
Chapter 1: MANAGERS AND MANAGEMENT
a) Manager

A manager is an individual who achieves goals through other people. They are responsible
for overseeing the work of others, ensuring that organizational objectives are met efficiently
and effectively. This responsibility involves coordinating and integrating the work activities
of people so that they are completed efficiently and effectively. Efficiency refers to getting
the most output from the least amount of input (doing things right), while effectiveness refers
to completing activities so that organizational goals are attained (doing the right things).
Managers operate at all levels of an organization, from first-line supervisors who manage
non-managerial employees, to top managers who make organization-wide decisions and
establish goals and plans.

b) Roles of Management

Management roles are specific categories of managerial behavior that are derived from Henry
Mintzberg’s study of actual managers. Mintzberg identified ten roles that fall into three
primary groupings: interpersonal, informational, and decisional.

1. Interpersonal Roles: These roles involve people and duties that are ceremonial and
symbolic in nature.

o Figurehead: Performing routine duties of a legal or social nature, such as
greeting visitors or signing legal documents.

o Leader:Motivating, directing, training, and encouraging employees to
achieve organizational goals.

o Liaison:Maintaining a network of contacts outside the vertical chain of
command to gather information.

2. Informational Roles: These roles involve receiving, collecting, and disseminating
information.

o Monitor: Seeking and receiving a wide variety of internal and external
information to develop a thorough understanding of the organization and
environment.

o Disseminator: Transmitting information received from outsiders or from
other employees to members of the organization.

o Spokesperson: Transmitting information about the organization’s plans,
policies, actions, and results to outsiders.

3. Decisional Roles: These roles involve making choices and taking action.
o Entrepreneur: Searching the organization and its environment for
opportunities and initiating projects to bring about change.

o Disturbance Handler: Taking corrective action when the organization faces
unexpected, important disturbances or crises.

o Resource Allocator:Making or approving significant organizational
decisions and allocating human, financial, and physical resources.

o Negotiator: Representing the organization in major negotiations.

c) The Importance of Studying Management



Studying management is crucial for several reasons, regardless of whether one aspires to be a
manager. Firstly, universality of management means that management is needed in all types
and sizes of organizations, at all organizational levels, in all organizational work areas, and in
all organizations, regardless of their geographical location. Understanding management
principles provides insight into how organizations function. Secondly, as employees, students
will either manage or be managed. Knowledge of management provides insights into the
behavior of bosses and peers and helps navigate workplace dynamics. Finally, the skills and
understanding gained from studying management—such as planning, organizing, leading,
and controlling—are highly valuable and transferable to personal life and non-profit
settings.

d) The Systems Approach

The systems approach views an organization as a set of interconnected and interdependent
parts arranged to achieve a unified goal.

This perspective suggests that managers must see the organization as a whole and recognize
the relationship between the various parts. A system is characterized by:

1. Inputs: Resources such as raw materials, human resources, capital, technology, and
information, which the organization takes in from the environment.

2. Transformation Process: The managerial and technological abilities that are applied
to the inputs to change them into outputs.

3. Outputs: Products or services, financial results, information, and human results (e.g.,
employee satisfaction) that are released back into the environment.

4. Feedback: Information about the output results that influences future inputs. This
approach emphasizes that decisions and actions in one organizational area will affect
others.

e) The Contingency Approach

Also known as the situational approach, the contingency approach argues that there is no
single, universally applicable set of management principles. Instead, it states that appropriate
managerial actions and organizational designs depend on the particular situation. Managers
must tailor their approach to the unique characteristics of the situation. This view stresses that
because organizations are diverse, different solutions are required for different problems. Key
contingency variables include organization size, routine or non-routine technology,
environmental uncertainty, and individual differences among employees. The core message
is: "It depends."

f) Foundation of Planning: Defining Planning, Planning in Uncertain
Environments, Types of Plans

Defining Planning: Planning is the primary management function. It involves defining the
organization's goals, establishing an overall strategy for achieving those goals, and
developing a comprehensive set of plans to integrate and coordinate organizational work.
Essentially, planning means deciding what to do, how to do it, when to do it, and who is to do
it.



