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SECTIIN-B

. Authority and Responsibility are Related - | : o g
i ibili e thority over
Fayol held that authority flows from respor}s;bxhty. Managers who exercise au er
othycrs should assume responsibility for decisions as well as for results. He regarded authority
as a corollary to responsibility. Euthoritz is -official as well as personal. Official authority
is derived from the manager’s pdsifion In- organizational hierarchy and personal authority is
“compounde:i of intelligence, expérience, moral worth, past services,. etc.T. 3
q inci i ity unless he assumes
A corollary of the principle that no manager should be given authori 1
responsibilitg is that those who have responsibility should also have commensurate authority
‘ in order to enable them to initiate action on others and command resources required for the
: performance of their functions.  This aspect of relationship between responsibility and
authority is particularly relevant in India where authority tends to be concentrated in higher

echelons of management.

el S hould 1 1 b d receive instructions
i inci ds' that one employee should have only one boss and rece u

! fTth%‘Eirrlxlzugr?!‘\if];?lruns counter to %a;}or’s principle of funct_ional foremanship accordmg. (14) :
P which a worker is to receive orders from a number of functlona‘l‘ foremen, each of who'rlnvl_s a
specialist in one particular phase of operation. Fayol observed, “a shop canncl)t be we fr;.lln
in flagrant- violation -of "this (the unity of .conm)zu'ld).... Nevertheless, Fay or suc‘ccssf ully
‘ managed large-scale concerns...] imagine that in practice T_aylor was qlgle to rgconcnle ; unc{:I—
tionalism with the principle of unity of command, but thisis a supposition whos,e accuracy i
am not ina position to verify”. However, in modern organizations, T'aylo’r s principle 0f
functionalism is rarely observed, and management gencrally conforms to. deoJ s principle of
unity of command. It is, of courge, true that staff specialists like personnel, ‘quality control
sae’ty;?:;,(;c’wmcumnng“experts, etc.,%—]roduce an element of multiple authority or command; even
if indirectly. =
3. Unity of Direction s - g :
This mean3 that all managerial and operational activities which rflate a distinct group with
the same objective should be directed by “one head and one plan”. According to Fayol, ’there
should be, “one head and one plan for a group of activities having The san'xe OPJECUVC B lfl
however, does not mean that all decisions should be made st the top. It only mfn—s.‘ﬁm a
! related activities should be directed by one person. {For example, all marketm%f““:fhesll-lie
| product strategy and policy; advertising and sales pr(:rr‘lotlon, dlStrlbUt{C:n‘ cA{;nm policy,
i product pricing policy, marketing research, etc., should be under the ¢ ol of one manager
and directed by an integrated plan. ¥his is essential for t ‘
strength and focusing of effort”. Violation of this principl
and effort, and wastage of resources. "

4. Scala in of Command i A : '

Fayol explains chain of command as the chain of superiors and su

out “the organization from top/to bottom. All those working in an organization are linked
with-each other-in superior-subordinate relationships. According to this principle;-in the
situation- illustrated in Fig 1.5 a request from- foreman F fo mechanic P should go through
E;D,C, B, A;L, M, Nand O.

And, an order or instruction from A to F or'P should Ppass through all those managers who
are working in between A andF, or A and P, as the case may -
be. Sometimes, this causes avoidable delays and distortions.
Fayol says that, where necessary, gangplanks should be
" thrown to prevent the scalar chain of command from
blocking the smooth and efficient functioning of the organi-~ g / "

“zation. In the above case, if F is permitted to make a s (o M
request for repairs to P directly without going through the 3 ' e .
chain of command, and P can act on his request without ] /D ‘\.
seeking orders from above, it will save needless waste of £ o
time, effort and other resourccs. :

Fayol calls this throwing the “Gangplank”’ (as shown by
the dotted lines in Fig. 1.5), without weakening the chain
of command. In his words; It allows the two employees
F and P to deal...in a few hours, ‘with some question or - Fig. 1.5 * The Gangplank
other which via the scalar chain would pass through twenty
operations, inconvenience many people, involve masses of paper, lose weeks or months to get
(tio a conclusion less satisfactory generally than the one which could have been obtained via

irect contact”.

~§. Division of Work
1515 the principle of specialization which, according to Fayol, applies to all kinds of ‘work,
managerial as well as technical.' Fayol writes, “Specialisation belongs to the natural order...,

the worker always on the su¥iie part, the manager concerned. always with the same matters,
dcquire an- ability, sureness, and accuracy which increase their output.?ach change in work
brings “in its train an adaptation which reduces output...yet, division 6f work has its limits,

experience and a sense of proportion teach us, not to be exceeded”’. e

—— Scalar chain of command
oo Gangplank

6. Discipline et ,
Discipline is a sine qua non for the proper functioning of an organization. Members of an organi-
zation are required to perform their functions and conduct themselves in relation to others
according to rul€s, norms and customs. Whims and caprice of the individual are not allowed
to obstruct the performance of organizational tasks. Fayol says, “General opinion. is deeply
convinced that discipline (obedience, application, energy and outward marks of respect) is
absolutely essential for the smooth running of business...I would .approve. unreservedly of
this...were it followed by this other...Discipline is what leaders make S : g

" According. Fayol, discipline can best be maintained by. ; (i) having good superiors at all
“levels; (ii) agreements (made either with the individual employees -or with a union as the
case may be) that arc as clear and fair as possible; and (iii) penalties judiciously. imposed.

7 ordination of Individual Interest to General Interest ; '

The interest of the organization is above the interests of the individual and the group. ““It can
be achieved only when managers in high positions in the “organization set an example of
honesty, integrity, airness and justice. It will involve an attitude and a spirit of sacrificing
their own personal interests whenever it becomes apparent that such personal ‘interests are -in -
conflict with organizational interests.” It may, however, be emphasized that social and
national interests should have precedence over organizatiorial interests whenever the two run ;
counter to each other. SR S

8. Remuneratién . ' o o :;7/(1/‘/(}' T
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job differentials, 1% terms of qualities of the employes, application, responsivil e
(::gdditions and diff;cu\hy of the job. It should als® take into account factors like cost of 1iving,

gcneral economic conditions, demand for labour and economic state of the business. Fayolwas
' dubious about the a

rr————

dvisability of profit sharing plans, though he thoughtuthgt ;hsgeu :nggl;tok:xe
e . A 5
useful in gertain instances, partlcularly for pl_amgers. He was generally 10

ﬁi\ear\:c'\a\ incentives such as good working conditions, Lousing, etC- although these could be

afforded only by 1argc-éc‘ai_e organizations‘

9 . Centralisation - ; R
Fayol pelieved in centralization. He, howcver,.dxd not contemplate concqnt,rattllotn % ac ec ehis\te
making authority 10 the tcpP management, yet it appem‘s.from the fq\lowmg that -be ond i

' ower structurc. “In every orgamsm..‘sensatxons converge towards e

a high! centialized P : f st A d
bmir% c); directive part and from the brain of directive part orders arc sent out which set

all parts of the organism in movement.” el : : i

}I{)e.- however, held that centralization and decentralization isa qucsglou of propgerr,uoréir:gua_
small frm with @ Jimited pumber of c]mployccs, ‘:,llxz : ;)\vtxl‘;zr-:}\;pk:xe%ezsc,';\;xpagrt;tee doifromsthc chiey

. In large Of anizations, Jowever, Wher 3 ! the

tez:dl:tri{rzn through “a 1ogn g sca\agr chain, the decision making authority has toabeS g:’s;gg:te:
among yarious managers in varying degrees. Here one genem!ly g_omqs acrogsd A on.
decemralization with centralized control. The degree of centra 1hz'atlon' ?n“whet BE R
also depends OB the qualityﬁof .managerg anol observes on}t] is point, ! cﬁara%?erg e
share of ipitiative m2& be left to intermediaries depends on the persond

manager, ot his moral worth, on the reliability of his subordinates and also on the condition
=4 ’ s

of the busi‘ness".

