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TASKS OF A PROFESSIONAL MANAGER
As a participant in this programme you are either a practising manager or are aspiring
to be one. Your, first concern, therefore, is to know the tasks which you are expected
to fulfil as a professional manager. These various tasks are discussed in this unit.
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There is a lot of confusion over the much widely used terms-professional
management and professional managers. Some researchers contend there is nothing
like professional management. Management is a discipline. There are practitioners of
this discipline who practise management as a profession and 'thus are, professional
managers. Just as there are doctors and lawyers by profession similarly there are
professional managers. As doctors practise medicine, managers practise management.
The only difference between professional managers and other professionals is that,
while the latter must possess a formal degree in their discipline, a professional
manager need not have a formal degree or education in management. He may have
learnt the necessary skills and gained competence from his experience. The second
characteristic of a professional manager is that his primary concern is the organisation
or the company with which he works. This is true whether the manager works for a
private or public sector or a multinational company; whether he is the executive
director or the personnel manager reporting to the executive director. The
professional manager always has his company's overall perspective in his mind and
all his actions are guided by the company's objectives.
The third and the most important characteristic of a professional manager is that he is
responsible for performance. Managing involves collecting and utilising resources
(money, men, materials and machines) in the most optimal manner for achievement
of some pre-determined objectives or results. It is the professional manager's
responsibility to utilise resources to produce the required results. Responsibility and
performance are really the key words in defining a manager's role. Performance
implies action, and action necessitates taking specific steps and doing certain tasks.
Let us first take up the various tasks which a manager is expected to do to produce
results.
1.1 PROVIDING PURPOSEFUL DIRECTION TO THE FIRM
A manager can be compared to the captain of a ship who has first to set the course to
reach the destination and then steer the ship along the course. Similarly, a manager
has to, first of all, set objectives which the firm must achieve. Objectives provide the
direction in which the firm must move. Having decided upon the objectives, the
manager must constantly monitor the progress and activities of the firm to ensure that
it is moving in the desired direction. This is the first and foremost task of every
manager.
If you are a part of the top management team then you will be very actively involved
in this task through the process of defining the mission and objectives for the entire
organisation. If you are a manager reporting to the top manager, it is your task to see
that the actions of the people who work for you in your department or division are in
the desired direction. It is your task as a manager to prevent all such actions which
take your company away from the direction set by the top management.
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A large American multinational company has its subsidiary in India which
manufactures and markets a popular line of cosmetics and cough and cold
medication. It maintains a large farm in Uttar Pradesh for production of a medicinal
plant which is used as an active ingredient in all its medication.
Control over this essential raw material gives the company a substantial cost
advantage. To derive further cost advantage it was proposed that the company set up
its own printing press for printing the packaging labels. The proposal was in the final
stage of approval till the top management team realised that printing was not their
business. Diversification into printing would only .take the company farther away
from, and not closer to, the desired direction. Production and marketing of medication
was their main line of business and the farm made an essential contribution.
However., printing was not such a critical activity that it required the company to
have full control over it.
This illustration highlights the fact that all actions and decisions must be evaluated on
the basis of their contribution towards achievement of the company's objectives.
However, this illustration should not give you the idea that objectives or direction
once set will hold good for all times to come or that any movement away from the
current line of production or activity is always undesirable. The key point is that all
movements and actions must be consistent with achievement of the objectives. To
ensure consistency it is important that the manager carefully thinks through each
alternative course of action, to evaluate its potential to contribute towards attainment
of objectives.
1.2 MANAGING SURVIVAL AND GROWTH
"Survival of the fittest" is the law of the jungle which is equally applicable to the
competitive market place where firms struggle and fight for survival. Ensuring
survival of the firm is a critical task of the manager. But that alone is not enough. The
manager has also to actively seek growth. No matter how big or powerful a firm may
be today, it is sure to be left behind in the race by newer, healthier and more efficient
firms if it does not pursue growth.
Two sets of factors impinge upon the firm's survival and growth. The first is the set of
factors which are internal to the firm and are largely controllable. These internal
factors are choice of technology, efficiency of labour, competence of managerial
staff, company image, financial resources, etc. Most of the old traditional textile mills
were setup in India around the late 19th or early 20th century based on the then
prevalent technology. These mills continued to flourish till the late 1960s. The early
and mid-seventies witnessed a dramatic revolution in textile technology all over the
world. Ignorant of this changing trend, the Indian mills continued with the old
technology. But some new companies (notable among them Reliance Textiles with its
`Vimal' brand of textiles) entered this field with the latest technology, offering
superior quality textiles in a wide range of polyester and cotton blends.
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The traditional mills could not match these new entrants in terms of either product or
price. And one of the oldest and the most prosperous industry was. faced with
unprecedented levels of sickness. Most of the old mills became unprofitable and had
to be bailed out or taken over by the government, or finally shut down. Failure of
managing technological change sounded the death knell of the textile mills.
The second set of factors influencing the firm's ability to ensure survival and growth
are those which are external to the firm and over which it has little or no control.
These external, environmental factors refer to government policy, laws and
regulations, changing customer tastes, attitudes and values, increasing competition
etc. Hindustan Lever Limited (HLL) is a subsidiary of a multinational company
which, till some years ago, was manufacturing and marketing detergents (Surf, Rin),
soaps (Lux, Liril, Lifebuoy, etc.) and Dalda Vanaspati, groundnut oil, and
agriproducts. Most of these are low-technology lines. Being a foreign company in low
technology areas, further growth opportunities were restricted under the Foreign
Exchange Regulations Act (FERA) unless HLL diluted its foreign equity to 40 per
cent. Not willing to dilute the equity holding to 40 per cent level HLL had to find a
way to manage its survival and growth. HLL sold off its line of vanaspati and cooking
oil to Lipton India and diversified into the production of basic chemicals-a hightechnology area where foreign companies are allowed to invest and grow as per
FERA. Thus by changeover from low-tech to hi-tech area HLL has ensured its future
in India.
Activity A
Identify the managers whose prime task is to plan and steer the future of your
company. What are the various survival and growth options which your company has
adopted in the recent past?
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
1.3 MAINTAINING FIRM'S EFFICIENCY IN TERMS OF PROFIT
GENERATION
Efficiency is the ratio of output to the input. A manager has not only to perform and
produce results, but to do so in the most efficient manner possible. To produce results
a manager requires inputs in the form of money, men, materials and machines. The
more output that the manager can produce with the same input, the greater will be the
profit generated. Profit is the surplus or difference the manager can generate between
the value of inputs and outputs.
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Profit is essential for the survival and growth of a business. A manager may decide to
forego some profit today for the profits which he is seeking tomorrow but in the long
run he must understand that no business can survive if it does not make profits.
Business activity is undertaken to satisfy a need of the society in a manner which
yields profits. A business is not a philanthropic or charitable activity which is run
merely to provide some goods and services irrespective of whether it is making a
profit.
Profit generated can be used for expansion, upgrading of technology, growth or
paying dividends. Profits are one of the cheapest sources of financing growth, as they
involve no interest liability nor putting the freedom at stake by having representatives
of financial institutions sit on your board of directors. Profit gives you the cushion to
take risk, think big and venture into relatively unknown areas.
A profitable firm can turn unprofitable because of obsolete technology, inability to
meet high fixed cost structures, high levels of wastage, or simply because the product
is no longer in demand by customers. We have illustrated how the traditional textile
mills became unprofitable and the fate they eventually met. A similar fate awaits all
unprofitable businesses. The consistent failure of, Engineering Projects India, a public
sector company, to generate profits and. execute international projects within the time
limits has threatened the very existence of this company.
In contrast, companies such as Colgate-Palmolive, Tata Engineering and Locomotive
Company (TELCO), Century Enka, Richardson Hindustan Limited, etc. have been
showing consistently good profits.
Activity B
What is your company's ranking in terms of profit generation within the industry?
Which is the most efficient company in your industry?
List three specific ideas which you think can improve your company's efficiency.
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.4 MEETING THE CHALLENGE OF INCREASING COMPETITION
In today's fast changing world one of the very critical tasks of every manager is to
anticipate and prepare for the increasing competition. Competition is increasing in
terms of more competitors, more products, wider variety of products, better quality of
products and a customer who is, today, better informed and more aware than ever
before. The increasing reach and popularity of TV as a means of information has also
contributed to the increasing competition. The manager today has more potential
customers to sell to and easy access to these customers yet the market is crowded
with many competitors wooing the same customers.
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Till a decade ago, the Times of India group of newspapers and magazines reigned
supreme in the magazine market with its `Illustrated Weekly of India' being the only
Indian family magazine and `Filmfare' the only notable film magazine.
The former could be found in most homes which had a minimum level of literacy and
affluence. And `Filmfare' was the only magazine for people interested in films. The
introduction of `India Today' and `Stardust' brought about a radical change. Starting
in a modest fashion. `India Today' is probably the most widely read general interest
magazine while `Stardust' has blazed its own unique trend-setting trail of popularity.
n the wake of the success of these two magazines, many other magazines followed,
such as general interest magazines, film magazines, women's magazines, children's
magazines, special interest magazines, etc. All these new magazines have better
reading content, more colour, better layout and are very glossy and attractive to look
at. Unable to match these new magazines the circulation of the `Illustrated. Weekly of
India' and `Filmfare' slumped. However, in the last years these two magazines have
been attempting to regain the lost ground and have succeeded to some measure. But
they can certainly never again enjoy the leading position which they once did. In
developed countries the concept of competition is very closely linked to that of
obsolescence. Companies keep introducing successively new models of cars, washing
machines, refrigerators, etc., with minor variations, and persuading the customers to
discard their older models for the newer ones.
Activity C
List the firms whose products compete with your firm's products. Write down specific
options you would adopt to fight this competition.
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.5 MANAGING FOR INNOVATION
Innovation is finding new, different and better ways of doing existing tasks. In the
context of business, innovation has to be defined in terms of the additional value it
imparts to the existing products or services. Value is not expressed in terms of
increased cost or price but in terms of the difference it makes to the customer.
A television manufacturing company, after years of painstaking effort, introduced a
circuit with a neat and clean layout which was extremely easy to service. The
company spent large amounts of money promoting this new circuit and its improved
servicing but the customers were not impressed and sales did not pick up as per
expectations. Customers were not convinced because they could not really perceive
the difference and importance of the circuit since its impact on performance was very
marginal.
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The marketing consultant to the company recommended that instead of using
plywood the company should use transparent plastic back-covers for the chassis. This
would allow the customers to see the circuit and decide for himself the truth of the
company's claim. This is an innovation because it makes a vital difference to the
customer, since he can see and understand for himself the improvement.
Very often it is the customer himself who provides the source of innovation. Digital
Equipment Corporation, a U.S. company manufacturing and marketing
minicomputers, does not spend its own time and money in finding new business
applications for its mini-computers. Instead, it maintains close contact with its
customers and relies on them to find uses for their mini-computers. A study
conducted by Eric Von Hippel and James Utterback on the source of innovation in the
scientific instruments business revealed that more than 75 per cent of ideas for
innovations came from users.
To plan and manage for innovation as an on-going task, the first thing the manager
must do is to maintain close contact and relation with customers. The firm's salesmen
provide the most direct link for the company with its customers. The task of the
manager is to train these salesmen to keep their eyes and ears open for any type of
information, ideas, suggestions, complaints, criticisms, and feed it back to the
company. An extensive innovation study conducted by Christopher Freeman has
concluded that successful companies pay a great deal of attention to the market.
Successful firms innovate in response to market needs, involve potential users in the
development of the innovation, and understand users' needs.
The manager can also maintain a direct link between customers and the company.
Proctor and Gamble, one of America's largest consumer goods company, put on its
packaging a telephone number at which the customers could call at company's
expense and give any information regarding the product. In 1979 this company
received 20,000 telephone calls, each of which was followed through, and was a
major source of ideas for innovation and improvements.
Keeping track of competitor's activities and moves can also be a source of innovation
as can improvements in technology. To qualify as innovative, the technology must be
market and customer-oriented rather than research-oriented. In most cases, innovation
as finally introduced in the market was never originally intended to be so. You can
appreciate the truth of this statement better when you know that xerography was
originally aimed at a small segment of the lithography (a special type of printing
process) market, it was never intended to be used in making mass copies. Transistors,
which, prior to the development of integrated circuits, were used in manufacture of
television, radio, etc., were originally developed for military use. As a manager you
should keep a close watch on the technology improvements taking place and try to
find a customer-oriented application for it.
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The manager who has his finger on the pulse of the market can quickly find out
under-the-surface changes and shifts taking place and accordingly modify his product
to match the customer requirement. It is not the absolute amount of money and effort
which a firm invests in research and development but its ability to quickly adapt and
place in the market the improved product which accounts for its innovativeness.
This calls for flexibility in organisational structure to accommodate the necessary
changes. In the final analysis, it is the manager who inculcates and nurtures curiosity
and an open mind, and combines it with market feedback, who will emerge as winner
in the race in which innovation is at a premium.
1.6 BUILDING HUMAN ORGANISATION
Man is by far the most critical resource of an organisation. No amount of money,
materials and machines can produce results by themselves. Men are needed to
manage them. Machines can be programmed to take over routine, repetitive jobs, but
only a human brain can design the machines.
Surround yourself with the best people you can find, delegate authority, and don't
interfere", is the advice given by U.S. President, Ronald Reagan to practising
managers (FORTUNE, September 15, 1986). Certainly useful advice except for the
drawback that good people, leave alone the best, are so difficult to find. `I just can't
seem to find the right people' is an oft heard lament from many a manager. It is
indeed a paradoxical situation that we have so much unemployment on the one hand
and on the other it is genuinely difficult to find the right sort of people.
A small consulting firm's experience is that an advertisement for sales representatives
in a national newspaper fetches anything up to four hundred applications and you are
lucky if you are able to pick up even two or three good people.
This only reinforces the fact that a good worker is a valuable asset to any company.
And, every manager must constantly be on the look out for people with potential and
attract them to join his company. A manager with a competent team has already won
half the battle. Note that we use the word team, and not individuals. However,
competent or brilliant individuals may be, if they cannot work together with each
other they are of not much use to a company. It is up to the manager to mesh
individuals into a well-knit team. The manager who cannot build his team cannot
succeed. Teams should be built on the principles of division of labour, specialisation
of work and mutual give and take.
Pearl Polymers Private Limited is engaged in manufacturing and marketing a wide
range of consumer and industrial thermoplastics under the brand name of PEARL
PET. In addition, the group is involved in garment exports, computer manufacturing
and retailing and trading in basic chemicals. The top management team consists of
four brothers each having a special area of activity. The eldest brother is the overall
group in-charge who coordinates and looks after the interests of the entire group
besides being responsible for marketing and trading.
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The second brother, a chemical engineer by training, is responsible for production.
The third brother is a chartered accountant and manages the finances and accounts.
The fourth brother has a business management degree and is responsible for garment
exports. Having clear cut areas of functioning and responsibility these brothers have
been able to create the right team spirit and are very successful.
Realising the importance of creating a team spirit and teamwork for achieving the
organisational objectives, progressive companies are trying to build this up in every
possible way. Quad Graphics, a very successful print company in USA, calls its
workers `partners'. W.L. Gore Associates, an American high-tech manufacturer refers
to its 4000 people on its payrolls as `associates". Over 8,000 American companies
share part of their ownership with more than 10 million employees through Employee
Stock Ownership Plans.
1.7 RETAINING TALENT AND INCULCATING SENSE OF LOYALTY
Hiring good people is still a relatively simple task as compared to the task of retaining
them, people may join a company because of its favourable image but will stay on
only if they find appreciation for, and satisfaction from, their work.
To retain talented people the manager should provide a comfortable working
environment which is conducive to work. More important than the physical
environment is the degree of freedom which a worker enjoys in making decisions
within the defined parameters of his job. When a worker knows that it is his
responsibility to produce results and he is accountable for them, he will put in his best
effort. On the other hand, if the worker is always ordered to do every single act, and
nothing is left for him to decide, whatever little potential exists in him will be killed.
A worker should be able to take pride in his work, derive satisfaction from saying
`This is my achievement'. To ensure that work does not degenerate into a boring and
meaningless affair, repetitive, dull tasks should be interspersed with tasks which call
for some element of creativity. In practice this may be difficult, but the manager must
at least give some thought to how best he can make work meaningful. Rotating jobs
within the same department at the same level may be one way of making work more
interesting and provide opportunity to the worker to demonstrate his professional and
technical skill.
The manager must also understand that each individual is unique and his degree of
expertise at handling various aspects of works varies from that of another. As an
effective manager your attempt should be to pinpoint your subordinates' strengths and
give them work in which their skill can be utilised to the maximum. In areas where
they feel inadequate, provide them support. A talented, competent man is definitely
worth that bit of extra support.
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Recognising, appreciating and nurturing your subordinates' talents will bring you
rewards in terms of improved results and loyalty. However, to really earn the loyalty
of his people the manager must remember two other key concepts, communication
and motivation. A manager who encourages open, direct and frank communication is
always able to tackle issues much before they become problems and also take
advantage of the creative ideas of his employees. Opportunity to communicate
directly with the top manager enhances the sense of self-esteem of workers and helps
create in them a sense of belonging, a feeling that what they think and feel is
important to their organisation. Such a feeling goes a long way in building loyal
employees.
Every individual's behaviour is initiated because of some needs, drives, and desires
and is directed towards achievement of goals. These needs and drives motivate a man
to action. The manager's attempt should be to influence these needs, desires or
motives towards the achievement of the organisational goals. The more such
motivational factors a manager can incorporate in the work content, environment of
work and rewards of work, the more willingly will people put in hard work. Money,
power, status, recognition, etc. are all powerful motivators which a manager can use.
Under the Employees Stock Ownership Plans in use in many U.S. companies,
employees can buy shares and become part owners of the companies for which they
work. Recent research reveals that these plans encourage employees to remain loyal
to their organisations and stay on with them.
Activity D
List all such key personnel who you think are loyal to the company. What do you
think are the reasons for their loyalty?
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.8 SUSTAINING LEADERSHIP EFFECTIVENESS
Every manager is a leader in the sense that he has to influence his subordinates to
work willingly for achieving the organisational objectives and inspire them to put in
their best effort. The only way a manager can be acknowledged as a leader is by
continually demonstrating his leadership abilities. If the manager always gives due
importance to the welfare and interests of his employees, makes objective decisions
that benefit everyone, he will be rewarded by the confidence and trust of his people.
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J.R.D. Tata is an excellent example of an effective leader. Appointed Chairman of
Tata Steel in 1939 he held this position, performing with distinction and providing
admirable leadership, right up to 1985. Even today he is the Chairman of the Tata
group of companies, whose name is synonymous with the highest standards of quality
and integrity. That all Tata products right from salt to trucks enjoy, the trust of lakhs
of customers speaks volumes for the highest kind of leadership provided by J.R.D.
Tata.
There are equally big industrial houses but how many of them enjoy the kind of
customer confidence or have the clean and impeccable record of the Tatas? The
beginning is always made from the top-the beginning of rot or excellence, that is up
to you to choose. Whichever you choose remember that it is. A very important
choice, because once the momentum builds up it is difficult to stop and reverse the
process.
An effective leader must be a man with vision who can think and plan ahead, and also
have persuasion to carry along all the people.
1.9

