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Scientific Management Theory 

Scientific management theory is a theory of management. It synthesizes and 
analyzes workflows. Its major purpose is improving especially labour productivity, 
economic efficiency. It was an old effort which is to apply science to the engineering of 
the procedure and to management. However, there is given a definition. For example: 

Scientific Management is an art of knowing exactly what you want your men to do and 
seeing that they do it in the best and cheapest way. 
— Frederick W. Taylor 
Firstly, its name adopted as “shop management” and “process management”, then took 
this name. Its other name is Taylorism or Essentials of Scientific Management or Aspects 
of Scientific Management. Although Taylor is a pioneer of this theory, another seven 
leaders extended Taylor’s effort. They were Henry Laurence Gantt, Carl Georg Lange 
Barth, Horace King Hathaway, Morris Llewellyn Cooke, Sanford Eleazer Thompson, 
Frank Bunker Gilbreth, and Harrington Emerson. 

Objectives of Scientific Management Theory by Taylor: 

The major objectives of Scientific Management Theory by Taylor are a maximum 
improvement of workers. This improvement shows on efficiency and effectiveness 
performance. Such development is the revolution in management procedure and 
employee’s actual performance. 

If the procedures and principles of scientific management theory by Taylor apply, it can 
huge change on the following things. For instance: - 

▪ Prevent the wastage of time. 
▪ Reduce the cost of production. 
▪ Secure the labor in industry. 
▪ Increase the efficiency of the workers. 
▪ Develop the relationship between workers and managers. 

 

Principles of Scientific Management Theory by Taylor: 

 

Frederick Winslow Taylor mentioned core principles of management in his Principles 
of Scientific Management book. These principles refer to the scientific management 
theory by Taylor. Such as: - 
1. Science, not the Rule of Thumb: The basic principles of scientific management 

theory by Taylor is the adoption of a scientific approach to decision making. Even 
abandons the all unscientific approach from managerial activities. So, we can say 
that these principles suggest thinking before doing. 

2. Harmony, not Discord: An organization constitutes by two groups i.e. ‘workers’ and 
‘management’. They must create the ‘Give and Take’ relationship in the workplace. 
Therefore, Taylor emphasized on Mental Revolution which means a change of 
attitude of both groups based on this principle. They should share the opinions and 
ideas of each other. 

3. Co-operation, not Individualism: It shows the importance of each other 
(management and workers). Management should reward and appreciate the 



employees for their helpful suggestions. At the same time, employees also cooperate 
with the management for the improvement of the organization. 

4. Development of Each and Every Person to his/her Greatest Efficiency and 
Prosperity: Employees should be properly trained and selected in a scientific 
manner. And it is essential for each organization. For implementing this task, Taylor 
arranged some techniques, for instance, work-study, time study, motion study, 
fatigue study and method study. 

5. Maximum, not Restricted Output: Maximum productivity is the basic purpose of an 
organization. In this case, Taylor has emphasized the production maximization in his 
principles. 

 

Functions of Scientific Management Theory by Taylor: 

From Taylorism, we can find some significant functions. These functions help positively 
the administrators in their organization’s leading. Such as: - 

▪ According to the skills and abilities, an employee must be selected. 
▪ Incentives and wages have to install for enhancing their output and encouraging 

them. 
▪ Implemented those methods which are based on the scientific tasks. 
▪ Carefully observe on eradicating interruptions when plan runs. 
▪ In an organization, leadership should develop and standard. 

 

Features of Scientific Management Theory by Taylor: 

According to Taylor, we can find some important features in Scientific Management 
Theory. Here has described those important features. Such as: 

▪ Universal: Its principles are applicable to all kinds of organizations, business, non-
business, all levels of management. Therefore, they are all-pervasive or universal. 

▪ Flexible: Here available some flexible features. For example, dynamic guidelines, 
non-static rules, sufficient room for managerial discretion, Modification and 
improvement 

▪ Cause & Effect Relationship: It indicates what will be the result of particular actions. 
So, if one is known, the other can be detected. 

▪ Aims at Influencing Human Behavior: Human behavior is not simple and 
predictable. It always tries to deal with human behavior so that employe can able to 
give the best result. 

▪ Equal Importance: For achieving the goal of the organization, we have to give equal 
priorities to all things. These principles are the best examples of equal importance. 

▪ Scientific Selection, Training, and Development of Workers: In the organization, 
workers must select, train and develop through scientific way. 

