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Lecture-wise study notes prepared for Virtual University of Pakistan students.
Covers all major topics with objectives, key definitions, summaries and exam
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Unit 1: Why Study Management History

Learning Objectives

Objective 1: Explain the value of management history

Objective 2: Identify the major schools of thought

Objective 3: Relate historical ideas to current practice

Management history matters because today's practices are yesterday's theories institutionalized:

performance targets descend from Taylor, teams from Mayo, strategy from Chandler, culture from

Peters. Knowing origins prevents reinventing failures and reveals why organizations work as they do.

As Santayana warned, those who cannot remember the past are condemned to repeat it;

management is no exception.

The schools form a sequence: pre-scientific management (ancient and early industrial), classical

(scientific management, administrative theory, bureaucracy), behavioral (human relations, motivation

theories), quantitative (operations research, management science), and contemporary (systems,

contingency, quality, learning organization). Each arose addressing the previous school's blind spots.

History also teaches contingency: no idea works everywhere. Taylorism suits routine production, not

creative work; bureaucracy brings reliability at the cost of rigidity. Very important: examinations reward

tracing a modern practice to its school; practice the lineage (e.g. KPIs -> scientific management ->

systems thinking).

Key Definitions

Management thought is defined as the evolving body of theories about organizing and directing

work.

School of thought is defined as a coherent set of management ideas sharing assumptions and

methods.

Contingency is defined as the principle that effective management depends on the situation.

Key Points to Remember

• History explains current practice; every modern tool has a theoretical ancestor.

• Sequence: pre-scientific -> classical -> behavioral -> quantitative -> contemporary.

• Each school corrected the previous one's blind spots.

• Contingency: match the idea to the situation; no universal best way.

Unit Summary

Management history traces how each school's ideas addressed predecessors' gaps, giving modern

practice its lineage and its contingencies.

Exam Pointer

Very important: map the schools in sequence with each one's core contribution; trace one modern

practice to its origin.
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Unit 2: Early Management: Ancient Roots to Industrial Revolution

Learning Objectives

Objective 1: Identify ancient management practices

Objective 2: Explain the Industrial Revolution's management challenges

Objective 3: Describe pre-scientific thinkers

Management is ancient: Egypt's pyramids, China's Great Wall and the Art of War, Rome's legions and

administration, and the Catholic Church's hierarchy all required planning, organizing and control. Early

texts (Kautilya's Arthashastra on administration, Sun Tzu on strategy) show systematic thought

millennia before the factory. The division of labor was noted by Plato and Xenophon, and practiced in

Venetian arsenals.

The Industrial Revolution (late 18th-19th century) created the management problem: steam power

concentrated workers in factories, making coordination, discipline and efficiency urgent. Early

industrialists like Robert Owen (humanitarian factory reform, 'silent monitors') and Charles Babbage

(division of labor, analytical engine) groped toward systematic management before any science

existed.

Adam Smith's pin factory illustrated specialization's productivity; the railroads pioneered large-scale

administration (line-and-staff, cost accounting). Very important: the pattern is need preceding theory;

examiners ask what problems industrialization posed, expecting scale, coordination and labor

discipline as answers.

Key Definitions

Division of labor is defined as splitting production into specialized tasks, raising productivity.

Industrial Revolution is defined as the mechanization period creating factory-scale coordination

problems.

Arthashastra is defined as Kautilya's ancient treatise on statecraft and administration.

Key Points to Remember

• Ancient: pyramids, legions, Church hierarchy; early texts (Arthashastra, Art of War).

• Industrial Revolution: factories made coordination, discipline, efficiency urgent.

• Owen (humanitarian reform), Babbage (division of labor); Smith's pin factory; railroads'

administration.

• Pattern: practical need precedes management theory.

Unit Summary

Management practice is millennia old, but industrialization's scale created the modern management

problem that theory then addressed.

Exam Pointer

Exam pointer: explain how industrialization created management as a distinct problem; cite two

pre-scientific thinkers.
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Unit 3: Scientific Management: Taylor and the Gilbreths

Learning Objectives

Objective 1: Explain Taylor's principles of scientific management

Objective 2: Describe time-and-motion studies

Objective 3: Evaluate scientific management's legacy and criticism

Frederick Taylor's scientific management (Principles, 1911) replaced rule-of-thumb with science: study

each task scientifically, select and train workers scientifically, cooperate with workers, and divide work

between managers (planning) and workers (execution). Time studies set standard times; differential

piece rates paid more for meeting them. His shoveling experiments at Bethlehem Steel became

legend.