MAINTAINING

BALANCE

BETWEEN

CREATIVITY

AND

CONFORMITY
Developing a new idea, concept or product can be very creative, challenging and
exciting. But, that is only one part of the story. The other part of the story, and usually
the more difficult part, is to translate this idea into a successful business. This requires
detailed planning and organising of finance, marketing, administration, etc. While
new product development involves a high degree of creativity, its transformation into
a successful business reality involves carrying out relatively more routine and
repetitive tasks. Designing a new high-fashion garment can be very challenging and
satisfying work but selling it to boutiques all over the country, and chasing them for
outstanding dues hardly offers that kind of excitement, but certainly offers the
satisfaction of a routine job well done.
A manager is lucky if he can find elements of both creativity and conformity in the
same individual. Usually this is not the case, and most organisations have separate;
product Development Groups or Research and Development Division. Creativity can
flourish best when allowed full freedom with minimum rules and regulations. Thin
most firms allow the product development groups to function in a relatively freer
atmosphere. An advertising agency known for the excellent advertisements it
produces, allows its creative people, the copy-writers and art-director, the freedom to
come into office and leave whenever they please. As long as the work is completed
within the deadline, management allows its creative people a great degree of freedom.
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In contrast to creative success for which definite output or results cannot be
predetermined, business success requires achievement of specific, usually
quantifiable targets. In business the best results are usually obtained within the
conformity of company policies and rules. However, this is not to say that managing
for business results is boring and requires no creativity. On the contrary, succeeding
in today's cut-throat competitive world calls for creativity in all the functional aspects
of managing, be it finance, marketing, advertising, public relations or human
relations.
To succeed, an organisation needs both creative people and people who can produce
business results. The manager must encourage both kinds of persons in his
organisation. A new product idea gives a company a rare opportunity to emerge out
of the humdrum of competition to the top, but the transformation of opportunity into
reality depends on the people performing for business results.
Activity E
How does your company encourage and promote creativity in its employees?
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.10 POSTPONING MANAGERIAL OBSOLESCENCE
Managers and executives, after 20 to 25 years of work experience, often find
themselves having reached a plateau where, on the one hand, the prospect of
enhanced status, increased pay and perks are no longer motivators enough to work
hard; and on the other, they find they are unable to relate to the latest managerial
knowledge and skills and feel totally lost. In both cases, these managers cease to be
productive and become a drag on the organisation in terms of their heavy cost and
inability to make meaningful contribution. This is the problem of managerial
obsolescence, that is when managers become unproductive, or out of date, or both. In
the situation where lack of motivation seems to be the cause, the solution lies in
redesigning their job content to make it more meaningful. An aerospace company
designates its senior engineering managers as consultants to its groups of young
engineers, thus providing the right outlet for their rich experience.
Training programmes aim to provide or improve knowledge and skills which can help
the manager improve his performance on the job. Many companies regularly sponsor
their senior managers to attend such training programmes. Other companies invite
experts to their own company premises to conduct these programmes and workshops.
Training programmes, refresher courses, and basic courses in functional areas are the
solution for managers facing knowledge obsolescence.
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These training programmes are not restricted to senior managers alone. In fact,
younger managers can also benefit from these programmes, especially those which
provide knowledge of other functional areas such as production for non-production
managers. Also beneficial for the young managers are workshops aimed at training
them for the top level management posts.
Activity F
Does your company have an explicit policy for training personnel? How many
training programmes have you attended in the last five years? Describe how these
programmes have helped you in updating your knowledge and skills.
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.11 MEETING THE CHALLENGE OF CHANGE
One of the important tasks which every manager has to perform is that of a change
agent. The social, political, economic, technical and cultural environment in which
the firm operates is always changing. The company must keep pace and change
accordingly. Similarly, within the organisation, new types of production technology
ay be introduced, the existing product lines may be phased out, formal procedures and
techniques for planning, resource allocation, job appraisal, etc. may be introduced.
All these imply a change. And man by his very nature resists any change. Used to the
old system or method of doing a particular job, people perceive change as a threat to
their security. Moreover, change implies learning afresh the new methods or
processes and most people resist making this extra effort.
The marketing department of a television company always complained of the low
quality circuit in the black and white TV and held it responsible for its poor sales
performance. However, when an improved circuit was introduced, the marketing
department tried its best to convince the top management against this change saying
that the old circuit was now performing in a satisfactory manner. The real reason
however, was that the marketing department would now be under pressure to show
results as it would have no scapegoat to blame for its lack of results. The engineers
responsible for providing after sales service opposed the new circuit since it meant
putting in an effort to learn the new way of servicing it.
There will always be change. It is the manager's task to ensure that the change is
introduced and incorporated in a smooth manner with the least disturbance and
resistance. Sharing information about the impending change, educating the people
about the benefits resulting from changes, and building favourable opinion of the key
people in the organisation by involving them with the change process itself, go a long
way in making the manager's task easy.
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The ideal way of introducing change is that you, as a manager, simply sow the idea of
the proposed change in the minds of a, few people, and then let the idea grow and
build till the people themselves come round to asking for the change. This is the way
the Japanese make decisions-by consensus. However, it is not always possible to
introduce change by having consensus. There may be limitation of time or money, or
pressure of competition which may make the consensus method impractical.
1.12 COPING WITH GROWING TECHNOLOGICAL SOPHISTICATION
The two areas which are witnessing dramatic changes in technology are production
and information handling. In the area of production, technological sophistication has
reached the level where the entire production plants are fully automated and
programmed to run with the minimum human intervention. For instance, at Nissan's
Zama plant, where Nissan cars are manufactured, the final assembly line operations
are fully automated and controlled by robots. These robots have totally replaced men
in such jobs in which the former can be programmed to perform round the clock
without any fatigue or loss of efficiency. Robots are also being used in manufacturing
which requires handling of bulky and dangerous materials. All these changes in
production techniques have forced managers to find ways and means of relocating the
workers rendered redundant. Simply laying off is not always the best solution as it
can involve a very high compensation cost. Moreover, in many countries because of
the government's political ideology or cultural values (as in Japan where the concept
of employment with a company is life-long), laying off workers is not permissible.
The use of computers in business has totally changed the way that managers make
decisions. Managers today not only have access to more updated information but also
better information which can improve quality of their decisions. Moreover, with
electronic data processing managers can use complex statistical and mathematical
models and tools to study the possible impacts of their decision. All this helps lessen
the degree of risk by reducing the level of uncertainty. However, access to more
information places the onus on the manager to define what is the relevant information
that he needs and also ensure that the benefit derived from the information which he
receives is greater than the cost incurred in collecting and processing it.
1.13 COPING WITH GROWING PUBLIC CRITICIS AND POLITICAL
OPPOSITION-BOTH OBJECTIVE AND IRRATIONAL
Large business groups are often the target of political and public criticism because of
their apparent power and clout arising out of concentration of economic power. By
Indian standards this economic power may seem great but is very small by
international standards. The criticism is not always evoked by facts but because of
ideological, political or personal reasons. But sometimes the criticism may be
founded (fl facts as in the recent case of the Reliance Textiles, attempts to corner
large: amounts of loans from various nationalised banks. Similarly, Peerless General
Finance Limited was the subject of controversy and criticism on account of amassing
large amounts of funds without following proper procedures.
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The best way to avoid political criticism is to keep all activities absolutely legal and
above board. Secondly, the manager should keep a low profile of his company to
avoid drawing unnecessary attention to his firm's activities. And finally, the manager
should feed correct information to the media and political parties to ensure that they
view his firm in the right perspective.
1.14 COPING WITH INCREASING LEVELS OF ASPIRATION
Improvement in information technology is resulting in an increasing trend towards
democratisation of the society. People in one part of the world know more about
peoples and events in other parts of the world. Similarly, people belonging to one
socio-economic segment of society know more than ever before the life styles of
people in higher socio-economic segments. Exposed to a better quality of life and a
better life style, people from the lower economic segments, especially the younger
people, aspire to the same kind of life style.
A manager must bear this fact in mind while dealing with blue-collar workers
because these is bound to be a vast gap between their levels of aspiration and reality.
If the manager is ignorant and insensitive to this gap, the workers' resentment and
frustration is bound to spill over in ways which can prove disruptive and destructive
to the firm's working.
You, as the manager, must understand the nature of aspiration of your workers and try
to fulfil them, as far as possible, within the framework of the company and the
worker's job. Giving more autonomy, responsibility, money, status and enhancing the
worker's sense of self-esteem through participation in management decisions can
channelize his latent or potential resentment towards more productive ends.
1.15 MAINTAINING RELATIONS WITH VARIOUS SOCIETY SEGMENTS
A firm fulfils a need or needs of the society. It exists within the society and has a twoway interaction with it. It seeks inputs in the form of money, men, materials,
machines, technology from the society and processes them to produce goods and
services for consumption by the society. In course of this interaction the manager has
to deal with various society segments, such as the labour market from which it
recruits its people, suppliers of machines and technology, banks and financial
institutions who supply money, the government which defines the scope and
parameters within which the company has to operate, the retail outlets or agencies
which stock and sell the products and the customers who buy the product. This is by
no means an exhaustive list, but just an indicative listing of the various types of
society segments with which you have to maintain relations.
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In fulfilling the needs of the society and interacting with various society segments a
firm creates impacts. Some of these impacts are intended while others are not. When
a firm advertises through newspapers and magazines it is creating an awareness for its
products. This awareness is an intended impact. However, when the magazines and
newspapers carry editorial articles about the company and its products, it creates an
impact which was never intended by the firm. Since some of these unintended
impacts may be unfavourable to the company's image or spread information which is
incorrect or inaccurate, the manager's attempt should always be to minimise these
impacts. Interactions with various society segments and their intended and unintended
impacts are taken up for discussion in the next unit.
Activity G
Identify various areas (e.g. computerising personnel office) in your company which
you think require a technological change.
In respect of each, how would you handle the change?
To what extent would you find consistency between the change and aspiration levels
of the people?
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
………………………………………………………………………………………….
1.16 SUMMARY
The specific tasks which a manager has to perform flow out of his job description.
The tasks may vary depending upon the managerial level, function and industry to
which the manager belongs. In this unit we have discussed an exhaustive list of tasks
which every manager has to perform. It is possible that you may not be performing all
the tasks described here but confining yourself to only a few. Also, some tasks may
be of greater importance than others.
Given the wide range of diverse tasks which a manager is called upon to perform it is
essential that the manager be a thinker, a doer and a people-oriented man all rolled
into one. However, it is rare that you find a manager who has the ideal combination of
all three dimensions in equal parts. To be effective you must recognise your strong
dimension and look for an opening where your strength can be best utilised.
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1.17 KEY WORDS
Firm: Organisation established for commercial purpose. The terms organisation, firm
and company are used interchangeably.
High-tech-industry: Industries which use modern, sophisticated production
technology and involve high level of research and development.
Mission: Mission of a firm defines the very purpose and justification for a firm's
existence. It is always described in terms of the benefits which a firm provides to the
customers and not in any physical terms.
Multinational corporation or company: Commercial organisation
manufacturing and marketing facilities in more than one country.
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Objectives: Specific aims of the firm. Obsolescence: The process of becoming
obsolete, i.e. going out of use, or going out of date.
Public limited company: A company whose shares are quoted and dealt with on the
stock exchange.
Public sector: A commercial organisation owned and managed by the state.
Top management: That level of managers which is concerned with defining the
mission and objectives of the firm, and designing strategy to achieve them.
Obsolescence: The process of becoming obsolete, i.e. going out of use, or going out
of date.
Public limited company: A company whose shares are quoted and dealt with on the
stock exchange.
Public sector: A commercial organisation owned and managed by the state.
Top management: That level of managers which is concerned with defining the
mission and objectives of the firm, and designing strategy to achieve them.
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2.0 OBJECTIVES
After reading this Unit you will be able to:
• familiarise yourself with the various responsibilities of a professional manager, and
• develop an appreciation of the responsibilities of a manager towards various society
segments.
2.1 INTRODUCTION
A firm is a social institution. Its very existence is dependent upon its harmonious
relationships with various segments of the society. This harmonious relationship
emanates from the firm’s positive responsiveness to the various segments and this is
closely associated with the tasks a manager is expected to perform. The process of
evolving this mutual relationship between firms and various interest groups begins by
acknowledging the existence of the responsibilities of a manager. These
responsibilities are towards customers, shareholders, employees, suppliers,
distributors and retailers, competitors, unions, government and society and so on. In
this Unit an attempt has been made to familiarise you with the responsibilities of a
professional manager.
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2.2 RESPONSIBILITY TOWARDS CUSTOMERS
The manager (whatever be the level) must always remember that the customer comes
first. The starting point for the business firm is an understanding of the needs of the
customers, and the firm’s foremost responsibility is towards the customers.
A firm’s responsibility towards its customer is in terms of ensuring that the desired
quality of product or service at a reasonable price is made easily available to them.
Product or service quality is of the utmost concern and covers dimensions of product
design, materials used in production, safety, purity, hygiene and aesthetic appeal. For
example, the quality of spices is measured in terms of its purity, fragrance, freshness,
cleanliness and colour. In case of a car the quality refers to its fuel-efficiency,
maximum speed at which it can run, reliability and trouble-free working of the
engine, efficiency of its break, sturdiness of the body, comfortable sitting space,
commodious boot for keeping luggage, fitted-in air-conditioner, stereo system, foam
seat covers, etc. The list is endless. This is because quality means different things to
different people. For a professional racing driver the car’s ability to accelerate to the
maximum speed in the shortest possible time is probably the most important indicator
of quality. In contrast a man buying a car for his family would give more importance
o factors such as spacious seating and luggage keeping facility, sturdiness of the body
and the engine’s fuel-efficiency, availability of spares and servicing facility, etc.
Connotations of quality vary not only from one individual to another but also from
society to society because of different social, cultural and economic values. In most
European, American and Japanese cars, features such as safety-belts, airconditioning, stereo systems, radio, clock, carpeted floors, upholstered seats are
standard features. In third world countries, these are considered luxuries.
Durability is a very important ingredient of quality. When we buy consumer durable
products such as pressure cooker, sewing machine, bicycle, refrigerator, airconditioner, typewriter or even clothes and furniture we expect them to last for 10 to
15 years if not more. The longer the product works or lasts, the better is its quality in
our perception. In contrast, people in the developed countries discard even a perfectly
functioning product in favour of a new one as soon as it is possible may be because of
their increased purchasing power or a change in fashion.
In attempting to provide the best quality product the manager must always remember
that quality is perceived in relation to the price of the product. Your company may
spend a fortune in producing the best quality product, but if it is priced significantly
higher than the accepted price you will not be able to find any buyers for your
product. Price is always determined in relation to your cost of production and what
the customer thinks is good value for money.
It is the responsibility of the manager to provide the right match between quality and
price. This relationship of quality and price is very important. Japan’s economic
recovery and rise to the position of world’s number one position in electronics and
automobiles is the result of its winning combination of best quality which competitors
can’t match at prices which competitors can’t beat.
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Products manufactured by reputed companies carry stickers saying ‘checked for
quality control’, ‘tested’, ‘O.K.’. Over a period of time the customers start associating
certain level or connotation of quality with particular companies and their brand
names. If, however, your products do not enjoy this kind of quality association, you
can have the quality ascertained by government bodies such as the Indian Standards
Institution which puts its ISI mark of approval on your product after testing for
adherence to minimum quality standards. Getting such certifications will go a long
way in building the customers’ confidence in your products. In tourism such
certification comes in the form of government recognition to hotels, travel agencies
and tour operators. Another indicator is the membership of their professional bodies
like Indian Association of Tour Operators or Travel Agents Association of India, etc.
These bodies maintain a minimum standard and qualifications for membership which
in other words are indicative of a certain level of quality.
Having ensured the desired quality of your product, and fixed a reasonable price for
it, your next responsibility is to ensure that your product is easily and conveniently
available to your customers. Unless you happen to be marketing a product or service
in which your company enjoys a monopoly and no substitute is easily available,
persistent non-availability of your product will lead your customers to switch over to
the best available substitute. As a manager you are also responsible for ensuring that
the dealers or retailers through whom you sell your product provide the correct
information about the product to the customers, charge the correct price, sell the
correct weight or amount (if your product is sold loose) and provide the proper after
sales support. A dealer who cheats on any one of these accounts is spoiling the image
of your product and company and you should discard such dealers immediately.
Often firms, in their anxiety to make a success of a new product, make very tall
claims about the potential benefits of their product. Such a promotional effort may
create a short-term effect but can never provide a long-term stability. In some
countries there is a tendency on the part of many to bolster the image of their products
by making claims far from the truth primarily because many customers are not in a
position to challenge such claims either through a voluntary or a legal framework. In
the absence of pressure from consumers, it becomes the responsibility of the manager
to promote the products only on the basis of real and not imaginary benefits.
Finally, there are always some product or service concepts the consumption of which
is viewed to be unethical. For instance a private medical clinic promoting the concept
of determining the sex of a foetus, knowing fully well that there is a distinct
preference for a make child in most families, is certainly promoting an unethical
service.
Therefore, in terms of responsibility towards customers, the management of a firm
should always aim at marketing the right product, at the right price and of the right
quality.

