
CHAPTER   2

CONCEPT OF MANAGEMENT



Concept of Management
To understand the basic nature of management, it must be analyzed 
in terms of art and science, and also as a profession. 

1. Management as a Science 

Science means a systematic body of

knowledge pertaining to a specific 

field of study. It contains general 

principles and facts which explains general truths. 



features of management as science
(i) Systematic Body of knowledge

Management has a systematic 

body of knowledge. It has its own 

theory and principles which serve as 

guidelines for managers in different types of organizations. 

(ii) Universal applicability 

Scientific principles represent 

basic facts developed through 

experiments and observations. 

These principles may be applied in all situations and at all times. 

Similarly management also contains sound fundamental

principles which can be universally applied. 



(iii) Scientific enquiry & experiments 

Scientific principles are derived through 

scientific investigation and reasoning and

do not reflect the opinion of an individual.

Similarly management principles are also

based on scientific enquiry and investigation. These have been 

developed through experiments and practical experience of a 

large number of managers. 



(iv) Cause and effect relationship 

Principles of science lay down a cause 

and effect relationship between related 

factors. 

Similarly, the principles of management 

establish cause and effect relationship 

between different variables. For instance 

lack of balance between authority and responsibility will cause 
management to become ineffective. 



(v) Validity & predictability 

Validity of scientific principles can be

tested at any time and any number of 

times. Every time the test will give the 

same result. Moreover, the future events

can be predicted with reasonable accuracy 

by using scientific principles. Similarly Principles 

of management can also be tested for their validity. 



True or False
1. Management is an exact science.

2. The effect of management can be accurately predicted.

3. The principles of management are derived from experiments 
and observations.

4. The theory of management has been drawn from other 
disciplines also such as psychology , sociology etc.

5. Management theory has no universal applicability.



MANAGEMENT AS AN ART

Art implies the application of knowledge and skills to bring about 
the desired results. It requires creativity, skill and innovation.



Features of management as an art
Let us judge how far management fulfils these requirements :—

(i) Theoretical knowledge – Every art has 

its own theoretical  knowledge. 

Similarly , there are various theories of

management given by many management 

thinkers. A manager applies this body of

knowledge to a given situation in order to 

achieve the objectives of the organisation.



(ii) Personalised application – Art, is a very 

personalized concept. Every artist has his 

own style and approach to his talent. 

Similarly , every manager has his individual 

approach and style in solving managerial problems. 

The success of a manager depends on his personal

skill in addition to his technical knowledge. 



(iii) Creativity –Art requires imagination

and creativity.  Like any other art,

management also requires creativity.

A manager effectively combines the 

factors of production, molds the 

behavior of people at work, for achieving

the desired goals is an art which requires creativity.



(iv) Based on practice – Practice makes one perfect. 

Every artist becomes more and more

efficient through constant practice. 

Similarly, a manager gains experience 

through regular practice and becomes 

more effective. 



Thus, “management is both a science as well as an art”. 

It is a science because it has an organized body of knowledge 
consisting of certain universal facts. But management cannot be 
exact science like Physics, Chemistry etc. ,it is considered as soft 
science or inexact science. 

It is known as an art because it involves personalized application 
of knowledge and skills. 



NATURE OF MANAGEMENT



True or False

Both art and management requires 
creativity.



True or False

Management is both science as well 
as an art.



True or False

In art , the result of application of the knowledge 
by different people will be the same.



Management as a Profession

A profession may be defined as an occupation backed 
by specialized knowledge & training and to which 
entry is regulated by a representative body.

PROFESSION



Features of management as a Profession
(i) Specialized body of knowledge –

Every profession has a well defined body 

of knowledge relevant to the area of 

specialization. In order to practice a 

profession, a person requires specialized

knowledge. 

Today, management is a separate discipline having a specialized 

body of knowledge acquired at different colleges and

professional institutes. 



(ii) Restricted Entry –No one can enter a

profession without going through the 

prescribed course of learning. 

Similarly formal education and training has

become very helpful in getting jobs as

managers. But no minimum qualification

or course of study has been prescribed for managers by law. 



(iii) Service motive – A profession is a 

source of livelihood but professionals 

are primarily motivated by the desire 

to serve the community.

