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Unit – 1
Characteristics of Supervisor and his Role
Learning Objectives





After completion of this unit you should be able to know about the concept of
office supervision.
A glimpses over characteristics of supervisor.
Know what are the qualities of a good supervisor.
Understand about the Role of Supervisor.

Structure:
1.1 Introduction
1.2 Meaning and definition
1.3 Need for Supervisor
1.4 Characteristics of Supervisor
1.5 Principles of Effective Supervisor
1.6 Requisites of effective Supervisor
1.7 Qualities of a Supervisor
1.8 Importance of Supervisor
1.9 Supervisor’s Role
1.10 Let’s Sum-up
1.11 Key Terms
1.12 Self- Assessment questions
1.13 Further Readings
1.14 Model questions.

1.1 Introduction :
Supervisor is the backbone of any organization. Their position is unique in that they are
in constant contact with workers and hence represent workers to the management.
Clearly, supervision is not just a matter of giving orders or overseeing subordinates to
make sure they follow rules. Generally supervisors deal with workers directly and for
effective performance needs technical, analytical, human relation of leadership skills.
First line of supervisors is commonly known by different official names in different
organizations. A few of the designations are known as Foreman, Charge man.
Overseers, Head Clerks, Head Assistants; Office Superintendents; Section Officers
alike.
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1.2 Meaning and Definition :
Before to enter into the topic it would be essential to know the meaning and definition
of supervision. Supervision is a Latin word. Super means “from the above” and vision
means “to see”. In ordinary sense of the term, supervision means overseeing, the
activities of others. In management Supervision means ‘over seeing the subordinates at
work with authority and with an aim to guide the employees, if he is doing wrong.”
Overseeing is to be done at all levels of management from top to bottom; Lower-level
management or first-line supervisors oversee the work of operative staff, while middle
and top management remain busy in overseeing the work of their subordinate
management members. But in the ordinary sense of the word, supervision is concerned
with directing and guiding non-management members of the organization. The term
“Supervisor” and “Foreman” are often used as synonymous. However “Supervisor” is
the term frequently used in office work and “force man” in production field. Thus
supervisors play a vital role to accomplish their assigned job.
Definition:
According to vitiales “Supervision refers to the direct and immediate guidance and
control of subordinates in the performance of their task.”
According to G.R. Terry, “Supervision is the task of achieving of desired results by
means of the intelligent utilisation of human talents and utilizing resources in a manner
that provides the greatest challenge and interest of human talents. This definition
implies that supervision includes:





Overseeing employees at work.
Intelligent utilization of human talents.
Motivating employees to peak performance.
Maintenance of good human relations.

According to Neuner and keeling, supervision includes the planning of work.
Supervision also involves securing actual performance that approximates, as closely as
possible, desired performance. Planning includes setting up the best methods to produce
an acceptable quality of office work in a standard quantity so that production may be
measured in terms of these criteria. Maintaining such standards, with due considerations
of the human relationships existing in office work and supervision, should make it
possible to reduce the cost of production.
Planning, organizing and staffing can be considered preparatory managerial functions;
the purpose of controlling is to find out whether or not the objectives are being
achieved. The connecting and actuating link between these functions is managerial
function of supervision which means the issuance of directives and the guidance and
overseeing of the subordinates. Thus supervision, in the context of office management,
relate to provision of leadership, direction, guidance and motivation of office workers to
better performance of operations according to the plan and objectives.
Odisha State Open University
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Supervision in the office is the task of the supervisor. Little field and Peterson describe
“a supervisor as a person who carries out lower level responsibilities for, higher level
management and has a direct control over personnel.”

1.3 Need for Supervision :
The need for supervision occupies a strategic position of strength in the organization.
The supervisor is the only member capable of linking management to operative
personnel. The office supervisor, by whatever name is called, is a very delicate and
important position in the organization structure of the office. Almost every plan as
policy pass through him for implementation. It is he who is responsible for the correct
interpretation of plans and policies to his subordinates. For them he is their guiding
spirit. It is he who introduces team spirit among subordinates. Terry summarizes his
importance in these Words-“An organization unit is what it is largely because of the
supervisors influence.”
In view of this of supervisor in the organization and the nature and scope of his
responsibilities, primarily, depend upon the nature and rise of the activities of the
enterprise. In large sized offices there may be several levels of supervisory authority,
viz. the first line supervisors and as such act as connecting link between them and the
higher management; in some concerns there may be third line supervisors also called
top level supervisors, who deal with and coordinate and supervise the activities of the
second line supervisors, “the pyramid of supervision is formed in this way and as such
the need cannot be undersigned.

1.4 Characteristics of Supervisor :
The following are the characteristics of Supervisori.

The task of supervision is not concerned with materials and equipments but is
primarily concerned with human relations that is, to get the work done through
the efforts of other people.
ii. Supervision is front-line management. It is that part of management function
which is concerned with leading, directing, guiding and motivating of the office
workers who are engaged is actual office operations.
iii. Supervision is a delegated function. The authority enjoyed by supervisory
management to exercise supervision over their subordinates, that is, workers
engaged in operation, is delegated by higher levels of management. Conversely,
supervisory management remains responsible or accountable to the next higher
level management.
iv. The autocratic methods of getting the work done cannot succeed in the modern
democratic environment. Effective supervision requires that supervisory
management should be able to exercise dynamic leadership which alone will
ensure effective co-ordination and co-operation among the workers and motivate
them towards better performance of work.
Odisha State Open University
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v.

The position of supervisory management is mid-way between higher level
management and the workers. A supervisor is a representative of both man and
management.

1.5 Principles of Effective Supervision :
The Psychologist Blum has suggested the following principles of effective supervision:
1. Never be an autocrat: While doing supervision work never behave like an
autocrat because this is self defeating.
2. Listen carefully to your subordinates- Supervisor must be a good listener. He
must listen carefully to everything told to him by his subordinates. He must
accord full opportunity to the workers to present their case.
3. Never decide anything in a hurried way- It is a very rash approach to form an
opinion about anybody hurriedly after a casual glance or a brief hearing, as most
of the complaints may not be genuine. But some may be so and if there are not
removed the morale of the workers in the organization may suffer.
4. Do not enter into arguments with subordinates – Under no circumstances
should supervisor indulge in argument with his subordinates, because, if he fails
to persuade or convince by his arguments, he is liable to issue orders to vindicate
his point of view. This will create frustration and sense of insecurity among the
workers. A good leader should not argue but listen carefully and issue orders
only after careful listening.

1.6 Requisites of Effective Supervision :
Following are the essential requisites of effective supervision;
1. Must have knowledge of work- A supervisor to be effective must have the
knowledge of machines, equipment, tools, process and materials that are under
his charge.
2. Must have knowledge of rules and regulations- A supervisor must be familiar
with the organizational policies and the rules and regulations which are
applicable to his section. Further, he should possess the knowledge of various
labour laws that affect his section.
3. He should be a leader in the true sense – A supervisor should also possess the
quality of a leader. As a leader he should be able to guide the subordinates and
promote harmonious relationships among them.
4. He should have communication skill- Every supervisor has to issue orders and
instructions to his subordinates. This requires communication skill. A good
supervisor should be able to communicate clearly with the subordinates and
issue them orders and instructions in such a way that the subordinates feel like
following them.
5. He should be able to deal with the current work problems: A supervisor
must make the best possible use of resources available to him-i.e. of men,
material, machine, equipment and space. He should take action quickly if there
Odisha State Open University
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is a breakdown of machinery or shortage of materials or any other problem in
the section.
6. Human orientation approach be there- A supervisor should treat his
subordinates as human beings and deal with them to achieve good relations. As
for as possible he should adopt a helping attitude towards his subordinates.

