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8.0 Objective

• To understand the basic issues involved in directing as an element of management

process.

• To understand the role that directing plays in managerial effectiveness.

• To link directing with the human nature in the organisation so that suitable

behavioural and managerial models are adopted.
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8.1 Introduction

Direction in business is akin to strategy in war. This concerns itself with the disposition

of resources, the points at which special efforts are to be concentrated and t he survival

among the stresses and the strains of economic life of the business.        —John Seymour

Human nature is much more complex than what we perceive though understanding of
this nature is essential.

Everyone of  us, perhaps, may be aware about the concept of directing and role of a

director during the process of producing cine films. A film director directs various actors and

actresses and supporting staff as to how they should act in order to produce the film. In the

same way, managers direct their subordinates as to how they should do the work for achieving
organisational objectives. After planning, organising, and staffing functions are completed in

the context of a work cycle, directing function begins. Till now, in the organisation, suitable

persons have come in and they have assumed their positions as created in organisational

hierarchy, they become superiors and subordinates. All the individuals in the organisation are

both superiors and subordinates, except the individuals at the extreme top or at the extreme

bottom. A superior manager directs his subordinates as to how and when they have to perform
various duties assigned to them. This becomes necessary, as without his direction, human

factors in the organisation become inactive, consequently making physical factors useless.

This process originates at the top and flows right up to the bottom. Thus, every manager in the

organisation gives direction to his subordinates as superior and receives direction as

subordinate from his superior.

"Activating deals with the steps a manager takes to get subordinates and others to carry out

plans."

Haimann has defined direction as follows :

"Direction consists of the process and techniques utilised in issuing instruction and making
certain that operations are carried out as planned."

However, direction is not merely issuing orders and instructions by a superior to his

subordinates but it includes the process of guiding and inspiring them. Thus, there are three

main aspects of direction: motivation, leadership, and communication. From this point of

view, direction has the following features:

1. Direction is an important managerial function. Through direction, management

initiates actions in the organisation.

2. Direction function is performed at every level of management. It is performed in

the context of superior-subordinate relationship and every manager in the
organisation performs his duties both as a superior and a subordinate.

3. Direction is a continuous prorcess and it continues throughout the life of the

organisation. A manager needs to give order to his subordinates, motivate them,

lead them and guide them on continuous basis.
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4. Direction initiates at the top level in the organisation and flows to bottom through

the  hierarchy. It emphasises that a subordinate is to be directed by his own

superior only.

5. Direction has dual objectives. On the one hand, it aims at getting things done by

subordinates and, on the other, to provide superiors opportunities for some more

important work which their subordinates can not do.

Importance of Direction :

The importance of direction in the organisation can be viewed by the fact that every

action is initiated through direction. Human beings in the organisation handle the physical

resources, e.g., money, materials, machinery, etc. to accomplish certain functions by which

organisational objectives are achieved. Thus, telling each individual in the organisation what

he should do, how he should do, and when he should do becomes an important factor for

organisational efficiency and effectiveness. Each individual in the organisation is related with

others and his functioning affects others and, in turn, is affected by others. Thus, in a large

organisation, the integration of individuals' efforts becomes a complex problem for

management. In this context, the importance of direction function in the organisation can  be

presented as follows:

1. Direction Initiates Actions: Organisation is the sumtotal of human and non-

human resources. These resources should be handled in a certain way to get the

desired results. Through direction, management conveys and motivates

individuals in the organisation to function in the desired way to get organisational

objectives. Without direction, other managerial activities like planning, organising

and staffing become ineffective.

2. Direction Integrates Employees' Efforts: For achieving organisational

objectives, individuals need not only be efficient, but effective also. Their actions

are interrelated in such a way that each individual's performance affects the

performance of others in the organisation. Thus, individual's efforts need to be

integrated so that organisation achieves its objectives in the most efficient manner

and this is possible through direction only.

3. Direction Attempts to get Maximum out of Individuals: Every individual in

the organisation has some potentiality and capability which, in the absence of

proper motivation, leadership, communication — all elements of direction —

may not be utilised fully. Direction provides the way to utilise these capabilities

and also it helps in increasing these capabilities.