Similarly, a manager of a factory is 

responsible not only to its owners, 

but he is also expected to produce 

quality goods at a reasonable cost 

and to contribute to the well-being

of the community. 

March 27   , 2020
45 doctors with coronavirus are dead in Italy
From CNN’s Sharon Braithwaite
Forty five doctors who tested positive for 

coronavirus have died in Italy, the Italian 

Association of Doctors said Friday.



(iv) Representative association –

In every profession there is a statutory 

association which regulates

that profession. 

In management also associations have been established 

both in India and abroad. In India, there is the All India 

Management Association. However, this association does 

not have the statutory power to regulate the activities of managers. 



Doctors

Chartered Accountants

Lawyers



(v) Code of conduct – Members of one

profession have to abide by the code of 

conduct. Any member violating the code

can be punished and his membership can

be cancelled. 

The All India Management Association has 

framed code of conduct for managers to regulate 

their activities. But this code does not have legal sanctions. 



Organisation of Petroleum Exporting Countries

Federation of Indian Chamber of commerce & industry (FICCI)



Thus, management is, not strictly speaking, a full-fledged 

profession like medicine, law or chartered accountancy. 

Hence it is clear that management cannot be categorized into 

science, art or profession. It’s a combination of all the three. 



CONCEPT AND THOUGHTS  OF 
MANAGEMENT



Science                Art                   Profession
Systematised body of          Theoretical knowledge      Body of knowledge

knowledge.

Universal applicability         Personalised application    Restricted entry

Scientific experiments         Creativity                              Service motive

Cause and effect relation     Practice                               Representative association

Validity and Predictability                                                  Code of conduct



Concept and thoughts of Management
Large scale productions emphasized the need of more 
manpower to manage the big industrial units. Modern 
management has been developed through several stages or 
approaches. Many school of thoughts emerged with these 
developments. The management thinkers laid down 
principles and worked on various management techniques. 



The approaches to the study of 
management may be classified as

1) Classical Approach 

2) Neo Classical or Behavioural Approach 

3) Contemporary Approach 



Classical Approach

It emerged as the first study of management which 
made the organization & workers as efficient as 
possible. This approach offers a convenient framework 
for the education & training of managers. This theory 
prescribes that, for maximum efficiency the work 
must be logically divided into simple routine & 
repetitive task. The main emphasis is on activities to 
attain the objectives. It laid stress on discipline and 
Control. 



Classical Approach

Bureaucracy

(Max Weber)

Scientific Management

(F.W Taylor)                      Administrative Theory

(Henry Fayol)



This approach consists of 3 main categories 

(i) Bureaucracy 
by Max Weber, a German Sociologist. 

It emphasized on rules, regulations, 

policies, procedures for the 

organization.

He gave importance to efficiency and discipline. 

This model or approach was criticized due to its 

inflexibility & rigidity. 



Bureaucratic approach



SCIENTIFIC MANAGEMENT



(ii) Scientific Management 

by Fredrick Winslow Taylor 

“Father of Scientific Management”. 

He felt that there is a scientific basis

for performing any job and developed 

various scientific principles & techniques 

to determine the best possible way of doing a job. 



Scientific Management 

Frederick Winslow Taylor (1856-1915) 

He worked at Midvale  Steel Works, Simonds Rolling Mills, 
Bethleham Steel Co. in the USA for several years. 

He was perturbed to see the wasteful & unsystematic ways of 

doing job in these organizations. He was convinced that there was a

science of doing things at the shop floor. 

Taylor conducted series of experiments and did a scientific study of

each job to determine the best way of doing it. 



Principles of Scientific Management 
To achieve efficiency & reduce cost, it was important to follow a 
scientific approach which would provide alternative & expected 
result. 

According to Taylor “Scientific Management means knowing 
exactly what you want men to do & seeing that they do it in the 
best & the cheapest way”. 



Following are the Scientific Principles of Taylor :-

(1) Science, not rule of Thumb 

Taylor believed that there was only 

one best way to maximize efficiency.  

This  method can be developed through 

scientific study and analysis and this method

should substitute ‘ Rule of Thumb’ . It will 

not only save time but also reduce wastage. 