1.7 Essential qualities of Good Supervisor :
Whether you oversee a whole department of employees or one assistant manager
or an ever-changing group of volunteers, you as a supervisor are ultimately
responsible for the work of others. This takes skill and experience, yet most co-op
supervisors end up in their positions without training or clear expectations of their role.
Their difficulties are compounded when those they supervise were formerly co-workers
on an equal footing in a situation without personal accountability. As a consultant for
co-ops and other small businesses, I encounter the most confusion in the following
areas:
Setting Standards
As a supervisor it's your responsibility to clearly and consistently uphold work
standards for the people you manage. Standards define the quality and quantity of
regular work that an employee is expected to maintain on the average. Failure to meet
standards indicates that an employee is unable or unwilling to do the job. Standards can
be quantifiable -- items rung per minute, frequency of bank deposit errors, amount of
cheese wrapped on a shift, margin achieved on health and beauty aids. But standards
need not be strictly measurable; they could be general descriptions of behavior expected
in such subjective areas as customer relations, produce displays, newsletter layout, and
phone manner. And you may have to use subjective standards for those areas which the
co-op does not yet have the sophisticated systems to quantify, such as speed of
cashiering, o/s rate on popular products or spoilage in produce.
Developing standards: While you may not singlehandedly develop the standards for
your work group, you certainly should have the major voice in the process. Effective
supervisors consult with their employees because the people doing the actual work are
often good judges of what is possible under existing conditions, and because workers
who are involved in the establishment of standards are more likely to feel a stake in
maintaining them.
A person who is assigned the task of supervising a group of personnel should possess
the following essential qualities for efficiency and better results:
1. Knowledge of different techniques of supervision- A supervisor should possess
the knowledge of different techniques of supervision so that he can understand
his men and make use of them at appropriate time. Supervisory techniques are
usually divided into the following three categoriesa) Autocratic Technique: Under this technique, all the powers are
concentrated in the hands of supervisors and rule of thumb is the weapon he
Odisha State Open University
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uses indiscriminately. He has full control over his subordinates and behaves
like hard task-master. He imposes his will on and off which the workers are
to carry out without ‘if and but’. Workers have no say in the decisionmaking. This technique is not used in modern times because the concept of
labour has greatly changed and human concept of labour has been given
wide recognition.
b) Democratic Technique: Under this technique democratic principles are
followed and workers are taken into confidence before taking any decision
concerning them. They are, rather allowed to participate in the decisionmaking bodies of the organization. The supervisors, through supervisory are
interested in getting the work done after proper counseling, consultation and
group discussion and not according to their whims and temperament, and
linkings and dislikings. They try to boost their morale by inviting
suggestions to get the work done efficiently and if suggestions prove to
fruitful they are rewarded and recognized. It is a modern technique and is
mainly employed in industries.
c) Free-reign Technique- Under this technique, policies,programmes,
procedures and objectives, etc. of the organization are fully explained to the
workers. They are also told what, when and how to do the job and also the
time schedule. Now, the workers are set free to work according to the
framework of instructions and methodology already explained. The
supervisors’ role is then only to guide them and he does not interfere in their
work. For deviation, if any, they themselves are responsible and answerable.
Though it seems to be the best technique but success of this technique
depends on the unrestricted supervision and efficient and effective
communication system which are generally not present.
None of the above technique can be said to be the best. Supervision is
supervisor’s individual trait and wisdom which a supervisor is to develop
according to the circumstances. The technique may differ from situation to
situation, from work to work, from individual to individual, from group to
group and from organization to organization.
2.

Leadership Qualities: Supervisor is a leader of the work force working under
him. He leads a group of personnel who look to him for guidance, direction and
control. A supervisor, therefore should possess all the qualities of leadership to
have a rhythm of supervision and to lead the organization in the desired direction.
A loyal and disciplined work force can be maintained only when supervisor leads
them properly.
3. Managerial skill: The supervisor is part of the management. He must therefore
possess the knowledge of managerial skill. He must know the management
functions. The management functions require him to encourage team spirit in his
men and solicit all types of co-operation. He must command respect and
Odisha State Open University
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unquestioned loyalty to him. For this he has to use his managerial skill and
technique.
4. Unbiased and Fair- The supervisor should behave in an unbiased manner with
all his workers. He should be fair to all. He should not be prejudiced to any one
of the his men otherwise he will invite tension, bitterness and later trouble. But
certainly leads to troubles and vitiates the atmosphere. It should, therefore be
avoided at all costs.

5. Know and Let know- the supervisor’s duty is to know all his men- their work,
conduct, skill, training knowledge ,wisdom, success, failures, habits,
temperament, likings and dislikings, social status, domestic problems and all
which he could possibly know. He should understand the spirit of his men and his
behaviour should be adjusted accordingly.
Similarly, he should let his men know about him. This will remove suspicion, develop
friendly attitude and create oneness.

1.8 Importance of a Supervisor :
In order to get the tasks completed from employees, a supervisor needs to be in regular
contact with them so they can track work progress and know the problems they might be
confronting at work.
An effective supervisor is time and again observed employing effective leadership in the
organization. They have the skills to lead the team members, urging them towards
achieving organizational goals and to make the correct choices at the appropriate time. An
effective supervisor has faith in their abilities, and is innovative enough to experiment yet
they are courageous enough to acknowledge failures.
An effective supervisor has insight that aide them to plan successfully. They develop
successful plans, split the task up and assign them to team members. Effective distribution
includes an awareness of the skills of employees, forecasting tasks and getting them
finished by employees within time limits. Delegation facilitates distribution of
responsibility; helps achieve the plan quicker while also presenting the employees a
chance to shine. The successful implementation of a plan involves a supervisor to dream,
commit resources towards completion of the dream and guiding the team to make the
dream reality.
Modern management thinkers are of this opinion that the supervisor is ‘management to
the workers’. But unfortunately the workers do not think in these terms. They know it
better that the spirit, principles and practices of an organization originate at the top of
the management. The first line supervisor brings to the management what the worker
Odisha State Open University
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needs for best performance. On supervisor’s ability to plan and schedule, within the
framework provided by the top and middle order management depends the worker’s
ability to work.
In any management the first-line supervisor is required1.
2.
3.
4.
5.
6.
7.
8.

to schedule the work for its even and steady flow;
to see that the entire working force has necessary equipment to do the work;
to see that the workmen have the proper surroundings to work in;
to see that a team of follow-workers is organized well according to the need and
work;
to elicit their willingness and co-operation;
to set objectives before them;
to place them according to their skill, experience and knowledge; and
to find group leader among his fellow-workers to help and guide him.

From the above specifications it is abundantly clear that a supervisor holds an important
place in an organization.
A supervisor in an organization is in constant and direct touch with the operating staff,
that is, the real working force. And undoubtedly he is responsible for getting the work
done from the force of which he is the supervisor and who, per dictate of the work
schedule managerial policies, are under his direct control. Because of supervisor’s
peculiar but significant position in the organizational structure:
i.
ii.
iii.

he influences the work environment
he influences the support of workers and
he influences the (a) attitude (b) behavior (c) conduct and even (d) cooperative efforts of the worker’s under his charge.

Such is the influence he exercise over the working force as well as the working
condition in the enterprise. He is a morale booster. He influences the wholesome
attitude of the whole lot. Peter F. Drukcer –says that- “even the best supervisor is no
substitute for poor principles and practices in managing workers. Contrary to this Satya
Sarat Chatterjee holds that- “ even the sincere effort and splendid work of top
management may go unrewarded if supervision is fault.” These two thinkers clearly
point out to the fact that it is the supervisor who brings success or failure to the
enterprise. He occupies a pivotal position in the organization though he is placed at the
lowest level of management hierarchy.

