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Unit II Management: 

 Importance Definition and Functions: 

There are many definitions of management 

According to Koontz, Management involves getting things done through and with people in a 

formally organized group. 

It is the art and science of decision and Leadership. 

It is simply the process of decision making and control over the action human beings for the 

purpose of attaining predetermined goals. 

 

 Schools of theories: 

Historical Theories of Management 

Scientific Management Theory 

(1890-1940) 

 at the turn of the century, the most notable organizations were large and industrialized. Often 

they included ongoing, routine tasks that manufactured a variety of products. The United States 

highly prized scientific and technical matters, including careful measurement and specification 

of activities and results. Management tended to be the same. Frederick Taylor developed the: 

s ie tifi  a age e t theo  hi h espoused this a eful spe ifi atio  a d easu e e t of 
all organizational tasks. Tasks were standardized as much as possible. Workers were rewarded 

and punished. This approach appeared to work well for organizations with assembly lines and 

other mechanistic, routine activities. 

Bureaucratic Management Theory 

(1930-1950) 

 Max Weber embellished the scientific management theory with his bureaucratic theory. 

Weber focused on dividing organizations into hierarchies, establishing strong lines of authority 

and control. He suggested organizations develop comprehensive and detailed standard 

operating procedures for all routine tasks. 
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Human Relations Movement 

(1930-today) 

 Eventually, unions and government regulations reacted to the rather dehumanizing effects of 

these theories. More attention was given to individuals and their unique capabilities in the 

organization. A major belief included that the organization would prosper if its workers 

prospered as well. Human Resource departments were added to organizations. The behavioral 

sciences played a strong role in helping to understand the needs of workers and how the needs 

of the organization and its workers could be better aligned. Various new theories were 

spawned, many based on the eha io al s ie es so e had a e like theo  X , Y  a d ) . 

Traits of Progressive Management Development Programs 

With the Human Relations movement, training programs recognized the need to cultivate 

supervisory skills, e.g., delegating, career development, motivating, coaching, mentoring, etc. 

Progressive management schools now have students review a wide body of management topics 

and learn those topics by applying that knowledge in the workplace and reflecting on that 

application. Learning acti ities i o po ate lea e s  eal-world activities in the workplaces or 

their lives. Assignment includes reflection and analysis on real-world experience. Learning is 

enhanced through continuing dialogue and feedback among learners. Very good schools 

manage to include forms of self-development, too, recognizing that the basis for effective 

management is effective self-management. 

Effe ti e a age e t de elop e t p og a s help stude ts lea e s  take a s ste s ie  of 
their organizations, including review of how major functions affect each other. Assignments 

include recognizing and addressing effects of one action on their entire organization. 

 

Contemporary Theories of Management 

Contingency Theory 

Basically, contingency theory asserts that when managers make a decision, they must take into 

account all aspects of the current situation and act on those aspects that are key to the 

situatio  at ha d. Basi all , it s the app oa h that it depe ds.  Fo  e a ple, the o ti ui g 
effort to identify the best leadership or management style might now conclude that the best 

style depends on the situation. If one is leading troops in the Persian Gulf, an autocratic style is  
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Probably best (of course, many might argue here, too). If one is leading a hospital or university,  

a more participative and facilitative leadership style is probably best. 

Systems Theory 

Systems theory has had a significant effect on management science and understanding 

o ga izatio s. Fi st, let s look at hat is a s ste ?  A s ste  is a olle tio  of part unified to 

accomplish an overall goal. If one part of the system is removed, the nature of the system is 

changed as well. For example, a pile of sand is not a system. If one removes a sand particle, 

ou e still got a pile of sa d. Ho e e , a fu tioning car is a system. Remove the carburetor 

a d ou e o lo ge  got a o ki g a . A s ste  a  e looked at as ha i g i puts, p o esses, 
outputs and outcomes. Systems share feedback among each of these four aspects of the 

systems. 

Let s look at a  o ga ization. Inputs would include resources such as raw materials, money, 

te h ologies a d people. These i puts go th ough a p o ess he e the e pla ed, o ga ized, 
oti ated a d o t olled, ulti atel  to eet the o ga izatio s goals. Outputs ould e 

products or services to a market. Outcomes would be, e.g., enhanced quality of life or 

productivity for customers/clients, productivity. Feedback would be information from human 

resources carrying out the process, customers/clients using the products, etc. Feedback also 

comes from the larger environment of the organization, e.g., influences from government, 

society, economics, and technologies. This overall system framework applies to any system, 

including subsystems (departments, programs, etc.) in the overall organization. 

Systems theory may seem quite basic. Yet, decades of management training and practices in 

the workplace have not followed this theory. Only recently, with tremendous changes facing 

organizations and how they operate, have educators and managers come to face this new way 

of looking at things. This interpretation has brought about a significant change (or paradigm 

shift) in the way management studies and approaches organizations. 

The effect of systems theory in management is that writers, educators, consultants, etc. are 

helping managers to look at the organization from a broader perspective. Systems theory has 

brought a new perspective for managers to interpret patterns and events in the workplace. 

They recognize the various parts of the organization, and, in particular, the interrelations of the 

parts, e.g., the coordination of central administration with its programs, engineering with 

manufacturing, supervisors with workers, etc. This is a major development. In the past, 

managers typically took one part and focused on that. Then they moved all attention to another 

part. The problem was that an organization could, e.g., have a wonderful central administration 
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a d o de ful set of tea he s, ut the depa t e ts did t s h o ize at all. “ee the ategory 

Systems Thinking 

Chaos Theory 

As chaotic and random as world events seem today, they seem as chaotic in organizations, too. 

Yet for decades, managers have acted on the basis that organizational events can always be 

o t olled. A e  theo  o  so e sa  s ie e , haos theo , e og izes that e e ts i deed 
are rarely controlled. Many chaos theorists (as do systems theorists) refer to biological systems 

when explaining their theory. They suggest that systems naturally go to more complexity, and 

as they do so, these systems become more volatile (or susceptible to cataclysmic events) and 

must expend more energy to maintain that complexity. As they expend more energy, they seek 

more structure to maintain stability. This trend continues until the system splits, combines with 

another complex system or falls apart entirely. Sound familiar? This trend is what many see as 

the trend in life, in organizations and the world in general. 

 

Environment, uncertainty and adaptability; corporate culture:                       

 Organizational design is dictated by a variety of factors, including the size of the 

company, the diversity of the organization's operations, and the environment in which it 

operates. 

 According to several theories, considerations of the external environment are a 

key aspect of organizational design. These considerations include how organizations cope 

with conditions of uncertainty, procure external resources, and compete with other 

organizations. 

 A company in a highly uncertain environment must prioritize adaptability over a 

more rigid and functional strategy. In contrast, a company in a mature market with limited 

variability and uncertainty should pursue more structure. 

 A company with a low-cost strategy relative to its competition may benefit from 

a more simplistic and fixed structural approach to operations, while a company 

pursuing differentiation must prioritize flexibility and a more diversified structure. 

 

Corporate culture refers to the beliefs and behaviors that determine how a company's 

employees and management interact and handle outside business transactions. 

Often, corporate culture is implied, not expressly defined, and develops organically over time 

from the cumulative traits of the people the company hires. 

Difficulties and levels of planning: Challenges for planners and managers 
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Natural resource planners and managers as well as rural development planners are faced with 

varied and frequently interconnected challenges. 

 Change: In our natural and human systems more or less rapid changes are always 

occurring. Many of these changes are triggered by human activities. First, planners and 

managers have to consider these possible changes in their decision-making. The plans have to 

be flexible. Second, planners and managers have to perceive actual changes and adapt their 

plans and management accordingly. 

 Complexity: The interdependence of natural systems and the ramifications of 

interactions of human activity with the natural environment are complex. Planners and 

managers have to understand the different components, processes, and their interactions very 

well to develop sustainable management and development strategies for the specific systems.  

 Uncertainty: Due to the complexity and changes, planners and managers do not have 

complete information about all factors influencing the decision. Nevertheless, they have to 

make decisions despite their lack of information about the ecosystem for which their decisions 

have consequences. 

 Conflict: Different, and often conflicting, values and perspectives are usually involved in 

resource allocation and use decision. Planners and managers are often faced with conflict 

situations and have to recognize and mediate between the conflicting sides. This is associated 

with the intergenerational and intergenerational equity implied in the term sustainability. 