(2) Harmony, Not Discord 

Taylor believed that the interest 

of employer & employees should 

be fully harmonized so as to secure 

mutual understanding between them.

There should be no conflicts between 

both. It is the combined efforts of 

management & its employees that helps a 

company to achieve its goals effectively & efficiently. 



(3) Maximum output not restricted output 

Maximum output & optimum utilization of

resources will bring higher profits for the 

employer and better wages as for the worker.

Hence, Taylor believed that management & 

worker should have common interest in 

increasing productivity. 



(4) Development of each and every person

to his greatest efficiency 

Efficiency of any organization depends on the 

skills & capabilities of its employees. For this 

purpose proper selection  and training of

employees should be done. The work assigned 

to each employee should suit his physical 

and mental capabilities. This ultimately helps to 

attain efficiency & prosperity for both organization & the employees. 

WE ARE HAPPY



(5) Cooperation, Not Individualism 

This Principle is an extension of ‘Harmony, 

not discord’. It lays stress on mutual 

cooperation between workers and 

management. The intention is to replace 

internal competition with cooperation. Management should always 

welcome the suggestions of the workers at the same time workers

should also not make unnecessary demands from the management. 



CONCEPT OF MENTAL REVOLUTION 
The essence of Scientific Management according to

Taylor is mental revolution. He advocated complete

change in the outlook of workers and owners.

Harmony, not discord and cooperation, not

individualism are outset of Mental Revolution .

Management should create congenial atmosphere 

for optimum efficiency of workers and on other hand 

worker should also not go on strikes and waste the resources. 

This mental revolution has 3 aspects –

i) Increasing the production

ii) Creation of mutual trust and confidence 

iii) Developing a scientific attitude towards problems. 



(iii) Administrative Theory 
Henri Fayol, a French industrialist.
“ Father of modern management”  also
as “ Father of functional management”.

He developed an administrative theory,
which explained the process of managing an organization 

from top managerial perspective. 
He propounded the Principles of Management which can 
be applied in all types & levels of the organisation.



Techniques of Science Management
1. Time Study 

Time study determines the standard 

time required to carry out a job under 

specific conditions. The time of each 

task is measured using devices like 

stopwatch. 

Taylor suggested the use of time study 

to lay down a fair day’s work, determine

number of workers required to 

perform a particular task.



2. Motion Study 

Motion study refers to the study of

movement of an operator on machine

involved in a particular task. 

The purpose is to eliminate useless motions 

& determine the best way of doing the job. 

Taylor used stopwatches, symbols & 

colours to identify different motions & 

designed an efficient way of performing 

the work with productive motion.



3. Method Study 

Method study aims at achieving

the best way to perform the 

required task. It contributes to increased 

efficiency by improving the current 

processes and procedures.

It involves systematic recording and 

inspection of existing and proposed

ways of doing work.



4. Fatigue Study 

Fatigue is generally caused by long working hours , over burden, 
bad working conditions or lack of cooperation among workers. 
This study aims at providing proper rest intervals or breaks to 
workers to increase the effectiveness of the work.



5. Standardization & Simplification of work 

Under scientific management, predetermined

standards are laid down regarding the task, 

materials, methods , time, quality, cost & 

working conditions are determined. 

Standardization helps to simplify work , uniformity of 

operations, optimum utilization of resources, increased 

production and low costs. 



Match the following

1. Time study                    a) To determine the rest interval

2. Method study               b) To determine a fair day’s work

3. Motion study                c) Leads to simplification of work

4. Fatigue study                d) To determine one best way 

5. Standardisation e) To determine productive and          
.                                                  unproductive movements



6. Functional Foremanship 

Taylor concentrated on improving performance at lower level 
of management. All the qualities required in a supervisor 
cannot be found in one individual. 

So he suggested the system of functional foremanship in 
which four supervisors will be concerned with planning and 
four supervisors for execution of work. According to him each 
worker will be instructed by 8 bosses. 





The planning work would be carried on by the following 
foremen –

a) Route clerk 

To lay down the sequence of operation 

and decide the route through which 

each piece of work should travel. 