Frank and Lillian Gilbreth developed motion study: filming workers, analyzing therbligs (elemental

motions), redesigning tools and workplaces to eliminate waste. Lillian's psychology background

humanized the approach, extending it to fatigue study and workplace design. Gantt's charts scheduled

work visually, a tool still ubiquitous.

Legacy: unprecedented productivity gains; the foundation of industrial engineering and operations.

Criticism: treating workers as machines, deskilling, and the 'economic man' assumption ignoring social

needs; unions resisted bitterly. Very important: Taylor's four principles verbatim and the therblig

concept are standard exam items; criticism must be balanced, not dismissive.

Key Definitions

Scientific management is defined as Taylor's system of scientifically studying tasks and

standardizing work.

Time study is defined as measuring task times to set standards.

Therblig is defined as an elemental motion unit in Gilbreth's motion study.

Key Points to Remember

• Taylor's four principles: scientific task study, scientific selection/training, cooperation,

manager-worker division.

• Tools: time studies, differential piece rates, standardization.

• Gilbreths: motion study, therbligs, fatigue and workplace design; Gantt charts.

• Legacy: productivity and industrial engineering; criticism: mechanistic, deskilling.

Unit Summary

Scientific management systematized work through time-and-motion study, raising productivity while

provoking criticism of its mechanistic view of workers.

Exam Pointer

Very important: state Taylor's four principles exactly; explain therbligs; give balanced criticism.

Unit 4: Administrative Theory: Fayol and Weber
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Learning Objectives

Objective 1: Explain Fayol's functions and principles

Objective 2: Describe Weber's bureaucracy

Objective 3: Compare administrative theory with scientific management

Henri Fayol, managing French mines, looked at the manager's job rather than the worker's: his

functions, planning, organizing, commanding, coordinating, controlling (later rendered as planning,

organizing, leading, controlling), still structure textbooks. His 14 principles (unity of command, scalar

chain, esprit de corps, equity, initiative and others) guided administration; unlike Taylor's shop-floor

focus, Fayol addressed the whole organization top-down.

Max Weber's bureaucracy described rational-legal authority's ideal organization: fixed division of

labor, hierarchy, rules, impersonality, merit-based careers, written records. Bureaucracy was an

achievement: predictable, fair administration replacing favoritism. Its dysfunctions (rigidity, red tape,

goal displacement) were diagnosed later, but the form dominates governments and large firms still.

Comparison: Taylor bottom-up (tasks), Fayol top-down (administration), Weber structural (authority

forms). Very important: Fayol's five functions and a selection of the 14 principles are core

memorization; Weber's ideal-type features likewise. Examiners contrast the three classical theorists.

Key Definitions

Administrative theory is defined as Fayol's top-down theory of management functions and

principles.

Bureaucracy is defined as Weber's rule-based hierarchical organization under rational-legal

authority.

Unity of command is defined as each employee receiving orders from one superior only.

Key Points to Remember

• Fayol: functions (plan, organize, command, coordinate, control) + 14 principles.

• Weber: bureaucracy = hierarchy, rules, impersonality, merit, records; rational-legal authority.

• Bureaucracy's achievement (fairness, predictability) and dysfunctions (rigidity, red tape).

• Taylor (tasks, bottom-up) vs Fayol (administration, top-down) vs Weber (structure).

Unit Summary

Administrative theory (Fayol) and bureaucracy (Weber) gave management its organizational

architecture, complementing Taylor's task-level science.

Exam Pointer

Very important: list Fayol's functions and key principles; list Weber's bureaucratic features;

contrast the three.

Unit 5: The Human Relations Movement: Mayo and Follett

Learning Objectives
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Objective 1: Explain the Hawthorne studies and their conclusions

Objective 2: Describe Mary Parker Follett's contributions

Objective 3: Assess the human relations school's impact

Elton Mayo's Hawthorne studies (1924-32) at Western Electric began testing lighting's effect on

productivity and discovered the human factor: workers responded to attention, group norms governed

output more than incentives, and informal organization shaped behavior. The Hawthorne effect

(changing behavior when observed) entered general vocabulary. Conclusions: organizations are

social systems; recognition and belonging motivate alongside pay.

Mary Parker Follett, ahead of her time, advocated participative management: 'power with' rather than

'power over', constructive conflict resolution through integration (not domination or compromise), and

the 'law of the situation' (orders should follow the task's logic, not rank). Management thinkers

rediscovered her decades later; she foreshadowed empowerment and stakeholder thinking.