4. Direction Facilitates Changes in the Organisation: Organisaiton exists in

the soceity and any change in the society changes organisational process to

keep organisation ready to face environmental changes. Moreover, there are

changes in organisation structure and in individuals. The corporate implement
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these changes, management should motivate individuals affected by these

changes, which is an essential part of direction.

5. Direction Provides Stability and Balance in the Organisation: Effective

leadership, communication and motivation, provide stability in the organisation

and maintain balances in different parts of the organisation. Thus, organisation

exists for a long period and its parts work in a harmonious way.

Considering the importance of direction in management process, Marshall Dimock

has called it the heart of administration. He finds high correlation between direction and work

performance.

8.3 Principles of Direction

Direction is one of the most complex functions of the management as it deals with

people whose nature itself is quite complex and unpredictable. Good and effective direction

in the     context of diverse nature is really an art which can be learned and perfected through

long-term experience. However, managers can follow some principles while directing their

subordinates. These principles can be divided into two parts: (i) principles relating to the

purpose of direction, and (ii) principles relating to the direction process.

Principles Relating to the purpose of Directing :

The basic purpose of direction is to get organisational objectives fulfilled through the

integrated efforts of the subordinates. In this context, following principles are important:

1. Principle of Maximum Individual Contribution: Organisational objectives are

achieved at maximum level when every individual in the organisation contributes

maximum towards this end. Management should adopt that direction technique

which enables subordinates to contribute maximum.

2. Principle of Harmony of Objectives: Individuals join the organisation to achieve

certain objectives, that is, they want to satisfy their physiological and psychological

needs while working in the organisation. At the same time, organisation has its

own objectives, that is, maximisation of profit in a business concern. Management,

through appropriate direction techniques, should try to integrate both

organisational and individual objectives. Common interest must prevail over

individual interests, but factors like ambition, laziness, weakness, and others

tend to reduce the importance of general interests. The impact of these factors

can be minimised through appropriate direction.

3. Principle of Efficiency of Direction: An effective direction tries to get work

accomplished by subordinates without affecting their need satisfaction adversely.

To provide adequate satisfaction to subordinates, it is necessary to develop

correct direction techniques, effective communication system, leadership, etc.



Direction and Supervision

[  158  ]

Principles Relating to Direction Process :

Direction process is related with those factors which make a particular direction

technique effective and efficient. Following principles in this case are important:

1. Principle of Unity of Command: According to this principle, a person in the

organisation should get orders and instructions from one superior only and he

should be responsible to that superior only. Dual command, that is, getting orders

from more than one superior, creates conflict, confusion, disorder and instability

in the organisation. Direction should follow this principle.

2. Principle of Appropriateness of Direction Technique: There are three

direction techniques — authoritarian, consultative, and free-rein. Each technique

has its own relative strength. Moreover, each technique can be used in different

cases depending upon the nature of superior and subordinates and the situational

variables. Thus, that particular technique can be used which is the most

appropriate at a particular time.

3. Principle of Managerial Communication: In the organisation, the success,

depends upon effective communication between superior and his subordinates.

A superior, through downward communication, passes to his subordinates orders,

ideas about work, etc., and through upward communication from his subordinates,

he knows how his subordinates are working. Thus, effective communication both

ways makes direction effective.

4. Principle of Comprehension: Direction conveys to subordinates what they

have to do, how to do, and when to do. Thus, understanding and comprehending

of what has been conveyed by superior is important for subordinates as correct

understanding enables them to get clear situation and avoid unnecessary queries

and explanation from superior.

5. Principle of Use of Informal Organisation: Formal organisation structure

prescribes the official relationships among individuals. Besides, people working

together develop certain relationships known as informal group or organisation.

Through this informal group, information travels very quickly, though sometimes

the information may be wrong. Management should try to understand, spot, and

make use of such informal organisation for making direction most effective.

6. Principle of Leadership: Leadership is the process of influencing individuals

in the organisation for goal achievement. When subordinates function efficiently,

organisational goals are achieved. The subordinates are influenced through the

exercise of authority and exercise of leadership. However, the former course of

action has a serious limitation of affecting the morale of subordinates adversely.

