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ALLAMA IQBAL OPEN UNIVERSITY, ISLAMABAD 

Course: Principles of Management (1427)  •  Level: Associate Degree in Commerce 

Semester: Autumn 2026 

Assignment No. 1 (Units 1–5) 

Total Marks: 100  •  Pass Marks: 50 

SOLVED ASSIGNMENT GUIDE 

(For Study & Reference) 

Note: This guide is prepared for study and reference purposes. Students are advised to read the relevant 

units of the course book, understand the concepts, and write the assignment in their own words. 

 

Question 1: Meaning and Functions of Management; Rewards and 

Challenges of Being a Manager (20 Marks) 

(i) Define management and explain its four functions. (ii) Describe the rewards and challenges of 

being a manager. 

Introduction 

Management is one of the most widely practised and least precisely understood activities in 

modern life. Every organisation — a factory, a hospital, a school, a cricket team, a government 
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department or a small family shop — succeeds or fails largely according to the quality of its 

management, yet people often use the word loosely for supervision, administration, leadership 

or simply 'running things'. This answer first defines management carefully with the help of 

leading writers, then explains the four functions through which all managerial work is 

performed — planning, organising, leading and controlling — and finally describes, in balanced 

terms, the rewards that make a managerial career attractive and the challenges that make it 

demanding. The discussion shows that management is both a social process and a learnable 

discipline: it is done with and through other people, and its functions remain the same in every 

type and size of organisation. 

What Is Management? Definitions 

In the simplest words, management is the process of getting things done, effectively and 

efficiently, with and through other people. Two words in this statement carry the whole 

meaning. Efficiency means doing things right — achieving the maximum output from the 

minimum input, without wasting time, money, material or human effort. Effectiveness means 

doing the right things — selecting and attaining the goals that genuinely matter. A manager 

may be efficient without being effective, for example by producing a product very cheaply that 

nobody wants to buy; good management requires both together, because organisational 

success finally depends on reaching worthwhile goals by economical means. 

The classical writers expressed the same idea from different angles. Henri Fayol, the French 

industrialist who first listed the functions of management, defined it as forecasting and 

planning, organising, commanding, coordinating and controlling. Mary Parker Follett called 
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management 'the art of getting things done through people', a short definition that captures its 

human and social character: the manager personally performs very little of the operative work, 

and almost everything is achieved through the willing effort of others. Peter Drucker, the most 

influential management thinker of the twentieth century, treated management as the specific 

organ of the modern institution, responsible for making resources productive and for the 

performance of the enterprise as a whole. Stephen Robbins and Mary Coulter, whose textbook 

framework this course follows, define management as coordinating and overseeing the work 

activities of other people so that their activities are completed efficiently and effectively. 

Koontz and O'Donnell similarly describe it as the creation and maintenance of an internal 

environment in which individuals, working together in groups, can accomplish preselected goals 

efficiently. 

From these definitions several essential features of management can be drawn out. First, 

management is goal-oriented: it has no meaning apart from the objectives it seeks to achieve. 

Second, it is a group and social process, because it works through people whose needs, feelings 

and cooperation matter. Third, it is universal and pervasive, found at every level — top, middle 

and first-line — and in every kind of organisation, business or non-business. Fourth, it is a 

continuous, never-ending process, because yesterday's achieved goal immediately gives place 

to a new one. Fifth, management is both an art and a science: it has an organised body of 

knowledge that can be studied and taught, but applying that knowledge to living human 

situations requires judgement, experience and creativity. Finally, management is 

multidisciplinary, drawing upon economics, psychology, sociology, mathematics and other 

fields. 
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The Four Functions of Management 

Whatever their level, speciality or organisation, all managers perform the same four functions. 

Together they form a continuous cycle: planning gives direction, organising creates the 

structure to follow that direction, leading moves people along it, and controlling checks 

progress and feeds corrections back into fresh planning. 

 

Figure 1: The four functions of management form a continuous cycle directed towards organisational goals. 

1. Planning 

Planning is the primary function and the foundation of all the others. It involves defining the 

organisation's goals, establishing an overall strategy for achieving those goals, and developing a 

comprehensive set of plans to integrate and coordinate activities. Planning answers the 
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questions: what is to be done, why, where, when and how? It includes both the ends (what is to 

be done) and the means (how it is to be done). Plans range from strategic plans, which apply to 

the whole organisation and cover several years, to operational plans, which specify the details 

of day-to-day work. Planning matters because it gives direction to managers and non-managers 

alike, reduces the impact of change and uncertainty by forcing managers to look ahead, 

minimises waste and redundancy by exposing overlapping effort, and establishes the goals and 

standards that are later used in controlling. Without a plan, departments would work at cross-

purposes and the manager would have nothing against which to judge results. 

2. Organising 

Organising is the function of arranging and structuring work to accomplish the organisation's 

goals. It determines what tasks are to be done, who is to do them, how the tasks are to be 

grouped, who reports to whom, and where decisions are to be made. Through organising the 

manager creates the organisational structure — the formal framework of jobs and relationships 

within which work is divided, grouped and coordinated. Its key elements include work 

specialisation, departmentalisation, chain of command, span of control, centralisation or 

decentralisation, and formalisation. A sound structure makes cooperation possible: each person 

knows his job, his authority, his responsibility and his superior. A poor structure, by contrast, 

produces duplication, confusion and conflict even when plans are good and people are able, 

which is why reorganising is a frequent managerial remedy when performance suffers. 
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3. Leading 

Leading is the function of working with and through people to accomplish organisational goals. 