▪ Equal Division of Responsibility between Management and 
Workers: Each business environment has to ensure the equal division of 
responsibility between management and workers. 
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Techniques of Scientific Management Theory by Taylor: 

For ensuring any method or process, need proper technique. Principles of scientific 
management theory by Traylor has effective techniques to implement. There are included 
those techniques. Such as: - 

1. Work-Study (time study, method study, motion study, and fatigue study) 
2. Development of Functional Foremanship 
3. Standardization of Tools and Equipment 
4. Scientific Selection, Placement, and Training 
5. Introducing Costing System 
6. Mental Revolution 

 

Criticism of Scientific Management Theory by Taylor: 

Although it appreciates in the organizational process, yet it has not spared of severe 
criticism. The criticism of scientific management theory by Taylor divide into two 
categories. Such as: - 

1. Workers Viewpoint 
▪ For increasing productivity, replace the machine instead of the man. Therefore, it 

may be an unemployment tool. 
▪ Exploitation thinking arises in workers. So, they are not engaged in creative 

working. 
▪ These principles enforce on over speeding in the work. So, These have an 

adverse effect on the health of employees. 
▪ Due to extreme specialization, the employees are not capable to take a drive on 

their own. Their position decrease mere cogs in the wheel. As a result, jobe 
become dull. Employees disappoint in working. 

▪ Workers feel that these principles make to weak of Trade Union. So, workers 
don’t attract these principles. 

2. Employer’s Viewpoint 
▪ It is an expensive system. 
▪ Here enforces on the work, study, standardization, and specialization. As a result, 

it is a time-consuming process. 
▪ This procedure is one kind of deterioration of quality. 

 

 

 

 

 

 

 



Importance of Scientific Management Theory in Office: 

Scientific Management Theory by Taylor is perfectly suitable in an office. It can change 
dramatically the office environment in positive mode. So, every office should adopt this 
theory for their actual success. However, there are mentioned some important reason 
why taken this theory in office. For example: - 

▪ Planning or Deciding the work in advance. 
▪ Posting right man for the right job. 
▪ Initiating of incentive or reward wage plan. 
▪ Confirmation of ideal of performance. 
▪ Advise the right development of work. 
▪ The removal of de trop flow of work. 
▪ The upgrade of worker-management affair. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

Henry Fayol’s and the Modern Management Theory 

Almost simultaneously with Taylor, Henry Fayol (1841 – 1925), a French industrialist and 

manager, developed his theory of management. 

He is regarded as the ‘Father of Modern Management Theory’, for he was the first to suggest 

the functions of management which are recognised as the essential part of a manager’s work by the 

modern authorities on management. 

He was a mining engineer of a large coal mining company and subsequently became its 

managing director. When he joined the company, it was almost bankrupt. When he retired after 30 

years, the company was among the most successful enterprises with a long history of handsome 

profits and dividends. During his successful career he searched for sound management principles. 

In 1916 he published his famous work, ‘General and Industrial Management.’ 

Fayol’s work is concerned with the higher level of the organisation. 

He identified the following six activities which, he believed, had to be accomplished in all 

industrial undertakings: 

(i) Technical (relating to production and manufacturing); 

(ii) Commercial (buying, selling and exchange); 

(iii) Financial (search for capital and its optimum use); 

(iv) Security (protection of property and persons); 

(v) Accounting (record keeping, preparation of balance sheet, costing and statistics); 

(vi) Managerial (functions of planning, organising, commanding, coordinating, controlling etc.). 
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Pointing out that the first five activities are well-known and found in all organisations, Fayol devoted 

most of his discussion to the analysis of managerial activities. 

He divided his approach of studying management into three parts: 

(a) Managerial qualities and training, 

(b) General principles of management, and 

(c) Elements of management. 

(A) Managerial Qualities and Training: 

Fayol was the first person to identify the qualities required in a manager. 

According to him, there are six types of qualities that a manager requires. These are as 

follows: 

(i) Physical (health, vigour); 

(ii) Mental (ability to understand and learn, judgement, mental vigour and adaptability); 

(iii) Moral (energy, firmness, initiative, loyalty, tact, and dignity); 

(iv) Educational (general acquaintance with the matters not belonging exclusively to the function 

performed); 

(v) Technical (peculiar to the function being performed); and 

(vi) Experience (arising from the work). 

Fayol observed that the most important ability for a worker is technical and the relative importance 

of managerial ability increases as one goes up the scalar chain. He recognised a widespread need 

for the principles of management and managerial teaching. 