Thus, managers need to become leaders so that they can influence the activities

of their subordinates without dissatisfying them.
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7. Principle of Follow Through: Direction is a continuous managerial process.

Mere giving an order is not sufficient but management should find out whether

the subordinates are working accordingly, what difficulties they are facing and in

the light of these, if need be, the order can be modified or replaced.

8.4 Direction and Supervision

Sometimes, confusion arises between direction and supervision. The basic reason

for such a confusion is the context in which the term supervision is used. Therefore, two terms

— direction and supervision — differ in terms of context and content. The term supervision is

used in two ways. First, it is usued as an element of direction and, therefore, every manager

in the organisation performs the function of supervision irrespective of his level in managerial

hierarcy. In this context, supervision involves guiding the efforts of others to achieve stated

objectives. For example, Terry and Franklin have defined supervision as "guiding and directing

efforts of employees and other resources to accomplish stated work outputs." Thus, the scope

of supervision is much more limited as compared to that of direction which includes motivating

and leading employees and communicating with them, besides guiding them. Second, the

term supervision is used to denote the functions performed by supervisors — a class of

personnel between management and operatives. When supervision is used in the context, it

includes all supervisiory functions which include planning, organising, staffing, directing, and

controlling with varying emphasis on different functions. In this context, Newman and Warren

have defined supervision as the day-to-day relationship between an executive and his

immediate assistant and covers training, directing, motivation, coordination, maintenance of

discipline, etc. Thus, it becomes much wider than directing particularly at supervisory level.

8.4.1 Effective Supervision

Effectiveness of a supervisor is judged on the basis of how he is contributing to his

organisation by his work. Thus, he and his effectiveness can be measured in terms of

organisation of his qualitites, his supervisory process, and the result of his actions. All these

are to be related to the contributions to the achievement of organisational objectives. Following

are some of the elements of effective supervisory practices:

1. Leadership: Leadership is a process of influencing the activities of an individual

or group for goal-achievement in a given situation. Through this process, individual

or group contributes willingly to the goal-achievement. Effective supervisiors

perform functions related to leadership instead of doing the same work as the

subordinates do. This style of supervision leads to higher morale and more

productivity.

2. Closeness of Supervision: The degree of closeness of supervision may vary

from highly close-supervision to highly free-supervision. Successful supervisors

follow the style of less close supervision. A closed supervision is defined as
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frequently checking up on subordinates, providing them frequent and detailed

instructions, and limiting their freedom to perform the work in their own way.

Normally, close supervision causes low marale and motivation because it blocks
the gratification of some strongly felt needs of subordinates. Less close

supervision, on the other hand, produces motivation and morale which are

essential for high productivity. Supervisory practices can be improved by changing

the style which suits the subordinates in a given situation.

3. Employee-oriented or Human Relations: Taking into account the employees
and work being performed by them, there can be two styles: employee-oriented

and production-oriented. The employee-oriented style stresses, the relationship

aspects of employee's jobs. It emphasises that every individual is important and

takes interest in every one, accepting his individuality and personal needs.

Production-oriented style emphasises production and technical aspects of the

jobs and employees are taken as tollsf or accomplishing the jobs. Effective
supervisor follow emloyee-oriented style and take more personal interest in their

men, understand their problems, and punish them less frequently when mistakes

occur. Thus, effective supervision is employee-oriented which creates a feeling

in the minds of subordinates that their interests are taken into consideration in

organisational practices. High producing workers are also of this opinion that

they prefer employee-oriented technique because supervisors take personal

interest in them which motivates the workers. In this atmosphere, the various
problems being faced by workers can be discussed with the supervisors

concerned in order to find out their optimal solution.

4. Group Cohesiveness: Effective supervision relates to group cohesiveness.

Group cohesiveness is characterised by the group situation in which all members

work together for a common goal, or where every one is ready to take responsibility

for group chores. Groups with high cohesiveness produce more as compared to

groups with less cohesiveness. The reason for this phenomenon is that the

belongingness to high-producing group enhances the members' regard for dignity

of  their own job. The amount of dignity assigned by group members to their own

jobs is highly associated with group cohesiveness. An effective supervisor

attempts for maintaining group cohesiveness by infusing confidence and trust in
employees.