When managers motivate subordinates, help resolve work-group conflicts, influence individuals 

or teams, select the most effective communication channel and deal with employee behaviour 

issues, they are leading. Plans and structures remain only paper arrangements until people are 

inspired to act on them, and it is leading that converts capacity into performance. This function 

therefore rests heavily on an understanding of human behaviour — motivation, leadership 

styles, communication and group dynamics, which are studied in detail in Units 7 and 8 of this 

course. Because organisations are made of people with different personalities, ambitions and 

problems, leading is generally regarded as the most challenging of the four functions, and the 

one in which the manager's personal qualities matter most. 

4. Controlling 

Controlling is the process of monitoring activities to ensure that they are being accomplished as 

planned, comparing actual performance with the goals and standards set in planning, and 

correcting any significant deviations. Its purpose is not fault-finding or punishment; it is to 

protect the organisation and its assets, to ensure that work stays on course, and to provide the 

feedback from which better plans are made. A practical example is a sales manager who finds 

that territory sales are ten per cent below target: controlling requires him to discover the cause 

— a competitor's price cut, poor coverage, or an unrealistic target — and to act by retraining 

staff, revising the route plan or correcting the target itself. In this way controlling closes the 
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management cycle, because its conclusions become the starting point of the next round of 

planning. 

Part (ii): Rewards of Being a Manager 

A managerial career offers rewards that go well beyond salary, attractive though the financial 

rewards usually are — managers are normally paid more than the people they manage, and 

their income generally rises with responsibility. The deeper rewards are these. First, managers 

create the conditions in which other people can do good work and grow: shaping an 

organisation's culture, developing subordinates and watching them succeed gives a lasting 

professional satisfaction that routine operative work rarely provides. Second, management 

offers variety and intellectual challenge; no two days are alike, decisions are taken under 

uncertainty, and the work constantly stretches judgement and learning. Third, managers enjoy 

status, recognition and influence: they represent the organisation to the outside world, take 

part in important decisions, and their opinions carry weight inside and outside the workplace. 

Fourth, the managerial role brings opportunities for innovation and entrepreneurship — the 

chance to build something new, improve a system, or turn a failing unit around. Fifth, good 

managers acquire highly transferable skills — planning, decision-making, communication and 

leadership — which increase their employability and open the road to higher positions and 

wider responsibility. 

Challenges of Being a Manager 

Against these rewards stand real and persistent challenges, and a balanced answer must state 

them plainly. Managers work in fragmented, interrupted patterns: studies of managerial work 
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show constant interruptions, brief activities and heavy time pressure, so that long 

uninterrupted thinking is a luxury. They bear responsibility without always having matching 

control — a manager is answerable for the work of others whose effort, honesty and ability he 

cannot fully command, and he can be blamed for failures he did not personally cause. 

Managers must also satisfy many constituencies at once — owners wanting profit, employees 

wanting higher pay and security, customers wanting quality at low prices, and government 

requiring legal compliance — and these demands frequently conflict. Added to this are the 

challenges of change itself: technology, competition, economic conditions and workforce 

expectations keep shifting, so yesterday's successful method can become today's liability. 

Finally, there are personal costs: long hours, stress, difficult personnel decisions such as 

discipline and dismissal, ethical dilemmas, and the loneliness of authority, since a manager 

cannot share every worry with subordinates. It is precisely because the role combines these 

pressures with its rewards that organisations select, train and support managers carefully. 

Table 1: Rewards and challenges of being a manager compared 

Aspect Rewards Challenges 

Work itself Variety, challenge, chance to 
create and improve 

Fragmented work, 
interruptions, time pressure 

People Developing others; influence 
and teamwork 

Answerable for others' 
performance and conduct 

Position Status, recognition, decision-
making authority 

Conflicting demands of owners, 
staff, customers, state 

Career Higher pay, promotion, 
transferable skills 

Stress, long hours, ethical 
dilemmas, job insecurity 
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Conclusion 

To conclude, management is the process of coordinating and overseeing the work of other 

people so that organisational goals are achieved efficiently and effectively. Its four functions — 

planning, which sets goals and the means to reach them; organising, which builds the structure 

of tasks and authority; leading, which motivates and directs people; and controlling, which 

monitors results and corrects deviations — form one continuous cycle performed by every 

manager at every level. The role repays those who perform it well with income, status, variety, 

influence and the deep satisfaction of building both results and people, but it simultaneously 

demands accountability for others' work, the balancing of conflicting interests and constant 

adaptation to change. Understanding this combination of definition, functions, rewards and 

challenges is the proper starting point for the detailed study of management that follows in this 

course. 

Question 2: Planning in Today's Organisations and the Characteristics 

of an Organisation (20 Marks) 

Describe how today's organisations are planned and explain the characteristics of an 

organization. 