The Three Levels of Planning 

There are three levels of strategic planning: Corporate, business, and functional. Strategy may 

be planned at each level, but the plans for every level of an organization should align to insure 

maximum unity of effort. Without alignment, departments and functions will be working at 

cross-purposes, and the overall corporate strategy will be less effective. Here is how strategist 

views each of the three levels of strategic planning: 

Corporate level: Planning at this level should provide overall strategic direction for an 

o ga izatio , so eti es efe ed to as the g a d st ateg .  This is a o ise state e t of the 
general direction which senior leadership intends to undertake to accomplish their stated 

mission or vision. Corporate level strategy is usually decided by the CEO and the Board of 

Directors although other senior leaders will often contribute to the strategy formulation. 

Strategic options at the corporate level will likely require a commitment of a significant portion 

of the fi s esou es o e  a  e te ded pe iod, a d the esults ill ha e a sig ifi a t i pa t 
on the future health of the organization. Strategic planning at this level will usually include a 

robust analysis and identification of several strategic options based on the assumed future 

operating environment. In a multi-business firm, careful consideration will be given to the 

overall core competencies of the firm and where the boundaries lie between corporate and 

business level responsibilities. 
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Business level: Each business within an organization will develop a strategy to support the 

overall business within its specific industry. Business level strategy is reflects the current 

position of the firm within its industry, and identifies how the available resources can be 

applied to improve the position of the firm in relation to its competitors. There are a variety of 

ways that businesses will compete, but more often than not it is based on the USP (unique 

selling proposition) of the firm which distinguishes the company and its products from other 

o petito s. If the e a e o diffe e es et ee  o e fi s p odu ts o  se i es f o  othe  
competitors, then the product or service becomes a commodity. Competition among firms that 

offer commodities is usually rooted in price competition, and the low-cost providers usually 

take over. On the other hand, businesses that distinguish themselves can compete on their 

unique selling proposition. If they can successfully demonstrate why they are different and how 

that difference can provide a better level of service or quality product, then the business can 

o a d a highe  a gi  fo  the p e iu  se i e o  p odu t. This is the alue  added  the 
firm, and the business strategy should focus on how the firm adds value. 

Functional level: Functional level describes support functions of a business: Finance, Marketing, 

Manufacturing, and Human Resources are a few examples of the functional level. Strategies at 

this level should be defined to support the overall business and corporate level strategies. If the 

functional level leaders can describe their activities and goals in relation to the business or 

corporate levels, then everyone in the organization will be aligned and as such contribute to the 

overall goals and objectives for the organization. So for example, functional leaders for IT or HR 

must ask if the strategies for their functions match and support the overall strategic direction of 

the businesses they support or of the overall firm itself. 

The best strategic planners understand how important it is for a firm to have alignment among 

the corporate, business, and functional levels of strategy. The overall corporate level strategies 

will not be effective if the supporting business and functional level strategies are inconsistent 

with the overall strategic intent of the senior leaders. Thus, it is not only important to pick the 

right strategy for the corporate level, but also equally important to make sure that the business 

and functional level strategies support the overall grand strategy for the organization. 

BCG Growth-Share Matrix 
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This framework assumes that an increase in relative market share will result in an increase in 

the generation of cash. This assumption often is true because of the experience curve; 

increased relative market share implies that the firm is moving forward on the experience curve 

relative to its competitors, thus developing a cost advantage. A second assumption is that a 

growing market requires investment in assets to increase capacity and therefore results in the 

consumption of cash. Thus the position of a business on the growth-share matrix provides an 

indication of its cash generation and its cash consumption. 

Henderson reasoned that the cash required by rapidly growing business units could be obtained 

from the firm's other business units that were at a more mature stage and generating 

significant cash. By investing to become the market share leader in a rapidly growing market, 

the business unit could move along the experience curve and develop a cost advantage. From 

this reasoning, the BCG Growth-Share Matrix was born. 

The four categories are: Dogs - Dogs have low market share and a low growth rate and thus 

neither generate nor consume a large amount of cash. However, dogs are cash traps because of 

the money tied up in a business that has little potential. Such businesses are candidates for 

divestiture. 

Question marks - Question marks are growing rapidly and thus consume large amounts of cash, 

but because they have low market shares they do not generate much cash. The result is a large 

net cash consumption. A question mark (also known as a "problem child") has the potential to 

gain market share and become a star, and eventually a cash cow when the market growth 

slows. If the question mark does not succeed in becoming the market leader, then after 

perhaps years of cash consumption it will degenerate into a dog when the market growth 

declines. Question marks must be analyzed carefully in order to determine whether they are 

worth the investment required to grow market share. 
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Stars - Stars generate large amounts of cash because of their strong relative market share, but 

also consume large amounts of cash because of their high growth rate; therefore the cash in 

each direction approximately nets out. If a star can maintain its large market share, it will 

become a cash cow when the market growth rate declines. The portfolio of a diversified 

company always should have stars that will become the next cash cows and ensure future cash 

generation. 

Cash cows - As leaders in a mature market, cash cows exhibit a return on assets that is greater 

than the market growth rate, and thus generate more cash than they consume. Such business 

units should be "milked", extracting the profits and investing as little cash as possible. Cash 

cows provide the cash required to turn question marks into market leaders, to cover the 

administrative costs of the company, to fund research and development, to service the 

corporate debt, and to pay dividends to shareholders. Because the cash cow generates a 

relatively stable cash flow, its value can be determined with reasonable accuracy by calculating 

the present value of its cash stream using a discounted cash flow analysis. 

Under the growth-share matrix model, as an industry matures and its growth rate declines, a 

business unit will become either a cash cow or a dog, determined solely by whether it had 

become the market leader during the period of high growth. 

While originally developed as a model for resource allocation among the various business units 

in a corporation, the growth-share matrix also can be used for resource allocation among 

products within a single business unit. Its simplicity is its strength - the relative positions of the 

firm's entire business portfolio can be displayed in a single diagram. 

Limitations: 

The growth-share matrix once was used widely, but has since faded from popularity as more 

comprehensive models have been developed. Some of its weaknesses are: 

Market growth rate is only one factor in industry attractiveness, and relative market share is 

only one factor in competitive advantage. The growth-share matrix overlooks many other 

factors in these two important determinants of profitability. 

The framework assumes that each business unit is independent of the others. In some cases, a 

business unit that is a "dog" may be helping other business units gain a competitive advantage. 
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The matrix depends heavily upon the breadth of the definition of the market. A business unit 

may dominate its small niche, but have very low market share in the overall industry. In such a 

case, the definition of the market can make the difference between a dog and a cash cow. 

While its importance has diminished, the BCG matrix still can serve as a simple tool for viewing 

a corporation's business portfolio at a glance, and may serve as a starting point for discussing 

resource allocation among strategic business units 

What is SWOT analysis and why should you use one? 

The name says it: Strength, Weakness, Opportunity, and Threat. A SWOT analysis guides you to  

Identify the positives and negatives inside your organization (S-W) and outside of it, in the 

external environment (O-T). Developing a full awareness of your situation can help with both 

strategic planning and decision-making. 

The SWOT method (which is sometimes called TOWS) was originally developed for business and 

industry, but it is equally useful in the work of community health and development, education, 

and even personal growth. 

SWOT is not the only assessment technique you can use, but is one with a long track record of 

effectiveness. The strengths of this method are its simplicity and application to a variety of 

levels of operation. 

When do you use SWOT? 

A SWOT analysis can offer helpful perspectives at any stage of an effort. You might use it to: 

Explore possibilities for new efforts or solutions to problems. 

Make decisions about the best path for your initiative. Identifying your opportunities for 

success in context of threats to success can clarify directions and choices. 

Determine where change is possible. If you are at a juncture or turning point, an inventory of 

your strengths and weaknesses can reveal priorities as well as possibilities. 

Adjust and refine plans mid-course. A new opportunity might open wider avenues, while a new 

threat could close a path that once existed. 

SWOT also offers a simple way of communicating about your initiative or program and an 

excellent way to organize information you've gathered from studies or surveys. 
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What are the elements of a SWOT analysis? 

A SWOT analysis focuses on the four elements of the acronym, but the graphic format you use 

 Varies depending on the depth and complexity of your effort. 