Impact: the human relations school legitimized attention to morale, leadership style and group

dynamics; personnel departments grew. Criticism: 'cow sociology' (manipulating workers with

kindness), neglecting economic and structural factors. Very important: Hawthorne's findings in list

form and Follett's 'power with' are the exam's focus.

Key Definitions

Hawthorne effect is defined as behavior change from being observed rather than from the

experimental treatment.

Informal organization is defined as the unofficial social networks and norms within a formal

organization.

Power with is defined as Follett's participative authority exercised jointly, not imposed.

Key Points to Remember

• Hawthorne: attention mattered; group norms governed output; organizations are social systems.

• Follett: power with, integration of conflict, law of the situation; foreshadowed empowerment.

• Impact: morale, leadership, personnel management legitimized.

• Criticism: manipulative 'cow sociology'; ignored structure and economics.

Unit Summary

The human relations movement revealed organizations as social systems, with Mayo's Hawthorne

findings and Follett's participative philosophy humanizing management.

Exam Pointer

Very important: list Hawthorne conclusions; explain Follett's 'power with' and law of the situation.

Unit 6: Motivation Theories: Maslow, Herzberg, McGregor

Learning Objectives
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Objective 1: Explain the major content theories of motivation

Objective 2: Compare Maslow, Herzberg and McGregor

Objective 3: Apply motivation theories to management practice

Content theories ask what motivates. Maslow's hierarchy orders needs: physiological, safety, social,

esteem, self-actualization, with lower needs dominating until satisfied (prepotency). Managers should

identify which level employees occupy. Alderfer's ERG (existence, relatedness, growth) compressed

the hierarchy, adding frustration-regression.

Herzberg's two-factor theory distinguished hygiene factors (pay, conditions, supervision: their absence

dissatisfies, their presence merely avoids dissatisfaction) from motivators (achievement, recognition,

the work itself: these truly motivate). The implication: enrich jobs rather than just improving conditions.

Job enrichment, enlargement and rotation descend from this.

McGregor's Theory X (workers dislike work, need control) versus Theory Y (work is natural, people

seek responsibility) described managers' assumptions, which become self-fulfilling. Theory Y

underpins participative management; Theory Z (Ouchi) added Japanese-style long-term employment.

Very important: the hygiene-motivator distinction and X/Y assumptions are among the most examined

ideas in management.

Key Definitions

Hierarchy of needs is defined as Maslow's ordered levels from physiological to self-actualization.

Hygiene factors is defined as Herzberg's maintenance factors preventing dissatisfaction but not

motivating.

Theory X / Theory Y is defined as McGregor's contrasting assumptions about workers' nature.

Key Points to Remember

• Maslow: five levels, prepotency; ERG compresses to three with frustration-regression.

• Herzberg: hygiene (avoid dissatisfaction) vs motivators (achievement, recognition, work itself).

• McGregor: X (control needed) vs Y (self-direction); assumptions are self-fulfilling.

• Applications: job enrichment (Herzberg), participative management (Theory Y).

Unit Summary

Content theories map what motivates: Maslow's hierarchy, Herzberg's hygiene-motivator split, and

McGregor's X/Y assumptions shaping managerial practice.

Exam Pointer

Very important: contrast hygiene and motivators with examples; explain Theory X vs Y and their

managerial implications.

Unit 7: Quantitative and Systems Approaches

Learning Objectives
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Objective 1: Explain the quantitative school's contributions

Objective 2: Describe systems theory applied to management

Objective 3: Introduce contingency thinking

World War II's operations research applied mathematics to military logistics; postwar, it entered

management as the quantitative school: linear programming, queuing theory, simulation, decision

theory. It excels at structured problems (scheduling, inventory, routing) and founded operations

management; its limits lie in unquantifiable human and strategic factors.

Systems theory (von Bertalanffy) views organizations as open systems: inputs transformed through

processes into outputs, with feedback loops and environmental exchange. Subsystems interdepend;

optimizing one part can harm the whole (the systems view from logistics applies here too). Senge's

learning organization extended it: systems thinking, mental models, shared vision, team learning.

Contingency theory (Lawrence and Lorsch, Woodward) concluded there is no one best way: effective

structure depends on environment, technology and size. Mechanistic structures suit stable conditions;

organic ones suit turbulence. Very important: the 'no one best way' conclusion is contingency's exam

mantra; link it to the course's opening theme.

Key Definitions

Operations research is defined as applying mathematical models to operational decisions.

Open system is defined as an organization exchanging resources and information with its

environment.

Contingency theory is defined as effective management depends on situational factors; no

universal best way.

Key Points to Remember

• Quantitative: OR techniques for structured problems; founded operations management; limits on

human factors.