10. Osder ‘ . ) i)
Orderﬂ‘csption of Fayol\means right person on the right job and everything 11t its -

proper placg This kind of ordzr, <t gepends on recise knowledge of human requirements and

resources of the concernt and. 2| constant balance between these reqmrements and resources 7

' 1 Equ“ ) : 3 S gty ‘ t e kil Ay %
\ 1t mcans that subordinates should be {reated with justice qnd kindliness. This 15 essetglallrprr

i e\icitiné(heir devotion and loyalty to the enterprisc. t is, therefore, tht’: duty .of the ¢ ic
‘ exceutive 10 “instil a sens¢ of cquity throughout all levels of scalar cham. i

| 2. Stability of Tenure of personncl i ‘ : iR
| :ll"hc manaz-:r'\a\ pol'\cics shoul prov'xde a sens¢ Of r:‘ﬁ.xonnb\c Job sccunty‘.] The“hlrmg.‘a‘;d
gring of p:*:rsom‘.el should depend not on the whims of the superiors but on the We! -;f)rm_(iz_exh

o ) i.s. He points out that it takes time for an employee t0 learn his joo; 1 they
time, the learning Lime has beet wasted. At the same
'‘noved and those who .are found tqb:competcn
sho\;ld be promoted.' However, <5 mediocre manager who stays is infinitely preferable to out-

standing managers who'come and go”"

\ 13. Initiative : v Al Hlarly :

“ s on ity attitude and resourcefu‘.r\ess +5 act without prompting from others.
1t focuses o1 the ability, attitd ! 3 ¥ n others.

" Managers must create an envnrog\mcnt which encourages their subordinates to take initiative

\‘s rifice their per‘éonal vanity 10 order to encourage their subordinates 0

) ‘hould sac < :
\ st;i)ri:gig:iast?&t.‘ 1{ should, however, be limited, according to Fayol, by respect for authority

and discipline

and re:ponsibi\ity. Since it provxdes“a sense - of great satisfaction to an intelligent employee,

14. Esprit ge Corps

% v

< 1 : T R

i 3 S - —ope cmployees. It 18 one of the chied
Cohesiveness and team spirit & am employee jis e

THUE CONCEPT OF PLANNING

Planning is deciding in advance the objectives of the organization in the :

run, and the means for at.tain_ing them. As observed bbeayol, it includzlsmlé:: \Z\;lé a:‘lotr;‘%
same time, the result enylsaged, the line of action to be followed, the sta;es to go through
and methods to use. Itisa kind of future picture...and it entails the runna'mg of business as
foréseen and provided against over a definite period.? Planning thus involves looking into

the future, anticipating 1t, and attempting t0 influence it th ici isi
nf i ] ¢ - rough anticipator decisions, sO
that the desired goals are achieved with maximum possible efficiency and cﬂ'ect){veness. "ft is

an attempt to determine what should happen (in very specific terms) and then to take steps
1s and the formu-

that varilil makg'it likely.to happen...It includes...setting of objectives and goa

lation and selection of alternative strategies and courses of action to T¢ ch the goals and
objectives."s

Planning is thus deciding in advance the future state of business of 20 enterprise, and the
means of attaining it. Its elements are : :

1. What will be done—what are the objectives of business in the short and in the long run.

2. What resources will be required——this involves estimation of the available and potential
resources, estimation of resources required for the achievement of objectives, and filling
the gap between the two, if any.

3. How it will be done—this involves two things : () determination of tasks, activities, pro-
jects, programmes, etc., required for the attainment of objectives, and (if) formulation of
strategies, policies, procedures, methods, standards and budgets for the above purpose.

4. Who will do it—1It involves assignment of responsibi‘.i_ties to various managers relating to
contributions they are expected - to make for the attainment of enterprise objectives.
This is prece ed by the breaking down of the total enterprise objectives into segmental
objectives, resulting into divisional,departmental, sectional 22d individual objectives.

5. Whenit will be done—1It involves determination of the timing and sequence, if any, for
the performance of various activities and execution of various projects and their parts.

THE NATURE OF PLANNING

The essential nature of planning can be understood by focusing on its following aspects :
Q) planning is a continuous process; (ii) planning concerns all managers; (i) plans are arrang-
ed in a hierarchy: (iv) planning commits an organization into the future; and (v) planning 15
antithesis of status quo.

1. Planning is2 Continuous Process
Planning deals with the future, and future, by its very pature, is uncertain. Although the

planner bases his plans on an informed and intelligent estimate’ of the future, the future events

may not turn out to be exactly as predicted. This aspect of planning, makes it a continuous

process. P tend to be @ statement of future intentions_relating to objess d means

of their attainment.__ tacquire nnality because 1evisio S at zeded to be madein
= 5 b DS ;

7 sakine place i _the internal as W as external environment of

_internal <8 " cocess and hence no plan

" TR i S e
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2. Planning Concerns all Managers

It is the responsibility of ever; i
> Y manager to set his goals and i

t’})ll;‘x;isulaltes his goals and plans wi.t‘nin the fram'c»%/ork of tthgeéz;;ngnglarlns.
mént’olr)n la;r'xr:{;gt hli Sr;otw !tllcl,e responsnbil‘i)tly of the'top management or the srt)ae}’?i)

1ly; ose are responsible for the achi £
s ¢ achievement of result igati
larger u:;ilzoo}ht‘;l gu;utre. However, managers at higher levels, being fc:spo):xssi’blllé1 v;;oan s
of Paeifghnclalio (e e A e e B 3 e pan
bl onger than that of mana ver ] is i ed
in Fig. 3:1. It shows that plannin i ety erels. T g e

g acquires great < g gt

future at higher thaan at lower managgment lge:vealst?r e gl kL Rl

In doing so, he
of his superior.
lanning depart-

3. Plans are Arranged in a Hierarchy

Plans are first set for the entir izati | :

; e organization called the co g

i ,. : rporate plan. ;

F},Eac huiefsttgxc framvgvorl.( for the formulation of divisional §epartmgn£21 Tl:ic Voot S
ese organizational components sets its plans laying dows Y bl g

bud : n 2
gets, resource requirements, etc. The plans of each.lower tom ptol:aeer?trg%cr:ag'?r?éa%?‘lj?cis’
X " 2 S into

Yime span of.
Eplanning : long
Ll

FTime span of
Eptanning : mediy

{ Top management

Middle manaoen‘{ent

Epienning Zshort
P“‘;"‘ﬂﬂ 'unicﬁon

Fig. 3.1 Klanoleg Fuaction at Various Levels of )‘vsan:gsment

Lower management

the plans of successively higher component until the corporate plan integrates all component

plans into & composite whole. For example, in the production department, each shop super-

intendent sets his plans, which efe successively integrated into the general foremen’s, works

manager’s and production manager’s plans. All departmental plans are then integrated in the

corporate plan. Thus, there is & hierarchy of plans comprising the corporate plan, divisional/

g?pa;tx;'lemal plans, sectional plans and iadividual manager's unit plans. This is showsn in
18. J.4.