Planning in Uncertain Environments: In dynamic and uncertain environments, managers
must adopt flexible and general plans. Instead of relying on rigid, long-term plans,
organizations use scenario planning, which involves creating a variety of potential future
conditions and developing plans for each. This allows the organization to be more responsive.
Furthermore, managers should focus on external trends, monitor changes closely, and
decentralize planning authority to lower levels, where employees are closer to the "action"
and can react quickly.

Types of Plans: Plans can be categorized based on their scope and duration.

 Specific Plans (Single-Use Plans): These are clearly defined plans with no room for
misinterpretation. They are designed to meet the needs of a unique situation or
problem and are typically retired once the goal is achieved. Examples include a
program for opening a new facility or a project for a specific product launch.

 Standing Plans: These are ongoing plans that provide guidance for activities
performed repeatedly. They ensure consistency and efficiency in routine situations.
Examples include:

o Policies: Broad guidelines for decision-making. (e.g., "Customer complaints
will be handled immediately.")

o Rules: Explicit statements about what an employee can or cannot do. (e.g.,
"No smoking inside the building.")

o Procedures: Detailed steps for a specific, frequently occurring activity. (e.g.,
the specific steps for processing a sales order).

g) Organizational Strategy

Organizational strategy is a plan that determines how the organization will do what it needs
to do—that is, how it will compete successfully, attract and satisfy its customers, and achieve
its goals. Strategies define the long-term goals and scope of the organization. Common
strategic approaches include:

1. Cost Leadership: The organization aims to be the lowest-cost producer in its
industry.

2. Differentiation: The organization aims to create a product or service that is perceived
as unique and valuable across the industry.

3. Focus: The organization concentrates on a specific market segment (niche) and
pursues either cost leadership or differentiation within that segment.

Effective strategy requires analyzing the organization's internal resources and capabilities
(Strengths and Weaknesses) and examining the external environment (Opportunities and
Threats) to find a competitive advantage.

Chapter 2: PLANNING TOOLS AND TECHNIQUES
a) Assessing the Environment: Forecasting, Benchmarking, Budgets

Forecasting: Forecasting is the technique of predicting future outcomes. It helps managers
anticipate market demand, economic conditions, and resource availability, which is essential
for effective planning.



 Quantitative Forecasting: Uses mathematical models and historical data to predict
future events. Examples include time series analysis and regression models.

 Qualitative Forecasting: Uses the judgment and opinions of knowledgeable
individuals when historical data is scarce or irrelevant. Examples include expert
opinion, surveys of customer intentions, and the Delphi technique.

Benchmarking: Benchmarking is the search for the best practices among competitors or
non-competitors that lead to their superior performance. It involves formally comparing an
organization's products, services, and processes against those of industry leaders to identify
areas for improvement. The goal is not just to imitate, but to understand why certain
companies perform better and adapt their successful practices.

Budgets: A budget is a numerical plan for allocating resources to specific activities. It serves
as a planning tool by defining what resources are needed to achieve goals, and as a control
tool by providing a standard for monitoring and evaluating performance. Budgets typically
cover a fixed time period and can be expressed in financial terms (like cash budgets) or non-
financial terms (like labor-hour or material usage budgets).

b) Tactical Planning Tools: Scheduling, Break-even analysis, Queuing theory

Scheduling: Scheduling is the detailed planning of how goals will be achieved within a
specified time frame. It involves listing necessary activities, deciding the order in which they
must be performed, estimating the time required for each, and allocating personnel and
resources. Tools like Gantt charts and PERT (Program Evaluation and Review Technique)
charts are commonly used to visualize and manage complex project timelines and
dependencies.

Break-even Analysis: Break-even analysis is a planning technique used to determine the
point at which total revenue equals total costs.

The break-even point (BEP) is the level of sales where the organization neither makes a
profit nor incurs a loss. This tool is vital for pricing decisions, cost management, and
evaluating the feasibility of new products or projects. It involves understanding fixed costs
(costs that do not change with production volume, like rent) and variable costs (costs that
vary directly with production volume, like raw materials).