5. Delegation: Though delegation of authority is applicable to all types of superior-

subordinate relationships and all levels of management, it becomes important at

the supervisory level because supervisory management is considered to be the

last level for delegation of authority. Appropriate delegation leads to high
productivity in the organisation. Effective supervision implies adequate delegation.

A supervision should not make decision which annoys his subordinates rather

motivates them for better performance, besides saving a superior's time to

concentrate on other works.
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6. Other Factors: There are certain other fact ors, besides the above, which go to

make the supervision effective. For example, supervisors who can influence their

superiors and satisfy the needs of their subordinates for promotion, recognition,

and work-centred benefits are considered better by their subordinates. They

inspire higher morale in work groups and more satisfaction to the employees.

They also perform functions like on-the-job training, informing their subordinates

about their duties and relevant organisational matters, and present model

behaviour for their subordinates.

8.4.2 Order Giving

Order giving is one of the most important elements of direction. Management has the

right to manage the affairs of the organisation. This right is received from the investors in the

organisation. However, along with right, management becomes responsible for the effective

utilisation of organisational resources for which individuals are employed in the organisation.

Management gives orders and instructions to subordinates as to how the work should be

accomplished. Thus, this order-giving becomes a necessary function of managers at every

level and it ends when order reaches operative level where the work is actually performed.

Thus, through order, a manager not only let his subordinates know as to how  they have to do

the work, but through that, he also induces  them to do the work. Thus, this order should be

given in such a way that it serves the dual purpose of giving information to subordinates and

inducing them to do the work. Henry Fayol has opined that a manager should have high

degree of efficiency in giving order, as through orders, either he can motivate or dissatisfy his

subordinates.

Meaning of Order :

The term order has many connotations; however, as a direction technique, it can be

defined as a directive to subordinates as to what is to be done or not to be done in the

execution of work for achieving organisational objective. The definition of the order suggests

the following implications:

1. The order-giving process implies  personal relationship in direct term of command

from superior to subordinate. This relationship is not reversible. Two managers

of equal rank can not have this relationship. Similarly, except for functional authority,

the relationship does not exist between a superior in one department and a person

of lower rank in another.

2. Another implication of an order is that it is enforceable. A superior can employ

sanction against his subordinate who does not carry out an order or who does so

in an inappropriate manner.

3. The order is given and enforced to achieve organisational objectives. As such,

specific and clear order serves organisational purpose.
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Considerations in Order Giving :

Though issuing of an order is an important aspect of direction, very little attention has

been given to this in management literature. In issuing an order, the relevant questions to be

considered are whether it should be general or specific, oral or written, and what should be its

degree of formality:

1. General or Specific: Whether an order should be general or specific depends upon

the performance of the manager, his ability to foresee attendant circumstances, and

the response made by the subordinate. The superiors, who have a rigid view of authority

delegation, have clearly in mind specific circumstances, and want to have close

supervision and prefer specific orders. Similarly, some subordinates prefer close

supervision and can do best under specific order. On the other hand, subordinates

who prefer initiative and less rigid supervision and control do well under general order.

2. Writtten or Oral: In issuing an order, it should be decided whether it will be in writting

or oral form. The factors like permanency of relationship between superior and

subordinate, degree of trust and confidence between them and avoiding overlapping

of orders and acquainting all personnel concerned with the fact that an order has been

issued are important factors in this context.

The written order has the quality of being complete and clear, it provides the receiver

time to understand and do accordingly, and fixes exact responsibility. On the other

hand, written order is expensive and time consuming. Moreover, it is not at all suitable

in certain circumstances, such as routine work. Oral order is suitable where superior-

subordinate relationship is permanent based on mutual trust , order is of routine type

in day-to-day administration, and does not require any permanent record.

3. Formal and Informal: In formal superior-subordinates relationship, orders tend to be

formal, however, these can be made informal and consequently more acceptable by

paraphrasing suitably. An order issued in formal and command way is likely to invite

more resistance from subordinates and may have adverse impact on their morale

and motivation. Since individual's response differs for a formal order, there should be

a proper selection of degree of formality in issuing an order.