Remember that the purpose of performing a SWOT is to reveal positive forces that work 

together and potential problems that need to be addressed or at least recognized. Before you 

conduct a SWOT session, decide what format or layout you will use to communicate these 

issues most clearly for you. 

We will discuss the process of creating the analysis below, but first here are a few sample 

layouts-ideas of what your SWOT analysis can look like. 

You can list internal and external opposites side by side. Ask participants to answer these 

simple questions: what are the strengths and weaknesses of your group, community, or effort, 

and what are the opportunities and threats facing it? 

Or if a looser structure helps you brainstorm, you can group positives and negatives to think 

broadly about your organization and its external environment. 

And here's a third option for structuring your SWOT analysis that might be appropriate for a 

large initiative that requires detailed planning or many alternatives. This more elaborate "TOWS 

Matrix" is adapted from Fred David's Strategic Management text. Here a working table guides 

you to identify strategies by matching items in each quadrant. 

Listing Your Internal Factors: Strengths and Weaknesses (S, W) 

Internal factors include your resources and experiences. General areas to consider are: 

 Human resources - staff, volunteers, board members, target population 

 Physical resources - your location, building, equipment (Does your building have a prime 

location? Does it need renovations?) 

 Financial - grants, funding agencies, other sources of income 

 Activities and processes - programs you run, systems you employ 

 Past experiences - building blocks for learning and success, your reputation in the 

community 

Don't be too modest when listing your strengths. If you're having difficulty naming them, start 

by simply listing your characteristics (e.g., we're small, we're connected to the neighborhood). 

Some of these will probably be strengths. 
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Although the strengths and weakness of your organization are your internal qualities, don't 

overlook the perspective of people outside your group. Identify strengths and weaknesses from 

both your own point of view and that of others-those you serve or deal with. Do others see 

problems--or assets--that ou do t? Ho  do ou get i fo atio  a out ho  outside s perceive 

your strengths and weaknesses? You may know already if you've listened to those you serve. If 

not, this might be the time to gather that type of information. See "Related Sections" for ideas 

on conducting focus groups, user surveys, listening sessions, and meetings. 

 

Listing External Factors: Opportunities and Threats (O, T) 

Cast a wide net for the external part of the assessment. No organization, group, program, or 

neighborhood is immune to outside events and forces. Consider your connectedness, for better 

and worse, as you compile this part of your SWOT list. 

Forces and facts that your group does not control include: 

Future trends - in your field (Is research finding new treatments?) or the culture (Do current 

movies highlight your cause?) 

The economy - local, national, or international 

Funding sources - foundations, donors, legislatures 

Demographics - changes in the age, race, gender, culture of those you serve or in your area 

The physical environment (Is your building in a growing part of town? Is the bus company 

cutting routes?) 

Legislation (Do new federal requirements make your job harder...or easier?) 

Local, national or international events 

As a tool designed for businesses, the major threat to success for most SWOT practitioners is 

"the competition." Programs to improve the health and well-being of individuals and 

communities might not have competitors in the market sense, but there could be overlap in 

services with other agencies that you need to consider. Or perhaps preferences for funding 

aren't favoring you – you're interested in health promotions, but treatment is getting all the 

resources. 
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So it can help to think of the "competition" in a broad sense as you consider threats to your 

effort. Perhaps the competition for your target population's time and attention exists in a 

competing unhealthy habit, such as smoking, or in a societal force like tobacco advertising, or 

even in the lure of couch and TV, which occupy time that might be given to exercise. 

 Summary 

A realistic recognition of the weaknesses and threats that exist for your effort is the first step to 

countering them with a robust and creative set of strengths and opportunities. A SWOT analysis  

Identifies your strengths, weaknesses, opportunities and threats to assist you in making 

strategic plans and decisions. 

SWOT is a simple yet comprehensive way of assessing the positive and negative forces within 

and without your organization, so you can be better prepared to act effectively. The more 

stakeholders you involve in preparing the SWOT, the more valuable your analysis will be. 

Whatever courses of action you decide on, the four-cornered SWOT analysis prompts you to 

move in a balanced way throughout your program. 

It reminds you to: 

Build on your strengths 

Minimize your weaknesses 

Seize opportunities 

Counteract threats 

A SWOT analysis will be most helpful if you use it to support the vision, mission, and objectives 

you have already defined. The SWOT will at least provide perspective, and at best will reveal 

connections and areas for action. 

Steps in decision making, structured and unstructured decision: 

1. Identifying the purpose of decision 

2. Information Gathering 

3. Principles for judging the alternatives 

4. Brainstorm and analyze the different choices 

5. Evaluation of Alternatives 
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6. Select Best alternative 

7. Execute the Decision 

8. Evaluate the Result 

Decisions can vary from structured to unstructured. 

They can be differentiated in that structured decisions have a well defined methodology for 

finding a solution and have the data to reach a decision. They are usually straight forward and 

made on a regular basis. 

An example of a structured decision in my company is whether or not to withdraw funds from 

an international account depending on the current exchange rate. An unstructured decision 

relies on knowledge and/or expertise and often requires data and models to solve. An example 

of an unstructured decision in my company is what types of new content should be created and 

what market should be targeted. 

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. 

 

 

Dimensions of organization: 

Here are a number of dimensions or attributes that should be considered when designing an 

organization. These are important also during strategic planning. 

 Specialization 

The shape of a company is often closely related to the number and distribution of specialist 

roles. 'Birds of a feather flock together', as they say, and people who have studied the same 

subject like to work with one another, as not only can they discuss common problems but 
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they also can learn from one another as they professionally develop. Whilst not always 

necessary, it can also be helpful if your manager understands you and your work. 

In consequence, when companies split into departments, these are often driven by 

specialization, and firms which have more specializations will have more divisions (and 

possibly sub-divisions too). 

 Standardization 

The number and control of repeatable processes varies with organization. In the classic 

manufacturing assembly plant there is much which is standardized. On the other hand, 

professional organizations such as consultancies will have less control, and organizations that 

that work flexibility will have less standardization. 

 Formalization 

Formalization of what is done is similar to standardization but is more about the number of 

written rules, policies, procedures, and so on. This is typical of a large bureaucracy where 

there is a large central staff whose existence is often based on the formulation and policing of 

rules. It also may be found in highly regulated environments and where health and safety is 

at risk, including hospitals and nuclear power stations. 

The dilemma with formalization is that whilst it ensures consistency and can help the 

organization stay legal and safe, it also prohibits originality and change, with the result that 

formalized organizations can become unthinking and out of date. 

 Centralization 

In a centralized organization, much of the control is held centrally, with managers and 

corporate staff who issue rules and make key decisions. 

Whilst centralization gives control that allows for common and lockstep action, it removes 

freedom from the extremes of the company where local conditions and customers may 

demand alternative courses of action. 

Repeated centralization and decentralization is a pattern found in phases of organizational 

growth and crisis, where each reacts against problems in the other. 

 Configuration 

The configuration of a company is in the number of hierarchical layers and span of control 

(how many subordinates each manager has). 

The natural approach to sustaining control in a company is to have managers and 

subordinates but too many subordinates are difficult to manage, so this process continues in 

subdivision. This however creates its own problems and various organizational forms have 

been used in order address the issues of configuration. 
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 Traditionalism 

In the original organizations which were typically craft-based, such as thatching, agriculture 

and stonemasonry, there were few written rules and many people could not read or write. 

Instruction and learning was done through a master-apprentice structure. 

Whilst there are fewer such organizations now, a significant variable is the amount of 

information and processes which are documented as opposed to being orally transmitted. 

Smaller companies are more likely to retain this informality, especially where they are based on 

expertise and where they are sufficiently stable that employees stay there long enough to learn 

tacitly and then go on to re-transmit their knowledge. 

 

Popular types of departmentalization 

 Functional departmentalization - Grouping activities by functions performed. Activities 

can be grouped according to function (work being done) to pursue economies of scale 

by placing employees with shared skills and knowledge into departments for example 

human resources, IT, accounting, manufacturing, logistics, and engineering. Functional 

departmentalization can be used in all types of organizations. 

 Product departmentalization - Grouping activities by product line. Tasks can also be 

grouped according to a specific product or service, thus placing all activities related to 

the product or the service under one manager. Each major product area in the 

corporation is under the authority of a senior manager who is specialist in, and is 

responsible for, everything related to the product line. LA Gear is an example of 

company that uses product departmentalization. Its structure is based on its varied 

p odu t li es hi h i lude o e s foot ea  et . 