20

The specific characteristics of the tourism product/services heavily add to the
managerial responsibility towards customers. In many cases the production and
consumption of the service is simultaneous and the consumer is an active participant
in this exercise (e.g. service of guides, escorts, hotel front office etc). The quality
level which is projected to the tourists should not be lowered. On the contrary many
firms go for value addition on what they had projected earlier. Today you are dealing
with conscious customers who not only want full value for the money they spend but
are also familiar with consumer protection laws.
2.3 RESPONSIBILITY TOWARDS SHAREHOLDERS
Except in the case of a proprietorship firm where the capital is fully contributed by
the proprietor, in all other companies, capital is collected from a variety of sources.
The sources may be friends and relatives of the owners, financial institutions and, in
case of public limited companies, individual members of the public. All those people
who contribute capital to a firm are known as its shareholders.
The prime responsibility of the manager is to ensure the security of the shareholders’
capital. The manager must ensure that the firm does not become bankrupt or is faced
with a situation where the shareholders’ capital is endangered. In other words, the
manager must, at least, ensure the survival of the firm.
Having done that, the manager has to ensure that the shareholders are able to earn
profit on their capital. Shareholders invest their hard earned savings in your firm with
the hope that they will be able to earn more on it than depositing the money in a bank.
Money invested by shareholders is representative of the faith they have in your
competence and ability as a manager to put their money to good use and give them a
satisfactory return. The onus is on you to make your firm profitable and provide
regular dividends to your shareholders.
By virtue of the capital invested in your firm, shareholders are owners of your firm.
As a manager you have to keep them regularly informed about all important
decisions, activities and results. The balance-sheet and the annual general meeting are
the usual yearly forums for such information sharing. You have to ensure that the
information provided in reports and balance-sheets is correct and authentic, and does
not in any way mislead the shareholders. During the annual general meeting or any
other such meeting with shareholders you must encourage them to ask questions
about working of the firm and also provide ideas for improvement, and not threaten
or intimidate them in any manner.

21

2.4 RESPONSIBILITY TOWARDS EMPLOYEES
Your employees are your most important resource. Their hard work, creativity,
loyalty and dedication are critical contributions to the success of your firm. In return,
you have to ensure that you are giving them a fair deal in terms of wages and salaries,
and compliance with the statutory obligation of provident fund, gratuity, insurance,
bonus, etc. The wages and salaries which you give must, of course, be in accordance
with the minimum level as specified by the government, but they must also be at par
with other firms within your industry. Result or productivity linked bonus and
incentives are a way to ensure that your employees can share in the growth and
prosperity of the firm.
Apart from wages, provision of a safe, healthy environment which is conducive to
work is your responsibility. There must be proper and adequate facilities such as
canteen, bathrooms, first-aid room, etc. The extent and importance of these facilities
will vary from one organisation to another. In an administrative office with 30
employees, you do not require a full-fledged first-aid-room. A small first-aid box with
the minimum accessories will suffice. In contrast, in a factory where the incidence of
accidents is bound to be higher, a proper first-aid or emergency room with a doctor is
an essential requirement. Realising the importance of a comfortable working
environment, many progressive companies have canteens which provide hot,
wholesome lunch at subsidised rates. Some companies also provide transportation for
employees at their own cost.
Instrumentation Limited, Tata Iron and Steel Company and Hindustan Machine Tools
have developed beautiful townships in Kota, Jamshedpur and Bangalore respectively
with the best possible facilities and amenities for the benefit of their employees.
Where the company is situated in a remote, underdeveloped area, provision of
housing and other facilities is necessary to attract and retain the required work-force.
But in many other cases, development of such amenities is a reflection of the growing
realisation by companies that employees are not simply another resource for
production, but are human beings with emotions, desires, aspirations and have a life
outside the factory too. Only a happy, satisfied human being can be a productive
worker. Many firms extend their mantle of responsibility to include the employees’
families too. They contribute towards education and marriage of their employees’
children. Your responsibility as a manager is also to ensure that all dealings with the
employees are fair. Whether it is determining the profit linked bonus that is being
calculated or the provident fund of a retired employee which has to be paid, you must
ensure that the employees are not cheated, harassed or humiliated.
The fact that we still have child labour, bonded labour, workers suffering from
debilitating diseases because of unhealthy, unsafe working environments speak
volumes for our collective failure to discharge managerial responsibility towards our
employees.
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2.5 RESPONSIBILITY TOWARDS SUPPLIERS
Responsibility towards your suppliers emanates from the fact that their survival and
growth (partly or wholly) is dependent upon your survival and growth. Suppliers
provide you the raw materials, components and parts necessary for the production of
your products. In the tourism sector we have the principal suppliers like the Airlines,
hotels, etc. whose services and products are packaged by tour operators or sold by
retailers. You are dependent upon your suppliers for regular, timely supplies of the
specified quality at the agreed price. The suppliers in turn depend on you for many
things like providing correct design specification, adequate time for production,
prompt and timely payments, etc. The two-way relationship works best when it is
based on the realisation of mutual dependence and one party does not try to pressurise
the other for its own benefit.
Escorts Limited and Hero Cycles are examples of how firms can play a responsible
role in nurturing the growth of suppliers. As these firms have grown from success to
success so have their suppliers. A full fledged bicycle ancillary industry has been
established in and around Ludhiana in response to the needs of Hero Cycles and other
cycle manufacturers. In some cases firms may even provide the seed capital and other
necessary infrastructural support to an individual to start an ancillary industry. There
are numerous examples where these small ancillary industries have grown to be as
successful and large as the firms to which they were originally supplying.
The manager’s responsibility towards suppliers of funds, i.e. banks and other
financial institutions is that not only the interest payments are to be ensured but make
the repayment on time as per the agreed repayment schedules. By doing so the firm is
not only helping the bank but also helping itself because the health of the bank will
determine the health of the firm and vice versa. An added dimension of responsibility
towards the banks is that the manager must provide accurate and complete
information about the various facets of its business when applying for financial
assistance. This will help the bank in assessing the risk and return potential of your
project and determine the amount of loan it can sanction.
Advertising agencies supply creative inputs used in promoting your company’s
products. Since their services are not of a very tangible nature, most firms have the
tendency to postpone or delay making their payment. As a responsible manager you
must check against this tendency. Advertising agencies after all, run a business like
any other, they are your suppliers and payment delays from your end puts undue
pressure on them and affects the efficiency of their operations.
Check Your Progress-1
1. What are your responsibilities towards customers?
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
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2. Why should a manager have any responsibility towards employees?.
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
2.6 RESPONSIBILITY TOWARDS DISTRIBUTORS AND RETAILERS
Distributors and retailers are the link between the firm and the actual customers who
consume the product. In your capacity as a manager you are responsible for ensuring
regular supplies to your distributors. Persistent delays in processing and supplying
distributor’s order can lead to a situation where the distributor eventually loses
interest in your product and switches over to a competitor firm. Timely supplies have
their relevance provided they are as per the order specification. Supplying spoons
instead of forks, simply because forks are out of stock in the factory, is not a
responsible way of dealing with your distributors. In case of tourism services time is
very crucial. It is the distributor who sells your tour package and the tour has to be
conducted as per the time scheduled.
The products that you supply to the distributor must be checked for quality to ensure
that second grade or inferior quality goods are not shipped. Outer packaging of the
product should protect it from damage in transit, because the dealer will return all
spoilt and damaged stock which will eventually reflect negatively in your profits. A
company manufacturing and marketing plastic bottles switched over from 5-ply to 7ply cardboard carton when it started receiving complaints that the bottles were being
dented and crushed out of shape in transit. The company had to absorb the increased
cost of the heavier carton, but it was more than compensated by the fact that return of
stock sharply declined and the distributors had no more cause for complaints. A
television marketing company provides service engineers to all its outstation
distributors for testing each TV before it is dispatched onwards for sale. This adds an
extra cost but ensures that the distributors and retailers receive sets which are troublefree.
The distributors and retailers who sell your products or services are in it for business
and they must earn a fair return. Apart from the fixed percentage which you provide
to your dealers, target based incentives, commissions and rewards will motivate your
dealers to push your products harder. Providing support to the dealers by way of
extending credit, sharing promotion cost, after sales service and help for decorating
the showroom also form part of your responsibility. You must also nurture and
maintain cordial relationship with all your dealers. Many companies hold regular
dealers’ meets in an attempt to build up dealer relations for better corporate gains.
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2.7 RESPONSIBILITY TOWARDS INDUSTRY AND COMPETITION
Other firms within the industry are your competitors in the market place but are your
associates when you have to lobby for or represent as an industry and not as
individual firms. Most industries have their own associations at the local, regional,
national and international level. The objectives of organising such bodies are to
protect and promote the interests of the industry, seek concessions from government
and represent against any discrimination, and provide a forum for sharing and
disseminating on the latest technological and market trends.
As a manager it is your responsibility to register your firm as a member of your
industry association and comply with all its rules and regulations. The information
which you provide to your association must be correct so that the association can
present a true picture of the industry. If you have developed or learnt some improved
technology you may consider sharing it with other fellow firms. All industry
associations are voluntary bodies formed with the idea of providing support to
individual firms within the industry. The onus of successfully managing the
association is on all managers of individual firm members. You must be always
willing to step forward and take an active responsibility in the association. It may
impinge on your already tight schedule but it is good to remember that the interests of
your firm are best served when the interests of the industry as a whole are served.
Healthy competition encourages firms to improve their performance and nurtures
progress and it is the responsibility of each firm to ensure that the competition it
indulges in is fair and ethical. Resorting to unfair practices, trying to push out other
firms on the basis of political influence or financial strength may yield some short
term gains but will eventually tarnish the image of the entire industry. All your
actions must be guided by concern for the stability and prosperity of the industry.
2.8 RESPONSIBILITY TOWARDS UNION
Your first responsibility towards your employees’ union is to acknowledge it as a
friend rather than as a foe of the firm. Most problems with unions arise because of the
assumption of the managers that unions have no constructive contribution to make but
are interested only in playing a negative role. As a responsible manager you must
understand and appreciate the fact that the management and union have a great degree
of mutual dependence and the union cannot further its interests at the cost of the
firm’s interests and vice-versa. Only a relationship based on mutual trust and
cooperation will best serve the interests of the firm and the union.
The union represents the collective strength of all the individual workers. In dealing
with the union the manager must recognise and acknowledge the bargaining power of
the union arising out of its collective strength. The union will always bargain with
you for the maximum benefit. As a manager you should not try to block this
bargaining process but aid it by providing the union with the correct facts and figures
about costs and profits and thus aim for a realistic, workable agreement which suits
both the parties.
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Besides providing the correct information you should attempt to involve the union in
the process of managing the firm. You can do this by inviting representatives of the
union to sit on the management board. This is known as participative management.
The chairman of Japan’s Matsushita Electric Company often makes this little speech
to his workers about participative management:
“Don’t think I run this company. Each of you has a part to play in its management.
We need the ideas, skill and knowledge of everyone to make a reservoir of wisdom
for more efficient operation, better product and service quality, and effective
management. We have a good future if we can work that way.”
The basic requirement for encouraging participative management is the manager’s
positive attitude and creation of an atmosphere which encourages free and frank
exchange of views among employees and management.
2.9 RESPONSIBILITY TOWARDS GOVERNMENT
It is wholly the responsibility of the manager to ensure that the constitution and
operations of the firm are within the legal framework as specified by the government.
The legal framework may vary, depending upon the nature of ownership of firm
(proprietary, partnership, private limited, joint stock, Indian or foreign, etc.), size of
the firm, and specific industry within which the firm operates. The government has
laid down specific rules, guidelines and norms which impinge upon the firm right
from the stage of its inception. As a responsible manager you must ensure that your
company is operating well within the legal framework and is fulfilling all its
obligations towards the government. Whether it is a matter of posting a copy of the
company balance sheet to the Registrar of Companies or setting up a joint venture in
a foreign country, the actions must not violate the laws and regulations.
The second area of discharging your responsibility towards the government is in the
matter of paying regularly and fairly all taxes, dues and duties. The recent raids on
large industrial groups are an attempt on the part of the government to unearth unpaid
taxes and undeclared assets. A manager who acts in a responsible manner will be
ensuring that his or her firm never has to face such a situation.
2.10 RESPONSIBILITY TOWARDS SOCIETY
Apart from the specific society segments with whom the firm interacts in the course
of conducting its business, the manager also has responsibly towards the surroundings
and people living in the vicinity of the factory and office.
Firms behave irresponsibly when they pollute their physical environment by releasing
harmful smoke and gas into the atmosphere, discharging toxic effluents into nearby
rivers, lakes or seas, and dumping their waste matter in surrounding lands.