1.9 Supervisor's Role :
While examining the supervisor's role in the management and in the organisation
the following points are worth consideration and may be studied:
(1) Supervisor's Unique Position - Supervisor's position in an organisation is unique.
He has direct contact with the management and with the workers. He is the only
man in the management group who heads the non-management group. He interacts
Odisha State Open University
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two groups - management and workers while others interact two level of the same
group. His status also differs as compared to others. He is at the margin between
management and worker.
(2) Supervisor's Job -Supervisor's job is quite different from that of other managers
because the group supervision is different. The position of supervisor requires
interaction in an authority relationship between two group's managers as
supervisors and workers as subordinates - whereas other managers who are not
supervisors interact between two levels of the same group - management group - as
supervisors and subordinates. Thus, superior and subordinates both belong to the
same group. In this way the decision situations of a supervisor differ from that of
other managers who are only to deal with the managers.
(3) Supervisor's Status - As regards status, supervisor's can be placed separately. All
managers except supervisors are well secured with the management group. If any
casualty arises, the managers can be demoted only to the lower cadres in the
management group. It means he would still be a manager. But a supervisor is on the
border and knows very well that he will be demoted to worker level if position of
employment fluctuates. It means, his status will be changed and he will be thrown
out of the group. It may leave him uncertain in his status both formal and informal.
He thinks about certain unusual problems at the time of accepting the job of a
supervisor. He may think over the problems that if he accepts supervisory job, he
loses his departmental seniority as a worker and if due to employment fluctuations,
he is to return again to the department as a worker, he will start from the bottom
of the seniority list, provided job is available at that time. There ·may be several
other problems like that.
(4) Supervisor's Position - A supervisor's position in an organisation is a complex one
in the sense that staff activities and union relations affect the supervisor the most
because he is in the middle and he is to guide or direct the sub-ordinates according
to the wishes of the management. Some companies wish to pay him due respect
equal to other members of the management group but it is not sufficient. He needs
special treatment because his position in the organisation is unique. He provides a
link between the workers and the middle and upper management. The management
should understand his special position and so his special problems.
Five Different Views of Supervisor's Role
These are five traditional views about the supervisor's role in the management
organisation and they are as follows:
1. Key person in the management
2. Man in the middle of two opposing social forces of management and workers.
3. Marginal position of the supervisors.
4. Supervisors as a worker.
5. Supervisors as a behavioural specialists.
(1) As key person in the management -The traditional view about the supervisor is
Odisha State Open University
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that he is the key person, i.e., the most important person in the management group. On
the one hand he performs all the functions of management, i.e.,he takes decisions,
interprets policies, controls work according to the directions of higher management,
and all the more accomplishes the 'work, and on the other hand he provides a link
between operating functionaries and management. He represents workers to the
management and management to the workers. Management understands its people only
through the supervisor. He communicates their attitudes and feelings to the
management and workers to understand their management and its attitudes towards
them through their supervisor. He communicates to them management's policies,
procedures and programmes, its instructions and directions and interpret them in the
sense, he is being communicated by the higher management.
Supervisor, thus, is an essential element. They are like a hub of the wheel and
everything in the organisation revolves around him. But this concept of key man is only
the subject-matter of management literature and speeches but practice differs from the
belief and the position of supervisor is not the same in practice.
(2) As man in the middle of two opposing social forces of management and
workers - The another concept about supervisor is that he is in the middle of two
opposing social forces of management and workers. The expectations of both the forces
are quite different and opposing. Management, on the one hand expects from the
supervisor reduction or prevention of wastage, maintenance of discipline, control of
production implementation of plans etc. It demands loyalty and maximum efforts
towards higher production. Its expectations are largely technical and production
centered. On the other hand, workers expect more from their supervisor. Their
expectations are largely concerned with their feelings. They want their supervisor
should keep them out of trouble, interpret their fears and wants to the management and
be loyal to them. In short, workers want one set of reactions and management wants
another. Thus, supervisor is caught in tangle between two opposite forces. As he cannot
meet the expectations of both the groups, he generally feels frustration. They are like
victims of the situation and cannot remain a supervisor at all. In such circumstances,
they sometimes find themselves in an ambiguous position in which right path cannot be
expected from him.
(3) Marginal position of the supervisors - This is a sociological concept referring to
the fact that supervisor is left out of, or on the margin of the principal activities and
influences that affect the department. Supervisor is the only person in the organisation
who sails his boat alone and none supports him. The management group generally does
not recognise his existence, the staff ignores him and workers individually and as a
group does not much care for him.
Though supervisors have no positions in the organisation yet they are found.
Supervisors manage the operating force and therefore other managers and staff
specialists do not recognise his position because they manage other managers and feel
them on the margin. Sometimes staff specialists decide and issue instructions and the
supervisors are only to transmit that decision to the workers under them. They are not
Odisha State Open University
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even consulted in the matters relating to workers.
As far as labour relations are concerned, supervisors role is passive. The managers
above the supervisory level hold negotiations with labour unions and settle the dispute
and if any discussion is taken by the supervisor at all, it is subject to review through the
grievance procedure. They feel obliged to act as a manager and still they, do not get any
reward for the whole-hearted participation in the management. Hence, they are regarded
as marginal men.
Marginal position of the supervisors is found almost in all organizations-large and
small. They are by passed by the owner - managers in small firms and by staff in larger
companies. Union also excluded them and reach direct to the higher management.
(4) Supervisor as a worker - Supervisor's think themselves and are regarded by others
only as a worker whose title is changed. Supervisors do so far for two simple reasons.
i. They believe that they lack authority as the decision making power is with others
who are above them in rank and they simply carry out these decisions as expediter
or leaving a man in the middle. They do work only of operative nature. They run
errands, communicate and make records.
ii. A second reason is that they think themselves nearer to workers and not as a part of
management group. They lack management status and their thought patterns are
more similar to workers. Hence they interpret management policies and actions in a
different manner.
(5) Supervisors as a behavioural specialists - Management, in some situations, looks
upon, the supervisors as a behavioural specialists. They are looked upon as specialists
just like other staff specialists with whom they interact. They are regarded as the
guardians of the human operations and the staff specialists deal only with the technical
aspect of the problem. They are specialists in human behaviour. This view point is most
current in centralised, repetitive manufacturing units.
This view point cannot be held valid because human skill is needed by every manager
but other skills are also needed. All these skills jointly make a balanced package and no
capable supervisor is just a specialist in one skill i.e., human behavior.

1.10 Let’s Sum-up :
Supervision in management organization occupies a pivotal position. The unit 1 of the
model is focused upon the characteristics features of Supervisor. In simply it is
explained supervision means overseeing the subordinates at work with an aim to guide
the employees towards the right direction. Here meaning, definition, salient features are
discussed in a simple and clear way.
Besides, the need and importance of supervisor with emphasis on the principles of
supervision, requisites of effective supervision, qualities and his importance are
elaborately discussed.
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In fine, unit-1 has dealt all the requirements of supervisor and well structed considering
the understanding level of students.

1.11 Key Terms :























Supervision: Overseeing the subordinates
Organization: it means a group of people was are cooperating under the direction
of leadership for accomplishment of goal.
Effective: Successful in producing a result or effect.
Requisites: Requirements.
Regulation: Rule or order prescribed
Qualities: Good features
Enterprise: Undertaking or new project
Autocratic : Rule of thumb
Democratic : Participation of all
Unbiased : Not being influences
Free-reign: Policies, programmes, procedures and objectives etc. of the
organization fully explained to the workers
Execution : Performing or accomplishing
Planning : Dealing in advance what is to be done
Technical: Relating to a practical or mechanical art of applied science.
Prejudice: A partiality that –Prevents objective consideration of an issue or
situation.
Key Person: Main Person
Sociological : Relating or determined by sociology
Marginal Position: Minimal or minimum
Management Policies: Policies related to Management
Traditional : Conventional
Accomplish: Cause to happen or achieve
Loyalty: The quality of being loyal or trueness

1.12 Self Assessment Questions :
1.

“Supervision is overseeing employees at work”. Discuss keeping in mind a
hypothetical supervisor.
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
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________________________________________________________________
________________________________________________________________
2.

“Supervision should be people minded rather than production minded”. Discuss
and analyze the statement.
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________

3.

Discuss the essential qualities of a good supervisor?
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________

1.13 Further Readings :
1
2
3

Pillai R.S.N. & Bhagrathi, Office Management, S. Chand & Sons, New Delhi110055.
Prasad Dr. Manmohan, Management concepts and practices, Himalaya
Publishing House Pvt. Ltd., Mumbai-400004.
Rao V.S.P,Harikrishna V., Management Text and Cases, Excel Books, New
Delhi-110028.

1.14 Model Questions :
1 Define Supervision. Discuss the importance of Supervision in an organization.
2 “Supervision should be people minded”. Discuss and analyze the statement.
3 Write the Characteristics features of a good supervisor.
4 Discuss the importance of supervisors in achieving better human relations in the
organization.
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Unit-2
Functions of Supervisor
Learning Objectives
 After studying this unit the student will be able to:
 Improve the knowledge on functions of supervisor
 Understand Human problems of supervisor
 Know about Span of management and factors influencing the span of supervisor
Structure:
2.1 Introduction
2.2 Functions of Supervisor
2.3 Responsibilities of Supervisor
2.4 Supervisor and Human Problem
2.5 Suggestions for Improving Supervisory Conditions
2.6 Factors influencing the span of Supervisor
2.7 How supervisors performance judged
2.8 Let’s Sum-up
2.9 Key Terms
2.10 Self- Assessment questions
2.11 Further Readings
2.12 Model questions.

2.1 Introduction :
Supervisors perform exactly the same functions, to a greater or lesser degree, as all
other managers in their organization—up to and including the chief executive. Each
specific task, every responsibility, all the various roles that supervisors are called on to
perform are carried out by the management process. This process is repeated over and
over, daily, weekly, and yearly, and consists of five broad functions. From a
supervisor’s standpoint, each function has a particular significance:
Planning. This is the function of setting goals and objectives and converting them into
specific plans. For a supervisor, the outcomes of planning include operating schedules,
quality specifications, expense budgets, timetables, and deadlines. The planning process
also establishes policies, standard operating procedures, regulations,
and rules.
Organizing. In performing this function, a supervisor lines up all available resources,
including departmental tools, equipment, materials, and—especially—the workforce. It
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is at this stage that the organizational structure of a department is designed and its work
is divided up into jobs.
Staffing. This is the function by which supervisors figuratively put flesh on the
organizationalstructure. Supervisors first figure out exactly how many and what kinds of
employees a department will need to carry out its work. They then interview, select, and
train those people who appear to be most suitable to fill the open jobs.
Leading. This function gets the blood flowing in an organization. Supervisors energize
the vital human resources of their department by providing motivation, communication,
and leadership.
Controlling. Once departmental plans are set in motion, supervisors must periodically
keep score on how well the plans are working out. To do so, supervisors measure
results, compare them with what was expected, judge how important the differences
may be, and then take whatever action is needed to bring results into line. Controlling is
closely linked to planning, because control actions are guided by the goals established
during the planning process. In theory, supervisors perform the five functions of the
management process in the order listed above. In practice, however, supervisors
perform all the management functions in one way or another each time action is in
order. They may find themselves shortcutting the management process sequence or
turning back on it, inasmuch as each problem situationis unique and calls for its own
solution.
A supervisor is regarded as a key-man in management as he occupies a strategic
position in the organization, unlike managers, supervisor form a part and parcel of
campus life. He is not a boss but a leader to the workers who speak their language and
share their value systems and norms. Thus he is a comrade-at- arms and always
available for consultation and guidance. He is a true friend, philosopher and guide to the
workers. He exerts greater influence with them on-duty and off-duty hours.
The functions of supervisor is to close the gaps between desired performance and actual
performance. The supervisors job is, has little authority and in practical sense, is not
viewed as a real management job. With this back drop let us discuss in greater detail the
functions of supervisor which is as follows:

2.2 Functions of Supervisor :
As a part of management, a supervisor is responsible for discharging the managerial
functions of planning, organising, directing and control. The main functions of a
supervisor can be summed up as below:
1. Selection of Personnel
In large offices, there is a specialised personnel department for the selection of
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personnel. But the supervisor plays an important role in selection of personnel and helps
the personnel department in performance of their functions of manpower planning,
recruitment, selection, training etc. He recommends transfer, promotions etc. of the
staff, working under him. He should exercise great care in selecting right type of
personnel. The supervisor not only gets things done but they get the things done
willingly and harmoniously through employees.
2. Organising the Office
The supervisor assigns the work among the various subordinates according to their skill,
efficiency etc. while organising the work, the supervisor must see the arrangements of
materials, tools, equipment etc. to ensure uninterrupted production. That is, the layout is
such so as to ensure a smooth and straight-line flow of work, best utilisation of men,
materials and machines and elimination of all wastages of time and effort.
3. Allocation of Work
The supervisor has to assign the tasks to his group members, set performance goals for
them in clear terms and make them accountable for the results. He is required to guide
and instruct workers in performance of their task towards the achievement of desired
goals. He has to look ahead; anticipate problems, recognise constraints within and
outside his work unit and plan in realistic but effective manner.
4. Motivating Workers
Motivating a worker is to create a need and a desire on the part of a worker to better his
present performances. Motivation is an important factor which encourages persons to
give their best performance and help in reaching enterprise goals. A supervisor has to
build confidence and zeal among workers so as to get the best out of them. A supervisor
promotes morale when he helps the workers to satisfy their desires, interests and
feeling. Morale contributes to a satisfied work group with greater, achievement in terms
of goal attainment of the firm. He should also ensure that machines tools and equipment
used by the workers are kept in good working condition. For this, he should provide for
periodical check-ups, repairs etc. of all equipments. Ensuring proper safety of his
workers is also a very important function of a supervisor as lack of safety may cause
damage to business property loss of trained personnel and payment of heavy
compensations.
5. Office Procedures
The supervisor will have to devise procedures and routines to be followed by his
subordinates for the best performance of the work. Improvement of the existing
methods of working or introduction of new techniques is also an important function of
supervisor. The supervisor holds the key to human relations not only at operative level
but also at the organisation level as a whole. The success of an enterprise depends upon
effective supervision. The best effort of the top management may fail to bring the
desired results if the supervisor is not effective.
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6. Training of Personnel
Training is an organised process for increasing the knowledge and skill of workers for
doing a particular job. It is a learning process involving the acquisition of skills and
attitudes and improve the current performance. A person never stops learning. As such,
training is a continuous process. The supervisor should arrange for the training of staff
not
only
at
the
time of their induction, but also when they are on the job. Training improves
productivity, job satisfaction, and morale of employees. It helps in reducing accidents,
costs, wastage etc. and facilitates growth and expansion.
7. Enforcing Discipline
The supervisor should take discipline as a means to assist, guide and train his workers
to be devoted workers. Discipline is preventive. The rules, policies etc. of the firm
towards workers should be such which are not resisted by workers. The supervisor
should review the rules, policies etc. from time to time.
8. Effective Communication
An effective communication is the life blood of an organisation and its main purpose is
to effect change and to influence action. Communication is our greatest source of power
and the most significant characteristic of mankind. Without communication, we would
not have formed community, bring up your children, work together in organised way
and pass down ideas, innovations and inventions from generation to generation. A
supervisor holds an intermediate position between management and the staff. It is his
duty to communicate the decisions of management to the subordinate staff. It is also his
duty to communicate the views of the staff to management. Therefore, it is more
important for him to have an effective communication system.
9. Control Function
Another important function of the supervisor is to move the group towards
performance of the assigned tasks and fulfillment of the set goals. This is basically a
control function to ensure that what is planned is achieved at the level of the work unit.
10. Reporting to Management
It is the main function of supervisor to keep the management informed about the
progress of work and staff as well as problems facing the section under his control. He
must maintain and provide systematic reports to the management relating to
performance of staff, attendance, machines and problems if any. This is essential for the
management to take suitable decisions and to plan for the future. There may be
complaints, grievances or problems of the staff. If so, the supervisor should bring such
things to the notice of management so as to get them settled.

2.3 Responsibilities of the Supervisor
The work of the office supervisor differs from organisation to organisation, depending
on the size of the office and the nature of its activities. In small offices, the office
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manager does the work of a supervisor. He himself is the first line supervisor. But in
large size of offices, clerical works becomes so complex and volumious, requires the
services of full time specialist supervisor. The supervisor has to protect and promote the
interests of both, the management as well as the workers. He plays an important role in
an organisation. The various responsibilities of a supervisor are stated below:
(A) Responsibilities towards his work group:
i.

To train subordinate to assume greater responsibility.

ii.

To assist every employee to know what to do?, how to do?, and check the result
too;

iii.

To assist new workers to get start quickly;

iv.

To act as a friend, philosopher and guide of the workers;

v.

To delegate responsibility;

vi.

To build employee morale;

vii.

To handle grievances, complaints, problems, suggestions etc. of the workers and
help them in performing their work;

viii.

To represent their problem before the management;

ix.

To create mutual trust and confidence;

x.

To inform the workers about ideas, thoughts, plans etc. of the management;

xi.

To evaluate members and recommend promotions, transfer, dismissals etc.

xii.

To develop harmony and team work in his group;

xiii.

To develop punctuality and maintain discipline;

xiv.

To encourage and give credit for the work well done;

xv.

To take decisions without partiality.

(B) Responsibility towards management:
i.

To know the plans and desires of the management;

ii.

To feed genuine information;

iii.

To convey workers needs to management and vice versa;

iv.

To ensure maximum utilisation of resources;

v.

To implement plans of the management and achieve the desired result;

vi.

To inform the progress of performance of his work;

vii.

To maintain contacts at executive level.

(C) Responsibilities towards supervisors of equal rank
i.

To work as a team with others
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ii.

To accept responsibility for work in his section;

iii.

To work in co-operation and co-ordinating;

iv.

To provide information as and when required;

v.

To understand the problems of colleagues.

(D) Responsibilities towards his own work
i.

To ensure maximum utilisation of resources;

ii.

To enforce regulations and rules with justice;

iii.

To improve personality traits-punctuality, self-control, leadership, courtesy etc.

iv.

To assume active participation;

v.

To attempt to reduce costs;

vi.

To plan his work properly;

vii.

To assign duties among staff according to their ability, interest etc.

viii.

To implement policies of the management.

ix.

To keep himself acquainted with the latest developments;

x.

To develop maximum co-operation in his section,

(E) Responsibilities towards office work
i.

To distribute the work fairly among his subordinates;

ii.

To plan the systems and routines for jobs to be done;

iii.

To set standards in order to maintain quality and quantity of work to be done;

iv.

To co-ordinate the work of different units;

v.

To use new methods and machines to reduce costs;

vi.

To ensure the work done correctly and well in time;

vii.

To forecast difficulties and peak-loads of work.

2.4 Supervisor and Human Problems :
In order to study human problems in an organization the supervisor must have human
approach in dealing with human problems, “the ability to treat the employee as a human
being, to gain mutual respect and understanding, to have his trust, to win his cooperation without any command or coercion are among the essential qualities that
characterize the truly successful supervisor."
A

supervisor

should
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with the everyday problems of his work-group. If he is impartial and
fair, his decision will not invoke resentment for long even in the minds
of those against whom the decisions go. He must be easily approachable
to his workers and listen to their problems with care and sympathy.
Besides, the supervisor must stick to his promise. The important guidelines for
achieving better human relations in an organisation are as follows:
(1) Positive attitude must be adopted - Goals of any organisation
is achieved by the positive attitude of the approach and not by emphasizing lack of skill
and ability. Therefore, the supervisor should judge every member of the group by his
good qualities.
(2) Personal contact should be constructive and helpful - The supervisor should
make every personal contact constructive and helpful. His efforts should be directed to
help the members of the group to attain their goals.
(3) Clear instructions must be given - Clear, precise and complete instructions
must be given by a superior to his subordinates. He should leave nothing to chance. He
should communicate effectively with his group on work to be done, how it is to be done
and what resources are to be used.
(4) Every worker should participate in planning - Human relations are good when
every worker participates in planning. Plans should satisfy the group and eliminate
objections from the workers in a way that the objectives are attained easily and the
interests of the workers are well protected. Moreover, there is a significant change in
the behaviour of a person when acts as a member of the group than as an individual.
Therefore, proper use should be made of group dynamics is the plant.
(5) Team work and unity be achieved - Teamwork and unity must be achieved by
eliminating opposition of interests among the members of the group. The common
motives must be found out for this purpose and they should be reconciled with the
overall objectives of the organisation.