Introduction 

Two ideas stand at the very beginning of management study: the organisation, which is the 

setting in which management takes place, and planning, which is the first thing managers do 

within it. This answer takes the two parts of the question in turn. It first explains the 
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characteristics that make a collection of people an 'organisation' in the management sense — a 

distinct purpose, a deliberate structure and people working together — and then describes how 

planning is actually carried out in today's organisations: who plans, what kinds of plans are 

made, how objectives are set, and which tools and approaches modern managers use in an 

environment of rapid change, global competition and information technology. A closing section 

links the two parts, showing that planning is precisely the activity through which the defining 

characteristics of an organisation are created and renewed. 

What Is an Organisation? Its Characteristics 

An organisation is a deliberate arrangement of people to accomplish some specific purpose. A 

crowd at a bus stop is not an organisation, nor is a group of friends meeting for tea, because 

neither has been deliberately arranged for a shared purpose. A university, a textile mill, a 

hospital, a police department and Allama Iqbal Open University itself are organisations, because 

in each case people have been brought together, assigned roles and coordinated to achieve 

something none of them could achieve alone. Management writers identify the following 

characteristics, the first three of which are the classic defining features. 

 Distinct purpose: Every organisation exists for a purpose, usually expressed as a goal or set 

of goals which its members accept and work towards — profit for a business, education for 

a university, treatment for a hospital. This purpose distinguishes the organisation from a 

mere crowd and gives direction to all its activities. 

 People: An organisation is composed of people; a building, machines and money alone 

cannot be an organisation. It is people who set the goals, make the decisions and do the 
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work, and a minimum of two persons cooperating is required — indeed most organisations 

need many, arranged in working relationships with one another. 

 Deliberate structure: The work of the organisation is divided into jobs and arranged in a 

structure that defines members' roles, duties, authority and reporting relationships. This 

structure may be traditional and tightly controlled, as in a bureaucracy, or open and flexible, 

as in a modern team-based firm, but some structure always exists so that members know 

what is expected of them. 

 Coordinated and cooperative effort: The efforts of members are consciously coordinated 

towards the common purpose. Coordination is what converts many individual efforts into 

one collective result, and it is the manager's central task. 

 Continuity and permanence: An organisation is designed to last beyond a single task or the 

presence of particular individuals. Members come and go, but the organisation — its name, 

structure, assets and purpose — continues, which is why organisations can own property, 

enter contracts and be legally recognised. 

 Interaction with the environment: No organisation is self-sufficient. It draws inputs — 

people, materials, money, information — from its environment, transforms them, and 

returns outputs in the form of goods and services. Its survival depends on managing this 

exchange successfully. 

 Formal and informal dimensions: Alongside the formal structure of rules and offices, every 

organisation develops informal relationships, friendships and unofficial groups that 

influence how work is actually done; wise managers take both dimensions into account. 
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 Management and leadership: Because purposes must be chosen, work divided and effort 

coordinated, every organisation has someone — a manager or management group — who 

is accountable for its direction and results. 

These characteristics also explain why organisations dominate modern life. By combining 

specialised people within a planned structure, an organisation can achieve far more than the 

same people working separately: it permits specialisation, economises on resources, creates 

continuity and makes large-scale, complex undertakings — building a motorway, running a 

national examination system, operating an airline — possible at all. 

How Today's Organisations Are Planned 

Planning is the management function that defines goals, establishes strategy and develops 

plans to coordinate activities. In today's organisations planning is no longer the once-a-year 

ritual of a top-management committee producing a thick document that is then shelved. It is 

continuous, participative and closely linked with the fast-moving environment, and it can be 

described under the following heads. 

Levels and Types of Plans 

Planning takes place at every level, and the plans form a hierarchy. At the top, strategic plans 

apply to the entire organisation, establish its overall goals and seek to position it in its 

environment; they typically cover three to five years or more and are made by top managers. 

Below them, operational (or tactical) plans specify how the overall goals are to be achieved in 

each department and unit; they cover short periods — a month, a quarter or a year — and are 
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made by middle and first-line managers. Plans are further classified by time frame (long-term 

versus short-term), by specificity (specific plans with clearly defined objectives, versus 

directional plans that give general guidelines and flexibility), by frequency of use (standing plans 

such as policies, procedures and rules, used repeatedly; and single-use plans such as 

programmes and budgets, prepared for a unique situation). In today's uncertain environment, 

managers increasingly prefer directional and shorter-cycle planning: goals remain firm, but the 

route is kept flexible so the organisation can respond quickly when conditions change. 

Objectives: The Foundation of Planning 

Objectives (or goals) are the desired outcomes towards which all planning is aimed, and setting 

them properly is the heart of planning. Well-written objectives are specific, measurable, 

attainable, relevant and time-bound. Traditionally objectives were set at the top and broken 

down into sub-goals as they flowed down the hierarchy — traditional objective setting — which 

risked distortion at each level. The modern alternative, widely used today, is Management by 

Objectives (MBO), in which managers and employees jointly set goals, decide how to achieve 

them and periodically review progress, so that objectives are both clearer and better accepted. 