 Customer departmentalization - Grouping activities on the basis of common customers 

or types of customers. Jobs may be grouped according to the type of customer served 

by the organization. The assumption is that customers in each department have a 

common set of problems and needs that can best be met by specialists. The sales 

activities in an office supply firm can be broken down into three departments that serve 

retail, wholesale and government accounts. 

 Geographic departmentalization - Grouping activities on the basis of territory. If an 

organization's customers are geographically dispersed, it can group jobs based on 

geography. For example, the organization structure of Coca-Cola has reflected the 

o pa s ope atio  i  t o oad geog aphi  a eas – the North American sector and 

the international sector, which includes the Pacific Rim, the European Community, 

Northeast Europe, Africa and Latin America groups. 
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 Process departmentalization - Grouping activities on the basis of product or service or 

customer flow. Because each process requires different skills, process 

departmentalization allows homogenous activities to be categorized. For example, the 

applicants might need to go through several departments namely validation, licensing 

a d t easu , efo e e ei i g the d i e s li e se. 

 Divisional departmentalization - When the firm develops independent lines of business 

that operate as separate companies, all contributing to the corporation profitability, the 

design is call divisional departmentalization). For example, the XYZ co Computer 

Division, Automobile division etc. 

 

Span of control is simply the number of staff that report to a manager. Some companies also 

have an ideal span of control, which is the number of reports they feel a manager can 

effectively manage. In this case, if a manager has fewer reports than the ideal, they may feel he 

or she is not being effectively used, while if he or she is handling more they may feel that the 

manager is over-stretched and the reports will not receive enough direction. 

What Are the Implications of the Span of Control? 

The span of control of the average manager in an organization determines the width of the 

organization as seen when viewing the organizational chart. Fewer reports to the average 

manager will result in a taller organizational chart, with more management positions relative to 

the number of individual contributors. A higher number of reports to the average manager will 

result in a flatter or wider chart, with fewer management positions relative to the number of 

individual contributors. 

The average span of control will also impact the company's time to make decisions and cost 

structure. 

Higher average span of control means fewer layers of management within the organization and 

a relatively flatter organizational structure. This can lead to: 

 Faster decision-making due to fewer levels of approvals required for a specific decision, 

which allows the company to respond more quickly to business issues. 

 Better and more frequent communication between higher-level managers and staffers, 

so the staff is more knowledgeable about company goals and the higher-level managers 

are more knowledgeable about daily operational issues faced by staff. 

 Reduced costs relative to a taller organization, since there are fewer management layers 

needing compensation. 

Lower average span of control means relatively more layers of management within the 

organization and a relatively taller organizational structure. This can lead to: 
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 Fewer opportunities for promotions, since there are fewer management positions in the 

company. 

 The concern that manager input will be relatively harder for staffers to obtain, and 

managers will have less time to focus on specific decisions. Employees will need to be 

relatively more self-motivated and independent in their work style due to having less 

manager input. 

Important strategic decisions made by the company will have relatively less time spent on them 

due to the reduced time available to focus on individual decisions. This can lead to less than 

optimal responses to business opportunities and threats. 

Technology and Mintzberg organization typology: 

Mintzberg's Five Types of Organizational Structure 

Henry Mintzberg is a renowned management theorist who developed a list of five basic 

organizational types. He identified the various organizations as a result of their blend of 

strategy, environmental forces and the organizational structure. The five organizational types 

are entrepreneurial, machine, professional, divisional and innovative. 

Entrepreneurial 

An entrepreneurial company has a loose organizational structure and is typically driven by 

entrepreneurial-minded or creative types of leaders. Startup companies managed by their 

founders commonly exemplify this organizational type. Forward-thinking ideals, energy and 

enthusiasm are common strengths. Limited structure, poor task discipline, inefficiency and 

controlling management are potential drawbacks or risks if emphasis isn't placed on defined 

work processes. 

Machine 

Mintzberg labeled a highly bureaucratic organization as being like a "machine." Government 

agencies and other types of large, set-in-their-ways corporations epitomize this style. While 

structure, consistency and longevity are strengths, limited openness to new perspectives and 

inefficiencies resulting from bureaucratic processes are common deficiencies. 

Professional 

The professional organization type has a similar level of bureaucracy to the machine type. 

However, it is characterized by a high degree of professional, competent knowledge workers 

who drive the economic engine. These technically skilled workers usually have specialized skills 

and autonomy in their work, making for more decentralized decision making than is prevalent 

in the machine type. 
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Divisional 

A divisional structure is most common in large corporations with multiple business units and 

product lines. In some cases, companies divide their businesses and products into divisions to 

promote specific management of each division. Centralized control is common in this format 

with divisional vice presidents overseeing all facets of the work within their respective divisions. 

Innovative 

An organizational type that allows for cutting-edge leadership is the innovative type. This is 

common in new industries or with companies that want to become innovative leaders. 

Decentralized decision making is a key trait as talent leaders are allowed to make judgments 

with efficiency in mind. The potential for leadership conflict and uncertainty over authority are 

drawbacks. 

Line organization is the oldest and simplest method of administrative organization. According 

to this type of organization, the authority flows from top to bottom in a concern. The line of 

command is carried out from top to bottom. This is the reason for calling this organization as 

scalar organization which means scalar chain of command is a part and parcel of this type of 

administrative organization. In this type of organization, the line of command flows on an even 

basis without any gaps in communication and co-ordination taking place. 

Features of Line Organization 

1. It is the simplest form of organization. 

2. Line of authority flows from top to bottom. 

3. Specialized and supportive services do not take place in these organizations. 

4. Unified control by the line officers can be maintained since they can independently take 

decisions in their areas and spheres. 

5. This kind of organization always helps in bringing efficiency in communication and 

bringing stability to a concern. 

Merits of Line Organization 

1. Simplest- It is the most simple and oldest method of administration. 

2. Unity of Command- In these organizations, superior-subordinate relationship is 

maintained and scalar chain of command flows from top to bottom. 

3. Better discipline- The control is unified and concentrates on one person and therefore, 

he can independently make decisions of his own. Unified control ensures better 

discipline. 

4. Fixed responsibility- In this type of organization, every line executive has got fixed 

authority, power and fixed responsibility attached to every authority. 
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5. Flexibility- There is a co-ordination between the top most authority and bottom line 

authority. Since the authority relationships are clear, line officials are independent and 

can flexibly take the decision. This flexibility gives satisfaction of line executives. 

6. Prompt decision- Due to the factors of fixed responsibility and unity of command, the 

officials can take prompt decision. 

Demerits of Line Organization 

1. Over reliance- The li e e e uti e s de isio s a e i ple e ted to the otto . This 
results in over-relying on the line officials. 

2. Lack of specialization- A line organization flows in a scalar chain from top to bottom and 

there is no scope for specialized functions. For example, expert advices whatever 

decisions are taken by line managers are implemented in the same way. 

3. Inadequate communication- The policies and strategies which are framed by the top 

authority are carried out in the same way. This leaves no scope for communication from 

the other end. The complaints and suggestions of lower authority are not 

communicated back to the top authority. So there is one way communication. 

4. Lack of Co-ordination- Whatever decisions are taken by the line officials, in certain 

situations wrong decisions, are carried down and implemented in the same way. 

Therefore, the degree of effective co-ordination is less. 

5. Authority leadership- The line officials have tendency to misuse their authority 

positions. This leads to autocratic leadership and monopoly in the concern. 

Line and Staff Organization 

Line and staff organization is a modification of line organization and it is more complex than line 

organization. According to this administrative organization, specialized and supportive activities 

are attached to the line of command by appointing staff supervisors and staff specialists who 

are attached to the line authority. The power of command always remains with the line 

executives and staff supervisors guide, advice and counsel the line executives. Personal 

Secretary to the Managing Director is a staff official. 