He held that managerial ability should be acquired first in school and later in the workshop. In order 

to acquire managerial knowledge, he developed the principles of management to be taught in 

academic institutions. 

(B) General Principles of Management: 

Fayol laid down some basic principles of management. He believed in the flexibility of these 

principles. According to him, the light of principles, like that of light-houses guides, only those who 

know the way into port. He listed and described fourteen principles of management. 



However, a brief summary of them is given below for quick reference: 

(i) Division of Work: 

Fayol has advocated it to take the advantages of specialisation. This principle can be applied at all 

levels of the organisation for higher productivity. 

(ii) Authority and Responsibility: 

Responsibility is the corollary of authority and arises from it. 

(iii) Discipline: 

Discipline is essential for successful management and, to ensure it, Fayol suggested good 

supervision at all levels, agreements with the employees as clear and fair as possible, and judicious 

imposition of penalties. 

(iv) Unity of Command: 

It means that an employee should get orders from only one superior. Fayol has considered unity of 

command as an important aspect in managing an organisation. He suggested firmness and 

goodness on the part of the superiors, fair agreements with the workers and constant supervision 

by the managers to ensure good management. 

(v) Unity of Direction: 

Each group of activities having the same objectives must have one head and one plan. 

(vi) Subordination of Individual Interest to Group Interest: 

This principle reveals that the interest of the group should always prevail over the individual interest. 

(vii) Remuneration of Personnel: 

Remuneration and methods of payment should be just and fair so that maximum satisfaction can be 

attained by both the employers and the employees. 

(viii) Centralisation: 

“Everything which goes to increase the importance of the subordinates’ role is decentralisation, 

everything which goes to reduce it is centralisation.” The degree of centralisation of authority should 

vary according to the needs of the situation. 

(ix) Scalar Chain: 

It is the chain of the superiors from the ultimate authority to the lowest rank. A subordinate should 

follow the line of authority. 

 



(x) Order: 

According to Fayol, order means “a place for everything and everything in its place” and “a place for 

everyone and everyone in his place”; i.e., the right man in the right job. 

(xi) Equity: 

Equity is a combination of justice and kindliness. The managers should exercise kindliness arid 

justice in dealing with the subordinates. This will create loyalty and devotion among the employees. 

(xii) Stability of Tenure of Personnel: 

It is a big factor for the success of an organisation. Fayol pointed out that instability in tenure of 

service is both the cause and effect of bad management. 

(xiii) Initiative: 

Managers should permit the subordinates to take some initiative in thinking out and executing plans 

to keep up their zeal and energy. 

(xiv) Esprit de Corps: 

This is the principle of ‘Union is Strength’. Team-work and proper communication among the 

members of the group are important for the success of an organisation. Fayol wanted the managers 

to encourage cohesiveness and esprit de corps among their subordinates. 

(C) Elements of Management: 

Fayol opines that management should be viewed as a process consisting of five elements. He has 

regarded these elements as the functions of management. These are planning, organisation, 

command, co-ordination and control. According to him, ‘planning is the most important managerial 

function. Creation of ‘organisation structure’ and execution of commanding function are necessary 

to implement plans. 

‘Co-ordination’ is necessary to make sure that everyone is working together, and ‘control’ ensures 

that everything is proceeding according to the plan. Fayol holds the view that these functions are 

required at all levels of management and in all types of organisations. 

The contribution of Fayol has made the real beginning of the development of management as a 

separate field of study. It is true that, as a practical man, Fayol only set down the principles that he 

had observed and practiced; yet his observations are admirably fit for the currently developing theory 

of or approach to management. 



Fayol was thus the first man to develop a comprehensive theory of management capable of 

universal application. His concepts and principles are generally accepted even today. He is, 

therefore, ‘the real founder of modern management’. 

Criticism: 

The contribution of Henry Fayol in the field of management thought is very important. He was the 

first person who pointed out the functions of management separately. However, in spite of such 

importance, his theory of management is not beyond criticism. 

The management theory of Henry Fayol is criticised in the following aspects: 

1. Higher Level Management: 

The most important criticism regarding Fayol’s concept is that he has analysed management mainly 

from the view point of the top level managers. He considers that the top level managers only plan 

vital role in making an enterprise successful. But, practically it is not true. 

He has not considered the role and significance of the lower level managers of the organisation. It 

should be remembered that the operative employees work under the supervision and control of the 

lower level managers who actually get things done through the group activities of their subordinate 

workers. 