4. Timing: In business organisations, the informality and the spontaneity with which

managers reach decisions and give orders often result in the little apparent attention

to timing. The decisions which are taken after considerable consideration and

participation by subordinates require very little clarification, and timing of implementing

decisions is often implied. Similarly, the organisational actions which are taken on the

basis of opportunism and urgency have simultaneous execution. On the other hand,

the decisions taken after considerable planning process follow definite timing for their

execution and considerable attention must be given for the timing of issuing orders.
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5. Follow-up of orders: For execution of orders, managers should follow the practice

of inquiring how orders have been understood and how these are executed. This

process, though technically speaking not a part of issuing orders, enables managers

to find out difficulty in the way of order execution, utility of an order, and reactions of

subordinates to an order. Through this action, subordinates may suggest new ideas

for better performance and better execution of an order.

8.5 Techniques of Direction

In performing function, managers use different techniques. Some of these techniques

are related to giving orders and instructions and their follow-up; others are related to adopting

appropriate behavioural patter n.

1. Orders and Instructions: Giving orders and instructions is one of the main

elements of direction. Through orders and instructions, a superior manager directs

his subordinates what work they should do; how they should do; and when they

should do. Thus, through orders and instructions, a manager conveys the nature

of work, processes and procedures adopted, and timing of job performance.

2. Follow-up Orders and Instrucitons: Once orders and instructions are issued,

it is not necessary that these are carried out instantly or fully to the satisfaction of

the superior. There may be three types of problems. First, subordinates might

not have understood the orders and instruction fully and clearly. Second, they

may not have adequate organisational resources to carry out orders and

instructions. Third, there may be contradictory orders and instructions creating

confusion and conflict among subordinates. In order to overcome these problems,

the superior has to monitor whether the subordinates have carried out orders

and instructions properly. If not, he tries to find out the reasons for that and removes

the anomalies or obstructions If need be, he may withdraw some of the orders

and instructions which do not conform to organisational practices or which are

contradictory, or he may provide further explanation to his subordinates.

3. Behavioural Pattern: Besides orders and instructions and organisational

practices and procedures, a superior manager provides direction to his

subordinates by adopting a particular behavioural pattern. He may adopt one of

the three behavioural patterns: autocratic, participative, and free-rein. In each

pattern, the type of orders and instructions given is different. In autocratic pattern,

the superior gives orders and instructions in detail as he does not involve his

subordinates in diecision-making process. Therefore, there is gap between

decision maker and decision implementor. In order to make a decision fully

understandable the superior is required to provide detailed instructions. In

participative pattern, decision-making is a joint process between the superior

and his subordinates. Therefore, they understand the decision and how it can be
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implemented. In such a case, detailed orders and instructions are not required.

In free-rein which is just opposite of autocracy, subordinates are given authority

to make decisions within the broad guidelines provided by the superior. In this

cae, the superior does not provide orders and instructions for doing specific

work except the broad guidelines for arriving at decisions. What behavioural

pattern a superior should adopt depends on the understanding of human nature

and building the behavioural pattern to match that.

8.6 Directing and Human Factor

Considering the importance of directing in management process, managers should

make it effective. It can be successful and effective only when managers understand the

nature of human beings and various models which can be adopted to match the nature.

However, there is no uniformity of assumptions about the nature of human beings because

man is very complex to deal with. Historically, the assumptions about people in the

organisations have largely reflected philosophical positions on the nature of man and have

served as the justification for the particular actions. Whole of the managerial actions have

depended on such assumptions. However, such assumptions have shown great variations

and unanimity has eluded. For example, various man models describe man as rational, social,

self-actualising, or complex. These models make different assumptions about the nature of

human beings.

Rational, social, and self-actualising models of man are simplistic assumptions of

people and their behaviour. They assume that man will behave according to certain set pattern.