                                               MANAGINGDIRECTOR                                 

                                   

↓ ↓ ↓ 

Production Manager Marketing Manager Finance Manager 

↓ ↓ ↓ 

Plant Supervisor Market Supervisor Chief Assisstant 
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↓ ↓ ↓ 

Foreman Salesman Accountant 

Features of Line and Staff Organization 

1. There are two types of staff : 

a. Staff Assistants- P.A. to Managing Director, Secretary to Marketing Manager. 

b. Staff Supervisor- Operation Control Manager, Quality Controller, PRO 

2. Line and Staff Organization is a compromise of line organization. It is more complex 

than line concern. 

3. Division of work and specialization takes place in line and staff organization. 

4. The whole organization is divided into different functional areas to which staff 

specialists are attached. 

5. Efficiency can be achieved through the features of specialization. 

6. There are two lines of authority which flow at one time in a concern : 

a. Line Authority 

b. Staff Authority 

7. Power of command remains with the line executive and staff serves only as counselors. 

 

 

 

Merits of Line and Staff Organization 

1. Relief to line of executives- In a line and staff organization, the advice and counseling 

which is provided to the line executives divides the work between the two. The line 

executive can concentrate on the execution of plans and they get relieved of dividing 

their attention to many areas. 

2. Expert advice- The line and staff organization facilitates expert advice to the line 

executive at the time of need. The planning and investigation which is related to 

different matters can be done by the staff specialist and line officers can concentrate on 

execution of plans. 

3. Benefit of Specialization- Line and staff through division of whole concern into two 

types of authority divides the enterprise into parts and functional areas. This way every 

officer or official can concentrate in its own area. 

4. Better co-ordination- Line and staff organization through specialization is able to 

provide better decision making and concentration remains in few hands. This feature 

helps in bringing co-ordination in work as every official is concentrating in their own 

area. 

5. Benefits of Research and Development- Through the advice of specialized staff, the line 

executives, and the line executives get time to execute plans by taking productive 

decisions which are helpful for a concern. This gives a wide scope to the line executive 

to bring innovations and go for research work in those areas. This is possible due to the 

presence of staff specialists. 
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6. Training- Due to the presence of staff specialists and their expert advice serves as 

ground for training to line officials. Line executives can give due concentration to their 

decision making. This in itself is a training ground for them. 

7. Balanced decisions- The factor of specialization which is achieved by line staff helps in 

bringing co-ordination. This relationship automatically ends up the line official to take 

better and balanced decision. 

8. Unity of action- Unity of action is a result of unified control. Control and its 

effectiveness take place when co-ordination is present in the concern. In the line and 

staff authority all the officials have got independence to make decisions. This serves as 

effective control in the whole enterprise. 

Demerits of Line and Staff Organization 

1. Lack of understanding- In a line and staff organization, there are two authorities flowing 

at one time. This results in the confusion between the two. As a result, the workers are 

not able to understand as to who is their commanding authority. Hence the problem of 

understanding can be a hurdle in effective running. 

2. Lack of sound advice- The line official get used to the expertise advice of the staff. At 

times the staff specialist also gives wrong decisions which the line executive has to 

consider. This can affect the efficient running of the enterprise. 

3. Line and staff conflicts- Line and staff are two authorities which are flowing at the same 

time. The factors of designations, status influence sentiments which are related to their 

relation, can pose a distress on the minds of the employees. This leads to minimizing of 

co-o di atio  hi h ha pe s a o e s o ki g. 
4. Costly- In line and staff concern, the concerns have to maintain the high remuneration 

of staff specialist. This proves to be costly for a concern with limited finance. 

5. Assumption of authority- The power of concern is with the line official but the staff 

dislikes it as they are the one more in mental work. 

6. Staff steals the show- In a line and staff concern, the higher returns are considered to 

be a product of staff advice and counseling. The line officials feel dissatisfied and a 

feeling of distress enters a concern. The satisfaction of line officials is very important for 

effective results. 

Strictly speaking, matrix management is the practice of managing individuals with more than 

one reporting line (in a matrix organization structure), but it is also commonly used to describe 

managing cross functional, cross business group and other forms of working that cross the 

traditional vertical business units –  

 A matrix organizational structure is a company structure in which the reporting relationships 

are set up as a grid, or matrix, rather than in the traditional hierarchy. In other words, 

employees have dual reporting relationships - generally to both a functional manager and a 

product manager. 
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A matrix organizational structure is one of the most complicated reporting structures a 

company can implement. Read on to learn why a company might implement a matrix structure 

and the advantages and disadvantages for both company and staff. 

Definition 

A matrix organizational structure is a company structure in which the reporting relationships 

are set up as a grid, or matrix, rather than in the traditional hierarchy. In other words, 

employees have dual reporting relationships - generally to both a functional manager and a 

product manager. 

Example 

In the 1970s, Philips, a Dutch multinational electronics company, set up matrix management 

with its managers reporting to both a geographical manager and a product division manager. 

Many other large corporations, including Caterpillar Tractor, Hughes Aircraft, and Texas 

Instruments, also set up reporting along both functional and project lines around that time. 

Advantages 

In a matrix organization, instead of choosing between lining up staff along functional, 

geographic or product lines, management has both. Staffers report to a functional manager 

who can help with skills and help prioritize and review work, and to a product line manager 

who sets direction on product offerings by the company. This structure has some advantages: 

 Resources can be used efficiently, since experts and equipment can be shared across 

projects. 

 Products and projects are formally coordinated across functional departments. 

 Information flows both across and up through the organization. 

 Employees are in contact with many people, who help with sharing of information and 

can speed the decision process. 

 Staffers have to work autonomously and do some self-management between their 

competing bosses; this can enhance motivation and decision making in employees who 

enjoy it. 
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Key disadvantages of matrix organizations include: 

 Mid-level management having multiple supervisors can be confusing, in that competing 

agendas and emphases can pull employees in different directions, which can lower 

productivity. 

 Mid-level management can become frustrated with what appears to be a lack of clarity 

with priorities. 

 Mid-level management can become over-burdened with the diffusion of priorities. 

 Supervisory management can find it more difficult to achieve results within their area of 

expertise with subordinate staff being pulled in different direction 

One reason for the growing use of teams and networks is that many companies are recognizing 

the li its of t aditio al e ti al o ga izatio  st u tu es i  toda s fast shifti g environment. In 

general the trend is towards breaking down barriers between departments, and many 

companies are moving towards horizontal structures based on work processes rather than 

departmental functions. However, regardless of the type of structure, every organization needs 

mechanisms for horizontal integration and coordination. The structure of an organization is not 

complete without designing the horizontal as well as the vertical dimensions of its structure. 

The need for coordination: A Task Force comprising Experts from different fields is formed to 

tackle a specific problem by coordinating with each other. It is temporary committee and is 

dissolved once the task is done. 

As organizations grow and evolve, two things happen. First, new positions and departments are 

added to deal with factors in the external environment or with new strategic needs. For 

example, many organizations have established Information Technology departments to cope 

with the new information systems, or chief knowledge officers to find ways to leverage 

o ga izatio al k o ledge i  toda s i fo atio  ased e o o . A o pa  a  add positio s 
and departments to meet changing needs. They grow complex with hundreds of positions and 

departments performing   incredibly diverse activities. 
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Senior managers have to find a way to group together all of these departments together. The 

formal chain of command and the supervision it provides is effective, but it is not enough. The 

organization needs systems to process information and enables communication among people 

in different levels. 

Without oo di atio  a o pa s left ha d ill ot a t i  o e t ith the ight ha d, ausi g 
problems and conflicts. Coordination is required regardless of whether the organization has a 

functional, divisional or team structure. Employees identify with their immediate department 

or team, taking its interest to heart and may not want to compromise with other units for the 

good of the organization as a whole. 

Coordination is the outcome of information and cooperation. Managers can design systems and 

structures to promote horizontal coordination. Although the vertical functional structure is 

effective in stable environments it does not provide the horizontal coordination needed in 

times of rapid change. Innovations such as cross functional teams, task forces, and project 

managers work within the vertical structure but provide a means to increase horizontal 

communication and cooperation. The next stage involves reengineering to structure the 

organization into teams working on horizontal processes. The vertical hierarchy is flattened 

with perhaps only a few senior executives in traditional support functions such as finance and 

human resources. 