2. Less Emphasis on Human Aspect: 

Fayol has not given proper emphasis on the utilisation of human resource. In his management theory 

human relation aspect is neglected. 

3. Negligence of Joint Management: 

There is no place for joint management in Fayol’s concept of management. Modern age is the age 

of joint management. At present the workers also participate in management through their trade 

union leaders. 

4. Controversial Universality of Management: 

Fayol opines that the elements, principles and methods of management indicated by him are 

applicable to all types of enterprises—trading or non-trading. But the principle of universality of 

management is very controversial. Because the principles of management depend on time, place, 

and situation of application and these are changed accordingly. 

5. Ineffective in Culture-bound Management: 

In recent times there is a tendency to establish culture-oriented management. Henry Fayol states 

that his principles can be changed, extended and rectified according to need and situation. If it can 

be done, the general theory do not have its utility and effectiveness. 
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Leadership Styles 

There are as many approaches to leadership as there are leaders, from Lewin’s Leadership 

Styles framework of the 1930s to the more recent ideas about transformational leadership. There 

are also many general styles, including servant and transactional leadership. Building awareness of 

frameworks and styles can help you to develop your approach and to be a more effective leader. 

From Winston Churchill and Angela Merkel, to Queen Elizabeth I and Martin Luther King, there can 

be as many ways to lead people as there are leaders. 

Fortunately, businesspeople and psychologists have developed useful frameworks that describe the 

main ways that people lead. When you understand these frameworks, you can develop your own 

approach to leadership, and become a more effective leader as a result. 

1. Coach 
A coaching leader is someone who can quickly recognise their team members’ strengths, 
weaknesses and motivations to help each individual improve. This type of leader often assists team 
members in setting smart goals and then provides regular feedback with challenging projects to 
promote growth. They’re skilled in setting clear expectations and creating a positive, motivating 
environment. 

The coach leadership style is one of the most advantageous for employers as well as for the 
employees they manage. Unfortunately, it’s often also one of the most underutilised styles—largely 
because it can be more time-intensive than other types of leadership. 

Example: A sales manager gathers his team of account executives for a meeting to discuss 
learnings from the previous quarter. They start the meeting by completing an assessment together 
of strengths, weaknesses, opportunities and threats regarding the team’s performance. The 
manager then recognises specific team members for exceptional performance and goes over the 
goals achieved by the team. Finally, the manager closes the meeting by announcing a contest to 
start the next quarter in order to motivate the sales people to reach their goals. 

2. Visionary 
Visionary leaders have a powerful ability to drive progress and usher in periods of change by 
inspiring employees and earning trust for new ideas. A visionary leader is also able to establish a 
strong organisational bond. They strive to foster confidence among direct reports and colleagues 
alike. 

This type of leadership is especially helpful for small, fast-growing organisations or larger 
organisations experiencing transformations or corporate restructuring. 

Example: A teacher starts a group at work for colleagues who want to help resolve anxieties and 
issues students have outside of school. The goal is to help students better focus on and succeed at 
school. He has developed testing methods so they can find meaningful ways to help students in a 
quick and efficient way. 

3. Servant 
Servant leaders live by a people-first mindset and believe that when team members feel personally 
and professionally fulfilled, they’re more effective and more likely to produce great work regularly. 
Because of their emphasis on employee satisfaction and collaboration, they tend to achieve higher 
levels of respect. 



A servant leader is an excellent leadership style for organisations of any industry and size but is 
especially prevalent within nonprofits. These types of leaders are exceptionally skilled in building 
employee morale and helping people re-engage with their work. 

Example: A product manager hosts monthly one-on-one coffee meetings with everyone who has 
concerns, questions or thoughts about improving or using the product. This time is meant for her to 
address the needs of and help those who are using the product in any capacity. 

4. Autocratic 
Also called the authoritarian style of leadership, this type of leader is focused almost entirely on 
results and efficiency. They often make decisions alone or with a small, trusted group and expect 
employees to do exactly what they’re asked. It can be helpful to think of these types of leaders as 
military commanders. 

This leadership style can be useful in organisations with strict guidelines or compliance-heavy 
industries. It can also be beneficial when used with employees who need a great deal of supervision 
such as those with little to no experience. However, this leadership style can stifle creativity and 
make employees feel confined. 

Example: Before an operation, the surgeon carefully recounts the rules and processes of the 
operation room with every team member who will be helping during the surgery. She wants to ensure 
everyone is clear on the expectations and follows each procedure carefully and exactly so the 
surgery goes as smoothly as possible. 