2.5 Suggestions for Improving Supervisory Conditions
Certain difficulties have been experienced in almost all the industrial countries of the
world in defining the functions of supervisors and in making them feel that they are an
important part of or a key stone in the organisation. The following are some of the ways
adopted by them:
(1) The place of the supervisors in an organisation should be recognised as a key
stone and not as a marginal manager.
(2) Their salaries and other benefits and perks should be justifiable, just and
reasonable taking in view the others salaries and benefits in the organisation. Salaries
and other benefits in the organisation are one of the important symbols of assessing the
status.
(3) Necessary facilities should be provided by the organisation to improve the
working conditions and morale such as training in human- behaviour etc. It will
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improve their loyalty and morale.
(4) Their jobs should be restructured giving them important positions in the
organisation. They should also be delegated some authorities and they should be made
capable to bear responsibilities. They should be given authority, planning, controlling
and decision- making process.
(5) They should be given opportunities to participate in the higher management
functions, i.e., they should be consulted in making policies and decisions.
(6) They should be offered active participation in their occupational and social
development by enlisting their names as members of management associations, or by
giving them management literature, or by participating in social activities of higher
management.
(7) The top management should give due consideration to their problems, job, etc.
and hear and understand them and make efforts to solve the problems if thought proper.
The above steps have shown good results in improving supervisory conditions.

2.6 Factors influencing the span of supervision :
The span of supervision may be influenced by the following factors:
(1) The Ability and the Capacity of the Executive - A person who has better
abilities can manage effectively a large number of subordinates as compared to the one
who has lesser capabilities.
(2) The Nature of Work - The work having routine, repetitive, unskilled and
standardized operations will not call for much attention and time on the part of the
supervisor. As such, the supervisors at the lower level of organisations can supervise the
work of a large number of subordinates. On the other hand, at the higher levels of
management, the work involves complex and a variety of jobs and as such the number
of subordinates that can be effectively managed should be limited to a lesser number.
(3) Competence and Training of Subordinates need less SupervisionSubordinates who are skilled, efficient, knowledgeable, trained and competent require
less supervision and therefore the supervisors may have a wider span in such cases as
compared to inexperienced and untrained subordinates who require greater supervision.
(4) Span of Time Available for Supervision - The span of control would be
generally narrow at the higher levels of management because top managers have to
spend their major time on planning, organising, directing and controlling and the time
available at their disposal for supervision will be lesser. At lower levels of
management, this span would obviously be wide because they have to devote lesser
time on such other activities.
(5) Effectiveness of Communication System - Faulty communication puts a heavy
burden on manager's time and reduces the span of control. On the other hand, if the
system of communication is effective, large number of managerial levels will be
preferred as the information can be transmitted easily. Further, a wide span is possible
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if a manager can communicate effectively.
(6) Degree of Decentralisation and Extent of Delegation - If a manager clearly
delegates authority to undertake a well-defined task, a well trained subordinate can
do it with a minimum of supervisor's time and attention. There the span could be
wide. On the contrary, "if the subordinates task is not one he can do, or if it is not
clearly defined, or if he does not have the authority to undertake it effectively, he
will either fail to perform it or take a disproportionate amount of the manager's time
in supervising and guiding his efforts."
(7) Degree of Physical Dispersion - If all persons to be supervised are located
at the same place and within the direct supervision of the manager, he can supervise
relatively more people as compared to the one who has to supervise people located at
different places.
(8) Services of the Experts- The span of supervision may be wide where the
services of experts are available to the subordinates on various aspects of work. If
such services are not provided in the organisation, the supervisor has to spend a lot of
time in providing assistance to the workers himself and as such the span of control
would be narrow.
(9) Quality of Plan be Clear and Easily Understandable - If the plans and
policies are clear and easily understood, the task of supervision becomes easier and
the span of management can be wider. Effective planning helps to reduce frequent
calls on the superior for explanation, instructions and guidance. Ineffective plans, on
the other hand, impose limits on the span of management.
(10) Control Mechanism - The use of objective standards enables a supervisor
'management by exception' by providing quick information of deviations or variances.
Control through personal supervision favours narrow span while control through
objective standards and reports favours wider span.
(11) Rate of Change or Dynamism - The rate of change determines the stability of
policies and practices of an organisation. The span of control tends to be narrow where
the policies and practices do not remain stable.
(12) There is Always need for Proper Balance - According to Koontz and O'
Donnell- "There is a limit in each managerial position to the number of persons an
individual can effectively manage, but then number in each case will vary in accordance
with the effect of underlying variables and their impact on the time requirements of
effective managing."

2.7 How is Supervisors performance judged?
It is judged by two general measures: (1) how well you manage the various resources
made available to you to accomplish your assignments and (2) how good the results are
in terms of several criteria are described here under:
Management of Resources. Resources are the things that, in effect, set you up in
business as a supervisor. They include the following:
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Facilities and equipments: Examples are a certain amount of floor space,
desks, benches, tools, production machinery and computer terminals. Your job is
to keep these resources operating productively and prevent their misuse.



Energy, power and utilities: Among these resources are heats, light, air
conditioning, electricity, gas, water and compressed air. Conservation is the
principal measure of effectiveness here.



Materials and supplies: Included are raw materials, parts and assemblies used
to make a product and operating supplies such lubricants, stationery, computer
disks, paper clips, and masking tape. Getting the most from all your materials
and holding waste to the minimum are the prime measures here.



Human resources: This refers to the workforce in genral and to your employees
in particular. Your biggest job is to see that these people are present, trained,
productively engaged and challenged at all times.



Information: Examples are the information made available by staff departments
and found in operating manuals, in specifications sheets, and on computer
screens. Your success often depends on how well you can utilize the data and
know how made available to you through these sources.



Money: All these resources can be measured by how much they cost, although
the actual cash will rarely flow through your hands. Nevertheless, supervisors
are expected to be prudent in decisions that affect expenditures and often have to
justify those decisions in terms of savings or other benefits.

Attainment of results. It follows that if you manage each of your resources well, you
should get the desired results. Whatever your particular area of responsibility and
whatever your organization, you can be sure that you will be judged in the long run by
how well you meet these four objectives:


Quantity: Specifically your department will be expected to turn out a certain
amount of work per day, per week and per month. It will be expected that this
will be done on time, to specifications and within budget.



Quality and workmanship: Output volume alone is not enough. You will also
be judged by the quality of the work your employees perform, whether it is
measured in terms of the number of product defects, services errors, or customer
complaints.



Costs and budget control: Your output and quality efforts will always be
restricted by the amount of money you can spend to carry them out. Universally,
supervisors are asked to search for ways to lower costs even further.



Management of human resources: You will face many potential problems in
the areas of employee turnover, theft, tardiness, absenteeism, discipline, and
morale. Managing these dimensions of employee satisfaction and behavior will
be a key element of your overall success.
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2.8 Lets’ Sum-up :
A Supervisor is regards as the key-man is management as he occupies a strategic
position of the strength in the organization. He is the only member capable of linking
management to operative personnel. In this unit it is clearly discussed all the functions
of supervisor extending to planning organization selecting directing, coordi9nating,
staffing controlling, motivating and training etc.
It is also elaborately discussed the responsibilities of the supervisor with regard to
group, management and his own work.
Besides the above attempt has been made and focused upon supervisor and human
problem, suggestions for improving supervisory conditions and factors influencing on
the span of supervision and how to judge supervisory performance. Thus in a nutshell
the whole gamuts of the functional roles of supervisor and other allied activities have
been structured well considering the benefit of students.

2.9 Key Terms :
 Selection: Selection is the process is choosing from among the candidates from
with at the organization & outside.
 Organizing: Cause to be structured on ordered or operating according to some
principle and idea.
 Allocation: The act of distributing or apportioning according to plan.
 Effective communication: Able to accomplish a purpose by proper conveying
between persons.
 Motivating: encouraging to give best performance.
 Controlling: The managerial function of measuring and correcting performance
of activities of subordinates in order to assure that enterprise objective and
plans are being accomplished.
 Enforcing: Ensure observance of laws and rules.
 Span of Supervision: Optimum number of subordinates that a manager or
supervisor can manage or control effectively.
 Physical dispersion: If all persons to be supervised are located at the same place
and within the direct supervision.

2.10 Self Assessment questions :
1. What are the functions of a supervisor? Explain the qualities governing effective
supervision.
Ans._____________________________________________________________
________________________________________________________________
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________________________________________________________________
________________________________________________________________
________________________________________________________________
2.