Business process re-engineering and process of change management:  

Business process re-engineering is a business management strategy, originally pioneered in the 

early 1990s, focusing on the analysis and design of workflows and business processes within an 

organization. BPR aimed to help organizations fundamentally rethink how they do their work in 

order to dramatically improve customer service, cut operational costs, and become world-class 

competitors.[1] In the mid-1990s, as many as 60% of the Fortune 500 companies claimed to 

either have initiated re-engineering efforts, or to have plans to do so.[2] 

BPR seeks to help companies radically restructure their organizations by focusing on the 

ground-up design of their business processes. According to Davenport (1990) a business 

process is a set of logically related tasks performed to achieve a defined business outcome. Re-

engineering emphasized a holistic focus on business objectives and how processes related to 

them, encouraging full-scale recreation of processes rather than iterative optimization of 

processes. 

Business process re-engineering is also known as business process redesign, business 

transformation, or business process change management. 

Change management is a structured approach for ensuring that changes are thoroughly and 

smoothly implemented, and that the lasting benefits of change are achieved. 
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The focus is on the wider impacts of change, particularly on people and how they, as individuals 

and teams, move from the current situation to the new one. The change in question could 

range from a simple process change, to major changes in policy or strategy needed if the 

organization is to achieve its potential. 

Understanding Change Management 

Theories about how organizations change draw on many disciplines, from psychology and 

behavioral science, through to engineering and systems thinking. The underlying principle is 

that change does not happen in isolation – it impacts the whole organization (system) around 

it, and all the people touched by it. 

In order to manage change successfully, it is therefore necessary to attend to the wider impacts 

of the changes. As well as considering the tangible impacts of change, it's important to consider 

the personal impact on those affected, and their journey towards working and behaving in new 

ways to support the change.  Change Curve is a useful model that describes the personal and 

organizational process of change in more detail. 

Change management is, therefore, a very broad field, and approaches to managing change vary 

widely, from organization to organization and from project to project. Many organizations and 

consultants subscribe to formal change management methodologies. These provide toolkits, 

checklists and outline plans of what needs to be done to manage changes successfully. 

When you are tasked with "managing change" (irrespective of whether or not you subscribe to 

a particular change management approach), the first question to consider is what change 

management actually means in your situation. Change management focuses on people, and is 

about ensuring change is thoroughly, smoothly and lastingly implemented. And to know what 

that means exactly in your situation, you must dig down further to define your specific change 

management objectives. 

 Typically, these will cover: 

1. Sponsorship: Ensuring there is active sponsorship for the change at a senior executive 

level within the organization, and engaging this sponsorship to achieve the desired results. 

2. Buy-in: Gaining buy-in for the changes from those involved and affected, directly or 

indirectly. 

3. Involvement: Involving the right people in the design and implementation of changes, 

to make sure the right changes are made. 

4. Impact: Assessing and addressing how the changes will affect people. 

5. Communication: Telling everyone who's affected about the changes. 

6. Readiness: Getting people ready to adapt to the changes, by ensuring they have the 

right information, training and help. 
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Change Management Activities 

Once you have considered the change management objectives and scope, you'll also need to 

consider the specific tasks. Again, the range of possible activities is broad. It's a question of 

working out what will best help you meet the change challenge in hand, as you have defined it 

in your objectives and scope, and how to work alongside other people's and projects' activities 

and responsibilities. The essence of this is to identify the tasks that are necessary if you're going 

to give change the greatest chance of success. 

Coming from this, the activities involved in managing change can include: 

 Ensuring there is clear expression of the reasons for change, and helping the sponsor 

communicate this. 

 Identifying "change agents" and other people who need to be involved in specific 

change activities, such as design, testing, and problem solving, and who can then act as 

ambassadors for change. 

 Assessing all the stakeholders and defining the nature of sponsorship, involvement and 

communication that will be required. 

 Planning the involvement and project activities of the change sponsor(s). 

 Planning how and when the changes will be communicated, and organizing and/or 

delivering the communications messages. 

 Assessing the impact of the changes on people and the organization's structure. 

 Planning activities needed to address the impacts of the change. 

 Ensuring that people involved and affected by the change understand the process 

change. 

 Making sure those involved or affected have help and support during times of 

uncertainty and upheaval. 

 Assessing training needs driven by the change, and planning when and how this will be 

implemented. 

 Identifying and agreeing the success indicators for change, and ensure they are regularly 

measured and reported on. 

Remember, these are just some typical change management activities. Others may be required 

in your specific situation. Equally, some of the above may not be within your remit, so plan 

carefully, and coordinate with other people involved. 

HR planning placement and training: 
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We all know that recruitment and selection is one of the tasks that the HR department fulfills. 

The other tasks will be discussed below: 

Recruitment and selection: Involves selecting and attracting the best workers. 

 

Wages and salaries: Must be enough to motivate or attract workers. 

Industrial relations: There must be effective communication between departments. 

Training program: Must meet the training needs of employees and accomplish business 

objectives. 

Health and safety: Must do things according to the law. 

Redundancy and dismissal: Must obey all laws when firing workers. 

 

Recruitment and selection 

Workers are needed when a business starts up, expands or an existing employee leaves. 

Businesses use the recruitment process to successfully employ the right people. This process is 

usually undertaken by the HR department, but in small business, HR departments do not exist 

since the businesses employ too little workers for it to be of much use. Here is a diagram 

summarizing the recruitment process: 

 

1. Vacancy arises. 

A job analysis is done, which identifies the responsibilities and tasks of the job. 

2. A job description lists that responsibilities and tasks to the candidates who apply for the 

position. 

3. A job specification outlines the required qualifications, expertise and experience a 

candidate needs so that they can be accepted. 

4. The job is advertised in the appropriate media. (e.g. newspapers) 

5. Candidates fill out application forms, which are short-listed so that only the best candidates 

remain. 

6. Interviews are held with remaining candidates, and the ones suitable for the job are 

selected. 

7. Vacancy filled. 

MIS:  

MIS is the use of information technology, people, and business processes to record, store and 

process data to produce information that decision makers can use to make day to day 

decisions. 

MIS is the acronym for Management Information Systems. In a nutshell, MIS is a collection of 

systems, hardware, procedures and people that all work together to process, store, and 

produce information that is useful to the organization. 

The need for MIS 
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The following are some of the justifications for having an MIS system 

 Decision makers need information to make effective decisions. Management 

Information Systems (MIS) make this possible. 

 MIS systems facilitate communication within and outside the organization – 

employees within the organization are able to easily access the required information for 

the day to day operations. Facilitates such as Short Message Service (SMS) & Email make 

it possible to communicate with customers and suppliers from within the MIS system 

that an organization is using. 

 Record keeping – management information systems record all business transactions of 

an organization and provide a reference point for the transactions. 

Components of MIS 

The major components of a typical management information system are; 

 People – people who use the information system 

 Data – the data that the information system records 

 Business Procedures – procedures put in place on how to record, store and analyze data 

 Hardware – these include servers, workstations, networking equipment, printers, etc. 

 Software – these are programs used to handle the data. These include programs such as 

spreadsheet programs, database software, etc. 

Types of Information Systems 

The type of information system that a user uses depends on their level in an organization. The 

following diagram shows the three major levels of users in an organization and the type of 

information system that they use. 

Transaction Processing Systems (TPS) 

This type of information system is used to record the day to day transactions of a business. An 

example of a Transaction Processing System is a Point of Sale (POS) system. A POS system is 

used to record the daily sales. 

Management Information Systems (MIS) 

Management Information Systems are used to guide tactic managers to make semi-structured 

decisions. The output from the transaction processing system is used as input to the MIS 

system. 

Decision Support Systems (DSS) 
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Decision support systems are used by top level managers to make semi-structured decisions. 

The output from the Management Information System is used as input to the decision support 

system.DSS systems also get data input from external sources such as current market forces, 

competition, etc. 

 

Attitudes and personality traits: 

Big Five Personality Model 

Attempting to understand and classify what makes people who they are has been a 

longstanding challenge in the world of personality psychology. Numerous theories and models 

have been developed over the years to better understand aspects of human personality. Most 

trait theory models attempt to accurately describe aspects of personality. 

The focus of this lesson is on the Big Five personality traits. In psychology, the 'Big Five' is a 

term used to describe the five broad traits of human personality. In current practice, it is 

sometimes used interchangeably with the term 'five-factor model.' 

Each of the traits, or factors, identified as the Big Five are independent of each other and 

account for the infinite number of unique aspects that comprise human personality. 

Understanding each of the Big Five factors will help you better grasp the concept of personality 

traits. 