5. Laissez-faire or hands-off 
This leadership style is the opposite of the autocratic leadership type focusing mostly on delegating 
many tasks to team members and providing little to no supervision. Because laissez-faire leaders 
do not spend their time intensely managing employees, they often have more time to dedicate to 
other projects. 

Managers may adopt this leadership style when all team members are highly experienced, well 
trained and require little oversight. However, it can also cause a dip in productivity if employees are 
confused about their leader’s expectations or if some team members need consistent motivation 
and boundaries to work well. 

Example: When welcoming new employees, Keisha explains that her engineers can set and 
maintain their own work schedules as long as they are tracking towards and hitting goals that they 
set together as a team. They are also free to learn about and participate in projects that they might 
be interested in outside their team. 

6. Democratic 
The democratic leadership style (also called the participative style) is a combination of the autocratic 
and laissez-faire types of leadership. Democratic leaders ask for input and consider feedback from 
their team before making a decision. Because team members feel that their voice is heard and their 
contributions matter, a democratic leadership style is often credited with fostering higher levels of 
employee engagement and workplace satisfaction. 

Because this type of leadership drives discussion and participation, it’s an excellent style for 
organisations focused on creativity and innovation such as those in the technology industry. 

Example: As a store manager, Jack has hired many brilliant and focused team members who he 
trusts. When deciding on storefronts and floor design, Jack acts only as the final moderator for his 
team to move forward with their ideas. He is there to answer questions and present possible 
improvements for his team to consider. 



7. Pacesetter 
The pacesetting leadership style is one of the most effective for driving fast results. These leaders 
are primarily focused on performance. They often set high standards and hold their team members 
accountable for hitting their goals. 

While the pacesetting leadership style is motivational and helpful in fast-paced environments where 
team members need to be energised, it’s not always the best option for team members who need 
mentorship and feedback. 

Example: The leader of a weekly meeting recognised that an hour out of everyone’s schedule, once 
a week, did not justify the purpose of the meeting. To increase efficiency, she changed the meeting 
to a 15-minute stand-up with only those she had updates for. 

8. Transformational 
The transformational leadership style is similar to the coach style in that it focuses on clear 
communication, goal setting and employee motivation. However, instead of placing majority of the 
energy into each employee’s individual goals, the transformational leader is driven by a commitment 
to the organisation’s objectives. 

Because these types of leaders spend much of their time on the big picture, this style of leading is 
best for teams that can handle many delegated tasks without constant supervision. 

Example: Reyna is hired to lead a marketing department. The CEO asks her to set new goals and 
organise teams to reach those objectives. She spends the first months in her new role getting to 
know the company and the marketing employees. She gains a strong understanding of current 
trends and organisational strengths. After three months, she has set clear targets for each of the 
teams that report to her and asked individuals to set goals for themselves that align with those. 

9. Transactional 
A transactional leader is someone who is laser-focused on performance similar to a pacesetter. 
Under this leadership style, the manager establishes predetermined incentives usually in the form 
of monetary reward for success and disciplinary action for failure. Unlike the pacesetter leadership 
style, transactional leaders are also focused on mentorship, instruction and training to achieve goals 
and enjoy the rewards. 

While this type of leader is great for organisations or teams tasked with hitting specific goals such 
as sales and revenue, it’s not the best leadership style for driving creativity. 

Example: A bank branch manager meets with each member of the team bi-weekly to discuss ways 
the team can meet and exceed monthly company goals to get their bonus. Each of the top 10 
performers in the district receives a monetary reward. 

10. Bureaucratic 
Bureaucratic leaders are similar to autocratic leaders in that they expect their team members to 
follow the rules and procedures precisely as written. 

The bureaucratic leadership style focuses on fixed duties within a hierarchy where each employee 
has a set list of responsibilities and there is little need for collaboration and creativity. This leadership 
style is most effective in highly regulated industries or departments such as finance, healthcare or 
government. 

Example: Managers at the office of the department of motor vehicles instruct their employees to 
work within a specific, defined framework. They must take many steps to complete a task with strict 
order and rules. 



Most leaders borrow from a variety of styles to achieve various goals at different times in their career. 
While you may have excelled in a role using one type of leadership, another position may require a 
different set of habits to ensure your team is operating most effectively. 