26

All these have a detrimental effect on the environment and affect the health of the
people by polluting the air they breathe, the water they drink and the food they eat.
The Bhopal tragedy, where poisonous gas leaking from the factory of Union Carbide
caused the death of thousands of innocent people, is an example of the extent of
damage which can be caused if proper precautions are not taken.
The government is only now realising the irreparable harm which firms, in pursuit of
their business, are causing to the environment and the ecological balance. Vast forests
have been indiscriminately felled by firms in their narrow, singe-minded pursuit of
profit. This has created an imbalance in the ecology of the area. Floods have become
a recurrent feature in areas which had never been known to be flood-prone. The
pattern and extent of rainfall is changing, leading to frequent droughts in widespread
areas. Rare species of animals, birds and plants have become extinct in the wake of
the destruction of their natural habitat. People are deprived of their traditional means
of livelihood and the rich cultural heritage is destroyed for ever. All this does not
imply that there should be no factories, industry or no economic development.
Certainly we need development, economic as well as ecological and environmental.
The solution lies in matching economic development with development of the
environment. When a firm puts up its factory it must also install a plant for treating
and disposing of its industrial waste. When a timber merchant cuts 15 trees he must
plant at least that many new saplings. Nature’s resources are limited. When we
consume them faster than they can be replenished or provided anew, it is our
responsibility to ensure that our children inherit a world which is healthy, green and
safe for all living creatures. It is your responsibility as a manager to make sure that
the operations of your firm do not in any way obstruct, disturb, disrupt or destroy
physical structures (historical buildings, monuments), the flora and fauna, and animal
and human life.
A truly responsible manager not only takes steps to prevent or minimise any negative
impact of his or her firm’s operations on the society, but also takes the initiative in
playing a more positive role towards society. Tata Steel’s attempts at educating
people about leprosy through advertisements in newspapers and magazines is an
example of the useful and constructive role firms can play in creating a more
harmonious society. Many companies have founded educational institutions and free
medical facilities for the benefit of society at large. Irrespective of the motivation
behind such acts, the result is a tangible benefit for use by all society members. In
times of calamities such as earthquakes and floods, many companies finance teams of
doctors and rescue workers for relief work. In our aim towards a peaceful and
prosperous society we need business firms who are willing to step out of the narrow
confines of their offices into the larger arena of society and take bold decisive actions
to create a better quality of life for all of us.
In the tourism sector, firms have a responsibility towards the upkeep of the
destination and towards the host population. Employing locals, respecting local
customs, etc. are the ways through which a firm can act responsibly in this regard.
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Check Your Progress-2
1) List your responsibilities towards distributors and competitors.
…………………………………………………………………………………………
…………………………………………………………………………………………
2) As a Manager what responsibilities you have towards the society?
…………………………………………………………………………………………
…………………………………………………………………………………………
2.11 LET US SUM UP
Your responsibility as a manager arises out of various social interactions in which
your firm is engaged in the pursuit of its business. You may be directly involved in
these as in the case of interactions with employees, shareholders, customers, etc.
where the interaction is based on a fair and obvious exchange of money, goods and
services. The interaction can also be indirect as in the case of interaction with society
where both the firm and society impinge upon and affect each other in hundreds of
different ways. A firm which wants to maintain a positive image in the society must
assume and discharge with utmost sincerity its social responsibility. Gone are the
days when firms confined themselves solely to running their business without a
thought for the society in which they existed. Today every firm, big or small, is
expected to make its contribution towards a better quality of life for the entire society.
2.12 KEY WORDS
Balance Sheet: Statement of company’s financial position at a particular point,
usually at the end of a financial year.
Bankrupt: When a firm is unable to pay its creditors and assets of the firm are
distributed among the creditors.
Capital: Money and goods, such as buildings, plants, machines, used in running a
business.
Dividend: Interest paid on capital.
Financial institutions: Institutions from which firms can borrow money, e.g. bank,
State Financial Corporations, Industrial Development Bank of India, etc.
2.13 CLUES TO ANSWERS
Check Your Progress-1
1) Read Sec. 2.2 and highlight the responsibilities.
2) Sec. 2.4 gives the reasons. You must remember that in tourism your employees are
a part of the product as it is a service industry. Satisfied employees will perform
better.
Check Your Progress-2
1) See Sec. 2.6.
2) Sec. 2.10 deals with them. However, think of some more and add to the ones
mentioned there.
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UNIT 3 MANAGEMENT SYSTEMS AND PROCESSES
Structure
3.0 Objectives
3.1 Introduction
3.2 The Systems Concept
3.3 Management Information System
3.4 Planning
3.5 Controlling
3.6 Organising
3.7 Motivating and Leading
3.8 Decision-Making
3.9 Let Us Sum Up
3.10 Key Words
3.11 Clues to Answers

3.0 OBJECTIVES
After reading this Unit you will be able to:
● develop familiarity with various types of systems and processes involved in
managing an organisation,
● understand the concept of a system and learn what the management
information system is,
● develop an understanding about the necessity of each managerial process and
its logical sequencing in relation to the other processes, and
● identify the major elements of each process.
3.1 INTRODUCTION
Having read the first two units, you know the various responsibilities and tasks
expected of you as a manager. Now you have to get down to actually performing
these tasks and discharging your responsibilities. For this you must understand the
various systems and processes involved in managing. It does not matter whether you
manage a private company, a public sector company, or even a non-commercial
organisation as the essentials of managing remain the same.
In this Unit we begin by introducing the systems concept and see how it can be
applied to organisations. We then move to the all important concept of management
information systems and examine it in detail. Later on we shall take up for discussion
the management processes of planning, controlling, organising, motivating, leading
and decision- making.
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3.2 THE SYSTEMS CONCEPT
Every practising manager knows from experience that any actions and decisions
taken in any particular area of activity have results which extend well beyond that
specific activity. The impact of decisions in some cases affect the whole organisation
and even the external environment. When a manager takes a decision he or she never
views its impact in isolation but tries to understand and anticipate its repercussions on
the entire organisation and the environment. The manager understands that the
organisation is a totality of many inter-related and inter-dependent parts, put together
for achieving the organisational objectives. This in a nutshell is the very essence of
the systems concept.
A system is defined as a sum total of individuals but inter-related parts (subsystems), which are put together according to a specific scheme or plan, to achieve
the pre-stated objectives.
A system has the following components:
1.
A number of sub-systems which when put together in a specific manner form
a whole system.
2.
Boundaries within which it exists.
3.
A specific goal or goals. This goal is expressed in terms of an output which is
achieved by receiving input and processing it to form the output.
4.
Closer inter-relationship and inter-dependency amongst the various subsystems.
The inter-relationship of the sub-systems can by defined in terms of:
●
The flows which exist among them, such as flow of information, money,
materials, etc. The most important of these is the information flow which we
shall discuss in the next section.
●
The structure within which they relate to each other. This structure may be
physical, geographical or organisational and shall be dealt with the in the
Section 3.6.
●
The procedures by which the sub-systems relate to one another. By
procedures we mean those planned activities which affect the performance of
the entire system. In the context of an organisation, this refers to planning and
we shall discuss these under the heading ‘planning’ in Section 3.4.
●
The feedback and the control process and mechanisms which exist to ensure
that the system is moving towards its desired objectives. In this Unit, we have
dealt with this in the Section 3.5 on controlling.
A system can be biological (human body), physical (machine) or social (commercial
organisations, voluntary bodies, etc.) Social systems are man-made systems and the
relationships of the sub-systems are the most critical element. Further, since social
systems involve human beings, their beliefs, values, attitudes and perceptions have an
important bearing on the working of the system.
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A system can be closed or open. A closed system is self-sufficient and self-regulatory
and has no interaction with the environment in which it exists (Figure I). The
feedback from the output triggers off a control mechanism which then regulates the
input to bring back the output to the desired level.
An open system is one which interacts with the environment in which it exists.
Figure II illustrates an open system. All living, biological and social systems are
examples of open systems. An organisation is an open system and its sub-systems are
its various divisions and departments. But at the same time, it is a subsystem of the
environmental system within which it operates. The environment itself consists of
social, economic, political and legal sub-systems (see Figure III).
The importance of the systems concept to the manager is that it helps to identify the
critical sub-systems in the organisation and their inter-relationships with each other
and environment.
A system is always seeking an equilibrium state, that is, where all the sub-systems are
at the optimum level, in tune with and at rest with each other, and the desired output
is being achieved. In an open system, this level of equilibrium is never static but is
always dynamic. This is because the environment is never static, it is always
changing and since the open system is all the time interacting with environment, what
may have been an equilibrium level today will not be so tomorrow. It is the concern
of the manager to seek this equilibrium level.
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One of the most important interactions between an organisation and the environment
is that of information. A manager who has information about the impending
government legislation which will affect his or her organisation can suitably modify
the decisions and avoid costly mistakes. Similarly, a manager who is well informed
about the employee’s activities, expectations, opinions and grievances can take
corrective actions much before a crisis develops. We now turn our attention to this
information flow and see how best it can be organised from the manager’s viewpoint.
3.3 MANAGEMENT INFORMATION SYSTEM
Management Information System (MIS) refers to that system by which information is
collected processed and presented to management to help it in making better
decisions.
A manager makes decisions all the time and anything that helps improve the decisionmaking will obviously lead to better results. As we discussed in the previous section,
the systems concept implies an input, a process, and an output. In case of MIS, data is
the input which is processed to provide output in the form of information reports,
summaries, etc. To be really useful the output must aid the manager’s decisionmaking process. If it does not do so, it is not a management information system, but
just an information system. An effective MIS should be:
i) Timely: A market research report, pointing out the unacceptability of milk sold in
plastic containers in retail stores, presented to the manager after he has already
launched his product in the market is of little use. Information is useful only when it
is within the time limits of the decision.
ii) Accurate: If the information presented is inaccurate, the manager who takes a
decision based on this will invariably end up making a mistake. However, it is not
possible to have hundred per cent accurate information. But the way to overcome this
is to indicate the expected range of deviation or the level of inaccuracy. Thus the
manager acting on the basis of this information knows the risk he or she is taking.
iii) Relevant: Volumes of reports (however excellent they may be) on the export
potential of cashew nut to a manufacturer of sports goods are of no value simply
because it is outside his or her area of interest and activities. The manager, himself or
herself, can make an important contribution in ensuring that the information received
is relevant to his decision-making. To do so he or she must provide an answer to the
question “What do I need to know?”
A manager’s requirement of information depends on the level of management at
which one is operating. In any organisation there are three broad levels of
management i.e., top, middle and operating management. It is the type of decisions
made by one level that distinguishes it from the others.
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The top management’s concern is the entire organisation or group of organisations.
At the top, the manager needs to have information about changes in the environment,
which can affect the very survival of the company. The decisions that the top
manager makes are oriented towards the future. For example, a decision to diversify
into tour packaging is not a decision which a travel agency company will make every
now and then, but when it does, it totally changes the future of the company. Top
management decisions cannot be taken in a regular, routine manner but only after a
great deal of deliberation and consideration and are known as non-programmable
decisions.
The manager at the middle level is mostly concerned with acquiring and controlling
the necessary resources to implement the objectives laid down by the top
management. The middle level managers are concerned with decisions which are
important both in the present and future context. However, the future horizon of the
operating manager decision is much shorter than that of the top management. The
middle level manager is concerned with managing his or her own department, or
activity rather than the entire organisation. Information needed by the middle
manager relates to utilisation of resources and measurement of performance.
Managers responsible for production scheduling or customer service, who perform
specific tasks, within well-defined rules and procedures, are referred to as operating
managers. The decisions these managers need to make are of a routine nature and are
encountered almost every day. Since the situations are repetitive, it is easy to specify
how the decisions are to be made. Such decisions are known as programmable
decisions. A storekeeper who orders for a new lot of packing cartons when the stock
in the store is down to just the next two days supply is an example of a programmable
decision.
While designing the MIS, the different types of information required by different
managers must be kept in mind. The manager at the top needs more information
about the environment. Regarding the internal operations of the company, the top
manager is only concerned with the results as reflected in profits, sales volume,
turnover, etc. Moreover, these results should be presented in a summary rather than
detailed format. The middle level manager is interested in finding out why the results
were not as per the expected plan, knowing about the deviations of the critical
variables and taking corrective action. The operating manager’s concern is with
details, like the number of hours each machine operated, number of units produced
per hour, etc. Most of the internal organisational information is generated at this level
but as it moves upward it is reduced to a summary highlighting only the critical
performance variables.
We have so far defined what we mean by the terms system and management, but have
yet to talk about information. Let us understand this with the help of an illustration. A
market research team interested in finding out the daily occupancy rate among star
category hotels in Delhi notes down the number of rooms occupied in each star
category hotel. The number of rooms sold by Ashoka Hotel on 18th September 1999,
is a piece of data.
34

