Understanding Management

Management is a dynamic and multifaceted discipline that has evolved over decades
to meet the changing demands of industry and society. This presentation explores the
foundational concepts of management —from how great thinkers have defined it
across different eras, to understanding whether it is an art, science, or profession. We
will examine the distinct levels of management in organisational hierarchies and the
essential skills managers need to succeed at each level. By the end, you will have a
comprehensive understanding of management's theoretical foundations and practical
applications in today's business environment.
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[& HISTORICAL PERSPECTIVE

Definitions of Management: Thinker Mapping

Management as a discipline has been shaped by visionary thinkers who responded to the industrial and social challenges of their respective eras.
Each definition reflects not only personal philosophy but also the dominant concerns of the time — from mechanisation and efficiency in the early
20th century to human relations and strategic objectives in later decades.

Frederick W. Taylor (1856-1915)

Scientific Management: Taylor championed efficiency and

task standardisation through systematic study of work

processes. He believed management should be based on C
scientific methods rather than intuition, leading to the time- 2

——  Henri Fayol (1841-1925)

and-motion studies that revolutionised industrial production. Administrative Management: Fayol identified five core

functions of management — planning, organising,
commanding, coordinating, and controlling. His emphasis on

Mary Parker Follett (1868-1933) 3

Human Relations Movement: Follett introduced the applicable across all types of organisations.

managerial functions provided a universal framework

importance of human relations and social interaction in the

workplace. She argued that management is about
4 —— Peter Drucker (1909-2005)

coordinating group efforts and fostering collaboration rather
than merely commanding workers. Management by Objectives: Drucker redefined management

as a practice focused on achieving objectives and delivering
results. He viewed organisations as goal-driven entities where

managers must align individual and organisational goals for
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Management as Art, Science, and Profession

Management occupies a unique position at the intersection of art, science, and profession. Understanding these three dimensions helps us
appreciate why managing people and organisations requires both systematic knowledge and creative intuition. Let us explore each facet in detail to
understand how they complement one another in modern managerial practice.

Management as an Art Management as a Science Management as a Profession
Management is considered an art Management qualifies as a science Management is regarded as a profession
because it demands personal skill, because it is built on a systematic body in a developing stage. While it shares
creativity, and judgment. Unlike rigid of knowledge and principles that have characteristics with established
formulas, effective management requires been tested and validated over time. professions — such as specialised
improvisation and adaptation to unique Theories such as scientific management, knowledge, ethical codes, and formal
situations. Every manager must develop administrative management, and education —it lacks statutory recognition
their own style of leadership, behavioural science provide frameworks and mandatory licensing like medicine or
communication, and problem-solving. The for understanding organisational law. There is no universal certification

art of management is especially evident dynamics. Management education required to practise management, and
when dealing with people —human involves studying cause-and-effect entry into the field is not regulated by a
behaviour is dynamic, emotional, and relationships, applying research-based single professional body. However, the
context-specific, making standardised methods, and using data-driven decision- growing emphasis on MBA degrees,
approaches ineffective. Successful making. This scientific foundation enables professional associations, and ethical
managers blend intuition with experience managers to predict outcomes and standards suggests that management is
to inspire teams, resolve conflicts, and optimise processes with greater evolving towards full professional status.
drive innovation. accuracy.
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The Social Nature of Management

The art aspect of management reinforces its social nature because managing people
does not follow fixed formulas. Human behaviour is inherently dynamic, influenced by
emotions, cultural backgrounds, personal values, and situational contexts. A manager
must continuously adapt their approach based on the individuals they work with and
the environment they operate in.

Effective management requires empathy, emotional intelligence, and interpersonal
sensitivity. Managers must navigate complex social dynamics, build trust, motivate
diverse teams, and foster inclusive cultures. This social dimension makes
management more than a technical skill —it becomes a deeply human endeavour that
requires both knowledge and wisdom.
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A ORGANISATIONAL STRUCTURE

Levels of Management

Organisations are structured into distinct levels of management, each with specific responsibilities, decision-making authority, and time horizons.

Understanding these levels helps clarify how authority flows, how decisions are made, and how coordination is achieved across the organisation.