Carparete pabrs

Deparimen . pipts

/ N geees s
/ \‘ pacs

l-Tiz'.' 3.2 Hierarchy of Plans

4.'Pl@uizii§ Commits an Crganization inte the Future
Planging commits an organization into the future, as past, present

urated,...plans are not composed de novo.

need for better end more careful planning.

5. Plansing js Antithesis of Staius_Quo

Planning is undertaken with the conscious purpose of atiaining 2 position for the company
that would not be accomplished otherwise Planning, therefore, implies change in organiza-
tienal objectives, policies, products, marketing stratcgics, and so forth. However, planning

jtself is-effected by unforescea envirommental changes. It therefore, needs “examination
constant searching for more

ead. geexaminaﬁon;.:.oomianal reconsideration of the future,
éfective methods and jmproved rgsulis”.

o N, N

Principles for the Formulation of Poticies .
Policies are manage:‘..enz—mede laws for azr:émn;_w ti
inciples in ord e able to achie
be based on certain principies it order to be able 4 )
essential for obtaining the acceptance ol policies from those who are e
i i llowi inciples are 4pp
' implementation. The following princip : > form:
! (i)ppolicies should aim at contributing to the achievement of the objectives ©
: (ii) policies should be definite apd in writing;
11 policies at each lower level in the organiza
T immediately higher level; (v) policies of each departmen
with the policies of all other departments and functions; eud
cquitable; and (vii) policies should be periodically reviewed and modified,

cope with the changing needs of the organization.

(iii) policies should be sta

and future aré tied in a
chain. An organization’s objectives, strategies, policies and operating plans affect its future
effectiveness, as decisions made and activities undertaken in the present continue 10 have their
impact into the future. As observed by Branch, “‘except for first year after the system is inaug-

They are drawn within the framework of objectives,
policies, constraints, aad commitments established by the planning and operational experience
Gf earlier years; and they are shaped to a considerable extent by the specific experience”®
of past years. Some of the plans affect the near future, while others affect it in the longrun.
For example, plans for product diversification or production capacity affect a company long
into the future, and are mot .easily reversible, whereas plans relating to the layout of its
office locations can be changed with relatively less difficulty in the future. This focuses on the

yjectives.
ntrusted with their
licable to the formulation of policies:
f the enterprise;
ble and flexible; (g'v)
tion should be derived from the policies of its
t and function should coordinate
(vi) policies should be just, fair and
if nccessury, to
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(i) Policies should Aim at Contributing to the Achievement of Enterprise Objectives

policies are an important component of plans, and should aim at making maximum contribution
o the achievement of predetermined objectives of the enterprise. The purpose of policies
is to direct all decisions, activities and resources into channels that would lead to the attain-
ment of the objectives. This provides the criterion for making 2ll policies, and also for
evaluating their effectiveness. !

(i) Policies should be Definite and in Writing

Ppolicies should be definite and in writing so as to be easily understandable by all those who
are responsible for their implementation, as well as those who arc affected by them. They
should not be ambiguous and open to varied interpretations by various executives. Definite-
ness, however, does not mean inflexibility; it only means clatity and certainty. Written
policies generally fulfil these conditions because such policy statements require thinking and
analysis. Written policies are explicitly stated formal statements of management’s intentions.
They confer a number of advantages: (i) they are available to all in the same. form; (i) it is
easier to comm unicate such policies; (iii) they tend to be precise and definite; (iv) possibi-
lities of differing interpretations are reduced; (v) they explicitly reflect management’s think-
ing, and help the employees, customers, suppliers and other outside ‘publics’ to understand
what to expect from the enterprise; (vi) they enhance the confidence of employees in the
management’s integrity and fairness; (vii) they can be taught to new employees more
ceadily; and (viii) they are more amenable to evaluation as to their soundness.

(iii) Policies should be Stable and Flexible
gtable policies provide stability to the enterprise. -1t does not mean that policies acquire
permanence; it only means that they should be durable. Stability of policies provides
confinuity, purpose and direction to decisions. Frequent changes in policies imply lack of
careful management thinking in_policy formulation. Top management policies should be
particularly more stable as they ' coordinate decision making throughout the organization.®
Departmental and sectional policies are Tocal’ in nature, and can be changed more easily
than company-wide policies, - v

Policies should also be flcxitle in the sense that they should provide room for discretion
to the decision maker. Flexibility enhances the stability of policies as they can be used for
making decisions in varying situatjons. Lesser the flexibility in policies, more they take
the form of rules.

(iv) Lower Level Policies should be Derived from Higher Level Folicies

This is cssential because the purpose of all policies is to contribute to the successful imple-
mentation of plans and achievement of goals. If lower level policies are in conflict with
higher policies, it will prejudice the unity of direction, and cause conflict and confusion.

(v) Policies of all Functions and Departments should be Complementary
This is the same principle as above, with the difference that it points up the need of comple-
sarite F nolicies of e e o haed: 2 L T o

n riou n d departments. Tl > purposea

£ (v ies should be Just, Fair and Equitable

£Policies should ensure that all decisions made within their framework are just, fair and
fequitable to all employees. For instance, a policy of promotion on the basis of “‘merit only”
is likely to be prejudicial to the interests of many senior employees; and “‘seniority only”
may be unfair to competent and aggressive but young employees. A combination of both

fepemres

number Qf factors : (i) superior related factors, (if) - subordinate related factors, and (iii)
organizational factoss. We will briefly discuss these factors here ;

1. Superfor Related Factors : :

The numbet of subordinates that a manager can supervise effectively is significantly determined
by his own personal dualities. Important among them are : (i) has abilities and competence,
(i) supervisory style, and (iii) delegation of authority.

(7) ABILITIES AND COMPETENCE

The number of subordinates a manager can effectively supervise depends on his own abilities
and‘competence. If he can grasp the problems quickly, is decisive, knows when to go into
details and when to confine to the strategic level, and is able to adapt himself to changing
sitvations, he can effectively supervise a larger number of subordinates and have a wider span
of management.