Explain the Responsibilities of a Supervisor:
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________

3.

What do you mean by ‘Span of Supervision”?
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________

2.11 Further Readings :
1.

Pillai R.S.N & Bhagirathi, Office Managmeent S.Chand & Company LS, New
Delhi-110055.

2.

Prasad Manmohan, Management concepts and practices, Himalaya Publishing
House, Mumbai.

3.

Sarma A.M, Personnel and Human Resource Management, Himalaya Publishing
House, Mumbai.
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Nair, N.g. Nair Latha, Personnel Management and Industrial Relations, S.Chand
& Company, New Delhi-110055.
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2.12 Model Questions :
1.

State the function of a Supervisor, considering a hypothetical situation.

2.

What factors responsible for making supervision effective? Discuss.

3.

What are the suggestions for improving the condition of Supervisor?

4.

Explain the various problems faced by supervisor in the present day
management scenario?
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Unit – 3
Controlling tools and techniques of supervision.
Learning objectives:
The purpose of this sub-unit is to enable the student:





Know about the concept and purpose of control for supervision.
Comprehend the nature as features of control.
Elucidate the control process
Analyze various methods as managerial strategies for control.

Structure :
3.1

Introduction

3.2

Definition

3.3

Prerequisites as characteristic of effective control system.

3.4

Scope or Areas of control

3.5

The Control process.

3.6

Control as a Feedback system.

3.7

Methods of Control

3.8

Strategies adopted for controlling

3.9

Importance of control

3.10

Lets’ Sum – up

3.11

Key terms

3.12

Self- Assessment Questions

3.13. Further Reading
3.14

Model Questions

3.1. Introduction and Meaning :
Once the plans are put into operation through directing, it becomes necessary to judge
regularly whether the actual results are consistent with the planned results. This process
of evaluating the actual performance in comparison with the planned targets and taking
suitable corrective actions whenever, necessary in known as controlling.
Control is an important function of management. It is an essential feature of scientific
management. In fact much the precision of managerial education is focused on the
improvement of control techniques.
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The term ‘control may give different meaning in different contexts owing to its
non-standardized use in diverse fields. It is generally used for putting restrains over the
elements being controlled. It is also used for providing information and data for
appropriate actions such as control room of a railway station or ship yard. In managerial
terminology, control is ensuring work accomplishment according to plans. Thus,
basically, control is a process that guides activity towards some predetermined goals.

3.2. Definitions:
The following are some popular definitions of control:
(1)“Control consists in verifying whether everything occurs in conformity with the
plans adopted, the instructions issued and the principle established. Its object is to
point out the weakness and error in order to rectify them and prevent occurrence. It
operates on everything, i.e. things, people and action”.
H.Fayol.
(2)“Control is checking current performance against predetermined standards
contained in the plans, with a view to ensure adequate progress and satisfactory
performance and also recording the experience gained from the working of these
plans as guide to possible future need.
E.F.L.Brech
(3)“Controlling can be defined as the process of determining what is to be
accomplished, that is the standard; what is being accomplished, that is the
performance; evaluating the performance and if necessary applying corrective
measures so that performance takes place according to plans, that is, in conformity
with the standard.
G.R.Terry
(4)“Controlling is the measuring and correcting of activities of subordinates to ensure
that events conform to plans,
Koontz and O’Donnell
(5)“Control, in its managerial sense, can be defined as “The presence in a business of
that force which guides it to a predetermined objective by means of per-determined
policies and decision.”
Dalton E. Mc. Farland
Thus, we see that control is fundamental management function that ensure work
accomplishment according to plans. It is concerned with measuring and evaluating
performance so as to secure the best results of supervisor efforts.

3.3 Prerequisites and characteristics of effectt control systems
There are two major prerequisites of control : a plan and a structure.
Plan: Controls must be based on plan. More clear and complete the plans are, more
effective the controls can be; plans acts as the standards by which the actions are
measured.
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Structure: There is need for a structure to know where the responsibility rests for
deviations and corrective action, if any needed. As in the case of plans, more clear and
complete the organization structure is, more effective the control can be. Controls, to be
effective, should share the following basic characteristics.
Appropriate: Controls should correspond to an organization’s plans. Controls designed
for a general manager are inappropriate for a supervisor. Similarly, control systems
suitable for a line department may be inappropriate for a staff department.
Strategic: Control should serve a strategic purpose and provide spotlight on positive
and negative exception at critical points.
Acceptable: Controls will not work unless people want them to. They should be
acceptable to those to whom they apply.
Reliable and objective: Controls should be accurate and unbiased. If they are
unreliable and subjective, people will present them.
Cost-effective: The benefit from control should be greater than the costs. Control
devices should yield tangible benefits.

3.4 Scope or Areas of Control
A scope of control or the areas of control is very wide. A well designed plan of control
or control system covers almost all management activities. According to Fish and
Smith, the main areas of control are as follows:(1) Control over Policies: The success of any business organization to a large extent,
depend upon that how far its policies are implemented. Hence, the need of the
control over policies is self-evident. In various enterprises, the policies are
controlled through policy manuals.
(2) Control over Organization: This is accomplished through the development of
organization chart and organization manual. Organization manual attempts at
solving organizational problems and conflicts, making long range organization
planning possible, enabling rationalization of origination structure helping in
proper designing of organization and departments.
(3) Control over Personnel: All employees working at different levels must perform
their assigned and entrusted duties well and direction of their efforts and
controlling their behavior is the process of control over personnel. Personnel
Director or Personnel Manager prepares-control plan for having control over
personnel.
(4) Control over Costs: Cost control is exercised by the cost accountant by setting
cost standards for material, labour and overheads and making comparison, of
actual cost data with standard cost. Cost control is supplemented by budgetary
control system.
(5) Control over Methods: This is accomplished by conducting periodic analysis of
activities of each department. The functions performed method adopted and time
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devoted by every employee is studied with a view to eliminate non-essential
motions function and methods.
(6) Control over Wages and Salaries: Such type of control is done by jobevaluations, Job analysis and wage and salary analysis. This work is done either
by personnel department of industrial engineering department. Often a wage and
salary committee is constituted to help these departments in the task of
controlling wages and salaries.
(7) Control over Capital Expenditure: It is exercised through a system or evaluation
of projects, ranking of projects in terms of their ranking power and appropriating
capital to various projects. Some popular techniques of control over capital
expenditures are capital budgeting, project analysis, break even analysis and
study of cost of capital.
(8) Control over Production: This is effect through studies about market needs,
attitude of customers and revision in product lines. Efforts are made to simplify
and rationalize the line of products. Such efforts serve as control measures,
Routing, Scheduling, Dispatching, Follow up, Inventory control Inspection and
quality control are some popular techniques of production control.
(9) Control over Research and Development: Such activities are highly technical in
nature, so no direct control is possible over them. By improving the ability and
judgment of research staff through training programmes and other devices, and
indirect control is exercised on them. Control is also exercised by having a
research budget in the business.
(10) Control over External Relations: Public relations department is entrusted with
this task for controlling the external relations of the enterprise. It may suggest
certain measures for other operating departments which are instrumental in
improving external relations.
(11) Overall Control: It is controlled through budgetary control. Master plan is
prepared for overall control and all the departments are involved in it. For
effective control through the master plan, active support of top management is
essential.

3.5. The Control Process :
The process of control consists of the following steps:
(1) Establishment of Standards: The first step of the control process is to establish
the standards with which the actual results are to be evaluated. A standard is the
criterion against which actual performance can be compared. Different types of
standards are used for measuring the performance of different individual
physical standards are those expressed in physical terms, e.g number of units
man-hours etc. Monetary Standards are expressed in monetary terms e.g. sales
revenues, expenses etc. In addition to these tangible standards there are
intangible standards like reputation of the firm.
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Standard desired
performance

Measurement
(Actual
Performance)

Corrections
(Actions to fill the
gap)

Appraisal
(comparison
between actual
and standard)

Deviations (causes
of gap between
actual and
standard)