• Systems: inputs-processes-outputs, feedback, interdependence; learning organization extension.

• Contingency: structure must fit environment/technology; mechanistic vs organic.

• Mantra: no one best way; effectiveness is situational.

Unit Summary

Quantitative methods, systems thinking and contingency theory matured management into a

situational science without universal formulas.

Exam Pointer

Very important: state contingency's core claim and contrast mechanistic vs organic structures.

Unit 8: Quality Movement: Deming, Juran and TQM

Learning Objectives
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Objective 1: Explain the quality gurus' contributions

Objective 2: Describe TQM principles

Objective 3: Assess the quality movement's global impact

W. Edwards Deming, spurned in America, taught Japan statistical quality control and his 14 points:

constancy of purpose, cease dependence on inspection, end price-only purchasing, improve

constantly, institute training and leadership, drive out fear, break down barriers. His PDCA

(plan-do-check-act) cycle institutionalized continuous improvement. Japan's postwar quality miracle

was his vindication.

Joseph Juran defined quality as 'fitness for use', emphasized the quality trilogy (planning, control,

improvement), and noted the vital few versus trivial many (Pareto principle applied to defects). Philip

Crosby preached 'zero defects' and quality is free; Feigenbaum coined total quality control. Ishikawa's

fishbone diagrams and quality circles democratized tools.

Total Quality Management (TQM) integrated these: customer focus, continuous improvement

(kaizen), employee involvement, process thinking, fact-based decisions. ISO 9000 standardized

systems; Six Sigma later quantified defect reduction. Very important: Deming's 14 points (know

several), the PDCA cycle, and Juran's trilogy are the exam's quality core.

Key Definitions

Total Quality Management is defined as organization-wide continuous improvement focused on

customer satisfaction.

PDCA cycle is defined as Deming's plan-do-check-act loop for continuous improvement.

Quality trilogy is defined as Juran's planning, control and improvement of quality.

Key Points to Remember

• Deming: 14 points, PDCA, statistical control; Japan's quality miracle.

• Juran: fitness for use, trilogy, Pareto on defects; Crosby: zero defects.

• TQM: customer focus, kaizen, involvement, process thinking.

• ISO 9000, Six Sigma continued the movement.

Unit Summary

The quality movement, led by Deming and Juran, made continuous improvement and customer focus

global management orthodoxy.

Exam Pointer

Very important: explain PDCA and Juran's trilogy; list several of Deming's 14 points.

Unit 9: Modern and Contemporary Thought

Learning Objectives
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Objective 1: Survey Drucker, Mintzberg, Porter and Senge

Objective 2: Explain recent trends: knowledge, culture, agility

Objective 3: Synthesize the course's historical narrative

Peter Drucker, 'the father of modern management', gave us management by objectives (MBO),

knowledge workers (foreseeing the knowledge economy), decentralization, and the dictum that culture

eats strategy. Mintzberg described what managers actually do (interpersonal, informational, decisional

roles) and crafted strategy as emergent as well as deliberate. Porter brought economics to strategy:

five forces, generic strategies, the value chain.

Recent decades added: organizational culture (Peters and Waterman's excellence study, Schein's

levels), the learning organization (Senge), reengineering (Hammer), knowledge management

(Nonaka), and now agility, digital transformation and stakeholder capitalism. Each wave reinterprets

enduring questions: how to divide labor, coordinate effort, motivate people, adapt to change.

Synthesis: management thought oscillates between rational control and human commitment, between

efficiency and adaptability. The competent manager is historically literate: borrowing Taylor's

measurement, Fayol's structure, Mayo's humanity, Deming's quality and Drucker's purpose, fitted

contingently to the situation. Very important: the final exam typically asks for this synthesis; prepare an

essay tracing two themes across schools.

Key Definitions

Management by objectives is defined as Drucker's system of joint goal-setting and review.

Knowledge worker is defined as Drucker's term for workers whose capital is expertise.

Emergent strategy is defined as Mintzberg's strategy arising from practice rather than planning.

Key Points to Remember

• Drucker: MBO, knowledge workers, decentralization; culture and purpose.

• Mintzberg: managerial roles, emergent strategy; Porter: five forces, value chain.

• Recent: culture, learning organization, knowledge management, agility, stakeholders.

• Synthesis: oscillation between control and commitment; historically literate contingency.

Unit Summary

Contemporary thought from Drucker to agility synthesizes a century of schools; the historically literate

manager applies each school's strength contingently.

Exam Pointer

Very important: prepare a synthesis essay tracing efficiency vs humanity across the schools; know

Drucker, Mintzberg and Porter contributions.
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