If the condition for behaviour is given, the behaviour of man can be understood and predicted

depending upon the assumptions made. However, researchers have demonstrated that it is

not so. First, there are many complex variables which determine human behaviour. These

variables themselves are quite unpredictable. Second, even if cause-effect relationship is

established between variables and behaviour, it is not necessary that everyone will behave

accordingly    because of individual difference. Thus, human being is quite complex and it is

not possible to predict human behaviour completely and accurately. Following assumptions

can be made about complex man:

1. Man is motivated by complex variables. No doubt, his needs can be arranged in

certain hierarchy but this hierarchy can not be universal. There can be many

overlapping needs and the degree to which man will seek satisfaction to various

needs. Thus, it is not necessary that man will try for self-actualisation.

2. Man is capable of learning many things out of interaction with the organisation.

Thus, his total need pattern will be determined by his initial needs as well as

needs developed by organisational contacts.
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3. There are variations among people in the same organisation. Such variations

may be in terms of their need pattern, their behaviour, and consequently the need

for direction and control

4. The understanding of human needs may not be the final step in understanding

human behaviour because of the absence of a direct cause-effect relationship

between need and behaviour. For example, a person may behave differently as

compared to another person having same set of needs.

5. Man can have diversity if we take into account his need pattern, lack of direct

cause-effect relationship between need and behaviour and individual differences.

Thus, man can respond to various managerial actions but the way of reaction is

not uniform. This will depend upon his motives and abilities, nature of task, and

nature of incentives — financial and non-financial.

The manager can take clue for managerial actions in two ways. First, he msut realise

that there is no action which can be utilised successfully in all the situations. This is the basic

theme of contingency approach which is fast developing in organisational analysis. This puts

emphasis on the manager being good diagnostician and must value the spirit of enquiry.

Second, he should differentiate people on the basis of various factors and must adopt actions

which may affect different people. This will enable him to find out whether he is proceeding

correctly or otherwise. A suitable action, then, can be taken before the situation goes out of

control.

8.7 Managerial Models

Based on the assumptions of human behaviour, managerial models have been

developed from time to time. Two such models are quite helpful in devising actions for

managing people in the organisation: Davis's organisational behaviour model and Mile's

managerial model. These models have proposed mangerial actions to be taken according

to the nature of human behaviour.

Behavioural Model :

Keith Davis identified three models of organisational behaviour: autocratic model,

custodial model, and supportive model. Later, he added a fourth model — collegial model.

He has summarised these models as follows:

1. Autocratic Model: In the autocratic model, managerial orientation is towards

power. Managers see authority as the only means to get the things done, and

employees are expected to follow orders. The result is high dependence on boss.

This dependence is possible because employees live on the subsistence level.

The organisational process is mostly formalised; the autority is delegated by

right of command over people to whom it applies. The management decides

what is the best action for the employees. A very close and strict supervision is



Direction and Supervision

[  166  ]

required to obtain desirable performance from them. Motivation depends on

physical security, and better performance is ensured through fear, threats,

punishment, and occasional rewards; communication is mostly one-way —

downward, and there is very little interaction between managers and employees.

The autocratic model represents traditional thinking which is based on the

economic concept of the man. With the changing values and aspiration levels of

people, this model is yielding place to others. However, this does not mean that

this model is discarded in toto. In many cases, the autocratic model of

organisational behaviour may be quite useful way to       accomplish performance,

particularly where the employees can be motivated by physiological needs. This

generally happens at lower strata of the organisation.

2. Custodial Model: In the custodial model, the managerial orientation is towards

the use of money to pay for employee benefits. The model depends on the

economic resources of the organisation and its ability to pay for the benefits.

While the employees hope to obtain security, at the same time they become

highly dependent on the organisation. An organisational dependence on boss.

These maintenance factors provide security but fail to provide strong motivation.

Although employees working under custodial model feel  happy, their level of

performance is not very high. Since employees are getting adequate rewards

and organisational security, they feel happy. However, they are not given any

authority to decide what benefits or rewards they should get. This approach is

quite similar to patrimonial approach where the basic assumption is that it is the

prerogative of management to decide what benefits are best suited to the

employees. Such an approach is still quite common in many business

organisations in India. The phenomenon is more predominant in family managed

business organisations where family characteristics have also been applied to

the organisational settings. The basic ingredient of the family managed system

is that parents decide what is good or bad for their children; managers decide

what is good for their employees. From this point of view; this model is not suitable

for matured employees.