Queuing Theory (Waiting Line Models): Queuing theory is a mathematical approach to
analyzing and optimizing waiting lines (queues). It helps managers balance the cost of
waiting (e.g., customer dissatisfaction) with the cost of providing service (e.g., hiring more
staff). By using formulas, managers can predict waiting times, the number of customers in a
queue, and determine the optimal number of servers or service points needed to achieve a
desired service level. It is widely applied in settings like call centers, retail checkouts, and
manufacturing lines.

c) Foundations of Decision-Making Process: Certainty, Risk, Uncertainty

Decisions are made under three different conditions, reflecting the degree of information
available to the manager:



 Certainty: In a state of certainty, a manager knows the outcome of every possible
alternative. The information is reliable, and the relationship between cause and effect
is known. This is a rare condition in most realistic business decisions.

 Risk: Under risk, the manager is able to estimate the likelihood (probability) of
certain outcomes. The manager has historical data or secondary information from
which to assign probabilities to each alternative. Decision-making under risk often
involves calculating the expected value of each alternative.

 Uncertainty: In a state of uncertainty, the manager has no historical data, prior
experience, or subjective probabilities to rely on. The outcomes of the alternatives are
unknown, and managers must rely on intuition, judgment, and creativity. This is the
most challenging condition for decision-making.

d) Decision Making Styles

Managers exhibit different decision-making styles based on two dimensions: their way of
thinking (rational/logical vs. intuitive/creative) and their tolerance for ambiguity (low vs.
high).

1. Directive Style (Low Tolerance for Ambiguity, Rational Way of Thinking): These
decision-makers are efficient, logical, and practical. They focus on the short-term and
prefer quick, minimal-information decisions. They may struggle with creative or
ambiguous problems.

2. Analytic Style (High Tolerance for Ambiguity, Rational Way of Thinking): These
managers are careful decision-makers who can tolerate ambiguity. They require more
information and consider more alternatives than those with a directive style. They are
characterized by their ability to adapt to new or uncertain situations.

3. Conceptual Style (High Tolerance for Ambiguity, Intuitive Way of Thinking):
These individuals look at the big picture and explore many options. They are creative
and innovative, often considering information from various sources. They can be risk-
takers but can also be indecisive due to the volume of information they process.

4. Behavioral Style (Low Tolerance for Ambiguity, Intuitive Way of Thinking):
These decision-makers work well with others and are concerned about the
achievements of employees. They are receptive to suggestions and rely on meetings
for communication. They often try to avoid conflict and may find it difficult to say no.

e) Making Decisions in Groups: Brainstorming, Electronic Meetings

Brainstorming: Brainstorming is an idea-generating process designed to overcome group
pressure for conformity. It encourages all members to generate as many alternatives as
possible, free of criticism. The four basic rules are: no criticism of ideas, all ideas are
welcome, quantity of ideas is encouraged, and combination and improvement of ideas is
sought. Brainstorming is highly effective for generating a large volume of creative solutions,
although it may be less effective for evaluating and selecting the best one.

Electronic Meetings (Nominal Group Technique): Electronic meetings use networked
computers to allow a large number of people to contribute ideas anonymously. Participants
type their responses to a problem presented, and these comments are displayed on a screen
for all to see. This technique often overcomes issues like individual dominance and
evaluation apprehension found in traditional brainstorming. A related method is the Nominal
Group Technique (NGT), which requires individuals to generate ideas silently and



independently before sharing them in a structured round-robin fashion. Both methods seek to
maximize individual contributions while minimizing interpersonal pressure.