In a similar manner, data on sales made by each hotel in the city is collected. All this
data when put together is information. Data by itself does not convey much meaning.
However, when all the data is put together we know 20 hotels in Delhi account for a
sale of 1224 rooms. This constitutes a meaningful piece of information. To make it
more meaningful, we may further classify the outlets by the name of hotel (Taj,
Maurya, etc.) geographical location or volume of sale. From this same data we may
generate a daily room requirement in Delhi.
Thus, we see that only when data is put together in a meaningful form does it
constitute information. Further, the same data can be used for generating multiple
reports for use by different individuals and departments.
In designing an effective MIS, the manager must understand the nature and flow of
information. Information regarding government policy, legislation, competition, etc.
is generated in the environment but is collected and used within the organisation.
Similarly, the firm or an organisation may send out information to the environment in
the form of annual reports, company balance sheets, press-releases. Besides this, the
company managers and employees are also information carriers. Within an
organisation, information may flow from operating level towards top management
level ( bottom to top) and from top to bottom. Reports, summaries and feedback about
impact of decisions flow from bottom to top and decisions, instructions flow from top
to bottom. Information also flows sideways from one manager to another at the same
managerial level.

Ideally a manager would like to collect information on all possible aspects of a
situation before making a decision but that is not always possible due to constraints of
time and money. The costs which act as a constraint on MIS are the costs involved in
data collection, data processing and data access. Data may be easily available within
the organisation but still there is a definite cost involved in collecting it.
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Suppose as a manager of a tourist transport firm you want to gather information about
the experiences of all the 150 drivers in your organisation to determine how many of
them faced problems in relation to their vehicle permits while operating on different
routes. You may either depute a man to personally go to each employee and note
down the data or you may circulate a small cyclostyled note to the drivers asking
them to furnish the relevant data. Anyway you decide to do it, a cost is involved (cost
in terms of mandays of the person collecting the data or the 150 cyclostyled slips of
paper). Having collected all the data, someone will have to sit down and put it in a
particular format (process it) so that it constitutes meaningful information which will
serve your purpose. Again an element of cost is involved.
Having determined that only 30 drivers faced problems, the immediate use of the
information is over. You can throw away the remaining information or if you think
you may need it again next month for comparative purpose it would be wiser to store
the information. The peon simply puts all the papers in a file and locks it in the filling
shelf. Next month when you need the information, somebody will have to search for
that particular file and make it available to you (make it accessible). Time is needed
to access the information. Thus every step involves time and money.
With the advent of computers the tasks of processing and storing data have become
easier, and the amount of data that can be processed and stored has increased a
thousand fold. Buying, maintaining and operating a computer also involves cost. The
manager has to determine whether the costs incurred in collecting, processing and
accessing data are commensurate with the improvement it yields to his or her decision
making.
Check Your Progress-1
1) What is a system? What are the different kinds of system?
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
2) What do you understand by MIS?
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
3) What factors should be kept in mind while designing an effective MIS?
…………………………………………………………………………………………
…………………………………………………………………………………………
…………………………………………………………………………………………
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3.4 PLANNING
We now turn to the management processes of planning, controlling, organising and
leading. A particular manager may be more concerned with say, controlling and
organising, while another may be more concerned with planning. The degree of
involvement with each of these processes may vary from manager to manager, but
essentially all managers have to be concerned with these processes.
We shall first take up the planning process because only when there is planning can
the other processes follow in logical sequence.
Planning is most basic and pervasive process involved in managing. It means
deciding in advance what actions to take and when and how to take them.
Planning is needed, firstly for committing and allocating the organisation’s limited
resources towards achieving its objectives in the best possible manner and, secondly
for anticipating the future opportunities and problems.
Planning is putting down in black and white the actions which a manager intends to
take. Each manager is involved in planning though the scope and character may vary
with the level of the manager. At the top, the managing director is involved in
planning for the company’s diversification over the next five years. The middle level
marketing manager undertakes planning to increase the sale of products. The field
sales supervisor plans the day’s activities of his or her team of sales officers.
Planning implies:
i)

ii)

iii)

Making choices: There can be any number of diversification opportunities
to choose from. It is up to the management to choose the alternative which
offers maximum potential for growth and profitability.
Committing resources: A marketing manager who increases the amount
earmarked for television promotion, and adds four more salesmen in each
territory with the objective of achieving higher sales, is committing scarce
resources (money, people, etc.) which then are not available for any other
use.
A time horizon: Planning always refers to a specific time limit within
which it must be completed. The field supervisor plans movements of each
of the salesgirls on a daily basis. The marketing manager plans promotion
effort for the next three months, six month or twelve months. The top
management may have a time perspective which may extend anywhere
between 5 and 15 years

Irrespective of the activity or level at which plans may be drawn, the critical factors is
that they focus on objectives and are directed towards their achievement. They serve
to channelise the energies of the company in the desired direction. The future is
always uncertain and therefore risky.
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Stepping out of home on a cloudy day with an umbrella in hand is the way I cover my
risk (of getting wet) against the anticipated but uncertain future rain. It may or may
not rain but I am prepared. The umbrella is representative of the plan which a
company draws up in anticipation and preparation of the future opportunities
and problems. Planning implies not simply reacting to events but anticipating and
preparing for them.
Planning ensures the most efficient use of scarce resources. Planning implies
coordinated, inter-related effort towards achievement of the common objective rather
than uncoordinated haphazard, arbitrary, overlapping action towards individual
objectives. Joint, or coordinated effort implies pooling of resources and their
optimum allocation without any wastage.
Planning is the only way by which an organisation can exercise control to check that
it is on the desired course of action. Only when there are objectives to work for, and
plans to achieve these objectives, can the manager exercise control to measure the
performance of the organisation, department or subordinates. An organisation without
plans and controls is like a raft marooned on high seas with no maps and compass to
show the direction and no steering to manoeuvre with. Planning is needed at every
level of management and in every activity and department of the company. Annual
sales targets, cash-flow statements, budgets of each branch, individual career
development blueprint, assembly line operations, scheduling of production over a
number of machines in the factory are examples of plans.
To ensure that a plan is effective and succeeds in achieving its objectives, it must
have the following components:
● Planning must start from the top. Objectives for the entire company are
defined by the top management and then they percolate down throughout the
organisation. Thus, logically, planning too must start at the top. For instance
one of the objectives of the top management of India Tours (a tour operator
company) is to increase the sale of its package tours from 500 in 1998-99 to
750 in 1999- 2000. The marketing director accordingly draws up a plan for
increasing sales in existing markets and the new markets to be penetrated.
From this overall plan, each area marketing manager will make his or her own
annual, quarterly and monthly plans. And in turn each area sales supervisor
will draw the plan for the entire sales team.
●

Planning must be flexible. Planning is needed to anticipate and prepare for
the unknown events of the future. To the extent that the future is uncertain and
events may or may not occur, planning must be flexible. Flexibility implies
ability to keep moving towards objectives despite unexpected occurrences.
Flexibility is especially needed when there is high degree of uncertainty and
risk, the lead time involved in implementing the plan is long, and cost of
making mistakes is high.
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● In the short-run, careful detailed planning without allowing for much
flexibility will improve operational efficiency. But undue emphasis on
inflexibility or rigidity may do more harm than good. Every manager has to
find his or her own level of balance in allowing for flexibility.
Short-term planning must be integrated with long range planning. The long
range plans, must be broken down into short-term plans on the basis of which
the managers can take action. There can always be a difference of opinion on
what constitutes the long and short-term. Some define five years as the longterm and anything up to one year as the short-term. In reality the definition
will vary according to the nature and scope of organisational activity for
which planning is being undertaken. However, you may define the long and
short-term, the point to remember is that the short-term plans must be derived
from, and contribute to the long term plans.
● Plans are good only if they are properly implemented by the people down
the line. An effective way to ensure this is to involve the people responsible
for implementation in the entire process of planning.
However, despite all the above precautions, plans sometimes fail because of
environmental and internal limitations. Government policies, regulations, laws, statutory
obligations, and rapid social and technological changes pose external limitations on the
company’s planning effort. Within the company, cumbersome procedures, capital
inflexibilities in terms of investments already made, inadequate or inaccurate
information are the possible barriers which a company may face.

3.5 CONTROLLING
Planning and controlling go hand in hand. There can be no control without a plan and
plans cannot be successfully implemented in the absence of controls. Controls
provide means of checking the progress of the plans and correcting any deviations
that may occur along the way.
As each worker enters the factory premises in the morning, his or her time of arrival
is electronically ( or manually) punched on his or her card and every evening the
departure time is similarly recorded. This simple control process is effective in
checking the time spent by each worker in the factory and at the end of the month for
calculating his or her wages and overtime. The mere act of recording makes each
worker conscious of late arrival and acts as a self-check on his or her timing. In
contrast to this simple control, the annual budget for the subsidiary of a multi-location
company requires a far more sophisticated process for controlling its many diverse
activities.
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The type of control required will vary according to the factors that are to be
controlled, and the critical importance of the factors to the organisation’s success. The
more critical the factor the more complex is the control mechanism needed to check
its progress. Finance is a very critical area of management and most companies devise
elaborate and sophisticated financial controls.
A control is meaningful only when there is clear cut responsibility for activities and
results. It is meaningless to have a control process which simply points out deviations
but cannot pinpoint the area in which they occurred and who is responsible for taking
the corrective measures. Controls may be used to measure physical quantities (such as
volume of output, number of man hours, number of units of raw material consumed
per machine, etc.), monetary results ( value of sale, capital expenditure, return on
investment, earnings per share, etc. ) or to evaluate intangibles such as employees
loyalty, morale, and commitment to work. Obviously, the third kind of controls are
the most difficult to design and implement. No quantitative measure can be used, but
only a qualitative, descriptive evaluation is possible.
There are three basic steps involved in designing a control process :
i)

Establishment of standards: Controls are established on the basis of plans and
so the first step is to have clear plans which in turn become the standards for
controlling. The sales forecast plan which sets sales targets itself becomes the
standard against which actual sale is measured. However, an effective control
process focuses only on the critical variables rather than controlling all the
variables. It also indicates the permissible range of deviation from the expected
target. Only when the actual performance is outside this range, does it become a
matter of concern for the manager to find out why this has happened and take
corrective action. Similarly, the marketing manager at the head office is
interested in the sales figures achieved by each branch and not in the
performance of individual salesperson.

ii)

Measurement of performance: Having set standards it is necessary to devise a
system for measuring the performance of individuals, departments or the
company against these standards. In some cases quantitative goals can be set,
such as number of units to be sold by each salesperson., number of units to be
produced per machine, or the profit to be generated by each branch office.
However, evaluating performance in case of managers at the top level or those
operating in areas such as personnel, public relations, and administration is far
more difficult. The work output cannot be translated into quantifiable terms.
Only a qualitative appraisal is possible.

iii)

Correcting deviations: The ultimate objective of the control process is to
pinpoint the occurrence outside the permissible range of action to allow
management to take corrective action. For example the maximum number of
rejects per machine per day is fixed. When the number of rejects increases
beyond this acceptable level, it is time for the production supervisor to
investigate and take suitable steps to correct the situation.
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The successful control process hinges on the all important concept of feedback. This
refers to the information on the critical control variable of the operation or activity
which, when fed back to the manager, triggers off corrective action.

Except in a self-regulated, closed mechanical system where the corrective action is
taken instantaneously and automatically, most activities within an organisation
require human intervention. The finance manager must find out why profits have
fallen below the established level and take suitable steps to remedy this. In some
cases, only a minor corrective action is needed. But sometimes the situation requires
drastic action, even scrapping a department or a service whose operation has become
totally unprofitable.

Within the organisation, feedback usually implies a lag between the time when the
event actually occurs and the time by which information about the event reaches the
concerned manager. Sales figures for the preceding months may not be available to
the manager before the 7th of the current month. The manager can only take note of
what happened in the past and take measures to prevent its occurrence in the future.

Too long a time lag prevents any meaningful control or corrective action. To
overcome this problem of time lag, most companies generate daily reports of critical
variables which provide early warning signals to the manager. But even daily reports
may reach two days later when they have to travel a long distance from say Guwahati
to Delhi. With the introduction of computers and real time information systems
(instantaneous transmission of information) this problem can largely be overcome.

All control processes should reflect the plans that they are supposed to follow.
However, to be truly effective the controls must highlight the critical variables in an
objective manner, and be worth their cost in installing and operating.