(ii) SUPERV]SORY- STYLE

If a manager supervises closely, he can handle a relatively fewer subordinates. On_ the other

bend, if he defines his subordinates’ tasks and responsibilities clearly, supervises by the
exception principle”, and holds them r&sponsible for tesults, he can have a widerspan of

mgnagement. ~ —_— :

(iify DELEGATION OF AUTHORITY

This is yet another superior related factor that influences span of management. A manager can
supervise a relatively larger number of subordinates if he delegates them adequate authority to
make their job-related decisions, eres them to
take responsibility. - -

=i el ;

2. Subordinate Related Factors

The number of subordinates a manager can effectively supervise also depends cn the kind of
subordinates he has. These subcrdinate relatzd qualities are their : (7) -abilities and competence;
(if) motivation arrd commitment; and (ii) need for autonomy. ;

(i) ABILITIES AND COMPETENCE i ; =
The abilities and competence of subordinates are a significant factor in influencing the span of
management. Subordinates who are well trained in their job,.and possess abilities and com-
petence to perform their tasks, need less of their Superior s time in problem soiving and super-
WWW&@H of management. S
\

(i) MOTIVATION AND COMMITMENT :

Subordinates who are motivated to take initiative and responsibility, and to utilize and develop
their abilities, need less of their superior’s time. The same argument applies to their level of
commitment. More a subordirate is committed to his job, more time, effort and energy he
will devote to its performance, and less-he will HEEs iy superiors Hure i termsof supervision

These researches indicate that there is no definite numerical limit to the numm
ordinates a manager can supervise effectively. The span of management in fact dépends on a




i i less of his time
engaged in the performance of similar or identical tasks, he will have to devote

e e 2 k ir decisions themselves,
ost of their de _ther
: - ed for autonomy prefer to make m ; ision B b
o s with hégrlitnfype take their problems to their superior for decf:xsxcc?)r:1 s i
;)hcsreag tlt‘le dggergore demand on his time. This increases the bfreg%ea':g o &
th: t:?o ;nxt}f t}])w result that the superior can supervise fewer subordi 5

- izational Factors i Dt rion g thos |
Z Orgg" zaf rganizational factors also influence the span of .maxllagelélggtpgﬁcges; 5t |
tacrt‘:m a?:aq (?)gnature of tasks; (i/) geographical location; (#if) plans ;

TS are : 5 (@)
criteria of performance evaluation; and (v) rate of change.

: ki it wi 1s0r’s time to plan
(Ilf? N;;TURE (.)F le; repetitive and programmed, it will need Jess olt; thee:gp;l?;:‘)s Ty L :
di tasks arde slmlgof their performance. Complex and variable tasbs r.:i it grs mapagor ate ]
il':rsg:lssﬁatf:: ;';nd decision making. Moreover, if all or most subor j

to their coordination and control.

ii) GEOGRAPHICAL LOCATION g D her thap |
G ! g in th me place, or in the same building rather ;

ordinates are located i the same p! s = of control. I
dlfsap!:rgd]?: s;iﬁsl;?enrt geographical areas, a manager can have a wider span {

i AND POLICIES ; : ision making as wel
(’i“l? PLAﬁleqi: of definite plans and policies provides a frarlxllegv?rkedof ﬂ;?i:gg Bliciemaks

g gtv %l‘: cl)f };alidating decisions. Organizthons with we l; clr} su%or difiates. i
gis(;tlecnfor their managers to supervise effectively large number o P

() OBJECTIVE CRITERIA OF PERFORMANCE EVALUATION asBI e Caie or prtidnction mnd :
ilability of objective criteria of performance‘evaluatlon. the other hand, if such criterfs
Availability OIS0 ible for a manager to have a wider span. Qn d quantitatively, span tends
iales, rmgcr ncfei'seslioped or where performance cannot be mezsured q
ave not been >

to be narrower.

TE OF CHANGE - z ane=s in :e:hno"ﬂy, or
(Ev;tl::\priscs which have products that are subject to rapid changss ir :‘erexncces. o
markets characterized by f: u chang
frequent changes ;

Q~ I ( ) NTERVENING va : =

N
¢ Decisions are influenced by a Dnumber of situstional oJ
mental, and personality variables of the decision make_r.
. :
Crganizationsl Varizbles
A number of Organizational vagjab]

RIABLES IN DECISION MAKING

es influence the decision making process and the quality of

decis_io_ns. Objegtivgs, Strategies' ang policies provide the framework for decisions. A precise
deﬁn‘ltlon of obj@ctxves and insistence on.decisions that will contribute to thejr achievement
provide an €nvironment for 8oal-directed decisiors, Strategies ang policies provide the frame-
work for_dcmsgon making. Existence of clearly defined strategjes and' policjes Ruide the ex-
ecutives in their dec{sxon behaviour, and channeljse decisions- toward the achievement of
Predetermined objectives, They also €nsure that decisions are mutually consistent.

Authority-responsibi)ity relationships ajso inﬂuencedecision making. If these relati
are clearly defined, dmanagers would knpow who is responsible for making ayhat

Absence of this ingredient in an crganization results in buck-pass;’rg.
] I 2 significant roe in the m>

-
Xtent of flex

regard them 5 ‘Emework o
arred cm_u_xges; and some Organizations develop ap
that decisions are mostly of 5 trouble-sh

req

F
nature while others stimulate ed
a;:d;xplomqg the opportun; IS available jp ¢ These and other Organizationa] differences
significantly influence the Speed, quality and ¢;

meliness of decisions,
Personality Factors

cities, etc., haye an important bearing on his decisi
prehension, &rasp, insights ang Tesponse ta. problems, Decisions into problems of high com-
plexity, as most of the non-programmed decisions tend to e i i i
and innovatjveness, Such decisiong ar

Risk takers approach to search for information, deve

and the selection of alternative to solve the problem, differs from that of risk-avoiders. The

former tend to make risky decisiong associated with Spectacular results, whereas the latter
tend to make safe decisions s 5 as to keep themselves and their organization floating g
Personal valyes of . the decision maker affect hijs decisi

flect ‘ons. . Ernst Dale has related Erich
Formp:’s description of pecsonality types in hig book, Man Sor Himself, with their approach to
decision making, Hijs analysis is as follows:16 -

(a) The Receptive or Dofor i, e

factors, iric]uding erganizational, environ.
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to secure them by his cleverness. He uses their ideas in a way as ifthey were hisown. In g o, 3
doing so, he resorts to manipulations and politicking. &

(¢c) The Hoarding Type

This type of decision maker tends to think that he isin possession of most of the valu-
able ideas, and is reluctant to share his ideas with others. He seeks to strengthen his position
through his decisions. :

(d) The Marketing Type

The marketing type of decision maker believes in “selling” his decisions in order to gain
acceptance. He tends to make decisions that would “look good” to those who can deliver him
personal advantages.

(¢) The Productive Type
He is the kind of manager who utilizes his own as well as other’s abilities, insights, know-
ledge and information in decision making. He extends and seeks cooperation. In doing this,
he permits his subordinates’ opportunities to take initiative and responsibility, and encourages
them to utilize and develop their abilities. He also attempts to integrate their personal needs
with organizational goals. :

‘Most decision makers do not neatly fit in any one of these categories. They tend to be a
combination of two or more types, and also adapt their style according to the needs of the
situation. However, this classification points up the personality differences and their influence
on decision making.