Chapter 3: TECHNOLOGY AND THE DESIGN OF
WORK PROCESS
a) Technology and Productivity

Technology fundamentally affects how work is done, and its successful application directly
influences productivity. Productivity is defined as the measure of efficiency and
effectiveness, often expressed as the ratio of output (goods and services produced) to input
(labor, capital, and materials). When organizations successfully implement new
technologies—such as automated machinery, efficient software, or advanced communication
systems—they can often produce more goods or services with the same or fewer resources,
thereby increasing productivity. Technology also enables new ways of working, such as
remote work and automated processes, which further optimize resource utilization and can
lead to a competitive advantage.

b) Robotics

Robotics is the field of engineering and technology dedicated to the design, construction,
operation, and application of robots. In a business context, robots are programmable
machines that can perform tasks traditionally done by humans. The use of robotics
significantly impacts the workplace by:

1. Increasing Precision and Consistency: Robots excel at repetitive tasks, ensuring
high quality and minimizing errors.

2. Improving Safety: They can perform dangerous or physically demanding tasks in
hazardous environments.

3. Boosting Production Capacity: Robots can operate 24/7, leading to massive
increases in output. While initially focused on manufacturing (industrial robots),
robotics now extends to service industries (e.g., automated warehouses, surgical
robots).

c) Just-in-Time (JIT)

Just-in-Time (JIT) is an inventory management and production system that aims to eliminate
waste by producing or procuring supplies only when they are needed. The core idea is that
inventory is a waste because it ties up capital and incurs storage costs. In a JIT system, raw
materials are delivered to the production line just as they are required for manufacturing, and
finished goods are produced just as they are needed for shipment. JIT requires a highly
coordinated supply chain, excellent forecasting, and frequent, small deliveries from suppliers
to be successful.

d) Flexible Manufacturing Systems

A Flexible Manufacturing System (FMS) is an integrated system of computerized machine
tools, automated material handling systems, and computers. The system is designed to



quickly and efficiently adapt to changes in the type and quantity of the product being
manufactured. Unlike traditional assembly lines that are optimized for a single product, FMS
can produce a variety of products simultaneously without extensive, time-consuming
retooling. This flexibility allows companies to respond rapidly to changing customer
demands and market shifts, providing a crucial competitive edge.

e) Information Technology: Workflow Automation, Enhancing Internal
Communications, Decision Making

Information Technology (IT) refers to any computer-based tool that people use to work with
information and support the information and processing needs of an organization.

 Workflow Automation: IT allows for the automation of a sequence of work tasks,
reducing manual effort and processing time. Software systems can automatically route
documents, trigger necessary actions (like approvals or notifications), and ensure
processes are followed consistently. This improves efficiency and accountability.

 Enhancing Internal Communications: IT tools like enterprise social networks,
instant messaging platforms, and collaborative document editing software streamline
communication across geographical and organizational boundaries. They foster a
sense of community, enable rapid information sharing, and reduce dependence on
slower, traditional methods like email.

 Decision Making: IT provides managers with access to vast amounts of data, both
internal (e.g., sales figures) and external (e.g., market trends). Business intelligence
(BI) and data analytics tools process this information, converting raw data into
actionable insights, allowing for more informed, data-driven, and timely decision-
making.

f) Work Design, Work Schedule Options

Work Design:Work design is the way tasks are combined to form complete jobs. Its goal is
to create jobs that are engaging, meaningful, and efficient. Key job design models include:

 Job Specialization: Breaking down tasks into small, repetitive steps. (High
efficiency, low employee motivation).

 Job Enlargement: Increasing the number of tasks an employee performs (horizontal
expansion).

 Job Enrichment: Increasing the degree to which an employee controls the planning,
execution, and evaluation of their work (vertical expansion).

 Job Characteristics Model (JCM): Focuses on five core job dimensions (skill
variety, task identity, task significance, autonomy, and feedback) that lead to high
employee motivation and satisfaction.

Work Schedule Options:Managers can implement various options to provide employees
with flexibility and improve work-life balance:

 Flextime (Flexible Work Hours): Employees must work a specific number of hours
but are free to vary those hours within limits. There is usually a common core time
when all employees must be present.



 Job Sharing: Two or more individuals split a traditional full-time job. This allows
organizations to draw on the skills of more individuals and offers flexibility to those
who cannot work full-time.

 Compressed Workweek: Employees work longer hours per day but fewer days per
week (e.g., four 10-hour days).