Budget is a traditional and widely used control process. Apart from this a company
may use historical statistical data, or break-even analysis to control its operations. By
the use of mathematics, many sophisticated control techniques are also possible.
These pertain to implementing control for inventory management, distribution
logistics and project or programme management. Some of these such as Programme
Evaluation and Review Technique (PERT), Critical Path Method (CPM) will be dealt
with in detail in the subsequent Units.
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3.6 ORGANISING
Organising refers to the formal grouping of people and activities to facilitate
achievement of the firm’s objectives. Issues for discussion here are the types of
organisation structure, degree of centralisation, levels of management, span of
control, delegation of authority, unity of command, line and staff relationship, and
staffing.
Structure refers to the specific manner in which people are grouped. An
organization can group its people on the basis of the various functions (such as
production, personnel, finance, marketing), geographical territories or around specific
products or product lines (such as ticketing, tours, facilitation etc in the case of a
travel agency). The concept of matrix organisation is a recent evolution and combines
the functional and product organisation. This type of organisation is especially useful
in case of projects which require both specialists as well as functional experts to
execute a project within a specified time frame. Another type of organisation is by the
type of customers served. For example, a hotel has organised its sales department in
two groups. One group sells to institutions such as offices, banks, tour operators etc,
while the other group sells to individuals. Many travels agencies have organised
separate marketing teams to cater to the private sector and the public sector because
of the different culture prevailing in them.
Centralisation refers to the point or level where all decision-making authority is
concentrated. One man enterprises, such as a small bread and butter stores, vegetable
vendor, a self-employed car mechanic are examples of complete centralisation. As the
enterprise grows, it becomes increasingly difficult for one person to manage alone
and he or she has to necessarily line up other people and give them authority to take
some decisions. These decisions may be routine, programmable decisions but
complete centralisation is no longer possible. The decision-making authority is now
vested in more than one individual. This is decentralisation.
You require information to make a decision. It is possible that information may be
generated at one place but the decision is taken at another. A Bombay based company
involved in making and selling ball bearings has its manufacturing facility at Pune.
Every evening all information regarding the day’s production, machine down time,
inventory position is sent to the head office via the linked computer facility and all
decisions regarding change in production scheduling are made at the head office. The
introduction of real time information with the help of computers enables information
generated at one place to be instantaneously transmitted thousands of miles away for
making a decision. However, the real criterion for an organisation having a
centralised or decentralised structure is a reflection of the top management’s thinking
and philosophy.
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Closely related to the concept of centralisation are the concepts of levels of
management and span of control. Levels of management refers to the number of
hierarchical levels under the control of a particular manager. Machine operator,
foreman, floor manager and production manager represent the levels of management
in a typical production department under the director. The machine operators report to
the foreman, the foreman report to the floor manager who in turn reports to the
production manager who is accountable to the director. The number of machine
operators who directly report to the foreman represents his span of control. There is a
great deal of controversy regarding the ideal number of people that a manager can
effectively control or the ideal span of control. Many management thinkers are of the
view that three to seven is the ideal range. In practice, this may actually vary from
one individual manager to another.
At each level of management, there is a reporting relationship between the manager
and the workers. The fewer the number of people that a worker has to report to, the
less will be the problem of conflict in instructions, and greater the feeling of
responsibility for results. Similarly, the clearer the line of authority from the manager
to the workers, the better the decision-making and communication. The staff
functionary reports directly to the top management and is not a part of the chain of
command.
A company may draw up any number of ambitious plans, but if it does not have the
right kind of people, it can never succeed in implementing these plans. One of the
biggest challenges which a manager faces is matching the right people with the right
jobs. The process of staffing starts with defining the job to be done and the necessary
qualifications, skills and experience required to do it. The next step is to search for
the persons with the desired background. The search may involve a number of
complex steps such as advertising the job through newspapers and specialised
magazines, screening the applications received in response to the advertisement,
conducting a selection process which may include a variety of techniques such as
written test, group discussion, personal interview, etc. Before making the final
selection, it is important to be sure that the candidate fits in well with the other people
and the culture of the organisation.
Having found the right candidate, it is equally important that you are able to retain
him or her. Among other things, motivation and leadership provided by the top
management of the organisation also plays an important role.
3.7 MOTIVATING AND LEADING
Having established plans, controls, and an appropriate structure to achieve the
organisational objectives, the manager now has to get people to work. Motivation is
that desire or feeling within an individual which prompts him or her to action. Every
individual has needs, desires and drives, which we collectively call motives and
which channelise all his or her behaviour and action towards achievement of some
objectives.
43

The manager’s role is to influence each individual’s behaviour and action towards
achievement of common organisational objectives. A great deal of research has been
conducted in this area and there are many theories of motivation. It is not possible to
explain all these theories here and we shall briefly explain the various factors that can
act as motivation.
Money, is the most commonly used motivating factor in the form of salary, bonus,
incentives, commissions and rewards. Salary or wage is of course the primary
motivation, and the poorer the economic background of an individual the greater the
motivational value of money.
However, once a basic salary or wage is assured, to motivate people to work that little
bit extra, achieve that ten per cent higher sales figure, incentives and commissions
come in handy. Most sales organisations pay salary plus incentives to their sales
people. The incentives may be calculated on the basis of individual or team results,
and may be linked to a sales target. Similar incentives can be offered to the
production department. However, performance linked rewards are difficult to
compute in areas such as finance, personnel, and administration where work output
cannot be easily measured. A percentage of total profits can be distributed to these
departments as incentive.
Humans do not live by bread alone is an old saying. Man is a social animal and seeks
recognition and status in society through his work. The status or position which an
individual enjoys in the organisation, the number of people who work for him, the
non-monetary benefits and perks which he enjoys are important motivational factors.
In fact sometimes these are more important than the actual take-home pay packet.
Gupta started his career as a salesman in a medium sized company manufacturing and
marketing stereo systems. Because of his analytical ability, capacity to work hard and
achieve results, Gupta soon rose to be the area sales manager of North India. The
owner of the company relied a great deal on Gupta’s judgement and always consulted
him on every important matter. Gupta was making good money performing well and
enjoyed the great confidence of the great confidence of the owner, yet he felt that
there was no power or position in his job which could give him a better status in
society. Therefore, when the opportunity arose, Gupta joined an American
Multinational as Divisional Manager, selling scientific laboratory glassware. It was
the glamour, the power, and the status which the job conferred on him that motivated
Gupta to join. However, two years with the multinational were enough for Gupta to
realise that he had no authority to take any independent decisions and he was not
deriving any satisfaction from his job. Gupta quit his job and went back to his
previous employer. Thus satisfaction at work is an important motivating factor.
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The lesson from Gupta’s story is that the same individual will be motivated by
different factors at different stages of his or her career. Generally as you move up the
organisation to more important positions, the importance of money and monetary
benefits as motivating factors decreases and intangible factors such as job
satisfaction, confidence of the boss, good relationship with the boss, the status and
respect commanded in the organisation, etc. become more important.
The physical working environment in which a person works also has tremendous
motivational force. A pleasant, noise-free, well-lit room comfortable temperature, and
proper facilities of telecommunication, secretarial assistance, canteen, transport, etc.
are always conducive to work.
Different individual are motivated by different factors. This is because each
individual in the organisation comes from a different socio-economic, cultural,
religious, educational and family background, and each of these has a role in
determining the degree to which he or she can be motivated by different factors.
In many developed countries, a great deal of emphasis is laid on leisure and
individuals may be motivated to take up that job which affords greatest opportunity
for leisure. Similarly cultural background and personal values are important
influences on the effectiveness of motivating factors.
The manager’s concern is to find a set of common factors which can motivate all the
people coming from diverse and different backgrounds and working at different
levels of management. The manager’s task will be greatly simplified when he or she
understands that motivational factors are present in, and can be used, in design of
work, rewards, work environment, work relationships and work content. All monetary
benefits and non-monetary advantages such as free medical cover, company car and
driver, club membership, etc. are part of the work reward and are important
motivators.
Work environment as a motivating factor, first and foremost, refers to the status of the
organisation for which a person works and the mere fact of working in that
organisation gives him or her that status. If a University has the reputation of being
amongst the best in the world then anyone who has graduated from there is generally
perceived to be at least above average, if not excellent. The actual physical factors
present in the work environment also act as motivators.
Relationships developed at work, with the boss, colleagues and subordinate have an
important motivating influence. The more congenial, friendly and supportive are
these relationship, the greater their positive motivational value. In contrast, strained
relationships which create tension and unhappiness are serious enough reasons for
people to leave jobs which in all other respects seem very comfortable and attractive.
The design and content of the actual work to be done is in itself an important
motivational factor. An element of freedom to experiment with new ideas within the
parameters of the job fulfils the creative urge in every individual.
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Freedom to take decisions and assume responsibility for the results are factors which
enhance an individual’s self-confidence and feeling of self-esteem. The more such
factors can be built into the job, the greater would be the job satisfaction of the
individual performing the job. A happy, satisfied worker is a productive worker and a
great asset to any organisation. If an individual is himself or herself associated with
designing the content and objectives of the job, there are greater chances that he or
she will work utmost to fulfil these objectives. This is the approach known as
Management by Objective (MBO) and has tremendous motivational potential.
The manager has not only to motivate his or her people but also provide them with
leadership. To that extent every manager is a leader. A manager has to inspire and
influence subordinates to willingly work towards achieving the organisational
objectives.
Much research has been conducted in this field and different studies have emphasised
different aspects in attempting to answer the question ‘What makes an effective
leader’? When put in a situation of leading, you must remember that it is a role you
are performing, and that your personality has an important influence on your
performance as does the situation in which you are expected to perform.
To be an effective leader, a manager must have a pleasing physical personality,
ability to get along with people, qualities of honesty and integrity and be an excellent
speaker. To command respect of others, the manager must excel at his or her basic
job whether it is operating a machine or managing the finances of a large company.
The leader must first set an example by his or her own actions rather than by just
making speeches. The actions must communicate to the people that the manager
belongs to them. Only when one is able to generate this feeling of oneness will he or
she be able to inspire confidence in the people.
Secondly, a manager must remember that he or she is only playing a role. However,
to be able to perform effectively, the role demands that the manager be perfectly
objective in all his or her judgements and decisions, and be guided only by the
organisational objectives and have no other considerations. For a leader the interests
of his or her people are of paramount importance and come first while personal
benefits take second place.
Thirdly, the role must be moulded according to the unique situation in which the
manager is placed. In our society, great emphasis is laid on personal relationships and
contacts and managers are perceived to be father figures and are expected to have a
paternalistic attitude towards their workers. In contrast, in the West and especially in
countries with a British colonial past, the relationships between manager and worker
is only confined to the work. There, if a manager were to adopt a paternalistic
approach, he or she would be totally ineffective. At the same time a manager who
usually follows a consultative, participative approach, seeking the opinions and
consensus of subordinates before implementing any decision, in a crisis situation may
adopt a very authoritarian approach and effectively manage the situation.
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3.8 DECISION-MAKING
Underlying the processes of planning, controlling, organising, leading and motivating
is the all important process of decision-making. Every manager makes decisions, no
matter what the area of management responsibility may be. Decision-making implies
making a choice between alternatives. The choice is made rationally after due
consideration of all the pros and cons. The rational approach implies that it is a
carefully thought out, deliberate and well-weighed choice, guided only by the
consideration of the organisational objectives to be achieved.
In making a decision, the manager first of all defines the issue on which the decision
needs to be made. Then all the possible alternatives available to tackle the issue at
hand should be generated.. The third step involves a careful evaluation of each
alternative to choose one which offers the best chance of achieving the objectives.
Making a choice is making the decision. Follow up of the decision to ensure that it is
properly carried out is very important. A decision which does not get implemented
remains a decision only on paper and not in reality. The final step is to gather
feedback on the impact generated by the decision. Decision-making is also important
because it implies commitment of resources, the desired outcome of which is never
certain. Decisions are made under conditions of uncertainty and risk. Decisions made
today have implications reaching into the future. The risk arises out of the fact that
the manager never has complete facts and knowledge about the implications of his or
her decision and there is always the chance that wrong decisions may be taken.
Many mathematical tools and theories have been developed to improve the quality of
decisions which managers have to make under risky and uncertain conditions. Linear
programming, queuing theory, probability and game theory, risk analysis, and
decision trees are some of these tools. These will be discussed at length at a later
stage.
Check Your Progress-2
1) What do you understand by planning?
…………………………………………………………………………………………
…………………………………………………………………………………………
2) Mention the basic steps involved in designing a control process.
…………………………………………………………………………………………
…………………………………………………………………………………………
3) Mention some motivating factors for the employees.
…………………………………………………………………………………………
…………………………………………………………………………………………
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3.9 LET US SUM UP
In this Unit we introduced the systems concept. This is a useful concept for
understanding the operations of a firm by identifying the critical sub-systems, their
inter-linkages and inter-dependence in the achievement of a common goal or sets of
goals. There can be a number of sub-systems within the system of a firm and the most
important of these is the Management Information System. The objective of a MIS is
to improve the quality of decision-making by providing the relevant information at
the right time. The starting point for designing an effective MIS is spelling out the
objectives of the MIS, understanding the various kinds of decisions to be made at
each level and the nature of information flows.
The basic processes common to every management situation are those of planning,
controlling, organising, motivating and leading, and decision-making. Planning helps
the manager allocate the scarce resources in the most efficient manner to achieve the
organisational objectives. Controlling is the process by which the manager checks the
implementation of the plans against certain pre-determined measures of performance.
Organising refers to the formal grouping of people and activities for doing work.
Leading and motivating are the behavioural aspects of the manager’s role. The
manager is expected to provide leadership by way of personal example and inspire
confidence, and bring into play all those factors by which he or she can persuade,
convince and motivate the subordinates to turn in their best performance. Pervading
all these management processes is the process of decision-making. Every manager
has to make decisions. Decision making implies making a choice, and because there
is never complete information and certainty, there is always a risk that the choice
made may be wrong. It is the task of the manager to minimise this risk.
3.10 KEY WORDS
Break-even Analysis: Comparison between sales and expenses to determine that
volume of production where there is no profit and no loss.
Budget: Statement of plans expressed in quantitative and financial terms for the
allocation and use of resources.
Environment: The universe in which the firm operates is known as its environment
and includes all those economic, political, sociocultural, legal, demographic and other
factors which have a critical bearing on its operations.
3.11 CLUES TO ANSWERS
Check Your Progress-1
1) Read Sec. 3.2 and mention about open and closed systems.
2) See the first paragraph of Sec. 3.3.
3) Timeliness, accuracy, relevance, types of information required, etc. Sec. 3.3.
Check Your Progress-2
1) Base your answer on Sec. 3.4.
2) Establishing standards, measuring performance, correcting deviations, etc. See Sec. 3.5
3) Read Sec. 3.7.
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UNIT 4 MANAGEMENT SKILLS
Objectives
The objectives of this unit are:
• to familiarise the learner with various skills of a manager;
• to provide an in-depth understanding of the technical, human and conceptual skills;
• to make the learner appreciate different uses of skills to suit his position in an
organisation; and
• to appreciate what skills could mean in building up an institution
Structure
4.1 Planning Skills
4.2 Organising Skills
4.3 Leading Skills
4.4 Controlling Skills
4.5 Decision-making Skills
4.6 Levels of Managers
4.7 The Managerial Skills at Various Levels
a) Technical
b) Human
c) Conceptual
4.8 Institution Building
4.9 Summary
4.10 Self-assessment Test
4.11 Key Words
4.12 Further Readings
You may have a variety of reasons to undertake the study of this unit. But we would
assume that your main aim to study this course is to improve your skills as a manager.
Therefore, the objectives of this unit as a whole is to help you improve your skills at
work.
In the previous unit the management processes were described. In order to perform
your role in each of these processes you need to possess and exhibit a range of skills.
Therefore, in general, we say that an effective manager needs skills to plan, control,
organise, lead, and finally to take decisions. In each case, a manager must exercise a
unique set of skills.
4.1 PLANNING SKILLS
As part of the management process you attempt to define the future state of your
organisation. You are not trying to predict the future, but rather to uncover things in
the present to ensure that the organisation does have a future.
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Hence planning skills will include:
●
being able to think ahead;
●
ability to forecast future environmental trends affecting the organisation;
●
ability to state organisational objectives;
●
ability to choose strategies that will help in attaining these objectives with
respect to future trends; and
●
ability to arrive at performance standards or yardsticks for monitoring the
implementation of these strategies, etc.
With growing complexity in the operations of large organisations, managers are
expected to acquire skills to interact with intermediate planning systems such as a
computer.
4.2 ORGANISING SKILLS
As you have seen, planning specifies the future course of direction of an organisation.
The organising process follows the planning process. 'While planning specifies what
will be achieved when, organising specifies who will achieve what and how it will be
achieved.
To understand the organising process involving the people and jobs in an
organisation, let us discuss a situation in a bank. Suppose you happen to be a teller
(person who sits behind the service window) in a bank. Your job requires transacting
deposits, withdrawals, cashing the cheques. Also, you may have to secure the
approval of bank manager before you could cash a cheque for a person who is not a
regular customer of your bank. Here, the bank manager's orders or directives will
define how much authority you have to do things on your own. Besides, your work
may also be supervised by your immediate superior officer. Hence, organising
involves identification of specific jobs, grouping of jobs of similar nature, number of
jobs to be included in a specific group and deciding how many people a manager can
effectively oversee. An integrated network of people, their jobs and their working
relationships ultimately constitutes the structure of the organisation.
Therefore, the organising skills can be broadly spelled out as
●
ability to analyse and describe various organisational jobs;
●
ability to select, train and induct people in jobs;
●
ability to draw working links i.e. define authority and span of control amongst
people; and
●
ability to change these working links whenever there are major changes in the
environment or technology or strategy of the organisation etc.
Another example may make it clear to you as to how the manager utilises his
organising skill when major changes take place in the environment or technology or
strategy. Suppose, you happen to be a doctor in a village, where you are in charge of
organising a hospital for catering to routine and non-routine or emergency facilities.
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You know that more facilities are available in city hospitals such as provision of
regular ambulance service, wide range of medicines and services of doctors and
nurses, etc. At the time of dealing with an emergency case, you should rush to the city
hospital. You have to organise yourself and your co-workers to assess how crucial
this responsibility becomes when you have limited resources available with you, yet
you want to achieve the best you can.
4.3 LEADING SKILLS
Leading people requires that the leader must understand the values, personality,
perception and attitudes of these people. As an individual you act differently from
another individual because of your values, personality, perception and attitudes. This
is a very important factor to be understood in relation to the other person who may be
your superior or subordinate. Let us carry out the following activity in order to
understand each of these factors.
Value is a conviction that a person holds about a specific mode of conduct and the
importance of that conviction to the person. For example, given below are certain
work values. You may like to rank the three important values you would like to
pursue at work. The ranking should be done in order of importance you attach to
them.
Value at work
Be honest Work hard Be free

