is like preparing for beauty contest in which a lady tries to highlight her strong points and hide her weak points. The process of matching company’s strength and weakness with environmental opportunities and threats is known as SWOT analysis.

STEPS IN PLANNING

The planning process is different from one plan to another and one organization to another. The steps generally involved in planning are as follows:

(1) Establishing goals/objectives: The first step in planning process is to determine the enterprise objectives. These are set by upper level managers after number of objectives has been carefully considered. The objective set depends on the number of factors like mission of the organization, abilities of the organization etc.,Once the organizations objectives are determined, the section wise or

department wise objectives are planned at the lower level. Defining the objectives of every department is a very essential one; then only clear cut direction is available to the departments. Control process is very easy if the objectives are clearly defined.

(2) Establishing planning premises:

 This is the second step in planning which

involves establishing planning premises that is the conditions under which planning activities will be undertaken. Planning premises are planning assumptions the expected environmental factors, pertinent facts and information relating to the future such as general economic conditions, population trends,

competitive behavior etc.The planning premises can be classified as below:

(1) Internal and External premises.

(2) Tangible and Intangible premises.

(3) Controllable and non-controllable premises.

Internal and External premises: Premises may exist within or outside the enterprise. Internal premises include sales forecasts, ability of the organization in the form of machines, methods of design, behavior of the owners and employees etc., The external premises exists outside the enterprise and include general business and economic environment, technological changes, government policies and regulations, population growth etc.,Tangible and Intangible premises: Tangible premises are those which can be quantified. They include population growth, industry demand, capital and resources invested etc., On the other hand political stabilities, sociological factors, attitudes and behavior of the owners etc., are intangible premises.Controllable and non-controllable premises: Some of the planning premises are controllable and others are non-controllable. Some examples of non-controllable

factors are strikes, wars, natural calamity, legislation etc., Because of the presence of non-controllable factors; organizations have to revise plans periodically in accordance with current development. The controllable factors are availability of resources, skill of managers and labor etc.

(3) Deciding the planning period: 

Once the long term objectives and planning premises are decided, the next task is to decide the period of the plan. Some plans are made for a year and in others it will be decades. Companies generally base their period on a future that can reasonably be anticipated. The factors which influence the choice of a period are:

(a) Lead time in development and commercialization of a new product: An aircraft building company planning to start a new project should have a planning period of five to ten years where as a small manufacturer of spare parts who can commercialize his idea in a year or so makes annual plans.

(b) Time required for recovering capital investment or the pay back period: pay back period also influence the planning period. For example, if a machine costs 50 lakhs and generates cash in flow of Rs. 10 lakhs a year, it has a pay back period of 5 years. Therefore the plans should also be for at least five years.

(c) Length of commitment already made: The plan period should be long enough to enable the fulfillment of already made commitments. For example if a company has agreed to supply goods for five years, it needs to plan for the same period to fulfill its commitments.

(4) Identification of alternatives: 

The fourth step in planning is identifying alternatives. A particular objective can be achieved through various actions.For example an organization’s objective is to grow further which can be achieved in several ways like expanding in the same field of business orproduct line, diversifying in other areas, joining hands with other organization and so on. With each category there may be several alternatives. For example,

diversification may point out the possibility of entering into one of the several fields.

(5) Evaluation and selection of alternative: 

Once the alternatives are identified the next step is to evaluate the alternatives in the light of the premises and goals and to select the best course or courses of action. This is done with the help of quantitative techniques and operations research. In addition software packages are available for evaluating alternatives.

(6) Developing derivative/supportive plans: 

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

(7) Measuring and controlling the process:

 One should not allow plan to run on its own without monitoring its progress. Managers need to check the progress of their plans so that remedial action can be taken to make plan work or change the plan if it is unrealistic. Hence process of controlling is a part of any plan.

IMPORTANCE OF PLANNING

Planning is of great importance in all types of organization whether business or nonbusiness, private or public, small or large. The organization which thinks much ahead about what it can do in future is likely to succeed as compared to one which fails to do so. Without planning, business decisions would become random, ad hoc choices.Planning is important because of the following reasons.