By understanding each of these leadership types, and the outcomes they’re designed to achieve, 
you can select the right leadership style for your current situation. 
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HUMAN ASPECT OF CONTROLLING-: 

Introductory Observations to Behavioural Aspect of Management Control: 

Management, while devising and implementing any control system must pay 

due attention to the behavioural aspects of controlling i.e. why people resist to 

the controlling system and what should to be done to overcome such resistance; 

so that controlling is a successful exercise both technically and behaviourally. 

Manifestations of Behavioural Implications of Controlling: 

Behavioural implications of controlling are usually manifested in the 

following phenomena: 

(i) There is spoiling of human relations in the organization; because people resist 

control for any reasons whatsoever. 

(ii) Suppressing initiative and creativity; this leads to underutilization of human 

potential and also leads to poor motivation and morale. 

(iii) Creation of a feeling of fear in subordinates; because of imposition of fines, 

penalties etc. for non-compliance with standards. This phenomenon makes 

people internally aggressive and frustrated’ and gives an impetus to the 

emergence of powerful informal groups. 

(iv) Minimum performance by people: this is the outcome of negative controls. 

People just do minimum work to conform to control standards and usually not 

try to exceed standards 

Why People Resist Controlling Systems? 

(i) There is spoiling of human relations in the organization; because people resist 

control for any reasons whatsoever. 

(ii) Suppressing initiative and creativity; this leads to underutilization of human 

potential and also leads to poor motivation and morale. 

(iii) Creation of a feeling of fear in subordinates; because of imposition of fines, 

penalties etc. for non-compliance with standards. This phenomenon makes 



people internally aggressive and frustrated’ and gives an impetus to the 

emergence of powerful informal groups. 

(iv) Minimum performance by people: this is the outcome of negative controls. 

People just do minimum work to conform to control standards and usually not 

try to exceed standards 

Why People Resist Controlling Systems? 

People, in an organisation, may resist control due to the following 

reasons: 

(i) Controls curb freedom of subordinates; and interfere in their smooth flow of 

work performance. 

(ii) Subordinates usually have no hand in setting control standards. As such they 

feel that controls are imposed on them. 

(iii) Implementation of controls is regulated by strict rules, procedures etc. of 

organization; which kills all freedom and initiative for workers. 

(iv) Sometimes, administration of controls is done in an arbitrary manner, to 

which people resist strongly. 

(v) The emphasis on controlling systems is on finding faults with people; rather 

than locating deficiencies in organizational facilities and system. 

(vi) People do not understand standards or goals; and find it difficult to adhere 

to them. 

(vii) Standards of control are unrealistic; and hard and useless to attain. 

Suggestions for Overcoming Resistance to Controlling: 

Some useful suggestions for overcoming behavioural implications of 

controlling techniques are offered as under: 

(i) There must be involvement of workers in setting control standards; so that 

they have an opportunity for exercising self-control. For example schemes like 

MBO could go a long way in meeting with this ideal. 



(ii) These must be in-built flexibility in the control system; so that people can use 

discretion and initiative in performing their jobs, as per standards. 

(iii) Controls must be administered in an impartial manner. 

(iv) In controlling the performance of people, the emphasis must be on human 

development rather than fault-finding with people. 

(v) Controlling must be based on the principle of critical and exceptional point 

control, which people may not mind at all. 

(vi) There must be a system of rewards for adherence to control standards. 

Penalties for noncompliance with standards must be avoided. 

(vii) Leadership must be supportive – to enthuse people towards complying with 

standards. 

(viii) People must be adequately motivated; so that they develop an attitude 

towards work and cause minimum deviations from standards. 

(ix) There must be two-way communication, in the organization; which will 

promote good human relations and also lead to prompt remedial action on 

deviations. 

(x) There must be a philosophy of moral persuasion to accept controls; so that 

people are least resistant to control systems. 

(xi) There must be emphasis on training programmes for employees; so that 

they perform better and cause minimum deviations in performance against 

standards. 

 

 

 

 

 



Feedback and Feed-Forward Control System 
 

1. Feedback Control: 

Feedback refers to the process of adjusting future actions on the basis of 

information about the past performance. The following chart, which depicts the 

Feedback process involved in a management control, gives an idea of the 

Feedback system. 

 

It is thus clear from the above chart that the system of management control is 

not just a simple process of establishing standards, measuring performance and 

correcting the deviations detected, if any. This is because the Feedback system 

involved in this, places control in more complex and realistic light than this 

simple process. 