2.Instruction Card Clerk 
To draft the instructions to be 

followed by workers in handling

the jobs given to them.

INSTRUCTION CARD CLERK



3. Time & Cost Clerk 

To frame time table for doing 

various jobs and maintain cost sheet. 



4. Disciplinarian 

To maintain discipline in the 

factory and deal with absence 

from duty, violation of rules etc.  



The execution or production work would be carried on by 
the following foremen –

a) Gang Boss 

To keep the machines & tools 

ready for operations. 



2. Speed Boss 

To see that the job is completed in time.



3. Repair Boss 
To keep the machine & tools in 

proper working conditions. 



4. Inspector 

To check and maintain quality of work. 



Match the following

1. Repair boss                            a. Quality of work

2. Inspector                                b. Completion of work on time

3. Speed boss                             c. Good working condition of machines

4. Gang boss                              d. Keep machines and tools ready



7. Differential Piece Wage System 

Taylor advocated differential piece rate system based on actual 
performance of the worker. He emphasized that to achieve 
maximum productivity of workers, it is important to differentiate 
between efficient and inefficient workers. 

Taylor introduced 2 piece rates. 

1. Low rate for those who fail to achieve the standard output 

2. Higher rate for those who perform above the standard 
output. 



For example 
A company has fixed the standard output as 10 units per 
day . If the worker produces less than the standard he will 
be paid ` 40 per unit and if the worker produces more than 
the standard then he will be paid ` 60 per unit. 
The daily wages of 2 workers :
A produce 8 units :
B produce 12 units
A’s wages – 8 units x ` 40  = ` 320 
B’s wages - 12 units x `60 = ` 720 



Due to significant difference in wages, worker A and 
other inefficient workers will be under pressure to reach 
the standard output & worker B will be encouraged to 
keep their output above standard. 



Meaning of Principles of Management

The principles are guidelines to decision making 
and action. Management principles are not as 
rigid as principles of science as they are related to 
human. Therefore , principles should be applied as 
per the situations.



(iii) Administrative Theory 
Henri Fayol, a French industrialist.
“ Father of modern management”  also
as “ Father of functional management”.
He developed an administrative theory,
which explained the process of managing 
an organization from top managerial perspective. 
He propounded the Principles of Management which can 
be applied in all types & levels of the organisation.
He was the first to identify the major functions of management



Fayol’s Principles of Management 
These principles were published in 1917 in French ,which 
was reprinted in English in 1949 as ‘General & Industrial 
Management’. 

Fayol was a mining engineer and he joined French Coal &

Iron company in 1860 as junior executive & retired as 

director of the company in 1918. He took over the 

company, when it became bankrupt in 1888 and 

transformed it into financially strong organization. 



F.W Taylor Henry Fayol

Operating / Shop floor level Top management

Based on scientific 
observations & experiments

Based on personal 
experiences

Increasing the efficiency of 
workers

Improves management 
efficiency

Supported functional 
foremanship

Supported Unity of 
command



14 Principles of Management

1. Division of work 
According to Fayol , the work should 

be divided into small tasks which should 

be performed by trained specialist. 

This division of work will lead to specialization.

For Example – every company has separate departments 

for production, human resource, marketing, finance etc. 

which is managed by specialized persons in that field.  



2. Authority and Responsibility 

Authority is the right to give orders or take 

decisions on the task assigned to him.

Responsibility is the obligation of an individual

to complete the task and to give an account of 

the target achieved. 

A parity must be maintained between authority 

and responsibility. An individual to whom authority is 

given to exercise power, must also be given the responsibility 

to perform the work.



3. Discipline 

Discipline is the obedience to organizational 

rules and regulations which are necessary 

for the working of an organisation. According

to Fayol, discipline requires good superiors, a 

clear understanding between management 

and workers regarding the organizations rules

and the judicious use of penalties for violation of the rules.



4. Unity of command 

According to Fayol, there should be

one and only one boss for every 

individual employee. He says that, each

employee should receive orders from 

and be responsible to only one superior . 

It is necessary to avoid dual subordination as it can 

confuse the employees regarding the tasks to be done.



5. Unity of Direction 

According to Fayol , there should be 

one head and one plan for a group. This 

ensures unity of action and 

facilitates coordination which prevents 

overlapping of activities. 