 Telecommuting: Employees work from home or another remote location, linked to
the workplace by computer.

g) Control Tools and Techniques

The control function in management involves monitoring activities to ensure that they are
accomplished as planned and correcting any significant deviations. Control tools and
techniques are the mechanisms used to monitor performance. These typically involve three
steps:

1. Measuring Performance: Using objective or subjective measures (e.g., reports,
observations, charts).

2. Comparing Actual Performance against a Standard: Determining if the
performance falls within acceptable limits.

3. Taking Managerial Action: Implementing corrective action (immediate or basic) or
revising the standard if necessary. Specific non-financial control tools include
performance appraisals, employee observation, and disciplinary action.

h) Information Control Systems: Management Information System (MIS),
Maintenance Control, Quality Control, Financial Controls, Ratio Analysis

Management Information System (MIS): An MIS is a system used to provide managers
with routine, summarized data that is relevant to their specific areas of responsibility. It helps
managers perform their duties effectively by providing timely and consistent information on
the organization's progress and performance against goals. An MIS aggregates raw data into
reports, often on a regular schedule (daily, weekly, monthly).

Maintenance Control:Maintenance control is the process of planning, scheduling, and
monitoring the repair and upkeep of equipment, facilities, and machinery. The goal is to
minimize costly breakdowns, maximize asset lifespan, and ensure continuous operations. It
includes both preventive maintenance (scheduled checks to prevent failure) and corrective
maintenance (repairs after a failure occurs).

Quality Control: Quality control (QC) is the process used to ensure that a product or service
meets specific standards of quality. This involves inspection, testing, and continuous
monitoring of production processes to identify and correct defects. Modern QC often
employs statistical tools (like Six Sigma or control charts) to systematically minimize
variations and ensure consistency in output.

Financial Controls: Financial controls are mechanisms used to monitor and regulate the
organization's financial resources. They ensure that funds are available, used effectively, and
managed in compliance with laws and internal policies. Key financial controls include
liquidity checks, capital budgeting, and operating budgets.



Ratio Analysis: Ratio analysis is a specific financial control technique that involves
calculating and interpreting key financial ratios from an organization’s financial statements.
These ratios help assess the company’s liquidity (ability to meet short-term obligations),
profitability (ability to generate income), and solvency (ability to meet long-term
obligations). For instance, the Current Ratio (Current Assets / Current Liabilities) is a
common measure of liquidity. By comparing current ratios against industry averages or
historical performance, managers can identify financial strengths and weaknesses.

Chapter 4: BASIC ORGANIZATION DESIGNS
a) Organizational Structures

Organizational structure is the formal arrangement of jobs within an organization. It
determines how tasks are formally divided, grouped, and coordinated. A manager who is
structuring an organization must address six key elements of organizational design: work
specialization, departmentalization, chain of command, span of control,
centralization/decentralization, and formalization. The structure is typically visualized in an
organizational chart.

b) Chain of Command

The chain of command is the continuous line of authority that extends from upper
organizational levels to the lowest levels and clarifies who reports to whom. It is fundamental
to the structure of the organization. Two related concepts are essential to the chain of
command:

1. Authority: The rights inherent in a managerial position to give orders and expect
them to be obeyed.

2. Unity of Command: The principle that states every employee should report to only
one manager. This prevents conflicting demands and confusion.

c) Span of Control

The span of control is the number of employees a manager can efficiently and effectively
direct.

 Wider Span of Control:Means a manager supervises a larger number of
subordinates. This is more efficient in terms of cost (fewer managers) but can be less
effective if the manager is overloaded and subordinates lack guidance. It tends to
flatten the organizational structure.

 Narrow Span of Control:Means a manager supervises fewer subordinates. This
allows for closer supervision and control but adds administrative layers, increasing
cost and vertical communication complexity.