Alert managers should realise that they should not only measure actual 

performance, compare such measurements against standards, identify and 

analyse deviations, if any, but also develop a programme for corrective action 

and implement such a programme for securing the desired performance. Unless 

this programme for corrective action which is developed by them is properly 

implemented, they cannot make the necessary corrections. 

It is heartening to note that latest developments in the field of computer 

technology and electronic gathering, transmission and storage/of data, etc., 

have led to the development of a system of ‘Real-Time’ Information. Recent 

developments in electronic hardware of automatic control have reinforced the 

importance of this principle. 



The electrical engineer refers to a closed-loop system of feedback when the 

information of actual performance is feed back to the source of energy by 

electrical or mechanical means in an endless chain. An open loop system of 

feedback involves human intervention at some point in the flow. 

Real-Time information refers to the information pertaining to the actual 

happenings the moment events occur. These latest technical developments 

collect and supply real-time data on many operations and thereby keep the 

management abreast of latest developments in the organisational set-up, 

including data relating to sales, stock position, storage facility, gross profit, 

production developments and several other important developments in the 

manufacturing process. 

Thus, the latest mechanical devices supply real-time information on all these 

important aspects as and when they occur. Such real-time information can also 

serve as a means of getting real-time control in areas of importance to 

managers. 

However, the experience of certain managers reveals that the analysis of 

causes of deviations, the development of programmes of correction as well as 

the implementation of these programmes may not be amendable for real-time 

control as these tasks are likely to consume a lot of time. 

But, this does not mean that the management should not give importance for 

the prompt measurement of performance. As Koontz and O’ Donneli remark, 

“The sooner the managers know that activities for which they are responsible 

are not proceeding in accordance with plan, the faster they can take action to 

make corrections.” 

Furthermore, it is argued that the advantages arising from the gathering of Real-

Time data would not be worth the expenses in view of the long-time involved in 

the correction process. Small enterprises may feel that it is a highly 

sophisticated, costly and time consuming control information system and 

beyond their reach. 



Whatever may be the arguments in favour of or against the gathering of Real-

Time data through the real-time information system, one thing is certain that 

most management have been reaping many benefits from the feedback, 

principle in areas that, at first, appear to be unrelated. 

2. Feed Forward Control: 

Much management, by experience, has found out that the time-lag in the 

management-control process necessitates future-directed control. Otherwise, 

control will be ineffective. Effective management control calls for the institution 

of a system of control that can give the manager, a correct and timely idea of 

not only taking corrective action, but also of the possibility of the occurrence of 

certain problems in case they fail to do something about them now. 

The managers have now realised that simple feedback of either the output of a 

system or the results of a programme may not be ideal enough for securing 

effective control. This is because such a type of feedback is just a post-mortem 

and it is not possible to change the past. 

Rather, it fails to suggest a way for changing the past. It is really unfortunate 

that the importance of future-directed control has been largely disregarded in 

practice. The reasons for this, perhaps, may be the excessive dependence by 

managers on accounting and statistical data for control purposes. 

Feed forward control which involves evaluation of inputs is based on the 

principle that an organisation is not stronger than its weakest link. It is something 

like an operator trying to check the working conditions of certain important 

components of a machine the moment it fails to function properly. 

The management should realise that it is absolutely necessary to determine and 

monitor the critical inputs with any operating system. Many managers are found 

to have practiced future-directed control in their own way through— 

(i) careful and repeated forecasts based on the latest available 

information 



(ii) comparing what is desired with the forecast and then 

(iii) taking the necessary action to introduce the necessary changes in 

the programme. All these are done to make the forecasts more 

promising. 

We generally come across certain important examples of Feed forward control 

in certain key areas. Important examples are: 

(i) employment of the Preventive Maintenance Programme to prevent a 

breakdown of machinery 

(ii) Formulation of policies for preventing the possible occurrence of critical 

problems. For instance, the management can, by communicating to new 

employees its policy on absenteeism, prevent potential problems created by 

absenteeism. A sales forecast made by an enterprise may indicate that sales 

will be at a lower level than desirable. The managers may on such occasions 

develop new plans for advertising, sales promotion or introduction of new 

products with an idea of improving the sales forecast  

(iii) Careful planning of the availability of cash to meet requirements of future-

directed control. 

Various techniques are adapted by much management for making future- 

directed control effective. For instance, the technique of network planning, 

exemplified by Programme Evaluation and Review Technique (PERT) 

networks, etc., enable managers to see that they will have problems in such 

areas as costs or on- time delivery in case they fail to take action now, As has 

already been made clear, the simple feedback system may not prove effective 

enough in solving or controlling most management problems because of the 

time-lags involved in the correction process. 