Today's organisations also recognise a multiplicity of objectives — financial results, market 

share, product quality, employee welfare, social responsibility — and they distinguish real 

objectives, revealed by actual behaviour and resource allocation, from merely stated objectives 

in public documents. 
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Planning in a Changing Environment: Tools and Approaches 

Because today's environment — technology, customer tastes, competitors, exchange rates, 

government policy — changes quickly, modern planning relies on techniques for assessing the 

environment before plans are made. Environmental scanning, including competitor intelligence, 

keeps managers informed of trends; forecasting attempts to predict revenues, costs and 

technological developments, now greatly assisted by information technology and real-time 

data; and benchmarking searches for the best practices of leading organisations, inside or 

outside the industry, so that performance standards are set against the best rather than against 

past performance alone. Budgets remain the most universal planning tool, translating plans into 

money terms for each unit, while scheduling tools — Gantt charts, load charts and network 

methods such as PERT — plan the timing and sequence of activities. Contemporary 

organisations also practise contingency and scenario planning: instead of betting on a single 

future, they prepare alternative plans for different possible futures, so that a sudden change — 

a fuel-price shock or a new competitor — finds them with a considered response rather than 

confusion. 

Two further features mark planning in today's organisations. First, planning has become 

participative: employees at lower levels, who are closest to customers and operations, are 

involved in setting goals and drafting plans, which improves both the quality of information and 

commitment to the result; in many firms cross-functional teams do the planning for their own 

projects. Second, planning and performance are linked by evidence: research consistently 

shows that organisations which plan formally — while keeping plans flexible and revising them 

as conditions change — generally achieve higher profits, growth and returns than non-planners, 
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and that the quality of the planning process and genuine implementation matter more than the 

mere existence of an elaborate written plan. Planning also involves the personal planning of 

managers themselves: time is a scarce resource, and effective managers plan its use 

deliberately, concentrating on important discretionary time rather than being consumed by 

routine and interruption. 

Table 1: The main types of plans in today's organisations 

Type of plan Scope and horizon Mainly prepared by 

Strategic plan Whole organisation; long term 
(3–5+ years) 

Top management 

Operational / tactical plan Department or unit; short term 
(up to 1 year) 

Middle and first-line managers 

Standing plans (policies, 
procedures, rules) 

Repeated situations; continuing 
use 

Management at the relevant 
level 

Single-use plans (programmes, 
budgets) 

One unique project or period Managers responsible for that 
activity 

 

Conclusion 

In conclusion, an organisation is characterised above all by a distinct purpose, by people, and by 

a deliberate structure through which their coordinated effort is directed to common goals, 

together with continuity, environmental dependence and accountable management. Planning 

is the function that gives these characteristics practical life: it states the purpose as objectives, 

designs the means and increasingly the structure for reaching them, and — in today's 

organisations — does so continuously, participatively and flexibly, using scanning, forecasting, 

benchmarking, budgets and schedules, with contingency plans held ready for a changing future. 

An organisation without planning would quickly lose the very features that make it an 

organisation, drifting without purpose while its structure and people pull in different directions. 
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Question 3: Mintzberg's Managerial Roles and the Universality of 

Management (10 + 10 Marks) 

(i) Explain Mintzberg's Managerial Roles. (ii) Explain the universality of the management 

concept. 

Introduction 

What do managers actually do all day? The functions approach answers with what managers 

are supposed to do — plan, organise, lead and control — but in the late 1960s Henry Mintzberg 

of McGill University studied five chief executives closely, observing and recording their real 

daily work, and concluded that managers perform their functions by enacting a set of ten 

interrelated roles, grouped into interpersonal, informational and decisional categories. The first 

part of this answer explains those ten roles in detail. The second part examines the universality 

of management — the claim that management principles and functions are needed, and are 

fundamentally the same, in all organisations, at all levels, in all countries and cultures — 

together with the important qualifications that modern contingency thinking attaches to that 

claim. 

Part (i): Mintzberg's Managerial Roles 

A role, in Mintzberg's usage, is an organised set of behaviours belonging to a position. Just as an 

actor performs different roles, the manager — by virtue of his formal authority and status — 

performs ten roles, which are inseparable in practice even though they can be separated for 

analysis. The manager's authority gives rise first to the interpersonal roles; these generate the 
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informational roles, because the manager becomes the nerve centre of information in his unit; 

and information, in turn, makes possible the decisional roles, the most consequential part of 

the job. 

Interpersonal Roles 

 Figurehead: The manager performs symbolic, ceremonial duties required by his position — 

receiving official visitors, signing legal documents, presiding at functions, representing the 

unit socially and formally. The work itself may look trivial, but it is obligatory and important 

for the organisation's image and smooth functioning. 

 Leader: Because the manager is responsible for the work of his unit, he must hire, train, 

motivate, encourage and evaluate his people, reconciling their individual needs with the 

goals of the organisation. This is the most widely recognised role and the one in which the 

manager's influence over results is most direct. 

 Liaison: The manager maintains a network of contacts outside his own unit — peers in other 

departments, suppliers, officials, counterparts in other organisations — who provide 

information and favours. Managers spend a large share of their time in this role, which links 

the unit horizontally to its working environment. 

Informational Roles 

 Monitor: The manager continuously seeks and receives information — reports, meetings, 

tours, media, gossip and rumours included — to understand his organisation and its 

environment. By scanning more sources than any subordinate can, he becomes the best-

informed member of his unit. 
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 Disseminator: The manager transmits information received from outside, and from one 

subordinate to another, to the members of his unit — through meetings, memoranda, calls 

and briefings — so that decisions at lower levels rest on facts rather than guesswork. 