Each department of the organization must have their

own plans and these plans should be directed towards

achievement of organizational goals. 
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6. Subordination of individual interest to general interest 

According to Fayol in any organization the 

interests of employees should not take 

priority over the interest of the organization 

as a whole. Efforts should be made to reconcile

individual interest with common interests. 

This can be achieved when managers set an 

example through their good conduct, honesty,

fair dealings with internal groups. 



7. Remuneration of Employees 

Fayol suggested that all the employees of 

the organization should be paid fair amount 

of compensation in the form of wages or 

salaries. 

It should provide satisfaction to both employer 

& employee. This way the organization will 

have a satisfied & motivated staff which will

increase the efficiency of the workers.



8. Centralization and Decentralization 
The concentration of decision making 

authority with superior level in the organization 

is called Centralization. 

Decentralization means dispersal of authority 

to the lower levels of the organization.

According to Fayol there should be a proper

balance between the dispersal and retention

of authority. Everything that increases the importance of 

subordinate’s role is decentralization and  which reduces it is centralization.  

The degree of decentralization varies according to the scale of operations. 



9. Scalar chain 
According to Fayol ‘the Scalar chain is the

chain of superiors ranging from highest to 

lowest ranks. 

Scalar chain serves two important purposes

i.e. as a chain of command where orders 

and instructions flow from top to bottom 

and as a chain of communication which

passes through the chain in a systematic manner. 

He says that this chain should not be violated in the 

normal course of communication. 



But in emergency situation the 

chain of authority could be avoided for 

quick decisions. So he gave the concept 

of Gang Plank. According to this concept 

the employees can take a shorter route and

communicate with each other, after 

informing their respective superiors. 



10. Order 

This principle states that there should 

be a place for everything and everyone. 

It means that there should be fixed 

place for all the human resources & 

physical resources. Fayol believed that

material order and social order increases 

efficiency and productivity. 

This principle emphasizes orderliness. 



11. Equity
Equity implies that employees should 

be treated with justice and kindness. 

Managers should adopt sympathetic 

and unbiased attitude towards workers 

so that they work honestly and efficiently.

Equity helps to create cordial relations between 

management and workers which is essential for smooth 

functioning of the enterprise. 

There should be no discrimination on account of gender, 

religion, caste etc. 



12. Stability of Tenure 

Management must implement practices 

which encourage long term commitment 

of employees. Once selected employee

should be kept at their post  at least for 

a minimum period.

Instability of tenure can affect the 

organizations growth.

Fayol believed that the employee turnover should be 

minimized for maximum development of the organization. 



16 April 2020

Capgemini, French IT company has announced a salary hike to 70 
per cent of its employees in India besides providing an allowance 
to them amid the coronavirus crisis, effective April 1, 
2020. Further, the tech firm has decided not to cut down any jobs 
and to pay the salaries of its staff without any hiccup, the report 
added.

"All employees at A and B grades (84,000 employees) have got 
their hikes and others will get increment in line with our plan," 
CEO Ashwin Yardi was quoted in the report.

Capgemini's salary hike decision for its employees has been 
praised widely as several companies have cut the salaries of their 
employees or sacked their staff to deal with the COVID-19 crisis.



13. Initiative 

Fayol wanted that the subordinates 

and employees should be given an 

opportunity to take some initiative

in thinking and executing the plans. 

It develops interest of employees in 

their jobs and provides job satisfaction. 



Google's Secrets Of Innovation: Empowering Its Employees

The company's success stems from its 

continuous innovation and it extraordinary

management practices.

Google has been keeping the pipeline of innovation going by 
tapping its employees and letting ideas percolate up.

It is critical to note that several of Google’s products such as 
Gmail, Google news , Orkut were all originated this way.



14. Espirit De Corps
The principle states that ‘Unity is Strength’. 

According to Fayol ,even small factors could 

help in promoting team spirit. 

Unity among the personnel can be 

accomplished through proper 

communication and coordination.

Manager should continuously make efforts to develop team spirit

among the subordinates. He should use the word ‘We’ instead of

‘I’ during conversation with subordinates. 