(1) Primacy of planning: 

Planning is the first and foremost function of management,other functions follow planning. What is not planned cannot be organized and controlled. Planning establishes the objectives and all other functions are performed to achieve the objectives set by the planning process of direction

 (2) To minimize risk and uncertainty: The organization continuously interacts with the external dynamic environment where there is great amount of risk and uncertainty. In this changing dynamic environment where social and economic

conditions alter rapidly, planning helps the manager to cope up with and prepare for changing environment. By using rational and fact based procedure for making decisions, manager can reduce the risk and uncertainty.

(3) To focus attention on objectives: Planning focuses on organizational objectives and direction of action for achieving these objectives. It helps managers to apply and coordinate all resources of the organization effectively in achieving the objectives. The whole organization is forced to embrace identical goals and collaborate in achieving them.

(4) To facilitate control: Planning sets the goals and develops plans to achieve them. These goals and plans become the standards or benchmarks against which the actual performance can be measured. Control involves the measurement of actual performance, comparing it with the standards and initiating

corrective action if there is deviation. Control ensures that the activity confirm to plans. Hence control can be exercised if there are plans.In order to assure successed plans

(5) To increase organizational effectiveness: Effectiveness implies that the organization is able to achieve its objectives within the given resources. The resources are put in a way which ensures maximum contribution to the organizational objectives. Effectiveness leads to success.

MEANING AND DEFINITIONS OF ORGANIZING

Organization is the foundation upon which the whole organization is built. Without efficient organization, no management can perform its function smoothly. Sound organization contributes greatly to the continuity and the success of organization. A poor organization structure makes good performance impossible, no matter how good the individuals are. cThe term organization connotes different things to different people. For example to the sociologists, organization means a study of interactions of people, classes or hierarchy of an enterprise. To the psychologists organization means an attempt to explain predict and influence the behaviour of individuals in an enterprise. The word ‘organization’ is also used widely to connote a group of people and the structure of relationships. In order to understand the meaning and characteristics of organization, we shall study it under the following heads:

(1) Organization as a group of persons.

(2) Organization as a structure of relationship.

(3) Organization as a function of management.

(4) Organization as a process.

(1) Organization as a group of persons: Organization is viewed as a group of people contributing their efforts towards certain goal. The concept of organizing began at the early stages of human civilization when two or more persons began to cooperate and combine together for fulfilling their basic needs of food, clothing,shelter and protection of life. Organization begins when people combine efforts for some common purpose. Chester I Barnard defined organization “as an identifiable group of people contributing their efforts. An organization comes into existence when there are a number of persons in communication and relationship to each other and are willing to contribute towards a common Endeavour. The group of people lay down rules and regulations and the formal structure or relationship among themselves”.

(2) Organization as a structure of relationships: Some people view organization as a structure of relationship. Organization sets up the scope of activities of the enterprise by laying down the structure of relationships. If organization is merely recognized as ‘structure’, it will be viewed as a static thing used to explain formal relationships. But an organization is a ‘dynamic’ entity consisting of individuals, means, objectives and relationships among the individuals.However, the use of the term structure to denote organization is not used

independently, but is combined with the term organization either in the form of organization structure or  structure of organization.

(3) Organization as a function of management: Organization is one of the basic functions of management. It involves determination and provision of various resources for the achievement of predetermined goal. Thus, organization is defined as a process of integrating and coordinating the efforts of human,financial and other resources for the accomplishment of certain objectives. Like‘planning’, organizing is also applied in every aspect of management, For example organization I necessary for planning, development, for formulation of plans and policies.
(4) Organization as a process: Organization is the process of establishing relationship among the members of the organization. Using this process organization structure is crated. The relationships are created in terms of authority and responsibility. Each person in the organization is assigned specific responsibility or duty to perform and is granted the corresponding authority to perform his duty. According to Louise A Allen, “Organization involves identification and grouping of activities to be performed and dividing them among the individuals and creating authority and responsibility relationship among them for the accomplishment of Organizing and Staffing organizational objectives. Organizing being process, consists departmentalization, linking of departments, defining authority and responsibility and prescribing authority relationships. The organization structure is the result of this process.

STEPS IN ORGANIZING

While organizing, a manager differentiates and integrates the activities of his organization. By differentiation is meant the process of departmentalization or segmentation of activities on the basis of some homogeneity. Integration is the process of achieving unity of effort among various departments, segments or subsystems. Organization involves the following interrelated steps:

(1) Consideration of objectives: The first step in organizing is to know the objectives of the enterprise. Objectives determine resources and the various activities which need to be performed and the type of organization which needs to be built for this purpose. Objectives also serve as guidelines for the

Management and workers. They bring about unity of direction in the organization.