 Spokesperson: The manager speaks for his unit to outsiders — addressing the board, the 

press, customers, government or the public — presenting its position, performance and 

plans, and defending and promoting its interests. 

Decisional Roles 

 Entrepreneur: The manager voluntarily initiates and designs controlled change in his unit — 

new products, new methods, reorganisation — scanning for opportunities and 

improvement projects and deciding which to pursue. In this role the manager acts as the 

initiator of controlled change. 

 Disturbance handler: Involuntarily, the manager must respond to pressures and crises 

beyond his control — a strike threat, a major breakdown, a key customer's complaint, a 

cash shortage — and restore stability. Here decisions must be fast, and this role temporarily 

takes priority over all others. 

 Resource allocator: The manager decides where the unit's scarce resources — money, 

people, material, equipment and his own time — will go; he schedules, budgets, authorises 

significant commitments and designs the unit's structure of priorities. Nearly every 

important decision passes through this role. 
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 Negotiator: The manager represents his unit in negotiations — with unions over pay, with 

suppliers over terms, with other departments over resources — because negotiation 

requires both information and the authority to commit resources on the spot. 

Table 1: Mintzberg's ten managerial roles in three categories 

Category Roles Root of the role 

Interpersonal Figurehead, Leader, Liaison Formal authority and status 

Informational Monitor, Disseminator, 
Spokesperson 

Access to information through 
interpersonal contacts 

Decisional Entrepreneur, Disturbance 
handler, Resource allocator, 
Negotiator 

Information plus authority to 
commit the unit 

 

Three lessons follow from Mintzberg's study. First, managerial work is characterised by brevity, 

variety and fragmentation — most activities are brief and frequently interrupted — which 

contradicts the picture of the manager as a calm, systematic planner sitting apart from 

operations; reflection must be fitted into a pressured day. Second, the ten roles form an 

integrated whole: a manager who neglects the liaison and monitor roles loses information, and 

then his decisional roles — allocating resources and negotiating — are performed blind. Third, 

the relative importance of the roles varies by level and function: spokesperson and figurehead 

duties weigh more heavily at the top, leader and disturbance-handler duties at the first line, 

and the negotiator role is prominent in, for example, purchasing and industrial relations. 

Research since Mintzberg broadly confirms that managers at all levels enact these same roles, 

though their emphasis differs. 
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Part (ii): The Universality of Management Concept 

The universality of management means that management is needed in all types and sizes of 

organisations, at all organisational levels, in all organisational areas, and — in its strongest form 

— in all countries and cultures. The argument runs as follows. Every organisation, whether a 

multinational company, a village school, a charity hospital or a national army, has goals to 

achieve through people, scarce resources to allocate, work to divide and coordinate, and results 

to check; therefore the same functions — planning, organising, leading and controlling — must 

be performed in all of them, and the principles discovered in one setting (for example, that 

clear objectives improve performance, or that authority should match responsibility) hold good 

in the others. A hospital administrator and a factory manager both plan budgets, structure 

departments, motivate staff and control quality; only the technical content of their work 

differs. 

Universality also operates vertically and horizontally within a single organisation. Vertically, 

first-line supervisors, middle managers and top executives all perform the four functions, 

though in different proportions — top managers spend more time planning and organising, 

supervisors more time leading and controlling daily work. Horizontally, managers in production, 

marketing, finance and human resources manage in the same fundamental way; their specialist 

knowledge differs, but their managerial work — setting objectives for their unit, organising its 

work, directing its people and reviewing its results — is common. This is why managers can 

often transfer successfully between departments, industries and even sectors, and why 
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management can be taught as a general discipline in universities rather than relearned afresh in 

every trade. 

Two qualifications complete a fair statement of the concept. First, universality applies to 

management principles and processes, not to identical practices: the way a function is 

performed must be adapted to circumstances — the size and technology of the organisation, 

the education and expectations of its workforce, and the culture and laws of its country. 

Motivating workers through individual bonuses may succeed in one culture and fail in a 

collectivist one where group rewards are expected; participation in decision-making likewise 

takes different forms in different societies. Modern contingency theory expresses this by saying 

that principles are universal but their application is situational. Second, transfer is not 

effortless: a successful retail manager moving to a hospital must learn a new technology, new 

professional groups and new measures of success. Universality therefore means that the same 

body of management knowledge is relevant everywhere and forms the foundation of 

competence — not that any manager can manage anything, anywhere, without adaptation and 

learning. So qualified, the concept remains a cornerstone of management education and the 

justification for a course such as this one, whose lessons the student will be able to apply in 

commerce, industry, government or non-profit work alike. 

Conclusion 

To conclude, Mintzberg showed that managers enact ten roles — figurehead, leader and liaison 

in interpersonal dealings; monitor, disseminator and spokesperson in information handling; and 

entrepreneur, disturbance handler, resource allocator and negotiator in decision-making — 
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through which the classical functions are actually performed in a busy, fragmented working 

day. The universality concept adds that this managerial work is fundamentally the same 

everywhere: the functions and principles apply in all organisations, at all levels and in all areas, 

while their detailed practice must be fitted to technology, people and culture. Together the two 

ideas describe management as a single, transferable discipline with a common core — and a 

necessary flexibility in its application. 