Q)i

RINCIPLES OF DECENTRAL ION - 7 e
Decentralization tGrougE the creation oﬁ%ﬁil-autonoxnous divisions is gaining popularity in :
- India with the growth of giant and multiple product companies. Subsidiaries of holding

companies such as the Steel. Authority of India, Bharat Heavy Electricals, etc., arc also

organized on the principles of decentralization through divisionalization. The following

principles have been found to be uscful in the successful functioning_of divisionalized
cormpanies : . :

‘1. - Role of Top Munagement should be. Defined
The most important principle of decentralization through the creation of semi-autonomous divi-
sions is that the role of the top management should be clearly defined. Top management must
concentrate on determining the objectives for the eatire company, developing strategies, long-
term plans and broad policies in various areas such as personnel, finance, accounting, market-
ing, etc. It should not supervise, and control th crations of its divisio It should not
worry about Operations, and pav ereatest attention to providing direction. ob ectives, strate-
gies, plans and key decisions of the future. It should decide what decisions it wants 10 TESET

h 2 budgets, product diversification, appointment

of

t

dropped. Top cat zt Sears, Rosback decide i
pp= hion goods, eic., each store should carry. Generally, top 1anagements of divi-
sionalized corporations reserve for themselves six areas of decision making (i) products, markets

and new investment; (i7) profit and other objectives of divisions; (iif)allocation of capital funds

among divisions; (iv) key appointments; (v) bargaining with unions; (vi) major personael,

- financial accounting and marketing policies; and (vii) public relations. It demands ~ responsi- :
.‘brluy and self-discipline from its divisions. = EA e
#

2. Centralised Controls and Measurements shoild be Established : 4 ¥,
Both the top management and each divisional manager should clearly know what is expected
from hit in terms of verifiable objectives. It is on the basis of these objsctives that centralised i
control and measurements can be established. If this js not done, what happens is fragmenta-
. tion'gnd not decentralization as Philips, Holland learnt when: its profits‘all but disappeared
- ‘even though sales increased from § 1.3 billion to § 6 billion. It was only when the company
¢ “Introduced centralized controls, common measurements- and coordinated planning that it r
Ietrieved it position. 2y i 35
j
1

= {

3. duthority of Divisions should be Clarified
Often frictions and conflicts arise between top management and divisional managers; and also ‘
among various divisional managers if boundaries of their authority are not set out clearly. It e
will help hea']thy operating relationships if authority of divisional managers is clearly spelt out, ;
g patticularly in the areas of commitment of funds, intcrdivisional priciag, appointments,
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ACHIEVEMENT

i fef proponent of the achievement motivation theory is David McClelland. This theory
has its origins in clinical psychology and personality theory; its applications have, however, i

been primarily in the areas of economic development and management. Although achievement .

motivation has received the greatest attention and given its name to the theory, McClelland

identified two othet raotives also—need for power and need for affiliation.”’ g

Need for Achievement

McClelland and his associates
used projective techniques to identify the charac

have done substantial research work across various cultures and}.
teristics of people having need for achievejx
ment (a/ACH), need for power (n/PWE), and need for aMiliation {n/AFL). di - is no value
| judgement placed on one OF other need; need for pgwer is not to be viewed as somethingy
! undesirable nor need for affiliation as indolence.

People with high need for achievement have been found to have intense desire for success for
| its own sake and not for money, unless it is perce'wed to be directly associated with succest
! itself. They are psychologically concerned mainly with doing things better, career advancemen!

and accomplishment. They seek challenging assignments, prefer to assume personal responst
bility for resuits, want prompt feedback on how well they are doing. They set; for themselvess -
goals of moderate difficulty and work hard only when the chances of success are in the middle:
tend to be restless and keep on exploring théir envirors

W range. They like to work long hours,

Ly ment for opportunities to do new and challenging things. -

i‘”,ffl‘ People with strong need for achievement tend to be attracted to business rather than proe

[ fessions ‘or government. Entrepreneurs have been found to possess a Very high need for:
] aclievement, a fairly high need for power and low need for affiliation. Managers also posses

\ A ; “hese motives but their need for achievement and power is pot quite as high, and for afﬁliatioﬂg}

6 not quite as low as that of entrepreneurs., 4

e a bl

Acbie 'ement moti i i i .
ation 1s consi eredto b A Imipor i edient in national econom
e v r vat 0! d cd € as an lmporlant ngr i i i ic
eve opment, as in the success of individuals. McClelland has demc:nstralted :lhroulc'h X :
g peri-

ments in various countries ncluding ]ﬂdla, US AA, Italy and Pola d t ac vement motiva-
2 nd tha hievemen a

RS

Need for Power

special knowledge or expe
nan‘onah.zat:.on where an individual accepts a direct .
content is congruent wi s il and (i)
g ith his own v 19 ii
deference to authority.?® s

Need for Affiliation

People with need for affiliati i

v t . . . |
:Thgy A o witallx 1231 c?;:’nsveeeksa:;sgacl:;;%n fronﬁ frlepdship, love and belongingness ﬁ
in developing-understanding and intimacy with othegsyc o i

¢ . :

" Approaches Based on the Use of Authority E
;{nz search for lgadershig traits was given up in favour of gaining an understanding of how E

I i;aaqgars used their authority in social situations. Three types of leaders were identified on this £

1.‘ Ag:ocranc or 4urhorirarian . These kind of leaders give definite instructions, demand
cump,xance,ﬂwfygﬂﬁwance, exercise close su erv'<iﬁ'@ﬂﬂﬂ6 orf o
ubordinate influence Zcisions, do not welcome suggestions from them, use coercion, threat
— 2uthority 10 enforce discl line 3 erformance. The Iea er-cefitered, production-
=z=red and directive leadership styles are often considered identical to authoritarian style.

. Democratic orf“w:;'ciparive Leaders : These involve their subordinates individually as weli

o decis) Tatr H 3
g_decisions relating to their oe:;ls, plans, etc., permit them scope to take
rr;’ent,erwe/g_roqp effort, exercise bw;)ervxsxon; motivate
~rformaace, use influence Tather than authority-and build two-
centered, consultative, permis

v

ups In_max

Teaders are also called em

group morale and initiative, generated hos
le,gdershxp pro_mot;d high morale and positive attitudes. Laissez-
‘l’;}?t any direction or many good feelings about working together.®

!