3. Supportive Model: The supportive model of organisational behaviour depends

on managerial leadership rather than on the use of power or money. The aim of

managers is to support employees in their achievement of results. The focus is

primarily on participation and involvement of employees in managerial decision-

making process. The model is based on 'principles of supportive relationships'.

The leadership and other processes of the organisation must be such as to ensure
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a maximum probability in all interactions and all relationships with the organisation,

each member will, in the light of his background, values, and expectations view

the experience as supportive and one which builds and maintains his sense of

personal worth and importance. The supportive model is based on the

assumptions that human beings move to the maturity level and they expect the

organisational climate which supports this expectation. Various organisational

processes — communication, leadership, decision making, interaction, control

and influence — are such that these  help employees to fulfil their higher order

needs such as esteem and self-actualisation.

4. Collegial Model: The collegial model is further development of the supportive

model. This model is based on the team concept in which each employee

develops high degree of understanding towards others and shares common goals.

Control is basicaly self-disciplined by the team members. The organisational

climate is quite conducive to self-fulfilment. This model is best suitable for

managing professionals, normally in unprogrammed tasks that require behavioural

flexibility.

8.8 Summary

Miles has given three models of management. According to him, the managerial task

is to integrate organisational variables (goals, technology, and strcuture) with human variables

(capabilities, attitudes, values, needs and demographic characteristics) into an effective and

efficient system. This suggests that manager's own concepts about managing partially

determine the way the key managerial activities are carried out. Consequently, Miles identified

three models of management known as traditional, human relations, and human resources

models. These three management models are enumerated below:

Alternative models of management

Traditional model Human relations model Human resources model

Assumptions

1. Work is inherently distasteful People want to feel useful and Work is not inherently distasteful.

to most people important.

2. What workers do is less People desire to belong and to People want to contribute to meaningful

important than what they be recognised as individuals. goals which they have helped

earn for doint it. established.

3. Few want or can handle work The above needs are more Most people can exercise far more

which requires creativity, important than money in creative and responsible self-direction

self-direction, or self-control. motivating people to work. and self-control than their present

jobs demand.
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Policies

1. The manager's basic task The manager's basic task is to The manager's basic task is to make

is to closely supervise and make each worker feel useful use of his untapped human resources

control his subordinates. and important.

2. He must break tasks down He must keep his subordinates He must create an environment in

into simple, repetitive, easily informed and listen to their which all members may contribute

learned operations objections to his plans. to the limits of their ability.

3. He must establish work He should show his subordinates He must encourage full participation

routines and procedures and to exercise some self-control on on important matters, continually

enforce these firmly but fairly. routine matters. broadening subordinate self-direction

and control.

Expectations

1. People can tolerate work if Sharing information with Expanding subordinate influence,

the pay is decent and boss subordinates and involving them self-direction, and self-control will

is fair in  routine decisions will satisfy lead to direct improvement in

their  basic needs to belong and operating efficiency.

to feel important

2. It tasks are simple enough Satisfying needs will improve Work satisfaction may prove as a

and people are closely morale and reduce resistance to by-product of subordinates making

controlled, they will produce formal authority– subordinates full use of their resources.

up to standard. will willingly cooperate.

The discussion of various assumptions about the nature of human beings and various

management models developed does not  lead us to any specific conclusion about the type

of system that should be adequate in all situations. But the systems have to be devised looking

into the application of a particular system in a given situation. Thus, the concept of contingency

management is important in the context of directing also.

8.9 Questions For Exercise

1. What does the directing function of management involve? Discuss the importance

of directing in management process.

2. Discuss the principles of effective directing.

3. Compare direction and supervision. How can supervision be made more

effective?

4. "Orders will be accepted if they make sense." Discuss. Elaborate the techniques

of order giving.
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5. What are the techniques of directing ?

6. "Directing involves basically the unerstanding of human behaviour and guiding

the behaviour in specific direction." Elaborate this statement and show how

understanding of human behaviour makes directing function of management more

effective.

7. Discuss the differences between autocratic, custodial, supportive, and collegial

models of orgnisational behaviour.
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