Rank
-------

Be productive

-------

Know the right people

-------

Live in the right places

-------

Be tolerant Save time

-------

Find a better way

-------

If you compare your three rankings with your superior or subordinate, there are
possibilities of differences with him. These differences have to be taken into account
when we deal with people and use the values that are most important to them to
motivate them to work.
Personality is a sum total of personal traits or characteristics of an individual. It is
also a conglomeration of the forces within the individual. Our personality is
determined by our physical constitution, beliefs and values in our culture and the
situations which have unique influence on us.
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You may like to rate yourself on some of the primary personality traits as given
below by Cattell (1973):

Please tick mark the degree or point on the rating scale that describes you most
appropriately from each set.
You will find that all that you have marked for yourself has a basis in your physical
constitution, beliefs and values, some significant situations in your life, your family
background, age, temperament etc. You and the persons you work with certainly
differ in these respects.
Perception is the process by which individuals organise and interpret their
impressions of the environment around them. Hearing, seeing or smelling or feeling
or tasting, a stimulus come before we process and interpret it. In picking up a
stimulus, processing and interpreting it, often the reality and perception are distorted.
Individuals always try to minimise the changes in perceiving any thing. Managers and
subordinates, for example, distort messages or other's opinions or behavioural
patterns.
You may like to select a stimulus in a particular way. If you happen to be. a happygolucky person, you will pick up the humorous part of a movie that you saw and discuss
about it. Your prior experiences, your emotional state, your needs, and your
expectations decide why you like to emphasise the happy, events in a movie rather
than the sad ones. You may even emphasise some aspects more and ignore other
aspects. Between you and your colleague, or superior, or subordinate, perceptions of
the same movie would vary a good deal.
Attitude is a person's tendency to feel and behave in a particular manner towards an
object or a person such as organisation's selection programme or a manager's
planning approach or a colleague etc. You cannot directly observe it, but its
consequences can be observed. Attitudes are learned. They have three aspects, i.e.
cognitive, affective and behavioural, only one of which, behavioural, can be
observed. The cognitive aspect of the attitude refers to the beliefs, perceptions and
ideas about your attitude towards a person or object or situation. The affective aspect
of the attitude refers to the feelings and emotions about your attitude towards a person
or object or situation. The behavioural aspects refers to the action aspect of the
attitude. The following examples may clarify the three aspects of the attitude of
individuals.
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Cognitive aspect: Your attitude towards your subordinate, may be you like to see
results of the work done by him or her, while appreciating the work details. Your
subordinate may be interested only in results without having any interest in the
detailed explanation of the work. Both you and your subordinate show your
individual perception, belief and ideas about your respective attitudes towards work.
Affective aspect: You may have strong feelings for getting a promotion, but may not
have strong feelings for receiving a meritorious award. Your attitude towards work is
influenced by such feelings.
Behavioural aspect: Your subordinate may be a hard working individual. He is
interested in achieving results without ever holding any discussion with you. He does
the work that leads him to achieve. something. You can only observe his behaviour
towards you. You cannot observe his perceptions, beliefs, ideas, emotions, likes or
dislikes directly, except his behaviour or action. From his behaviour, you may like to
infer his beliefs or ideas about you and feeling for you.
All of us come and join an organisation much after we have learnt our attitudes.
Leading skills require understanding and working with different people. Thus, the
management skill of leadership reflects our ability to influence followers by
understanding the leader's own abilities and his impact on others. This skill is based
on the interaction between the leader, behaviour and situation in which it is applied.
The leading skills applied to management situations can be understood from Figure I:
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4.4 CONTROLLING SKILLS
The skill of controlling consists of actions and decisions which managers undertake to
ensure that the actual results are consistent with desired results. In planning for the
organisation the management sets the objectives, which are the desired results for the
organisation to attain. Any deviation between the actual and the planned results must
be corrected by the management by taking appropriate actions and decisions. In this
skill therefore, management has a predetermined standard, the information about the
performance of the organisation and a corrective action in. case the standard set by
the organisation is not fulfilled. You may like to know how the controlling skill is
related to the other form of management skills we touched upon earlier.

The manager gets a feedback about the performance of the. organisation and
accordingly takes decisions. He uses his motivating and leading skills to control and
regulate the performance, according to his earlier planning.
For example, you happen to be a manager of a production unit. It is your duty to
check whether the targets (desired results) of production of the goods in terms of
output, quality, time, cost and profit have been achieved. Whenever you have failed
to achieve any one of the above five aspects, you must try to correct the situation by
reorganising your planning, organising, leading, controlling and decision-making
activities.
4.5 DECISION-MAKING SKILLS
Decision-making skills are present in the planning process. They pervade all other
areas such as organising, leading and controlling. You, will appreciate the simple
difference between a manager and a non-manager in so far as managers make all the
decisions at all levels in the organisation. Think for yourself at the level you are, and
whether you take a good, or a bad decision, it will ultimately influence in a big or a
small way your performance. Hence, management skills of decision-making for
routine or non-routine problems is a time consuming activity and certainly poses a.
challenge to the manager for making a number of important decisions, good in quality
and satisfactory in producing solutions to a problem. A manager's effectiveness lies in
making good and timely decisions. Again, remember, in the decision-making process,
you may like to decide on repetitive or routine problems. Processing admission
applications in a college or preparing a patient for an operation in a hospital are
examples of routine problems. Such routine problems are different from complex,
novel problems. Examples of novel or complex problems are, constructing new
classroom facilities in a college or reacting to an epidemic.
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Don't you think you need to be more creative in solving these novel and complex
problems rather than going by rules, procedures and policies that already exist in your
organisation? Whether it is a routine or non-routine decision you have to (1) identify
and define the problem (2) develop alternative decision (3) select the decision which
will solve the problem and (4) implement that decision.
At the end of the input on the five management skills, you may like to identify the
various skills of a branch manager of a bank, who combines job tasks (various jobs of
people), technology (the know-how of work) and resources (financial, material,
environmental, etc.) to attain the objective of the bank. You may consider the various
aspects of management skills, such as planning, organising, leading, controlling and
decision-making.
Activity A
A branch manager's planning skill includes:
(Please list the activities of the planning process)
1 …………………………………………………………………………………
2 …………………………………………………………………………………
3 …………………………………………………………………………………
4 …………………………………………………………………………………
A branch manager's organizing skill includes:
(Please list either the kind of staffing or his organisational designs)
Staffing the organisation:
1…………………………………………………………………………………….......
2…………………………………………………………………………………...........
3………………………………………………………………………………………...
4………………………………………………………………………………………...
or
Designing the organisation:
1………………………………………………………………………………………
2………………………………………………………………………………………
3………………………………………………………………………………………
4………………………………………………………………………………..
A branch manager's leadership skill includes:
(Please list his leading skill in understanding the people he works with)
1……………………………………………………………………………………......
2………………………………………………………………………………………..
3………………………………………………………………………………………..
4………………………………………………………………………………………...
5…………………………………………………………………………………
A branch manager's controlling skill includes:
(Please list his predetermined standards of controlling various things and the
corrective action taken by him if any)
Predetermined standard the bank aims to achieve ……………………………………
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The performance
Make tentative judgements on the following :
Output …………………………………..……………………………………...………
(The number of customers and commercial activities)
Quality ………………………………..……………………………………...………
(Excellent, good, indifferent, bad, poor)
Time…………………………………..……………………………………...……….
(Very long, reasonable, short for customers' servicing)
Profit …………………………………..……………………………………...………
(Very high, adequate, nil)
Comment briefly on the controlling skill of the Branch Manager in regard to
corrective action taken, if any, giving reasons:
…………………………………..……………………………………...………………
…………………………..……………………………………...………………………
In the light of above skills, list two routine and two non-routine decision taken by the
branch manager of the bank using his decision-making skill to improve the functions
of the bank.
A branch manager's decision-making skill includes: (Please list the two routine and
two non-routine decisions)
Routine decisions:
1………………………………………………………………………………………
2………………………………………………………………………………………...
Non-routine decisions:
1………………………………………………………………………………………...
2……………………………………………………………………………………..….
A manager is responsible for combining and coordinating the people, the technology,
the job task and other resources to effectively achieve the objectives of an
organisation. You may be a manager in charge of constructing a plant or managing a
bank or supervising a group of life insurance agents or training a football team. In
most of the situations, you have others who are your subordinates reporting to you.
The subordinates themselves may be managers having subordinates below to report to
them. Therefore, we talk of levels of managers in an organisation.
4.6 LEVELS OF MANAGERS
The First Level Managers: These managers are in direct contact with the
employees, who usually produce the goods or service outputs of an organisation.
They are referred to as supervisors or foremen in some organisations. You may be
associated with the employees who directly produce goods or render service outputs.
Hence, your may belong to the first level managers. In some government offices, the
superintendent of the office supervising the work of typists, despatch clerks, etc.
belongs to this category. In the industry, it is the foreman, who is in direct contact
with the rank-and-file workers, producing goods or services.
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The Middle Level Managers: These managers are those with a number of
responsibilities and linking or connecting activities. They direct the activities of the
first level managers. For example, a district educational officer or a block
development officer belongs to the middle level with the principals of schools and
gram servers reporting to the district educational officer and block development
officer respectively.
The Top Level Managers: The top level managers are a small group of policy
makers responsible for the overall strategic management of the organisations. It is the
responsibility of the top managers to develop the objectives and strategies of the
organisation. It is the top management that must sense the demands of the political,
social and competitive environments on the organisation. A President or a Chief
Executive or a District Magistrate are examples of top managerial level.
4.7 THE MANAGERIAL SKILLS AT VARIOUS LEVELS
These skills refer to the personal ability put to use by the manager in specific position
that he or she holds in the organisational hierarchy.
One moves up in the hierarchy of the managerial positions, the responsibility
increases. The fundamental functions of a manager such as planning, organising,
leading, controlling and decision-making are the skills required to be mastered by the
managers. In order to exercise these functions, one has also to keep in mind, the type
of job, the size of organisation, the skills and experiences of the people one works
with and the time available at his disposal to do these management functions.
Katz (1974) talks of three types of skills that are recognised by all managers. These
are the technical, the human and the conceptual skills. The use of these skills differs
for various levels of managers. Let us understand the skills first and then see how
much each skill is used at various levels of managerial hierarchy and what importance
each has in the career growth of a manager.
a) Technical skill
It is the ability to work with resources in a particular area of expertise. A surgeon
must know how to do surgery. An accountant must know how to keep the accounts.
Without the technical skill, one is not able to manage the work effectively. The first
line supervisor in a manufacturing industry need greater knowledge about the
technical aspects of the job compared to his top boss. In a small manufacturing
organisation, even the top boss who owns the company needs to know a lot of
technical skills.
You will appreciate that technical skill implies an understanding of, and proficiency
in, a specific kind of activity particularly the one involving methods, processes,
procedures or techniques. It is relatively easy for us to visualise the technical skill of
the surgeon, the musician, the accountant or the engineer, when each is performing
his own special function.
57