The Big Five personality traits are: 

 Openness 

 Conscientiousness 

 Extroversion 

 Agreeableness 

 Neurotic ism 

An easy way to remember the Big Five is to remember the word 'OCEAN.' The first letter of 

each trait creates the word ocean. 

The Big Five traits have been subjected to rigorous testing over the past several decades. The 

research continues to support the notion that we all possess each of the five personality 

characteristics to some degree. And even though we share only five common personality traits, 

the possible combinations, or personality types, are endless when you consider the varying 

degrees of each trait. For example, not all of us are equally agreeable or neurotic. 

Big Five Personality Traits 

Now that we have identified each of the Big Five personality traits, let's take a look at each one 

individually. 
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Openness refers to traits, such as how inclined someone is to conform to societal or cultural 

norms, how concretely or abstractly someone thinks about things, and how open or resistant 

someone is to change. A person who is a creative thinker and always looking for ways to do 

things better would likely score high on measures of openness. 

Conscientiousness has to do with a person's degree of organization, level of discipline, and how 

prone he or she is to taking risks. The college student who never misses a class and has a 4.0 

GPA would probably prove to have a high degree of conscientiousness as measured on a 

personality assessment. 

Extroversion is a personality characteristic that describes things like how social a person is or 

how warm and loving they tend to be. Extroverts are people who would typically prefer to go 

out to a party with lots of friends, as opposed to stay in and watch a movie with one or two 

friends. 

Agreeableness takes into account how kind, dependable, and cooperative a person is. People 

who score high on scales of agreeableness are typically more interested in doing things for the 

common good, as opposed to fulfilling their own self-interests. 

Neuroticism is a personality characteristic that describes how nervous or anxious a person 

tends to be, as well as the degree of self-confidence and self-contentment he or she possesses. 

Individuals who score high on levels of neuroticism will often be preoccupied with the 'what ifs' 

of life. They tend to be worrisome and preoccupied with things that might not be within their 

control. 

 

Attitude: 

An attitude is an evaluation of an attitude object, ranging from extremely negative to extremely 

positive. Most contemporary perspectives on attitudes also permit that people can also be 

conflicted or ambivalent toward an object by simultaneously holding both positive and negative 

attitudes toward the same object. This has led to some discussion of whether individual can 

hold multiple attitudes toward the same object.  

An attitude can be as a positive or negative evaluation of people, objects, events, activities, and 

ideas. It could be concrete, abstract or just about anything in your environment, but there is a 

debate about precise definitions. Eagly and Chaiken, for example, define an attitude as "a 

psychological tendency that is expressed by evaluating a particular entity with some degree of 

favor or disfavor." Though it is sometimes common to define an attitude as affect toward an 

object, affect (i.e., discrete emotions or overall arousal) is generally understood to be distinct 

from attitude as a measure of favourability. Attitude may influence the attention to attitude 

objects, the use of categories for encoding information and the interpretation, judgment and 

recall of attitude-relevant information. These influences tend to be more powerful for strong 

attitudes which are easily accessible and based an elaborate knowledge structure. Attitudes 

may guide attention and encoding automatically, even if the individual is pursuing unrelated 

goals. 
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Attitude component models 

Multicomponent model is the most influential model of attitude. Where attitudes are 

evaluations of an object that have cognitive, affective, and behavioural components. These 

components are also known as taxi CAB, that will get you where you want to go. 

 Cognitive component The cognitive component of attitudes refer to the beliefs, 

thoughts, and attributes that we would associate with an object. Many times a person's 

attitude might be based on the negative and positive attributes they associate with an 

object. 

 Affective component The affective component of attitudes refers to your feelings or 

emotions linked to an attitude object. Affective responses influence attitudes in a number 

of ways. For example, many people are afraid/scared of spiders. So this negative affective 

response is likely to cause you to have a negative attitude towards spiders. 

 Behavioral component  The behavioral component of attitudes refer to past behaviors 

or experiences regarding an attitude object. The idea that people might infer their attitudes 

from their previous actions. This idea was best articulated by Bam. 

 

Overlap and differences between leader & manager, leadership grid: 

The managerial grid model (1964) is a style leadership model developed by Robert R. Blake and 

Jane Mouton. 

This model originally identified five different leadership styles based on the concern for people 

and the concern for production. 

The optimal leadership style in this model is based on Theory Y. 

The grid theory has continued to evolve and develop. The theory was updated with two 

additional leadership styles and with a new element, resilience. 

In 1999, the grid managerial seminar began using a new text, The Power to Change. 

The model is represented as a grid with concern for production as the x-axis and concern for 

people as the y-axis; each axis ranges from 1 (Low) to 9 (High). The resulting leadership styles 

are as follows: 
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 The indifferent (previously called impoverished) style (1, 1): evade and elude. In this 

style, managers have low concern for both people and production. Managers use this 

style to preserve job and job seniority, protecting themselves by avoiding getting into 

trouble. The main concern for the manager is not to be held responsible for any 

mistakes, which results in less innovative decisions. 

 The accommodating (previously, country club) style (1, 9): yield and comply. This style 

has a high concern for people and a low concern for production. Managers using this 

style pay much attention to the security and comfort of the employees, in hopes that 

this will increase performance. The resulting atmosphere is usually friendly, but not 

necessarily very productive. 

 The dictatorial (previously, produce or perish) style (9,1): control and dominate. With a 

high concern for production, and a low concern for people, managers using this style 

find employee needs unimportant; they provide their employees with money and 

expect performance in return. Managers using this style also pressure their employees 

through rules and punishments to achieve the company goals. This dictatorial style is 

based on Theory X of Douglas McGregor, and is commonly applied by companies on the 

edge of real or perceived failure. This style is often used in cases of crisis management. 

 The status quo (previously, middle-of-the-road) style (5, 5): balance and compromise. 

Managers using this style try to balance between company goals and workers' needs. By 

giving some concern to both people and production, managers who use this style hope 

to achieve suitable performance but doing so gives away a bit of each concern so that 

neither production nor people needs are met. 

 The sound (previously, team style) (9, 9): contribute and commit. In this style, high 

concern is paid both to people and production. As suggested by the propositions of 

Theory Y, managers choosing to use this style encourage teamwork and commitment 

among employees. This method relies heavily on making employees feel to be 

constructive parts of the company. 

 The opportunistic style: exploit and manipulate. Individuals using this style, which was 

added to the grid theory before 1999, do not have a fixed location on the grid. They 

adopt whichever behavior offers the greatest personal benefit. 

 The paternalistic style: prescribe and guide. This style was added to the grid theory 

before 1999. In The Power to Change, it was redefined to alternate between the (1,9) 

and (9,1) locations on the grid. Managers using this style praise and support, but 

discourage challenges to their thinking. 
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When you are promoted into a ole he e ou a e a agi g people, ou do t auto ati all  
become a leader. There are important distinctions between managing and leading people. Here 

are nine of the most important differences that set leaders apart: 

Difference between Leaders and Managers: 

1. Leaders create a vision, managers create goals. 

Leaders paint a picture of what they see as possible and inspire and engage their people in 

turning that vision into reality. They think beyond what individuals do. They activate people to 

Downloaded from  be.rgpvnotes.in

Page no: 33 Follow us on facebook to get real-time updates from RGPV

https://be.rgpvnotes.in
https://www.facebook.com/rgpvnotes.in
https://be.rgpvnotes.in


be part of something bigger. They know that high-functioning teams can accomplish a lot more 

working together than individuals working autonomously. Managers focus on setting, 

measuring and achieving goals. They control situations to reach or exceed their objectives. 

2. Leaders are change agents, managers maintain the status quo. 

Leaders are proud disrupters. Innovation is their mantra. They embrace change and know that 

even if things are working, there could be a better way forward. And they understand and 

accept the fact that changes to the system often create waves. Managers stick with what 

works, refining systems, structures and processes to make them better. 

. Leade s a e u i ue, a age s’ op . 

Leaders are willing to be themselves. They are self-aware and work actively to build their 

unique and differentiated personal brand. They are comfortable in their own shoes and willing 

to sta d out. The e authe ti  a d t a spa e t. Ma age s i i  the o pete ies and 

behaviors they learn from others and adopt their leadership style rather than defining it. 