The three primary levels —top, middle, and lower management — form a hierarchy that ensures strategic vision is translated into operational

excellence.

Top Management

CEOs, Board Members, Executive Directors
Focus: Strategic decisions and long-term objectives

Responsibilities: Setting organisational vision, formulating policies, allocating resources, and
ensuring alignment with external environment

Middle Management

Department Heads, Branch Managers, Division Managers
Focus: Tactical decisions and departmental coordination

Responsibilities: Implementing top management strategies, coordinating
between departments, managing resources, and monitoring performance

Lower Management
Supervisors, Foremen, Team Leaders
Focus: Operational decisions and direct supervision

Responsibilities: Overseeing day-to-day activities, assigning tasks,
ensuring quality, and providing immediate feedback to workers
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Why Human SKkills Matter at Every Level

Human skills are required at all levels of management because every manager, regardless of their position, works with people. Whether you are a
CEO negotiating with stakeholders, a middle manager coordinating cross-functional teams, or a supervisor guiding frontline workers, the ability to
communicate effectively, resolve conflicts, motivate others, and build relationships is indispensable.

"Management is about human beings. Its task is to make people capable of joint performance, to make their strengths effective and their
weaknesses irrelevant.”

— Peter Drucker

While the emphasis on different skill types varies by level — conceptual skills are most important at the top level for strategic thinking, and
technical skills dominate the lower level for hands-on problem-solving — human skills remain a constant necessity. Managers who excel in
interpersonal relations are better equipped to inspire, influence, and lead their teams towards organisational goals.
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Managerial Skills

Robert Katz, a renowned management scholar, identified three essential skills that managers must develop to be effective in their roles. These
skills are not mutually exclusive; rather, they work in combination and their relative importance varies depending on the manager's level in the
organisational hierarchy. Let us examine each skill category in detail.

Technical SKkills

Technical skills involve the knowledge and
proficiency in specific work methods,
processes, procedures, and techniques.
These skills are critical for understanding
the operational aspects of the business —
such as accounting, engineering,
marketing analytics, or IT systems.

Importance: Most critical at lower
management levels where supervisors
need hands-on expertise to guide workers,
troubleshoot problems, and ensure quality
standards are met.

Example: A production supervisor must
understand machine operations and
quality control techniques to effectively
manage the shop floor.

Human Skills

Human skills refer to the ability to work
effectively with people, build cooperative
relationships, motivate teams, and
manage conflicts. These skills encompass
communication, empathy, emotional
intelligence, and interpersonal sensitivity.

Importance: Essential at all levels of
management because managers must
interact with subordinates, peers, and
superiors. Human skills enable managers
to create a positive work environment and

foster collaboration.

Example: A department manager
mediating a conflict between two team
members demonstrates strong human
skills by listening actively and facilitating a
constructive resolution.

Conceptual Skills

Conceptual skills involve the ability to
understand the organisation as a whole,
see how different parts interconnect, and
analyse the external environment. These
skills enable managers to think
strategically, anticipate trends, and make
decisions that align with long-term
objectives.

Importance: Most critical at top
management levels where executives must
formulate strategy, allocate resources
across divisions, and navigate complex
competitive landscapes.

Example: A CEO evaluating whether to
enter a new market requires strong
conceptual skills to assess risks,
opportunities, and organisational
readiness.
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Key Takeaways

Management is a Rich, Evolving Discipline Management Balances Art, Science, and

From Taylor's efficiency focus to Drucker's results orientation, Professionalism

management theories have continuously adapted to meet Effective management requires both systematic knowledge and
changing industrial and social needs. creative judgment, making it a unique field that blends technical

rigour with human intuition.

Organisational Levels Define Managerial Focus Three Core Skills Drive Managerial Effectiveness
Top management focuses on strategy, middle management on Technical, human, and conceptual skills form the foundation of
coordination, and lower management on operations — but human managerial competence, with their importance varying by
skills are vital at every level. hierarchical level and organisational context.

As you embark on your journey as future managers and business leaders, remember that mastering these foundational concepts will equip you to
navigate the complexities of modern organisations with confidence and competence.
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