Question 4: Why Knowledge of the Evolution of Management 

Theories Is Important to a Manager (20 Marks) 

Discuss why knowledge of the evolution of management theories is important to a manager. 

Introduction 

Management feels like a modern activity, yet its ideas have been accumulating for well over 

two centuries — from Adam Smith's pin factory to today's debates about teams, quality and 

knowledge work. A busy manager might ask why he should study this history at all: surely what 

matters is what works now? This answer argues that knowledge of how management thought 

evolved is of direct, practical importance to a practising manager. It first sketches the main 

stages of that evolution — early ideas, scientific management, the general administrative 

theorists, the human relations and behavioural approaches, the quantitative approach, and the 

modern integrative approaches of systems and contingency thinking, with current trends such 

as total quality management — and then discusses, point by point, why knowing this 
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development helps a manager understand the present, choose suitable techniques, avoid 

repeating old mistakes and anticipate the future. 

A Brief Sketch of the Evolution 

Management was practised in building the pyramids, running armies and administering empires 

long before it was studied. Its formal study begins with the Industrial Revolution, when large 

factories first needed systematic ways of coordinating hundreds of workers. Adam Smith had 

already shown in 1776 how division of labour multiplied output in pin-making, and early 

nineteenth-century pioneers such as Robert Owen demonstrated that attention to workers' 

welfare could pay commercially. But management theory proper begins in the early twentieth 

century, in the stages summarised in Figure 1. 

 

Figure 1: Main stages in the evolution of management thought. 

 Scientific management (Taylor and others, from 1911): Frederick W. Taylor applied scientific 

analysis to jobs at the shop-floor level — time study, standard methods, scientifically 
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selected and trained workers, differential piece-rate pay — to raise efficiency and replace 

rule-of-thumb working. 

 General administrative theory (Fayol, Weber): Henri Fayol described the functions of all 

managers and proposed fourteen principles of administration, while Max Weber developed 

the model of bureaucracy — division of labour, hierarchy, formal rules and impersonal 

relationships — as a rational form of organisation. 

 Human relations and behavioural approaches (Mayo onwards): The Hawthorne studies 

(1924–1932) led by Elton Mayo showed that social factors, group norms and attention to 

workers ('the Hawthorne effect') influenced productivity as much as physical conditions, 

founding the human resources approach and leading to later behavioural science — 

Maslow's hierarchy of needs, McGregor's Theory X and Theory Y, Herzberg's two-factor 

theory. 

 Quantitative approach: Growing out of wartime operations research, this applies statistics, 

optimisation models and computer simulations to managerial decision-making — linear 

programming, inventory (EOQ) models, queuing and network analysis — and underlies 

today's management information systems. 

 Integrative modern approaches: The process approach restated the manager's work as 

functions; the systems approach views the organisation as an open system of 

interdependent parts exchanging with its environment; and the contingency approach holds 

that the best way to manage depends on the situation — technology, environment, people 

and size. 
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 Current trends: Total quality management (continuous improvement centred on the 

customer), re-engineering of processes, learning organisations, downsizing and contingent 

workforces, and managing diversity in a bimodal workforce all extend the same 

evolutionary line into present practice. 

Why This Knowledge Is Important to a Manager 

1. It Explains the Present: Today's Practices Are Yesterday's Theories at Work 

Almost everything in a modern workplace is the surviving result of some earlier theory. 

Standard operating procedures, time standards and incentive schemes descend from Taylor; 

organisation charts, job descriptions, rules and hierarchy descend from Fayol and Weber; staff 

welfare, team briefings, counselling and motivation schemes descend from Mayo and the 

behavioural school; budgets, inventory models and computer dashboards descend from the 

quantitative approach. A manager who knows this ancestry understands why his organisation is 

arranged as it is — and therefore which parts of the arrangement can be changed and which 

serve a real purpose. Without historical knowledge, structures look like arbitrary obstacles; with 

it, they become intelligible tools whose original purposes can be judged against present needs. 

2. It Provides a Repertoire of Tested Approaches for Different Problems 

Each school of thought was developed for a real class of problems and still works best for that 

class. A production bottleneck may genuinely need Taylorist job analysis; a demoralised 

workforce will not be cured by it, but may respond to the human relations insight that 

recognition, participation and group belonging drive effort; an inventory or scheduling problem 
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belongs to the quantitative toolkit; and a turbulent market requires systems and contingency 

thinking. The manager who knows the evolution owns the whole toolbox and can match the 

tool to the problem, instead of applying the one fashionable technique he happens to know to 

every situation — the classic error satirised as 'when your only tool is a hammer, every problem 

looks like a nail'. 

3. It Prevents the Repetition of Old Mistakes and the Reinvention of Wheels 

History records not only successes but expensive failures: purely mechanical incentive systems 

that workers gamed or resisted, bureaucratic rule-following that strangled initiative, downsizing 

programmes that destroyed morale and skill, and 'new' initiatives that merely renamed old 

ideas and repeated their errors. A manager educated in this record recognises a recycled fad 

when he sees one, asks what happened when it was tried before, and adapts it with its known 

weaknesses in mind. In this way historical knowledge functions as inexpensive experience: the 

manager learns from other organisations' decades rather than paying full price for every lesson 

in his own unit. 