The appropriate span depends on factors like employee experience, complexity of tasks, and
the clarity of organizational rules and procedures.

d) Authority and Responsibility



Authority refers to the rights inherent in a managerial position to give orders and expect
them to be obeyed. It is the legitimate right to make decisions and tell others what to do.
Authority flows down the vertical hierarchy. Responsibility is the obligation to perform
assigned duties. When a manager delegates authority to a subordinate, that subordinate
assumes responsibility for completing the task. A crucial principle is that authority and
responsibility should be commensurate; that is, a person should be given enough authority
to carry out the responsibility they have been assigned.

e) Organization Design Applications: The Simple Structure, The Divisional
Structure, The Matrix Structure, Organization Culture

The Simple Structure: Characterized by low departmentalization, wide spans of control,
authority centralized in a single person, and little formalization. It is often used by small
businesses where the owner and manager are the same person. Its strengths are its speed,
flexibility, and clear accountability. Its primary weakness is that it becomes inadequate as the
organization grows, as decision-making bottlenecks can occur.

The Divisional Structure: An organizational structure made up of separate business units or
divisions. In this structure, each division has relative autonomy, with the division manager
having full authority over their unit. Departmentalization is based on product (e.g.,
Electronics Division), service, customer, or geographical area. This structure encourages
focus and clear accountability for results but can lead to duplication of functions and
resources.

The Matrix Structure: A structure that assigns specialists from different functional
departments (e.g., marketing, engineering, production) to work on one or more projects, led
by a project manager.

Employees in a matrix structure have two managers: their traditional functional department
manager and a project manager. This dual chain of command facilitates coordination of
complex, interdependent activities and is highly flexible. Its main weakness is the potential
for confusion and conflict due to the "two-boss" system.

Organization Culture: The system of shared meanings, values, and beliefs held by members
that distinguishes the organization from others. This culture is often unwritten but defines
"the way things are done around here." It can influence employee behavior more than formal
rules. Culture is transmitted through stories, rituals, material symbols, and language. A strong
culture can improve organizational performance by fostering commitment, but a
dysfunctional culture can be a major barrier to change.

f) Leadership and Supervision: Behaviour theories of leadership (Autocratic
style, Democratic style, Laissez-faire style)

The behavioral theories of leadership focus on the behaviors that distinguish effective leaders
from ineffective ones. Three classic styles are often cited:

 Autocratic Style: The leader centralizes authority, dictates work methods, makes
unilateral decisions, and limits employee participation. This style is fast and efficient
but can lead to dependence on the leader and low employee morale.



 Democratic Style (Participative): The leader involves employees in decision-
making, delegates authority, encourages participation in determining work methods
and goals, and uses feedback to coach employees. This style is often linked to higher
job satisfaction and better quality decisions.

 Laissez-faire Style (Delegative): The leader gives the group complete freedom to
make decisions and complete their work in any way they see fit. The leader provides
resources and answers questions but generally avoids getting involved. This style
works best with highly motivated, competent, and independent teams but can lead to
chaos and a lack of accountability if the team is not ready for such independence.

Chapter 5: WORK TEAM
a) Understanding Work Teams

A work team is a group whose individual efforts result in performance that is greater than the
sum of the individual inputs. Unlike a traditional work group, which primarily shares
information and makes decisions to help each member perform their area of responsibility, a
work team works intensely on a specific, common goal using positive synergy, individual and
mutual accountability, and complementary skills.

b) Popularity of Teams

The popularity of work teams has grown for several reasons. Firstly, teams generally
outperform individuals when the tasks require multiple skills, judgment, and experience.
Secondly, they are a better way to utilize employee talents, allowing diverse skills to
contribute to a solution. Thirdly, teams are inherently more flexible and responsive to
changing events than traditional departments. Finally, they can facilitate democratization of
the organization and increase employee involvement, boosting motivation and morale.

c) Types of Work Teams: Functional Work Teams, Problem-solving Work
Teams, Self- managed Work Teams, Cross-functional Work Teams

 Functional Work Teams (Departmental Teams): A permanent, traditional work
team composed of a manager and his or her subordinates from a single functional
area. The team addresses work within that specific area, such as a marketing team or
an accounting team.