- : any research stud.ies have dcmoqs_trated that authoritarian or productiOn-centcred leadership |
(ei av1oltxf leads to high rate of grievances, absenteeism-and turnover. Punitive supervision
adversely affects production. Workers under autocratic leaders also expressed less satisfaction

i : :

5 :zxan tlthsedunder.democratxc leaders. Democratic leadership behaviour results into more posi-
) a(\:'e attxtu e towgrgl the leader, lower rate of grievances, turnover and absenteeism, greater
¥ ceptance of decisions and greater commitment to implement ‘them, and higher levels of per-

formance and productivity. ¢
It is now being recognised that effectiveness of one or the other leadership styl depend '
. . » s n
situations. An autocratic leadsr may behave democratically when the su%cezscof 1:fchanoge:
%roglrlammc, policy or-decision 18 critically dependent on employee acceptance and cooperation.
S er;its ignot_hcr hand, a democratic leader may find -it wiser to behave autocratically when 2
0o ﬁi]s' associated W1;h 2 high degree of risk and uncertainty, critically affects organiza-
ion’s € cgeqcy and c{i‘ecuvencss, or when he is facing a crisis or.an emergency situation.
The Ohio State University st'ud'u:s‘s led to the development of two dimensional approach o
leadership behaviour : (i) consideration, and (ii)initiating structure. Consideration includes

-
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R OBJECTIVE STANDARDS <
Je QT objective standards lend themselves to precise measurements in terms of outputs,
resources and nme. Sales expressed in terms of physical quantities and rupee 1¢-
e, C ital and revenue expenditures, labour and oxariead casts, returnt on investment,
nover, are examples of tangible standards. Tangible standards are mainly ol jour WWpRS™
: Q/?sti‘ standards, (ii) revenue standards, (iit) capital standards, and (iv) programme
dards.
st Standards : Cost standards are one of the most commonly used standards. These re-
+esent the monetary value of resources expended 1n the production and distribution of goods
“arid __c,‘erviges. Examples of cost standards are direct labour costs, overhead costs, material
osts, selling costs, etc.

eventie Standards : Revenue standards are determined on the basis of monetary value of ex-
ccted volume of sales. They include measures such as total sales revenues, territory-wise
ales, salesman-wise sales, product-wise sales, etc.
Ca ital Standards Capital standards relate to the capital i
ot widely used capital stapdard is the rate of re inves
cally used by business coterprises are debt-eg
fatio of cash and receivables to payables, turnovs inven
t(;{gl investment, and ratio of current assets to current liabiliues.

Pprogramme Standards : Programmes for construction of plants, development of executives
ex ansion of plant capacity, development of new products, etc, are fomulated for undertaki
in special activities. Specific aspects of programmes generally include time, quality and cost.
These become the standards of performance of the programme concerned.

Cf

yested in the enterprise. The
Other capital standards
ve:_\\'arth to net debt,
of fixed investment to

mTAN(jIBLE OR SUBJEC’HVE STANDARDS
There are numerous areas of enterprise functions and activities which cannot be measured by
objective OF tang ble standards. For instance, it is extremely difficult to establish quantitati've
standards for measuring the performance of public relations or personne\ department. Never-
theless, their performance should be measured in order to ensure that these functions are being
erformed efficiently and effectively. These measurements are usually subjective, and depend
on the performance expectations of the controlling executive. In fact managerial performance
at all Jevels is, t> some extent, subje -tively measured. In some cases, asin case of the pefson-
nel director. quamitative measures cannot be established because of the very nature of these
functions. Even in cases where quamitat'\ve standards are established, . such as for the sales~
manager. performance cannot be measured entirely against such standards. Other variables
such as leadership quality, ability to develop subordinates, creating a healthy work environ-
went, etc-, are important aspects of executive performance and these cannot be objectively
. measured. Executive performance is, therefore, at least partially measured-against subjective.
_standards. Budg:ts, though generally used for controlling their perfdrmance, provide only
partial standards. Another method for measuring their performance is the use of Proxy
variables for goal achievement. For example, employee morale is often measured by attitude
surveys, grievance rates, employee turnover and absenteeism. Overall performance of man-

agerial per 1 :

g
£

8
i

H
&

get son.pel is however, measut d on the basis of intangible standards, judgement, intui-
tion, observation and even hunches. \

.~ Principles for Establishing Standards

ishing standards are : (i standards should be set for all

employees - set for strategic activities; and (jii) standards should be

adards S

ncares ...'AC
nsidered a 188

be st i indivnidua > 3o <o €%
ployee- In ¢ _every manages

ponsibiiit)' centre,

wel

R
ephances the. effectiveness of control staidards. It cnables the manager concerned 25
his superior to Jocate the rcsponsibili\y for deviations friom standards Tt also helps in localn,
the causes of deviations, and taking corrective action. E
However, in determining perform ance ,standards for individual executives, care should R E
-taken to identify and separate controllable and non-éontrollablc factors: For jnstance, {h
entire respons'\bi\ity for inventory costs cannot be placed on the materials manager because i
is affected internally by purchase rate, preduction and sales, and externally by the conditioy
of avaiiability and price fluctuations. Similarly, ,production’ ‘costs are 2 ected by productiog
techniques determined by engineering tather than by production executive. ‘The separation g
such nos—comrollab\e from controllable factors is essential for the e__stablishmcnt of effec

control standards.

STANDARDS SHOULD BE SET FOR STRATEGIC ACT IVITIES
1t is neither possible 1ot necessary 1o set standards for cach of the B
formed in an organization. The executive should, therefore, identify the sirategic ac S
set stall dards only for such activities rather than for all of them. The -objective in select
ic activities fo purposes of contro. 10 keep the control system a8 simple as possible £
and yet control enough to ensure that deviai:ons which affect the expected results are adequateli
and promptly checked. 2 -
Many 2 times controls operate after the decisions have been implememed and activities hai
been completed. These controls on results of operalions are no doubt useful for future plaw

ning, rewardi'g.g, discip\ining and training, but they are essentially in the nature of post-morter
and do not help“in%aking pr_eventwe fnéasures. Therefore, 10 addition 10 control on rgsu\ts. i
is essential to select control points on operations when they arc¢ progressing- Tor instancely

quality control may be exercised at each of the seiuentinl stages of production before the find
product comes out of the production Jine. These tontrols are pr‘edict‘we in nature, and serve u§
i ion rather than measuring performance. hE

warping signs- They are g\mcd at directing attent
many companies, the chief executive exercises stch controls through dail
sales volume, product‘xon data, back orders and inventory of major items. Such st
are aimed at anticipating results so that corrective actions are taken before it is too late.

Controls on methods of operations areé often instituted for predicting the impendi

tions. These controls aré pamcularly useful when the outcome 1s SO important th :
contro! standards shoutd be established for methods. Precision control _mstrumcms, diamont

cutting, manufacture of computers and pharmaceutica\ products are exampl

controls areé used to ensure that the final product will meet quality speciﬁcations. i
are also useful for activities whose fina! outcome cannot be measured. such . as industridi
relations, research and development, and so forth. The most importanﬁ'thing in i
strategic control standards is t0 establish coatrols OB activities which are crucial for

jations.