4. It Shows That There Is No Single 'One Best Way' — and Teaches Contingency 

Judgement 

The very sequence of theories is a lesson in humility. Scientific management claimed universal 

answers; the Hawthorne findings contradicted its assumptions about human behaviour; the 

contingency approach finally explained why both could be partly right — each fitted different 

situations. A manager who has followed this debate learns to ask, before adopting any 

principle, 'under what conditions does this work, and do those conditions exist here?' That 
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questioning habit — considering technology, environment, workforce and culture before acting 

— is arguably the most valuable single outcome of studying the evolution of theory, because it 

converts rule-following into professional judgement. 

5. It Develops an Understanding of People at Work 

The evolution of theory is largely the story of changing assumptions about human beings: from 

the 'economic man' motivated only by pay, through 'social man' seeking belonging and 

recognition, to today's view of employees as knowledgeable persons seeking growth, fairness 

and meaningful work. Knowing this progression helps a manager examine his own assumptions 

— McGregor's Theory X or Theory Y — which powerfully shape how he supervises, and to 

appreciate why modern employees respond poorly to purely authoritarian, Taylor-era 

treatment. It also explains the origins of current concerns such as ethics, social responsibility 

and quality of working life, which appear in this course's own outline. 

6. It Helps the Manager Anticipate Change and Remain Current 

Ideas that are 'current trends' today — total quality management, re-engineering, contingent 

workers, borderless organisations — are simply the latest stage of the same evolution, and they 

too will be modified or superseded. A manager who understands the pattern of change is less 

likely to be destabilised by each new movement, better able to judge which trends are 

substantial and relevant to his situation, and more inclined to keep learning throughout his 

career. Historical perspective also improves communication with other professionals: terms 

such as bureaucracy, span of control, MBO and TQM carry shared meanings derived from this 
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common intellectual history, and the manager who knows them can read the management 

literature, attend training and discuss problems with peers on equal terms. 

Conclusion 

Knowledge of the evolution of management theories is important to a manager not as 

antiquarian learning but as working equipment. It explains why his organisation looks and 

behaves as it does; it gives him a repertoire of complementary approaches — scientific, 

administrative, behavioural, quantitative, systems and contingency — from which to choose 

according to the problem; it warns him, through recorded failures, against fads and repeated 

mistakes; it replaces belief in one best way with situational judgement; it deepens his 

understanding of the people he manages; and it prepares him to evaluate and adapt to the 

changes that will certainly continue. A manager ignorant of this evolution is confined to the 

ideas of his own moment and his own experience; the historically informed manager stands on 

more than a century of accumulated, tested experience — and manages accordingly. 

Question 5: Work Specialisation — Concept and Rationale (20 Marks) 

Explain the concept of work specialization and the rationale behind its use in organizations.  

Introduction 

Work specialisation — also called division of labour — is one of the oldest and most 

consequential ideas in management, and one of the basic building blocks used when managers 

design an organisation's structure. Adam Smith described its power in 1776, Henry Ford built an 

industrial empire on it, and modern call centres, hospitals and software firms still organise work 
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around it — while also struggling with its human costs and searching for ways to soften them. 

This answer explains the concept precisely, traces its meaning with examples, sets out in detail 

the rationale — the economic, organisational and practical reasons — for its use, and then gives 

a balanced account of its limitations and the modern modifications (job rotation, enlargement, 

enrichment and teams) that organisations adopt when specialisation is pushed too far. The 

conclusion summarises when and why specialisation remains justified. 

The Concept of Work Specialisation 

Work specialisation describes the degree to which activities in an organisation are subdivided 

into separate jobs. Instead of one person performing a complete task from beginning to end, 

the task is broken into small, standardised steps, and each step is assigned to a different person 

who performs it repeatedly and becomes expert in that single step. The essence of the idea is 

captured in Smith's famous pin factory: making a pin involves about eighteen distinct 

operations — drawing the wire, straightening it, cutting it, pointing it, grinding the head and so 

on. One worker performing all operations alone might make twenty pins a day; ten workers, 

each specialised in a few operations, could together make 48,000. The same pattern appears 

everywhere today: on a car assembly line each worker fits the same component to every 

passing vehicle; in a hospital, surgeons, anaesthetists, nurses, radiographers and laboratory 

technicians each perform a specialised part of patient care; in a university, admissions, 

teaching, examinations and accounts are separate specialised functions; and in a fast-food 

outlet one employee fries, another assembles, another serves at the counter. 
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Specialisation may be horizontal — dividing work at the same level into narrow jobs, as on the 

assembly line — or it may rest on professional expertise, where years of education create 

specialists such as chartered accountants, surgeons or software engineers. It should be 

distinguished from its companion concept, departmentalisation: specialisation divides the work 

itself into jobs, while departmentalisation groups those specialised jobs together into units. 

Both are decisions the manager makes during the organising function when building the 

horizontal dimension of the organisation's structure. 

The Rationale Behind Its Use in Organisations 

1. Greatly Increased Productivity and Efficiency 

The primary rationale is economic: specialisation raises output per worker dramatically, as 

Smith's pin example shows. When a worker repeats one simple operation, he becomes fast and 

dextrous at it; no time is lost moving between different tasks, tools and workplaces; and the 

narrow task can often be mechanised or automated, multiplying output further. For mass-

produced goods and high-volume services, this efficiency is what makes low unit costs — and 

therefore affordable prices and competitiveness — possible at all. 