 Problem-solving Work Teams: Temporary teams formed to solve a specific problem
or improve a particular work process. Members often come from the same
department. Once the solution is found and implemented, the team is disbanded.
Quality circles are a common example, where employees meet regularly to discuss
quality issues.

 Self-managed Work Teams (Autonomous Work Groups): Formal groups of
employees who operate without a manager and are responsible for a complete work
process or segment. They plan, schedule, assign tasks, hire and fire team members,
and manage budgets. The manager's role is replaced by the team members
themselves, who take on supervisory responsibilities.

 Cross-functional Work Teams: A team composed of employees from about the
same hierarchical level, but from different work areas, who come together to
accomplish a task. They are effective for coordinating complex projects, developing



new products, or solving problems that require expertise from multiple organizational
functions.

d) Characteristics of High-Performance Work Teams

High-performance teams possess specific traits that allow them to achieve superior results.
These characteristics include:

1. Clear Goals: A defined sense of purpose and a clear understanding of the desired
outcomes.

2. Relevant Skills:Members have the technical and interpersonal skills necessary to
succeed.

3. Mutual Trust:Members believe in each other’s integrity, character, and ability.
4. Unified Commitment: Dedication to the team's mission and goals, even at the
expense of personal goals.

5. Good Communication: Effective two-way communication that is honest, open, and
clear.

6. Appropriate Leadership: Leaders who can share authority and delegate effectively.
7. Internal and External Support: A supportive organizational structure and clear
resources provided by management.

e) Motivating and Rewarding Employees

Motivation is the process by which a person’s efforts are energized, directed, and sustained
toward attaining a goal. Managers motivate employees by creating a work environment that
encourages this effort. Rewarding employees is a core part of motivation. Rewards can be:

 Intrinsic Rewards: Internal rewards that an individual receives from performing the
task itself (e.g., a sense of accomplishment, feeling of competence).

 Extrinsic Rewards: External rewards that are administered by the organization (e.g.,
pay, bonuses, promotions, public recognition). Effective motivation involves ensuring
that the rewards are equitable, desired by the employee, and clearly linked to
performance.

f) Motivating and Individual Needs

The concept of individual needs suggests that employees are motivated to perform work that
satisfies their unmet needs. Needs theories aim to identify the internal factors that drive
human behavior. By understanding what an employee needs (e.g., security, social interaction,
achievement), a manager can tailor the work environment or rewards to provide need-
satisfaction, thereby motivating performance. Early theories focused on universal sets of
needs, while contemporary theories look at how needs interact with the environment and
cognitive processes.

g) Early Theories of Motivation

i. Maslow’s Hierarchy of Needs

Abraham Maslow proposed that within every person, there is a hierarchy of five needs.



As each need is substantially satisfied, the next need becomes dominant.

1. Physiological Needs: Basic needs like hunger, thirst, shelter, and sex.
2. Safety Needs: Security and protection from physical and emotional harm.
3. Social Needs: Affection, belongingness, acceptance, and friendship.
4. Esteem Needs: Internal (self-respect, autonomy, achievement) and external (status,
recognition, attention).

5. Self-actualization Needs: Achieving one’s full potential and self-fulfillment; the
drive to become what one is capable of becoming. The theory suggests that a manager
must understand what level of the hierarchy an employee is currently operating at to
effectively offer incentives.

ii. McGregor’s Theory X and Theory Y

Douglas McGregor proposed two distinct views of human beings:

 Theory X: Assumes that employees generally dislike work, are lazy, avoid
responsibility, and must be coerced, controlled, or threatened with punishment to
achieve goals. Managers holding this view tend to adopt an autocratic, close-
supervision style.

 Theory Y: Assumes that employees view work as natural as rest or play, are willing
to accept responsibility, and can exercise self-direction and self-control. Managers
holding this view tend to adopt a participative, empowering leadership style.
McGregor believed Theory Y assumptions were more valid and should guide
management practice.

iii. Herzberg’s Motivation-Hygiene Theory

Frederick Herzberg’s research led to the conclusion that job satisfaction and job
dissatisfaction are not opposites, but two separate continuums.