(2) Identification and grouping of activities: If the members of the group are to pool their efforts effectively, there must be proper division of the major activities. Each job should be properly classified and grouped. This will enable the people to know what is expected of them as members of the group and will help in avoiding duplication of efforts. For example, the total activities of an enterprise may be divided into major functions like production, purchasing, marketing, finance etc., and such function is further subdivided into various jobs. For example, in production department separate sections may be created for research, industrial engineering etc. The jobs then can be classified and grouped to ensure the effective implementation of other steps.

(3) Assignment of duties: After classifying and grouping the activities into various jobs, they should be allotted to the individuals for ensuring certainty of work performance. Each individual should be given a specific job to do according to his ability and made responsible for that.

(4) Delegation of authority: Authority without responsibility is dangerous and responsibility without authority is an empty vessel. 

PURPOSE OF ORGANIZATION

Organization means a form of human association for the attainment of common objectives. An industrial organization denotes a type of associationship of persons in relationship to some economic activities. Obviously, the better the organization the fuller would be the achievement of common objectives. Similarly, a loose organization implies an unhappy and dangerous state of affairs. Organization is essential for the following purposes:

(1) To facilitate pattern of communication: Organization structure provide pattern of communication and coordination. By grouping activities and people,structure facilitates communication between people centered on their job activities. People who have joint problem often need to share information tosolve the problem.

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

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

(4) To create proper balance: Organization structure creates the proper balance and emphasis of activities. Those more critical to the enterprises success might be placed higher in the organization. For example R&D in pharmaceutical company might be singled out for reporting to the managing director. Activity of comparable importance might be placed at the lower level.

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

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

(7) To make use of technological improvements: A sound organization structure which is adoptable to changes can make the best possible use of latest technology. It can modify the existing pattern of authority-responsibility relationships in the wake of technological improvements.
TYPES OF ORGANIZATION

According to Kimball and Kimball “The problem of an organization is to select and combine the efforts of men of proper characteristics so as to produce the desired results”. Nature, scale and size of the business are the normal factors which determine forms of internal organization. The following common types of organization find a place in the structure of internal organization.

Line, Military or Scaler Organization

Line organization is the simple and oldest type of organization and is also known of scalar or military organization. The line organization represents the structure in a direct vertical relationship through which authority flows. The line of authority flows vertically downward from top to bottom throughout the organization. The quantum of authority is highest at the top and reduces at each successive level. Under line organization, each department is generally a complete self-contained unit. A separate person will look after the activity of the department and has full control over the department. The superior communicates his decision and orders to his subordinates.The subordinates, in turn, can communicate them to those who are immediately under them. This type of organization is followed in military.

The advantages of line organization are

(1) Simplicity

(2) Quick decision and speed of action.

(3) Unity of control.

(4) Clear division of authority and responsibility.

(5) Discipline and better coordination

(6) Direct communication.

Disadvantages

(1) The organization is rigid and inflexible

(2) Being an autocratic system, managers may become dictators and not leaders.

(3) There is scope of favor-ism and nepotism.

(4) Red-tape and bureaucracy.

(5) Lack of specialization.

General Manager
Functional Organization

The line organization does not provide specialists in the structure. Many jobs require specialized knowledge to perform them. In functional organization the specialists are made available in the top positions throughout the enterprise. It confers upon the holder of a functional position, a limited power of command over the people of various departments concerning their function. Functional authority remains confined to functional guidance of different department. Under functional organization, various activities of the enterprise are classified according to certain functions like production, marketing, finance, personnel etc., and are put under the charge of functional specialists as show in fig. A functional incharge directs the subordinates throughout the organization in his particular area of business operation. That means that subordinates receives orders and instructions not from one superior but from several functional specialists.
The advantages of functional organization

(1) Specialization.

(2) Reduces the burden on the top executives.

(3) Offers greater scope for expansion.

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

Disadvantages

(1) Violates principles of unity of command.

(2) The operation of functional organization is too complicated.
 (3) It develops specialists rather than generalists.

(4) Lack of coordination among functional executives which delays decision making.
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