2. Skills Are Matched to Jobs, and Training Becomes Cheaper 

Because each specialised job is narrow, the organisation can select workers whose abilities fit 

exactly what the job requires, and it does not need every worker to master a whole trade. 

Training a recruit to perform one operation takes days or weeks rather than the years needed 

to train an all-round craftsman, so training costs fall, new staff become productive quickly, and 

USMAN NOTES  |  AIOU Code 1427 Solved Assignment 1 (Autumn 2026) Official Portal: www.usmannotes.com

Page 31 of 34 - USMAN NOTES (100% Quality Academic Reference) WhatsApp Orders: +92 324 5836626

USM
AN N

OTES

www.u
sm

an
no

te
s.c

om



Solved Assignment Guide — AIOU Principles of Management (1427) — Assignment 1 — Page 32 

vacancies are easier to fill. Specialisation also permits the economical use of scarce expertise: a 

highly paid specialist — a surgeon, a tax consultant — spends his time only on work that 

requires his skill, while simpler supporting tasks are performed by less costly staff, so expensive 

talent is never wasted on routine operations. 

3. Quality, Standardisation and Control Improve 

Repeated performance of the same operation produces mastery, and mastery produces 

consistent quality: the specialist notices defects and variations that a generalist would miss. 

Standardised narrow jobs also make output easy to specify, measure and inspect — a 

supervisor can define exactly what a correct performance looks like — which simplifies quality 

control, makes performance appraisal fairer, and allows the organisation to promise customers 

a uniform product, as fast-food chains demonstrate worldwide. 

4. It Creates Interdependence and Makes Large-Scale Organisation Possible 

Complex undertakings — building aircraft, running a railway, operating a hospital — are simply 

impossible for unspecialised individuals. Specialisation is the mechanism that lets thousands of 

partial contributions be combined into one coherent result, with coordination supplied by 

management. In this sense the rationale is not merely efficiency but feasibility: division of 

labour is what allows the scale and complexity of modern production and services to exist. 

5. It Fosters Innovation and Deep Knowledge 

Concentration on a narrow field allows specialists to develop deep knowledge and to improve 

their particular process — suggesting better tools, shortcuts and technologies. Much industrial 
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and medical progress has come from specialists refining the one operation or discipline they 

know intimately. Organisations therefore deliberately maintain specialised research, 

engineering and professional roles as engines of improvement. 

Limitations of Excessive Specialisation 

A balanced explanation must record that the rationale holds only up to a point; beyond it, the 

human and organisational costs reverse the gains. Overspecialised jobs become monotonous 

and repetitive, producing boredom, fatigue, alienation and stress; motivation and job 

satisfaction fall, and the organisation pays through higher absenteeism, labour turnover, errors 

and even sabotage or poor service. Narrow specialisation also creates fragility and inflexibility: 

if the one specialist is absent, his operation may stop the whole line; specialists may develop 

'tunnel vision', defending their own step while losing sight of the final product and the 

customer; and coordination costs rise as more specialised fragments must be integrated, 

requiring additional supervisors and liaison effort. Ford's own experience is instructive — 

spectacular productivity accompanied by extreme turnover, which forced the famous five-

dollar day to retain workers. These diseconomies explain why the human relations movement 

arose partly as a reaction against the extreme division of labour of early scientific management. 

Modern Responses: Keeping the Benefits, Reducing the Costs 

Contemporary organisations rarely abandon specialisation — its economic rationale remains 

too strong — but they moderate it, especially where work is not simple and repetitive. Job 

rotation moves workers periodically between specialised tasks, widening skill and relieving 

monotony. Job enlargement adds more tasks of a similar level to a job, and job enrichment 
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adds responsibility, planning and checking duties, making work more meaningful. Semi-

autonomous work teams go further, assigning a complete piece of work to a group that 

allocates its internal tasks itself — the model used successfully by several car manufacturers. 

Automation is applied to the most repetitive operations, leaving people the more varied 

remainder, and professional work is organised so that specialists also participate in whole-case 

teams, as in hospital multidisciplinary teams. The manager's task in organising is therefore a 

balancing one: specialise far enough to gain efficiency, expertise and quality, but not so far that 

human costs and inflexibility consume the gains — a judgement that depends on the 

technology, the workforce and the product, in line with the contingency approach to 

organisation design. 

Conclusion 

Work specialisation is the subdivision of organisational activities into separate, narrow jobs, 

each performed repeatedly by a different person. Its rationale rests on powerful advantages: 

far higher productivity through dexterity and saved switching time; cheaper, faster training and 

proper matching of scarce skills to the work that needs them; consistent, controllable quality; 

the feasibility of large-scale, complex operations; and the deep knowledge from which 

improvement and innovation grow. Its limits — boredom, alienation, inflexibility and 

coordination cost — are real but are managed in modern practice through rotation, 

enlargement, enrichment, teamwork and automation rather than by abandoning the principle. 

Properly calibrated, work specialisation remains, as it has been since Smith, a cornerstone of 

effective organisational design. 
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