Such functions involve specialised knowledge, analytical ability within the
specialised field, facility in the use of tools and the techniques of the specific
discipline.
In an age of specialisation, technical skill is perhaps the most familiar one, required of
the greatest number of people. Katz pointed out that mostly the vocational and onthejob training programmes are concerned with developing this specialised technical
skill. In your desire to become an efficient administrator, particularly at the first level,
this skill becomes indispensable to efficient operation. As a supervisor of a set of
workers, you would .like to ensure if your workers have sound grounding in the
principle, structure and processes of their individual speciality along with actual
practice and experience during which your workers are watched and helped by you as
a superior. This appears to be the best way to develop the technical skill. A workshop
superintendent knows how to ensure that his technician is well equipped with the
technical skill required for the work. An office superintendent ensures that persons
working with him are having adequate technical skill for typing, shorthand, preparing
draft etc. for doing their job. Quite a lot of training programmes for equipping the
people with technical skills are going on all over the country in industries, hospitals,
banks and educational institutions. As you move up in the managerial hierarchy,
perhaps this skill becomes relatively less important than the human and conceptual
skills. In a relatively small organisation, where you yourself are the owner and at the
top management level, you need a lot of technical skill yourself.
b) Human skill
Human skill is the manager's ability to work effectively as a group member and to
build cooperative effort within the team he leads. Every managerial level requires
managers to interact with other people, whereas technical skill is primarily concerned
with working with things (processes or physical objects). The first level manager is
involved on a regular basis with the personal problems and life events of many on
managers. It is therefore natural that he or she must be able to work through these
personal situations and effectively lead subordinates. He or she has to perceive and
reorganise the perception of his or her superiors, equals and subordinates and his or
her behaviour subsequently.
If you have a highly developed human skill and if you are aware of your own
attitudes, assumptions, and beliefs, about other individuals and groups, you are able to
see their usefulness and limitations. And you are likely to accept others' viewpoint,
perceptions and beliefs, which might be different from yours.
Your human skills will help you to build a work atmosphere of approval and security,
where people working with you as subordinates feel free to express themselves
without fear of being ridiculed and to participate in the planning and carrying out of
those things which directly affect them. You feel sensitive to others' reactions to your
actions and you will act after taking others' perceptions into account.
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Your human skill thus becomes a continuous and natural activity with you so that
whatever you say or do (or leave unsaid and undone) leaves an effect on your
associates. Perhaps your true self will be seen through by others. In order to be an
effective manager, your human skill must be naturally and unconsciously developed,
as well as consistently demonstrated in every action of yours. For example, you want
to boost the output of a production unit in an industry by introducing a conveyor
system. You must keep in mind how to make your subordinates accept the situation
of top speed production through this system with which they were not familiar earlier.
You must also make sure that the person whom you place in charge of the workers or
operators, is acceptable to them in creating a right attitude towards this conveyor
system, towards the production goals (how much output per day to be produced) or
what standards of production have to be attained. These are the human factors in
production which cannot be ignored.
Introducing computerisation in a large office setting which has a number of users to
interact with; may create problems in the beginning as it amounts to increasing the
efficiency in output with a relatively lesser number of persons. If you have to'
introduce the system, you may like to talk to the persons about its outcomes in terms
of increased efficiency, gearing the skills of people towards various activities of
feeding the data to the computer, maintenance of the computer data, etc. in order to
make them appreciate the introduction of a new system. Creating the right kind of
attitude and absorbing a number of people for similar skills to take care of a special
and large number of users of the system can reflect your ability to deal with people.
The most important single skill of a manager is to have the ability to deal with people.
This is a challenge to your human skill, especially in the context of our country, with
a vast number of people waiting to be absorbed in jobs, more so when we are
planning to computerise the administration in various work sectors.
The human skill can be developed without any formalised training for some. Many
others to be individually aided by their immediate superiors who themselves should
possess the human skill in order to be able to impart that. An important part of the
procedure is the self-examination of the individual's own concepts and values which
may enable him to develop more useful attitudes about himself and about others.
With this change in attitude, there may also develop some active skill in dealing with
human problems. You as a superior may like to observe your subordinate's ability to
work effectively with others. You may probably improve your own human skill of
rating people for their effectiveness as you become more experienced in this art.
c) Conceptual skill
This skill means the ability to see the organisation as a whole and it includes
recognising how the various functions of the organisation depend on one another. It
also makes the individual aware how changes in any one part of the organisation
affect all the others. It extends to visualising the relationship of the individual
business to the industry, the community and the political, social and economic forces
of the nation as a whole. Thus the manager gains insight into improving the overall
welfare of the total organisation.
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As a manager you should have the ability to coordinate and integrate a variety of
factors. You need to view situations and determine the inter-relatedness of various
factors. The success of any decision depends on the conceptual skill of the people
who make the decision and those who put it into action. For example, you are trying
to introduce some change in the working policy in your manufacturing organisation.
It is very important to know the effect of such a change on production of goods,
control, finance, research and people involved in these processes. Finally, it is equally
important right down to the last executive who must implement the new policy. So at
every level of the management, no matter which level you belong to, you have to
recognise the overall relationships and significance of the change in order to be an
effective manager. The chances of your success as a manager are greatly increased.
Look at the organisation as a whole and try to understand the interrelationship of its
parts while introducing a change in policy.

Introducing a change in marketing policy of your goods, for example, will require to
see the effect of this policy on all the factors under input, processing and output
aspects of the organisation. Your success as a manager heavily depends on your
conceptual skills or creative ability to perceive and respond to the direction in which
the business should grow, organisation's objectives and policies and stock holders'
and employees' interest. You can, by virtue of conceptual skill, be in a position to
change the way of doing business in your organisation compared to another.
Although it sounds as an abstract thing, one can try to develop the conceptual skill in
many different ways. You may like to coach your subordinate to develop his
managing potentials. Give him or her a responsibility and see if he or she asks you
questions or seek your opinion. You may like to answer his or her queries in response
to such searching questions. Of course, a lot depends on your interest and willingness
to help your subordinate.
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Yet another way is to rotate your subordinate on various types of jobs which expose
him or her to different functions of the business, but at the same level. This is to say,
one can, for example, be put in commercial job for some time dealing with sales,
again on production job, observing the process of production on the shop-floor and
taking part in it if needed. You may like him or her to experience a bit of design
aspect of the product, which gives him or her insight into the research and
development activities. In most of the leading private and public sectors, job rotation
is a significant part of the young and promising graduate's apprenticeship training
programme. This gives him a chance to be "in the other fellow's shoes".
You may also like to involve your junior to advise you on policy matter. Some real
problems can be posed to make your subordinate understand broad management
policies and inter-departmental coordination.
Like human skill, conceptual skill must be a part of the executive's make-up of the
personality. Different methods may be used for different people suiting their
background and experience to develop their personal skill in viewing the organisation
as a whole system and coordinating and integrating its different parts.
Conceptual skill compared to technical and human skills is more important at the top
level of management. At the first level, one has relatively few factors to consider.
Technical skill is responsible for many of the great advances of modern industry. It is
indispensable to efficient operation. It has the greatest importance at the lower level
of administration. As the manager moves up in level, the need for technical skill
becomes less important, if he has skilled subordinates to help them solve their own
problems. When the manager reaches the top, technical skill may not be existent, but
with a highly developed human and conceptual skill, he or she may still be able to
perform effectively.
Activity B
You are a top level manager and your middle level manager in charge of
manufacturing suddenly falls ill. You have to remove him although you yourself lack
in production or manufacturing experience. You have worked in the organisation for,
a sufficiently long period of time. Rank the activities in order of priority from 1 to 6
you would like to initiate for yourself and others to raise the output, bring down the
cost, maintain a higher morale than what it was before:
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Human skill in you is required at every level, but with difference in emphasis.
If you are a foreman, your chief function is to attain collaboration of people in the
work group, with whom you have direct contact. If you are a middle level manager;
your human skill is utilised for facilitation of communication in the group. At the top
level, these personal contacts decrease and the human skill in you is used less and
your conceptual skill becomes increasingly more important with the need for policy
decisions and broad scale action. You start considering the environmental forces, the
resource flows, and the functional managerial skills such as planning, organising,
leading, controlling and decision-making.
If you happen to be capable and alert, perhaps you can make out a kind of built-in
sense of dependence of employees on superiors and use it to your advantage. Sinha
(1980) has shown how in Indian context, the leader nurtures the subordinate, by
creating in him a sense of dependence on the superior Such kind of dependence adds
to the productivity of the workers, provided. the superior is consistent and predictable
in his behaviour.
For example, you may have. observed that there is superior, who really recognises the
inter-relationship of all the activities under his control, identifies himself with the
organisation, sublimates the subordinates' interest to his interest, sets his goals
realistically and shows his subordinates how to reach this goal.
Activity C
Which skill according to you between the human and the conceptual skills is
predominant, in the above example?
Managers at all levels require some competence in each of the three personal skills.
Even, managers at the first level must continually use all of them. To briefly state it,
the top level manager uses the conceptual skill to deal with environmental demands
on his organisation. The limited physical and financial resources available to him
make him effectively use his technical skill. The capabilities and demands of the
persons with whom he deals make it essential that he possesses the human skill. You
may like to appreciate the skill mix by management level.
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4.8 INSTITUTION-BUILDING: A SKILL OF THE TOP EXECUTIVE
Now that you are familiar with the skills of a manager, we would like you to know
about the institution-building skill of the top executive. In the position of a manager
and with your technical, human and conceptual skills; you will appreciate the fact that
along with efficiency of the organisation you are also equally concerned about
achieving better satisfaction of employees, their welfare, their development which
might create an-impact on the society and their morale. On the other hand you may be
interested to achieve as well as maintain your position of a leader as you move up to
the top level of the organisational management. Hence, you can make your
organisation effective, if you can achieve all that you set as goals for your
organisation as mentioned above.
Role of a top level executive
This requires a kind of managerial skill that helps in building an institution or
organisation. Pareek (1981) assumes eight main roles of the top level executive,
which are required for institution-building.
i) The very first role is the identity creating role of the top level manager. You create
a special place for your organisation by making it unique in one or more than one
respect. You may have good employee welfare measures that make your employees
happy. You may also be known for your technological innovations and users of your
technology outside your organisation are happy about it. Thus, you are known with
your identity with the above two areas which are created and you have also made or
established your organisation's identity that way.
ii) The second role is the enabling role of the top level executive. Your job here is to
develop various kinds of resources such as men, material, facilities for work as well
as a good work atmosphere. Your men can be trained and updated in their skill. Your
materials or inputs as well as outputs can be multiplied. You can even give employees
a very challenging as well as satisfying atmosphere to work by knowing their ability
as well as willingness to work. You can certainly improve their efficiency as well as
morale.
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iii) The third role of the top level person is the synergising role. You may feel that
you have to multiply your resources-both human and material, to achieve the goal of
your organisation. Collectively these resources can contribute to the goals of the
organisation. It means much more than mere aggregate of men or material or money.
It means proper utilisation of men, material and money, particularly when such
resources are scarce. This role of the top executive is a challenging one, as he or she
has to uniquely combine resources with their maximum utilisation.
iv) The fourth role is known as the balancing role of the top executive. Your role as a
manager is to make your subordinates conform to rules, expectations, regulations or
procedures if you have to achieve the goal of the organisation. Such conformity may
not be so much stressed that it destroys the creative potential of the employees. How
can then the organisation grow? Allow your people to be creative to be able to move
in new directions and respond to the new challenges and pressures from the
environment. Thus, a balance between the conformity and creativity should be
maintained by you. The organisation can stalbilise its work processes and people to
achieve the result as innovations are made by the people to move in new directions.
v) The fifth role of the top level executive is the linkage building role. As a top
manager, you have realised the social obligations of your organisation to the benefit
of other organisations as well as the community and society at large. You may like to
link your organisation with other technical or financial organisations or government
agencies or policy making bodies who may have similar goals like yours. For
example, your research and development unit of the industry can have link with a
similar unit in educational or research organisations. You may also like to get support
from financial institutions to develop your research and development activity. You
may like to link your activity with the community where you work. A rural
development centre's activity at a technical education institution can be very well
linked with community development programmes in rural areas on issues like health,
sanitation, education, etc.
vi) The sixth role of a top executive is the futuristic role. You may like to expand or
diversify or change or reorganise your organisation for meeting new demands and
pressures. You should be prepared for the importance of the role your organisation
can play in future.
vii) Making impact is the seventh role of a top executive. This means making an
impact of one's organisation on others. A leading manufacturing organisation of a
product can be very influential in several ways to influence the policies in the field in
which it operates. Examples of electronic goods such as television, transistors,
calculators and computers are not rare, where superior technology in the
manufacturing process is ever on the increase.
viii) Last but not the least is to provide super ordination to the employees working
under a top executive. You can done by giving a sense of fulfilment to the members
of your organisation by `building in them a sense of pride that they are working in a
very important field of working, which is so important for the society.
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For example, members of a fertiliser or oil or steel organisation would be very highly
motivated and satisfied people as their work is of importance to the society. This
sense of pride has to be brought out by you as a top manager.
Top Management Skills
You might have liked various roles that a top person in the management plays to
build an institution. Most of the institution building activities require the top person to
attend to some very important functions.
Important functions of a Top Managers:
i.

Building an efficient and strong team of people at the middle management
level so that they can really work for him and the organisation. You as a top
person can always encourage some persons to learn some of your
management as well as managerial skills to keep the organisation functioning
by their strong and mutually supporting activities.

ii.

You may like to monitor and review the functioning of the organisation at
different time intervals to ensure correct way of functioning. You may also
make sure that your team of people are open to problems of their own group
as well as appreciate problems of similar kind occurring at various levels in
other organisations. Many times we are successful in resolving our problems
concerning people or their work by borrowing experience of others.

iii.

You may like to search for competent people at all levels and reward them for
their competence and dedication. Your search for competence is a significant
way to enhance the competence of your organisation.

iv.

As a chief executive, you have to keep in touch with and share ideas with
policy makers and planners as well as intellectuals 'who bring in deep insight
to understand and plan for the future. You may like to join meetings and
debates of such nature which will make you think about your own skills in this
regard:

v.

You may like to develop in yourself a kind of skill to be involved with the
organisation yet remain detached about it. In India, this sense of remaining
detached, yet knowing what is happening is one of the very important work
values existing in our culture and tradition. You may be deeply involved to
become a very effective top person in the day-to-day operations of the
organisation and its results. Yet you should also be detached from people and
situation to observe your own activities and experiences to learn about a
different approach to your organisation.
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4.9 SUMMARY
This unit deals with the skills of the manager in essentially two ways: one in which
the functional or applied aspects of management skills such as planning, organising,
leading, controlling and decision-making are put to use; and the other in which skills
of the manager such as technical, human and conceptual enable him to function as a
person as well as how to develop these are dealt with. Attempt is also made to briefly
acquaint the reader about the skills required to play various roles of a top executive to
build an institution. The unit concludes with five specific top managerial skills of
competent team building, periodic reviewing, search for competence, liaison with
other organisations and involvement with detachment.
4.10 SELF-ASSESSMENT TEST
Applied Management Skills
Your position in the management hierarchy
(Please tick mark one of the following):
Senior…………………………………………………………………..…….Top level
Middle…………………………………………………..……………… ..Middle level
Junior…………………………………………………………………..…….First level
Keeping your position in mind, rank the following statements in order of priority of
your activities by putting 1 to 6 on the right hand line. Please put 1 for the highest
priority and 6 for the lowest.
I.
In my supervisory activities:
i. I supervise to check the mistakes and catch the person.
ii. I strongly prefer that subordinates ask me for instructions and suggestions.
iii. I take pain to see that the subordinates improve their skills and chances for
advancement.
iv. I reward outstanding achievement.
v. I try to use my expertise and competence rather than my formal authority in
influencing my subordinates.
vi. I am more concerned with maintaining good relations with the subordinates
than stressing duties and performance.
II.
In managing problems:
i. I take problems as challenges and try to find better solutions than anybody
else.
ii. I consult experts and they play an important role in solving problems.
iii. I consult my friends while dealing with problems.
iv. I solve problems keeping in mind the needs and benefit to the people in the
organisation and society at large.
v. I usually refer the problems to and look for solutions from my seniors.
vi. I usually solve problems with the help of supervisors without involving my
subordinates.
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III.

In the above two sets of activities at your level in the organisation,
please indicate which of the following skills do you use most?
Please put a tick mark on the appropriate box.
Technical skill  Human skill  Conceptual skill 
4.11 KEY WORDS
Attitude: A person's tendency to feel and behave toward some object in someway.
First Level Manager: A manager at the lowest level of hierarchy who coordinates
the work of non-manager, but reports to a manager.
Middle Level Manager: The middle level of an administrative hierarchy. Managers
at this level coordinate the work of managers, but do not report to a manager.
Top Level Manager: The top level of an administrative hierarchy. Managers at this
level coordinate the work of other managers, but do not report to a manager.
Perception: The process by which individuals organise and interpret their
impressions about the environment around them.
Personality: The sum of an individual’s traits or characteristics/ These traits interact
to create personality patterns.
Value: Lasting convictions that are held by a person, accompanying the mode of
conduct and the importance of the convictions to the person.
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