(The Control Process)
As the standards serve as the basis of control, they should be set very carefully. The
standards for control. Should satisfy the following requirement:
(1)Standards should be simple and easily understandable.
(2)Standards should be capable of achievement with reasonable amount of effort
and time.
(3)Standards should be flexible and not regid. These should be capable of being
modified whenever necessary.
(4)It should be consistent with the overall objectives of the organization.
(5)It should be set scientifically with the help of time and motion studies. It should
be objective.
(6)As far as possible it should be expressed in quantitative terms.
(7)It should as far as possible, be set in consultation with people who are to achieve
them.
(2) Measurement of Performance: Once the standards of desired performance are
fixed, the next, step is to measure the actual performance. Performance should
be measured in the same terms in which standards have been established.
Accurate and timely measurement of results, requires an effective systems of
reporting. As far as possible, the measurement should be on a future basis, so
that deviations can be predicated. It means knowing not only what has happened
but also what is likely to happen. Therefore, measurement should be done while
the activity is still in operation.
(3) Appraisal of Performance: The actual performance is then compared with the
standards. Such comparison will reveal the deviations from the standards.
Management should establish a range of deviations beyond which the attention
of top managers is warranted. Only such exceptional deviations should be
reported to top management. It is a waste of time and effort to concentrate on
each and every minor deviation. Focusing on critical deviations in known as
control by exception. It helps to conserve managerial time, effort and talent.
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(4) To find the Cause of Deviations and the Correction of Deviations: Every
significant deviation is analyzed to find out why it has occurred. This will help
in finding out who are responsible for deviations. This step is taken by the
manager responsible for contract. The action to be taken may be either (i) review
of plans and goals and changes there in on the basis of this review or (ii) change
in the assignment of task or (iii) change in the existing techniques of direction
and control or (iv) change in organization, structure; or (v) making provisions
for new facilities. The necessary steps must be taken as early as possible.
Otherwise after completion of work or lapse of time, there will be no use of it.
(5) Strengthening the Organization: The line between the control function and
other function of management is not clear-cut. Planning is a pre-requisite,
controls should be tailored to fit the organization. The organizational concept of
authority and responsibilities relates directly to the problem of maintaining a
system of checks on the managerial activity of sub-ordinates. So organization
should be strengthened first to overcome the weakness of deviations.
(6) Determination of Controllable Cost and Control Period: Optimum control
can be achieved only if critical points can be identified. Good control of a
situation does not mean maximum control. It is often expensive. So one secret of
good control is to establish strategic points where corrective action will be
cheapest, easiest and most effective.

3.6 Control as a Feedback System :
Management control is usually viewed as a feedback system. Control is more than a
matter of establishing standards, measuring performance and correcting for
deviations. To initiate corrective action, there should be a programme (or a plan of
action) which needs to be implemented and monitored as to whether such
implementation will give the desired performance.
Feedback refers to the process of adjusting future actions on the basis of information
about the past performance. The following chart, which depicts the Feedback
process involved in a management control, gives an idea of the Feedback system.

Identification
of deviation

Comparison
of actual
against
standards

Analysis of
causes of
deviations

Programme
of corrective
actions
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It is thus clear from the above chart that the system of management control is not just a
simple process of establishing standards, measuring performance and correcting the
deviations detected, if any. This is because the Feedback system involved in this, places
control in more complex and realistic light than this simple process.
Alert managers should realize that they should not only measure actual performance,
compare such measurements against standards, identify and analyses deviations, if any,
but also develop a programme for corrective action and implement such a programme
for securing the desired performance. Unless this programme for corrective action
which is developed by them is properly implemented, they cannot make the necessary
corrections.
It is heartening to note that latest development in the field of computer technology and
electronic gathering, transmission and storage of data, etc., have led to the development
of a system of ‘Real-Time’ Information. Recent developments in electronic hardware of
automatic control have reinforced the importance of this principle.
The electrical engineer refers to a closed-loop system of feedback when the information
of actual performance is feed back to the source of energy by electrical or mechanical
means in an endless chain. An open loop system of feedback involves human
intervention at some point in the flow. Real-Time information refers to the information
pertaining to the actual happenings the moment events occur. These latest technical
developments collect and supply real-time data on many operations and thereby keep
the management abreast of latest developments in the organizational set-up, including
data relating to sales, stock position, storage facility, gross profit production
developments and several other important developments in the manufacturing process.

3.7 methods of control
There are nine methods of control which may be classified three categories based on
their frequency of use:
Constantly used controls: Self-control, group control and policies, procedures and
rules.
Periodically used controls: Management Information Systems, External Audits and
Budgets.
Occasionally used controls: Special reports, personal observation and project control.
Constant Controls:
Self-control: Managers need to exercise more self-control to minimize the need for
other control methods and making control in the organization acceptable and effective.
Self-control means giving a fair day’s work for a fair day’s pay, reporting to work on
time, discharging duties and responsibility properly and respecting the rights of others
in the organization. Respect for self-control in an organization can be a motivating
factor. A Sense of appreciation for self-control can be promoted among employees
through training in behavior modification.
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Group Control: Work groups are a source of control. Group-defined norms exert
greater influence in organizations than the norms that managements may choose to set
unilaterally and thrust on groups. Group norms and group control can aid or hinder
formal authority. Organizations would do well to develop and use group control
processes to reinforce formal authority. While in some organizations group control
processes helped increase output and improve quality, in others they resulted in
restricting output. For group norms to contribute to organizational goals there should be
a climate of trust and openness, a culture of cooperation than confrontation. Quality
circle, quality of work life programmes and work redesign experiments being taken up
in some organizations are examples that point to organizational thrust toward
reinforcing group control processes for achieving organizational goals through
integration of member’s interests with those of the organization.
Policies/Procedures / Rules: These are essentially bureaucratic control mechanisms
referred to in the discussion on control strategies. They reflect past managerial
experience and include a variety of aspects concerning how to make certain decisions,
deal with resources etc. If the policies, procedures and rules are properly formulated,
clearly communicated and implemented consistently throughout the organization, they
can be effective in controlling individual and work group behavior.
Periodic Controls:
Management Information Systems: A Management Information System is a
mechanism designed to collect, combine, compare, analyse and disseminate data in the
form of information. As such, management information systems link the various
decision-making centres within an enterprise and serve a useful function in providing
feedback for control purposes.
External Audits: The annual financial audit by an outside accounting firm is one form
of external audit, mainly of the finance of an organization. In the case of public sector
units, such an audit is performed by Comptroller and Auditor General also. Forward
looking progressive private companies have in the past sought to have a social audit,
not for evaluating financial performance, but to find out whether and how well they
have been discharging their social obligations.
Budgets: Budgets are plans that deal with the future allocation and utilization of various
resources to different enterprise activities over a given period of time. Budgets help
establish plans and also serve as the basis for measuring or evaluating the standards of
performance. Budgetary control is a good example of bureaucratic control strategy.
Occasional Controls:
Special Reports: These have a special role. Special reports can be commissioned by an
organization when its normal control systems point to the need for detailed investigation
or study or a particular operational aspect. When major policy decisions of strategic
importance are taken, special reports may be commissioned. These include situations
where the organizations find the need for overcoming the existing difficulties,
modernization, expansion, diversification, merger, acquisition etc. special reports vary
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in content and style depending upon the purpose. They could be prepared internally by
managers in the organization or by consultants or outside institutions. Special reports
are a valuable method for controlling in turbulent environments, warranting changes in
products and markets, technology and production processes, organizational structure
etc. Personal Observation: Managers can know what is happening in an organization by
relying on information provided by others as also by finding out for them. Firsthand
knowledge has to be critical to be effective. Project Controls: Various methods have
been developed for controlling specific enterprise projects. The best example is the
network analysis using the PERT tool. PERT is an acronym for programme evaluation
and review technique. It is a diagram showing the inter-relationships between the events
and activities that comprise a project. It is a detailed, easy-to-communication means for
determining current status of a project, stimulate alternative plans and schedules and
controlling activities.

3.8 strategies adopted for controlling:
There are four strategies implemented for controlling in organization. Each strategy will
utilize one or more of the features listed.
1. Personal centralized control.
Centralized decision-making
Direct supervision
Personal leadership: founded upon ownership or charisma, or technical
expertise
Reward and punishment reinforce conformity to personal authority.
2. Bureaucratic control
Breaking down of tasks into easily definable elements.
Formally specified methods procedures and rules applied to the conduct
of tasks.
Budgetary and standard cost-variance accounting controls.
Technology designed to limit variation in conduct of tasks with respect
to pace, sequence and possibly physical methods.
Routine decision-taking delegated within prescribed limits.
Reward and punishment systems reinforce conformity to procedures and
rules.
3. Output control
Jobs and units designed to be responsible for complete outputs
Specification of output standards and targets
Use of ‘responsibility accounting’ systems.
Delegation of decisions on operational matters: semi-autonomy
Reward and punishment linked to attainment of output targets
4. Cultural control
Development of strong identification with management goals.
Semi-autonomous working: few formal controls.
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5.