 Hygiene Factors: Factors that, when adequate, simply prevent dissatisfaction but do
not motivate. These are extrinsic factors related to the job context, such as salary,
company policies, supervision, and working conditions.

 Motivators: Factors that lead to job satisfaction and high motivation. These are
intrinsic factors related to the job content, such as achievement, recognition, the work
itself, responsibility, and growth. The implication for managers is that eliminating
dissatisfiers (hygiene factors) will not necessarily lead to motivation; to motivate
employees, they must focus on incorporating motivators into the work itself (job
enrichment).

h) Contemporary Theories of Motivation

i. McClelland’s Three-Needs Theory

David McClelland proposed that three learned, or acquired, needs are the major motivators in
work:



1. Need for Achievement (nAch): The drive to excel, to achieve in relation to a set of
standards, and to strive to succeed. High achievers prefer jobs that offer personal
responsibility, rapid feedback on performance, and a moderate degree of risk.

2. Need for Power (nPow): The need to make others behave in a way that they would
not have behaved otherwise. Individuals with a high nPow often make good
managers, provided the need is directed toward the good of the organization.

3. Need for Affiliation (nAff): The desire for friendly and close interpersonal
relationships. These individuals strive for friendship and prefer cooperative situations.

ii. Adams’ Equity Theory

Equity theory states that employees compare what they get from their job (outcomes like pay,
promotions, recognition) to what they put into it (inputs like effort, experience, education).
They then compare their outcome-to-input ratio to the ratios of relevant others.

 Equity: The employee's ratio is equal to the ratio of relevant others. They feel fair
and motivated to continue.

 Inequity (Under-rewarded): The employee perceives their ratio is less than the
relevant others. They may reduce effort, ask for a raise, or leave the organization.

 Inequity (Over-rewarded): The employee perceives their ratio is greater than the
relevant others. They may feel guilt or increase their effort to restore balance.
Managers should strive to ensure the perception of fairness by being transparent about
reward decisions.

iii. Vroom’s Expectancy Theory

Expectancy theory is one of the most widely accepted explanations of motivation. It states
that an individual tends to act in a certain way based on the expectation that the act will be
followed by a given outcome and on the attractiveness of that outcome to the individual. It
focuses on three relationships:

1. Expectancy (Effort-Performance Link): The probability perceived by the individual
that exerting a given amount of effort will lead to performance.

2. Instrumentality (Performance-Reward Link): The degree to which the individual
believes that performing at a particular level will lead to the attainment of a desired
outcome (reward).

3. Valence (Attractiveness of Reward): The importance the individual places on the
potential outcome or reward. For maximum motivation, all three links must be strong.

i) Contemporary Issues in Motivation

Modern workplaces present unique challenges and opportunities for motivation:

1. Motivating a Diverse Workforce:Managers must recognize that the diverse needs
of employees—such as those from different cultures, generations, or with unique
work-life balance requirements—demand flexible approaches. Rewards and
motivational techniques must be tailored to individual or group preferences rather
than relying on a one-size-fits-all model.

2. Motivating Professionals and Technicians: Knowledge workers often have a strong
and long-term commitment to their field of expertise, not just to their organization.



They are driven by the work itself, seeking challenging problems, autonomy, and
opportunities for development and advancement of their skills. Managers must
provide them with projects that stretch their abilities and allow them substantial
control over their work.

3. Motivating Contingent Workers (Temporary/Freelance): These workers lack the
permanence of full-time employees, making traditional motivation methods (like
promotions) ineffective. Managers need to focus on opportunities for skill
development, fair treatment, and ensuring that the work environment is positive, as
these are critical factors for this segment of the workforce.

4. Designing Appropriate Reward Programs: Contemporary organizations are
moving beyond base salary to use programs like Pay-for-Performance (where
compensation is based on a measure of performance), Stock Options (giving
employees the right to purchase stock at a set price), and Open-Book Management
(where employees are shown financial data and trained to interpret it, encouraging
them to think like owners). These programs aim to better align employee efforts with
organizational goals.