-performance, and locate control points which serve as W arnings of likely dev

STANDARD SHOULD BE RELATED TO RESPONSIBILITY CENTRES

Standards for coatrol should be related to the nature of responsibility centres in the organig

zation. Respons‘xbility centres are the units or segments of organization which are responsitl

for the performance of distinctive functions. production, - finance procurement,
orojects, programmes are examples of major responsibility centres. There: can
- rammes L. centres. FoT example, marketing :--re,sponsibil'\ty centre can ¥

S. I'OT CAGHE "7 shility eentres. This process of creatio
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CEESeWNNS OF WAGE Anp SALARY POLICIES

A sound ang adequate wage and salary policy should aim at achieving the following objectives :
() it sho_uld_enablhe the management to keep labour and admjnistrati‘ve cost of Operating the

effect on the employees. As observed by the Nationa] War Labour Board, though possibly
with some €Xaggeration, “There i no single factor jp the whole field of labour relations that
does more to break down morale, create individual d,issatisfactjon, €ncourage absenteeism,
increase labour turnover, and hamper production than obviously unjust inequalities in the
different individuals in the same labour group within the same plant;? (i)

ge rates should compare favourably with those jn other companies jn the same industry

i ographical area. If the wage rates in a.company .are below the
not only be compensate by other factors as opportunities for
fringe benefits, etc., but the management should also be able

ctivity; (vi) they should enable the company to project ip the public an
; (vii) they should Serve as a sound basis for collective bar-
d enable the Mmaintenance of satisfactory union-mauagcment and em.
ations; (vizi) Wage and salary ratec should aJso conform to the minimum

lanagement rel

[ o

,chg mext sée, a0, establishin m Z:{:—.:,.,;- is to decide upon the total number
of pomtf to be :a:ué..e‘u to ] OTs put together, ang the distribution of these points
-among various job factors and sub-factors. This distribution iy ‘indjcate. 11, impor

S 46.

tance-of yarious .jgb_fac_;ors a.nd_‘sub_-factors_ 1 the point System . adoptad Y a cor

some c_oxpgany,—_lu;le._r¢quns_xbgh;y1_slrgq';lirpd to be assimed by production ;em”plo :

are,r«:qu_xrc@ 10 work under -h’zizarc@ous1co'nditi¢ns‘»gs"in' Mining! compdnies, p ter”
il

ned 50 ‘pel cent weigh age, ICSPOHSlleIt/‘ 20 per cent, Cixolt‘ 15 per. cent and JOb cond ons
: = " 5 o =
1 T ach fi tor g = E ¢
5 Pber cent. E 2¢h job acto IS\HOalnd] ”ded]nto sup f&CfOTS and olnts aHOCath o cach factor

Table 46.1 Job Elements ang Degree Valueg Points Assigned
to Each Factor angd Key to Grades

\\-

)
A

Factors Number of Ist " 2nd 3rd dih Sth
points degree degree degree degree degree
\‘. oo L
Skili 250
- Educatior 70. 14 2 SR . 56 70
i 110 22 44 66 &8 110
70 14 28 42 56 70
75
50 10 20 30 4 <0
25 2y 10 15 20 25
Responsibility 100 = = -
6. Equipment or process 25 5 10 15 2 2%
7 25 5 10 5 - =

: ; 30 40
11 25 5 10 15 2
\‘\\,
i tors in view of their relative importance.in job performance. For

istributed among sub-factors in view ance : ) ]

le, the factor skill has been assigned 250 points. Out of this, its sub-fagtors, education,
lence, initiative and ingenuity have each been assigned 70, 110 and 70 points respectively,
After the value of each sub-factor has ‘been determined, the evaluators have to construct
urement scales for it. These measurement scales are composed of points and deﬁnmons_ of
es of the particular factor. In the NEMA-NMTA plan, 70 points 9Hocatefi to education
¢ been spread over five degrees of education in an arithmetic progression of 14 points,

Scale of Value for t‘.he Education Factor in NEMA-NMTA Job Evaluation System
5 Points

Read, write, add, Eguivalent . Equivalent Equivalent  Equivalent
and subtract’ 2 years high Y dyears high. 4 years high 4 vearcs

school IR it g T

s

bbb aniag
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To establish a sound wage and salary system by determining the woith of each job
factory in relation to various factors like skill required, effort and responsibility inv
To eliminate the wage inequalities. :

To establish a general wage level for a given factory.

To clearly define the line of authority and responsibility.

To formulate an appropriate and uniform wage structure.

To provide a sound base for recruitment, selection, promotion and transfer of emplc
To identify the training needs of the employees so as to prepare them for future pos
A sound base for individual performance measurement.

To promote a good employee-employer relations.
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Concept of Recruitment and Selection

Recruitment and selection, though differ in terms of process and orientation, are often
used together and, sometimes, interchangeably, Therefore, in order to understand difference
between the two, let us see what activities are involved in these processes.

ecruitment

“Recruitment is the process of finding and attracting‘capable applicants for employment.
The process begins when new recruits are sought and ends when their applications are
submitted. The result is a pool of applicants from which new employees are selected."
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Thus, recruitme\rlt_gggess is concerned with the identification of possible sources of
human resource supply and tapping those sources. In the total process of acquiring and
placing human resources in the organisation, recruitment falls in between different

subprocesses as shown in Figure 19.1.

Manpower planning

m
Job analysis

FIGURE 19.1: Linkage of recruitment to human resource acquisition

&Selection - b

Selection can be conceptualised in terms of either choosing the fit candidates, or rejecting
the unfit candidates, or a combination of both. Selection involves both because it picks up
the fits and rejects the unfits. In fact, in Indian context, there are more candidates who are

Recruitment
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_Yoder has viewed
.~ Candidates are sc the application of these gauges. Qualified applicants go on to
the ne nqualified are eliminated.” 2 more formal definition of sel

has he

Selection process assumes and rightly so, that there are more number of candidates
available than the number of candidates actually selected. ’Ihe%f_:_t_:gntj_idate\s\ are made

=vailzble through recruitment process.

Difference between Recruitment ang Selection ;
At this stage, it is worthwhile to understand difference between recruitment and selection
as both these term

S are often used together or sometimes interchangeably. For example,
when we talk about recruitment policy of a company, sometimes, it includes selection too,
Though in practice, such usage may not affect the human resource acquisition process,
such a distinction should be made in order to have better focus on these two processes,

applicants for a Jjob. Selection, on the other hand, tends to be negative because it rejects

Recruitment and selection differ in terms of objective, process, technique, and outcome,
which are as follows:

3. There is difference between recruitment and selection so far as techniques involved
are concerned. Recruitment techniques are mot Very intensive, requiringll_ig}x skills.
As against this, in selection process, highly specialiseq techiques are required.
Therefore, in the selection process, only personnel with specific skills like expertise
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Today: training prégrammes offer something for everyone—from pre-employment preparation
for the first job to pre-retirement courses for those who are due to retire soori. The range of
training methods is such that they can provide opportunity to the unskilled become skilled;
people. for promotion at various levels of the organisation. Training methods are means of
attaining the desire. ctives in a learning situation. These methods can be grouped i'n
some categories on vari. ases. For example, training methods can be grouped on the basis
of level of personnel in an organisation bacausg three categoreis of pgople—gpe‘rative,
supervisor, and management—have different training needs and, therefore, different training
methods may be suitable for them. Training methods can also be grouped on the basis of the‘
e . R . o e w”’f””\“
emphasi ; which they put on the training process. Thus, training methods may be on-the-
Jjob-orier zed like experience while working on a particular job, job rotation, guidance and
counsell:ag, vestibule school, apprenticeship, ete.; simulation—role playing, case method,
Mmanager.ient game, in-basket exercise; knowledge-based—lectures, seminars, workshops,
Programaed instructions, etc., experiential methods—sensitivity training and transactional
analysis. Various training methods have different orientation and, therefore, are suitable
for differcnt groups of personnel as shown in Table 20.2.