4. Leaders take risks, managers control risk . 

Leaders are willing to try new things even if they may fail miserably. They know that failure is 

often a step on the path to success. Managers work to minimize risk. They seek to avoid or 

control problems rather than embracing them. 

5. Leaders are in it for the long haul, managers think short-term. 

Leaders have intentionality. They do what they say they are going to do and stay motivated 

toward a big, often very distant goal. They remain motivated without receiving regular rewards. 

Managers work on shorter-term goals, seeking more regular acknowledgment or accolades. 

6. Leaders grow personally, managers rely on existing, proven skills. 

Leade s k o  if the  a e t lea i g so ethi g e  e e  da , the  a e t sta di g still, the e 
falling behind. They remain curious and seek to remain relevant in an ever-changing world of 

work. They seek out people and information that will expand their thinking. Managers often 

double down on what made them successful, perfecting existing skills and adopting proven 

behaviors. 

7. Leaders build relationships, managers build systems and processes. 
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Leaders focus on people – all the stakeholders they need to influence in order to realize their 

vision. They know who their stakeholders are and spend most of their time with them. They 

build loyalty and trust by consistently delivering on their promise. Managers focus on the 

structures necessary to set and achieve goals. They focus on the analytical and ensure systems 

are in place to attain desired outcomes. They work with individuals and their goals and 

objectives. 

8. Leaders coach, managers direct. 

Leaders know that people who work for them have the answers or are able to find them. They 

see their people as competent and are optimistic about their potential. They resist the 

temptation to tell their people what to do and how to do it. Managers assign tasks and provide 

guidance on how to accomplish them. 

9. Leaders create fans, managers have employees. 

Leaders have people who go beyond following them; their followers become their raving fans 

and fervent promoters – helping them build their brand and achieve their goals. Their fans help 

them increase their visibility and credibility. Managers have staff who follow directions and 

seek to please the boss. 

Are you a manager or a leader? 

 

Moti atio       : Maslo ’s eed hie a h  a d He z e g t o fa to  theo , e pe tatio  theo : 

 Maslow's hierarchy of needs is a theory in psychology proposed by Abraham Maslow in 

his 1943 paper "A Theory of Human Motivation" in Psychological Review. Maslow 

subsequently extended the idea to include his observations of humans' innate curiosity. 

His theories parallel many other theories of human developmental psychology, some of 

which focus on describing the stages of growth in humans. Maslow used the terms 

"physiological", "safety", "belongingness" and "love", "esteem", "self-actualization", and 

"self-transcendence" to describe the pattern that human motivations generally move 

through. 

 Maslow studied what he called exemplary people such as Albert Einstein, Jane Addams, 

Eleanor Roosevelt, and Frederick Douglass rather than mentally ill or neurotic people, 

writing that "the study of crippled, stunted, immature, and unhealthy specimens can 

yield only a cripple psychology and a cripple philosophy." Maslow studied the healthiest 

1% of the college student population.  
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 Maslow's theory was fully expressed in his 1954 book Motivation and Personality. The 

hierarchy remains a very popular framework in sociology research, management 

training and secondary and higher psychology instruction. 

The two-factor theory (also known as Herzberg's motivation-hygiene theory and dual-factor 

theory) states that there are certain factors in the workplace that cause job satisfaction, while a 

separate set of factors causes dissatisfaction. It was developed by psychologist Frederick 

Herzberg, who theorized that job satisfaction and job dissatisfaction act independently of each 

other.  

Two-factor theory distinguishes between: 

 Motivators (e.g. challenging work, recognition for one's achievement, responsibility, 

opportunity to do something meaningful, involvement in decision making, sense of 

importance to an organization) that give positive satisfaction, arising from intrinsic 

conditions of the job itself, such as recognition, achievement, or personal growth, and 

 Hygiene factors (e.g. status, job security, salary, fringe benefits, work conditions, good 

pay, paid insurance, vacations) that do not give positive satisfaction or lead to higher 

motivation, though dissatisfaction results from their absence. The term "hygiene" is 

used in the sense that these are maintenance factors. These are extrinsic to the work 

itself, and include aspects such as company policies, supervisory practices, or 

wages/salary. Herzberg often referred to hygiene factors as "KITA" factors, which is an 

acronym for "kick in the ass", the process of providing incentives or threat of 

punishment to make someone do something. 

According to the Two-Factory Theory there are four possible combinations:  

1. High Hygiene + High Motivation: The ideal situation where employees are highly 

motivated and have few complaints. 

2. High Hygiene + Low Motivation: Employees have few complaints but are not highly 

motivated. The job is viewed as a paycheck. 

3. Low Hygiene + High Motivation: Employees are motivated but have a lot of complaints. 

A situations where the job is exciting and challenging but salaries and work conditions 

are not up to par. 

4. Low Hygiene + Low Motivation: This is the worst situation where employees are not 

motivated and have many complaints. 

Vroom expectancy motivation theory 

Whereas Maslow and Herzberg look at the relationship between internal needs and the 

resulting effort expended to fulfill them, Vroom's expectancy theory separates effort (which 

arises from motivation), performance, and outcomes. 
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Vroom's expectancy theory assumes that behavior results from conscious choices among 

alternatives whose purpose it is to maximize pleasure and to minimize pain. Vroom realized 

that an employee's performance is based on individual factors such as personality, skills, 

knowledge, experience and abilities. He stated that effort, performance and motivation are 

linked in a person's motivation. He uses the variables Expectancy, Instrumentality and Valence 

to account for this. 

Expectancy is the belief that increased effort will lead to increased performance i.e. if I work 

harder than this will be better. This is affected by such things as: 

1. Having the right resources available (e.g. raw materials, time) 

2. Having the right skills to do the job 

3. Having the necessary support to get the job done (e.g. supervisor support, or correct 

information on the job) 

Instrumentality is the belief that if you perform well that a valued outcome will be received. 

The degree to which a first level outcome will lead to the second level outcome. I.e. if I do a 

good job, there is something in it for me. This is affected by such things as: 

1. Clear understanding of the relationship between performance and outcomes – e.g. the 

rules of the reward 'game' 

2. Trust in the people who will take the decisions on who gets what outcome 

3. Transparency of the process that decides who gets what outcome 

Valence is the importance that the individual places upon the expected outcome. For the 

valence to be positive, the person must prefer attaining the outcome to not attaining it. For 

example, if someone is mainly motivated by money, he or she might not value offers of 

additional time off. 

The three elements are important behind choosing one element over another because they are 

clearly defined: effort-performance expectancy (E>P expectancy) and performance-outcome 

expectancy (P>O expectancy). 

E>P expectancy: our assessment of the probability that our efforts will lead to the required 

performance level. 

P>O expectancy: our assessment of the probability that our successful performance will lead to 

certain outcomes. 

Crucially, Vroom's expectancy theory works on perceptions – so even if an employer thinks 

they have provided everything appropriate for motivation, and even if this works with most 

people in that organization, it doesn't mean that someone won't perceive that it doesn't work 

for them. 

At first glance expectancy theory would seem most applicable to a traditional-attitude work 

situation where how motivated the employee is depends on whether they want the reward on 

offer for doing a good job and whether they believe more effort will lead to that reward. 

However, it could equally apply to any situation where someone does something because they 

expect a certain outcome. For example, I recycle paper because I think it's important to 
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conserve resources and take a stand on environmental issues (valence); I think that the more 

effort I put into recycling the more paper I will recycle (expectancy); and I think that the more 

paper I recycle then less resources will be used (instrumentality) 

Thus, Vroom's expectancy theory of motivation is not about self-interest in rewards but about 

the associations people make towards expected outcomes and the contribution they feel they 

can make towards those outcomes. 

 

 

 

 

 

Learning process, team work and stress management: 

Since learning is an individual process, the instructor cannot do it for the student. The student 

can learn only from personal experiences; therefore, learning and knowledge cannot exist apart 

from a person. A person's knowledge is a result of experience, and no two people have had 

identical experiences. 

Stress management and Teamwork skills 

Why is it important to employers? 

Stress management is very important to employers because high levels of stress in the 

workplace can lead to: 

- Poor decision-making 

- An increase in mistakes, may lead to more customer or client complaints. This is likely to 
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We hope you find these notes useful. 

You can get previous year question papers at  

https://qp.rgpvnotes.in . 

 

If you have any queries or you want to submit your 

study notes please write us at 
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