It is here we find the necessity of Feed forward Systems. The important 

advantage of the feed forwards systems is that they “monitor inputs into a 



process to ascertain whether the inputs are as planned ; if they are not, the 

inputs, or perhaps the process, are changed in order to assure the desired 

results.” 

A careful comparison of the feed forward and the feedback systems reveals that 

there is not much of a difference between the two. As Koontz and O’Donnell 

opine, “A Feed forward Control System is really one of feedback. This is true, 

but the information feedback is at the input side of the system so that corrections 

can be made before the system output is affected. 

Also, no one would deny that, even with a feed forward system, a manager 

would still want to measure final system output since nothing can be expected 

to work perfectly enough to give confidence that the final output will always be 

exactly what is desired.” 

Furthermore, they feel that in order to make the working of the Feed forward 

Control System more effective and advantageous, the management must: 

(i) make a thorough and careful analysis of the planning as well as the control 

system and identify the more important input variables by applying careful 

discrimination 

(ii) develop a model of the system 

(iii) keep the model up-to-date by reviewing it regularly to see whether the 

identified input variables and their inter- relationships still represent realities 

(iv) collect regularly the data on input variables and assess it properly before 

putting it into the system 

(v) keep the feed forward system dynamic by regularly assessing the variations 

of actual input data from the planned—for inputs and evaluating their impact on 

expected end-results 



(vi) take prompt corrective action to solve the problems that are detected by the 

Feed forward Control System. 

3 Types of control according to the time of their application 

 

1. Feed-Forward Controls: 
Feed forward controls are future-directed — they attempt to detect and 

anticipate problems or deviations from the standards in advance of their 

occurrence (at various points throughout the processes). They are in-process 

controls and are much more active, aggressive in nature, allowing corrective 

action to be taken in advance of the problem. 

Feed forward controls thus anticipate problems and permit action to be taken 

before a problem actually arises. 

Feed forward control devices are of two broad categories: diagnostic and 

therapeutic. 

Diagnostic controls seek to determine what deviation is taking (or has taken) 

place. The sales manager, for instance, who receives the monthly sales figures 

(showing sales quota results) is virtually working with a diagnostic control 

device. It will no doubt indicate deviations from the acceptable standard (i.e., 

what is wrong) but not why. Discovering the ‘why’ is often the most difficult part 

of the process. 

Therapeutic controls tell us both what and why, and then proceed to take 

corrective action. For example, engines having internal control system such as 

an engine speed governor and automatic transmission are designed to take 

necessary corrective actions when warranted by the conditions. 

An example of utilisation of such control can be found in case of a manager who 

conducts employee training using the coaching method. When, for instance, the 

trainee is performing the task, the manager observes him closely by standing 



on his side. The objective is to discover if any deviations from the intended 

processes take place. 

In case a deviation occurs, the manager observes it, diagnoses the reason for 

the incorrect technique, and corrects the deviation immediately (i.e., without any 

loss of time). Thus, the control and correction take place during the process 

itself, not after a few days. 

2. Concurrent (Prevention) Control: 
Concurrent control, also called steering control because it allows people to act 

on a process or activity while it is proceeding, not after it is proceeding, nor after 

it is completed. Corrections and adjustments can be made as and when the 

need a rises. Such controls focus on establishing conditions that will make it 

difficult or impossible for deviations from norms to occur. 

An example of concurrent control is the development by companies of job 

descriptions and job specifications. It may be recalled that job description 

identifies the job that has to be done, thus clarifying working relationships, 

responsibility areas, and authority relationships. It thus assists in preventing 

unnecessary duplication of effort (work) and potential organisational conflict. 

In a like manner job specification identifies the abilities, training, education and 

characteristics needed of an employee to do the work. It is control device 

inasmuch as it works to prevent a person who is totally unqualified and unfit 

from being selected for the job, thereby saving money and time, and thus 

precluding potential poor performance. 

3. Feedback Controls: 
Feedback control is future-oriented. It is historical in nature and is also known 

as post-action control. The implication is that the measured activity has already 

occurred, and it is impossible to go back and correct performance to bring it up 

to standard. Rather, corrections must occur after the act. 

Such post-action controls focus on the end results of the process. The 

information derived is not utilised for corrective action on a project because it 

has already been completed. Such control provides information for a manager 

to examine and apply to future activities which are similar to the present one. 

The basic objective is to help prevent mistakes in the future. 