TABLE 20.2: Training methods, orientation, and target trainees

Train‘ng method Orientation Target trainees
Speci‘ic job experience doing the job better all personnel
Job rutation understanding job linkage. managerial personne]
and multiskills
Projec t/task force multiskills ~ managerial personiiel
Apprenticeship ‘technical skills operatives
Vestil ule training technical skills operatives
Lectu es, programmed knowledgé all personnel
instructions
Confe-ences /workshops knowledge supervisory, managerial
Brain storming problem solving supervisory, managerial
Role playing multiskills ; supervisory, managerial
Case method -problem solving supervisory, managerial
Management game problem solving managerial
In-backet exercise problem solving managerial
Sensitivity training human relations ) supervisory, managerial
Transzction analysis interpersonal relations Supervisory, managerial

_—©On-the-j-5 Training

On-the-jcb training (OJT) is the most common form of training for any person in the
Organisation. The basic theme of OJT is ‘to learn by doing itself. The trainee learns while
he is act: ally engaged in doing a job. This engagement may be on a specific job or there
may be job rotation, that is, changing the jobs over the period of time. For operatives who
are engaged in routine and repetitive job, OJT is the most important tool. Initially, an
operative requires the help of a trainer to learn how he should proceed in the job performance.
Gradually, he learns the methods involved and gets perfection over these. Basad on the
experience, the operative may weed out the unnecessary movements in the Jjob performance
and becorme more effieient. However, when there is any change in the methods of operations,
he has to learn again through the same process which was adopted at the initial stage.

-Demonstration

Operatives can be trained through demonstration by trainer. In demonstration method of
training, the trainer describes and displays something when he trains the operatives. The

/Jh Rotation v :
Job rotation, or channel method of development, involves movement of a manager from one
- job to another job, from one plan to another plan on a planned basis. Such movement may

job or department. In this case, the movement is not meant for transfer but is meant for
learning the interdependence of various Jjobs so that the trainee can look at his job in
der perspective. Job rotation may be restricted to different jobs falling within a broad

rea like sales to marketing research. or to sales promotion: or may extend
cCona] — nt 1 marketi rodu or vice-versa.
obs or functions.
t development offers certain positive
he intricacies involved in different jobs
Y St cies. This way, they can develop more
C tions in the organisation. Further, managers may
develop broader horizon and perspective of a generalist rather than the more narrow horizon
of a specialist. It may be mentioned that a generalist uses system frame of reference in
arriving at a decision as compared to elemental frame of reference used by a functional
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on his job may restrict him to know about his job only, committees may widen his knowledgs
and he can learn how his job is related with others; in what way it affects others and-is
affected by others. Such type of learning enables him to take an integrated view of solving

various problems faced by him.

_Lectures and Conferences

Lectures and conferences are knowledge-based management development methods. Inthese
methods, an effort is made to expose participants to concepts and theories, basic principles,
and pure and applied knowledge in any particular area. Basically, these aim at transimission
of knowledge pertaining to the relevant area. While lecture method emphasises one-way
communication, conference method provides opportunity for two-way communication. Many
organisations have adopted guided discussion type of conferences for meaningful interaction
among participants. In this method, the resource personnel present their ideas and invite
discussion on those ideas with a view to assimilate these and to provide way as to how

these ideas can be translated into action.

Syndicate
Syndicate method of development has been introduced by Administrative Staff College at
Henley-on-Thames. As & method of management development, syndicate refers to a group
of trainees and involves the analysis of & problem by different groups with each group
sting of 8-10 members. Each group works on the problems on the basis of briefs and
round papers provided by the resource person. After the preliminary exercise, a group
-<<ues involved along with other groups. After the presentation of
r group members with the help of the resource person and
v have lacked. Such exercises are repeated
ye problems in right perspectives. The syndic
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1. In simulation, essential characterisics of a real-life sit
abstracted form as whole characteristics are difficult to be simul ated.

9. A simulation often involyes a telescopic, or compressing, of time events; a single
session may be equated with a month or many months of real-time situations.
Further, the events and situations may be presented in brief, leaving out many
details. '

3. Participants in the training programme are required to do according to the situation
prescribed and to see the problem from the perspectives of various roles given in
the situations. -

4. The role of instructor is quite restricted to allow the trainees to participate fully.

5. After the exercise is OVer, the instructor provides the feedback to the participants to
evaluate themselves and to strengthen themselves by overcoming their weak points.

s

" Coaching/Understudy

Coaching is a learning through on-the-job experience. A manager can learn when he is put
on a specific job. He can develop skills for doing the job in a better way over the period of
time. However, he can learn better if he is given some guidance either in the form of coaching
_or understudy. Coaching involves direct personal instructions and guidance usually wit;
demonstration and continuous critical evaluation and correction. In understudy method
the trainee works normally as assistant under the direction and supervision ofa person‘
Normally, this method is applied by industrialists to develop their family members 01;
sponsored candidates to develop them for occup_ﬂ'ng'ke}' positions in the organisation

concerned.



_Job Instruction Training 5

Job instruction training (JIT), also known as ‘training through step-by-step’, involves listing
of all necessary steps involved in the job performance with a sequential arrangement of all -
steps. These steps show what is to be done, how to be done and why to be done. JIT involves
the following steps:
1. Providing job information to the trainees by emphasising its importance, general
description of the job.and duties and responsibilities involved;
-92. Positioning the trainees at workplace and explaining them the various steps involved
in job performance and the reasons for these steps;
3. Allowing the trainees to try out work performance on the basis of the steps involved
and correcting the errors committed by them; "
4. Encouraging the trainees to ask questions about the job performance and satisfying
them with further explanation.
- Many companies adopt programmed instruction method of JIT in which the learning
materials are compiled in the booklet form which the trainees have to read and work
accordingly. Sometimes, these instructions are computerised and the method is known as
computer-assisted instruction (CAI). These methods are useful for educated operatives.

' Vestibule Training

The concept of vestibule is related to a cavity serving as entrance to another, specially a
part of railway carriage connecting and giving access to the next. In the context of training,
it is known as training-centre training. The concept of vestibule school/training centre is
that people will learn and develop skills while working in the situations similar to what
they will face after they are put on the actual job. Many organisations establish training
centres to train people for skilled work particularly in production department. Vestibule
training consists of two parts. First, there is lecture method which is conducted in class
rooms meant for this purpose. The lecture method focuses on theoretical framework and
principles involved in the job performance. Second, there is practical exercise based on the
theoretical aspects in a workshop which is similar to the shopfloor in production department.
Vestibule training offers various advantages:

1. As the training is provided in a different place, there is lesser distraction of trainees’

attention.

9. Trainees feel more freedom for experimentation as they are away from the actual
workplace. They do not have the psychological fear of being criticised from supervisors -
and co-workers. ;
Since the training is away from the actual production process, it is not affected by
the training process. -

However, this method of training can be adopted only when there are large number of
trainees because it requires additional investment for creating training facilities. This method
ovees who are required certain specific technical skills before
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crafts, trades, and technical areas is one of the

y . d specially when proficiency in a job is the result
of a relatively long period of training. The areas in which apprenticeship training is offered
are numerous ranging from the job of a draughtsman, machinist, printer, tool-maker,
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