6.

a)

b)

c)

Strong emphasis on selection, training and development of personnel
Rewards oriented towards security of tenure and career progression.
Control through electronic surveillance
Speed and quality of work recorded and assessed remotely via
information and communication technology (ICT)
Employee’s performance assessed against that of other employees and
trends.
Such monitoring of performance used to reward and discipline
employees.
HRM Control :
Use of selection methods to ensure that new recruits ‘fit’ the profile of
attitude, behavior, and capabilities desired by management.
Training and development designed to reinforce this desired profile
Assessment procedures and reward systems a used to encourage
conformity.
Personal centralized control: This approach is often found in small ownermanaged organizations and is characterized by the centralization of decisionmaking and initiative around a leadership figure. Control consists largely of
personal inspection to see that decisions are carried out, and the leader may
spend a high proportion of time supervising the work personally. Once the
organization grows large enough to employ someone to undertake detailed
supervision of everyday tasks, the locus decision-making and close supervision
will tend to become separated. The authority of the leader will usually rest upon
the rights of ownership, special personal qualities (charisma) or technical
expertise.
Bureaucratic Control: This approach to control is familiar in public sector
organizations and in many other types of large organizations. It is based on the
specification of how members should behave and carry out their work. There is
an attempt to ensure predictability through formal job descriptions and
procedures, the breaking down of tasks into constituent elements, and the
specification of standard methods for the performance of tasks. Reward and
punishment systems can be designed to reinforce this control strategy.
Compliance can be rewarded by upgrading, improved status, favorable
employment benefits and job security. Bureaucratic control will make use of
accounting control systems such as budgetary control and standard cost
variances. The bureaucratic strategy also permits delegation without loss of
control. Managers can delegate routine decision-making within formally
prescribed limits of discretion.
Output control : This approach relies upon the ability to identify specific tasks
having a measurable output or criterion of overall achievement – for example,
and end-product, a part manufactured to agreed standards, batch production or a
sub-assembly. Rewards and sanctions can be related to performance levels
expressed in output terms. Output control strategy is aimed at facilitating the
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delegation of operational decision-making without the need for bureaucratic
controls or relying on close personal supervision. Once output standards have
been agreed, subordinates can work with a ‘semi-autonomous’ relationship to
management, free from detailed control over how tasks are carried out. Output
control may be difficult to apply to certain activities, such as the legal
department of a business organization. Although it may be difficult to establish
suitable and agreed measures of output, and it may be difficult for management
to codify the activities involved, output control may be more appropriate than
the application of a bureaucratic control strategy.
d) Cultural control : This approach has been identified with moves away from
conventional forms of organization and is based on maintain control through
internal constraint. The basis of cultural control is the acceptance and willing
compliance with the requirements of management and belief of the organization.
A major example is the cultural control that tend to be exemplified by larger
Japanese corporations, although this is subject to criticism of compulsory
sociability. Although a strong corporate culture is intended to provide an
alternative to control, in practice strenuous efforts are usually made to ensure
employees conform to the culture. Provided members have the necessary skills
and ability they can be given wide freedom of action in deciding how to
undertake their responsibilities. Cultural control, combined with personal
autonomy, has long been associated with the professions. Despite criticisms of
cultural control it is in tune with the increasing number of profession and
knowledge workers, and is consistent with self-managing units or teams working
with only limited formal controls.
e) Control trough electronic surveillance: The essence of control is that the
speed and quality of work is recorded and assessed remotely through the use of
ICT without reliance on personal supervision. Control data are precise rather
than impressionistic and subject to management bias. Monitoring of
performance can be used readily as the basis for reward and discipline. Control
through electronic surveillance is applied to many types and levels of activity. A
common example is call centers although customer service representatives
dislike the pressure from this form of control and the objectivity of relying on
electronically produced statistics is subject to challenge.
f) HRM control: HRM procedures can be used both to develop people a work and
to control their behavior and performance. They enhance the contribution to the
achievement of organizational goals and objectives. Systematic selection
techniques are designed to ensure new recruits fit the profile and technical
competencies required by management. Performance evaluation and appraisal
provide feedback to both management and employees. Appraisals should
provide the basis for reward and for an assessment of the need for further
training or development. If training and development programmes are attuned to
the needs of employees and the requirements of their jobs this should contribute
to better performance.
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3.9 Importance of Control :
Control is a fundamental management function that ensures work accomplishment
according to plans. It is concerned with measuring and evaluating performance so as to
secure the best results of managerial efforts. It is an essential feature of scientific and
successful management. A large part of managerial education is focused on the
improvement of control techniques. The importance of control will be evident from the
following:
1) Control is the basis of execution of Plans: Control is an indispensable part of
management. A manager cannot do a complete job of management without
control. Control is the only means to ensure that the plans are being properly
implemented. It regulates actual operations to ensure that the goals are being
achieved. Regular measurement of work in progress and adjustments in
operations keeps the performance on the right track and helps in the achievement
of predetermined objectives. Therefore, it has been said that control has an
insurance value J. batty has said that“Without watchfulness and feedback of an efficient control system there is little
likelihood that even the best laid plans will even work out as expected?
2) Control system improves efficiency: Control system helps to minimize
wastages and losses. The existence of a control system has a positive impact on
the behavior of employees. They become cautious while performing their duties
when they know that they are being observed by their superiors.
3) Control is a basis for future Action: Control provides feedback information
and reveals shortcomings in plans. It, therefore, helps in preparing better plans in
future. Further, long term planning is not possible until control information is
available in time to the manages. Control facilitates decision-making in future.
4) Control on their functions of management: Control keeps a check on other
functions of management for ensuring successful management. Control bridges
the gap between thinking functions and doing functions of management. It
brings to light all bottlenecks to work performance not possible to be revealed
by initial planning. It provides necessary feedback information for taking
suitable remedial action.
5) Means of coordination: Control facilitates coordination among different
departments and divisions by providing them unity of direction. It built the
individual and their activities with the common objectives. Control also plays
the role of middle man between different levels of authority.
6) Decentralization of Authority: An effective system of control facilitates
delegation of authority. With the help of feedback information managers can
ensure that decisions taken at lower levels are consistent with the policies and
interests of the organization.
7) Control Simplifies Supervision: Control helps to simplify the task of the
supervisor by pointing out significant deviations from the standards of
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performance. It keeps the subordinates under check and brings discipline among
them.

3.10 Let’s sum up
Control is an integral part of the process of supervision. There are, however varying
connotations of the meaning and exercise of control. It is often interpreted in a negative
manner to suggest direction or command, the restriction of behavior or even
exploitation of employees. However, control is not only a function of the formal
organization, it is also a function of interpersonal influence. Control is a general concept
that is applied both to individual behavior and organizational influence. Control is a
general concept that is applied both to individual behavior and organizational
performance.
Control can serve many important functions and be manifested in a verity of forms.
There are a number of important characteristics of an effective control system. The
system should be understood, conform with the structure of the organization, report
deviations quickly, draw attention to critical activities of the organization, be flexible,
consistent with the activity to which it relates and subject to continual review. If control
systems are to be successful in leading to improved performance, then attention must
also be given to the factors which influence human behavior.
Work organizations are not only systems of hierarchical structure; they are also systems
of social relationships, status and power. Power is an inherent feature of work
organizations and an underlying reality behind the decision-making process.
Organizations can be classified in terms of the relationship between power, involvement
and the compliance of their members. The pluralistic approach, however, recognizes
power as a social process. Power is a major organizational variable that derives from a
multiplicity of sources and situations. A dilemma that underlies the nature of control is
finding the right balance between order and flexibility.
Management control systems are frequently thought of in terms of accounting or
financial systems. The reasons are easy to understand but accounting control systems
tend to operate in a negative way, and to give little specific recognition from
management and only a limited sense of achievement. What need to be considered are
behavioral factors and the manner in which control systems motivate people to improve
their performance. To do this, they must take account of individual, social and
organizational factors that determine people’s patterns of behavior.

3.11. Key terms :


Controlling: The managerial function of measuring and correcting performance
of activities of subordinates in order to assure that enterprise objectives and
plans are being accomplished.
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Control Process: In managing, the basic process involves establishing
standards, measuring performance against standards and correcting for
deviations.
Budgetary Control: Measuring performance against plans and expected results
expressed in numerical terms.
Direct Control: The concept that the most direct of all controls is to assure high
quality managers on the premise that qualified mangers make fewer mistakes
requiring other (or indirect; controls, perceive and anticipate problems, and
initiate appropriate actions to avoid or correct for deviations.
Feed Back : An informational input in a system transmitting messages of
system operation to indicate whether the system is operating as planned.
Information on operations is relayed to the responsible persons for evaluation.

3.12 Self- Assessment Questions :
1. Define the concept, definition of control?
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
2. Discuss scope or Areas of Control.
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
3. Write what do you know about control as a feedback system.
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
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________________________________________________________________
________________________________________________________________

4. Discuss the strategies Adopted for Control.
Ans._____________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________
________________________________________________________________

3.13. Further Readings :
1. Prasad Dr. Man Mohan, Management Concepts and practices, Himalaya
publishing House Pvt. Ltd. Mumbai-400004.
2. Robins, S.P. and Judge, T.A (2009) Organizational Behaviour, thirteenth edition,
person Prentice. Hall
3. Child, J (2005), Organisation: Contemporary principles and practice, Blackwell
Publishing.
4. Rao V.S.P., Harikrishna, V. Management text and cases, Excel Books, New Delhi
110028.

3.14. Model questions :
1)

Explain the prerequisites and characteristics of effective control system.

2)

Discuss about the steps involved in the process of supervisory control.

3) What do you understand by control system? Discuss the importance of control
system in business organization.
4)

“Planning is an empty exercise without controlling”- Comment.
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