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Nature and
Significance of
Management

W H AT  T H I S  C H A P T E R  D O E S

A List and explain 5 characteristics of
management.

B Argue 'coordination is the essence of
management' with full structure.
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T O D A Y ' S  M I S S I O N

Today's mission

1 List and explain 5 characteristics of management.

2 Argue 'coordination is the essence of management' with full structure.

3 Distinguish top, middle, supervisory levels with role + example.

4 Score 5/6 marks on this chapter's slice.
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W H Y  T H I S  M AT T E R S

Why this chapter matters

1 4-6 marks every CBSE board paper.

2 Foundation for the next 10 chapters of BSt — every later chapter assumes you know what management IS.

3 Conceptual chapter — clear writing > memorisation.
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A
What is
management?
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T H E O R E M    ·    L O A D - B E A R I N G  R E S U LT

Definition of Management

" Management is the process of getting things done with the aim of achieving goals effectively
and efficiently through the optimum use of resources.

S T A T E M E N T

Effectiveness = doing the right
thing (achieving the goal).
Efficiency = doing the thing right
(minimum cost, maximum output).
Management balances BOTH —
high effectiveness with high
efficiency.

W H Y  T H I S  M A T T E R S

All organisations exist to achieve goals■

Management is the discipline of
REACHING those goals through people
and resources

■

Without management, even the best
team and resources go to waste.

■

W A T C H  O U T  F O R

N O T E  Effectiveness ≠ efficiency. A
manager who achieves the goal but at
huge cost is effective but inefficient. One
who minimises cost but misses the goal is
efficient but ineffective. Both are bad.
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T O P I C

5 + 3 features of management

1 .  G OA L- O R I E N T E D

The first and most defining
characteristic of
management is that every
managerial action is
directed at the achievement
of pre-determined
organisational and team
goals — without specified
goals, the activity ceases to
be 'management' and
becomes plain effort. Goals
can be quantitative (a 12%
revenue growth target, a 4-
week delivery deadline) or
qualitative (better customer

2 .  P E R VA S I V E

Management is pervasive in
that it is needed by every
kind of organisation —
commercial firms,
government departments,
schools, hospitals, NGOs,
sports teams — regardless
of size, ownership, or
sector. The same core
functions (planning,
organising, staffing,
directing, controlling)
operate in a startup of three
people, the Tata Group, the
Indian Railways, and AIIMS

3 .  M U LT I D I M E N S I O N A L

Management is
multidimensional because it
simultaneously manages
three distinct objects of
attention: the WORK itself
(deciding what tasks must
be done, in what sequence,
by what process), the
PEOPLE who do that work
(recruitment, motivation,
performance, dispute-
resolution), and the
OPERATIONS that turn
inputs into outputs
(purchase, production,

4.  C O N T I N U O U S

Management is a
continuous process — not a
one-time activity but an
ongoing cycle of planning,
executing, monitoring, and
re-planning that runs as
long as the organisation
exists. The Plan-Do-Check-
Act (PDCA) loop made
famous by W. Edwards
Deming captures this
perfectly: every plan that
gets executed triggers
feedback that informs the
next plan, so a manager
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T O P I C

Additional characteristics

5 .  G R O U P  AC T I V I T Y

Management exists only
when more than one person
works toward a common
purpose; a person working
alone has no need for
management because there
is nothing to coordinate.
The moment two or more
people work together,
decisions about who does
what, when, and how must
be made — that is
management. This is why
even small partnerships and
family businesses develop

6 .  DY N A M I C

Management is dynamic
because the business
environment surrounding
any organisation is
constantly changing —
markets shift (e-commerce
disrupting kirana),
technologies advance (UPI
replacing cheques),
regulations evolve (GST,
FSSAI norms), competitors
rise and fall, and customer
preferences mutate. Static
management — applying
yesterday's playbook to

7.  I N TA N G I B L E

Management cannot be
physically seen or touched
— it is a process and a
quality of coordination, not
an object. What IS visible is
the RESULT of
management: a smoothly-
run office, on-time
deliveries, satisfied
customers, motivated
employees, profitable
books. Conversely, the
absence of good
management is also visible
— missed deadlines,

8 .  C O M P O S I T E

Management is a composite
discipline because it
combines elements of
science (systematic body of
principles — Taylor's
scientific management,
Fayol's 14 principles,
Drucker's MBO), art
(personalised application of
those principles using
judgment, creativity, and
intuition), and increasingly
profession (formal training
at IIMs/AIMA, ethics codes,
AIMA certification). No
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B
Objectives of
management
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T O P I C

3 categories of goals

O R G A N I S AT I O N A L

Organisational objectives are the
survival-to-growth ladder every
business climbs. Survival is the
floor — earning at least enough
revenue to cover all costs
(operating expenses,
depreciation, interest, tax) so the
firm remains a going concern.
Profit is the reward for risk and
the engine of self-funded growth
— Tata Group's commonly-cited

S O C I A L

Social objectives translate the
firm's responsibilities to society
beyond shareholders. Five
concrete obligations dominate
CBSE marking schemes: provide
quality employment (Tata Steel's
six-decade lifetime-employment
policy is the classic case),
charge fair prices (Amul's price
floor for farmers and ceiling for
consumers), supply safe

P E R S O N A L

Personal objectives address the
legitimate goals of the
employees themselves — the
people without whom the firm
could not function. Five elements
appear repeatedly in CBSE
marking schemes: fair pay
aligned with market and
contribution, training and skill
development (Infosys's Mysore
campus is the textbook
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C
Management as
Science, Art,
Profession
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T O P I C

Why management IS a science

S Y S T E M AT I C  B O DY  O F
K N O W L E D G E

Management qualifies as a
science because it has a
systematic body of
knowledge — principles,
theories, concepts, and
frameworks that have been
published, taught in
universities, and debated
for over a century. Texts like
Henri Fayol's General and
Industrial Management
(1916), F.W. Taylor's
Principles of Scientific
Management (1911), and

P R I N C I P L E S  B A S E D  O N
O B S E R VAT I O N  +

E X P E R I M E N TAT I O N

Management principles, like
the laws of any natural
science, emerge from
observation of real-world
organisational behaviour
and from experimentation.
F.W. Taylor's time-and-
motion studies on the
Bethlehem Steel pig-iron
handlers (1898-1901)
directly produced the
principle of 'science not
rule of thumb'; Henri Fayol's
30 years running French

U N I V E R S A L  A P P L I C A B I L I T Y

The principles of
management apply
universally across
organisations, sectors, and
contexts — though with
adaptation to local
conditions. Fayol's
principles (division of work,
authority-responsibility,
unity of command, scalar
chain) operate in a small
kirana shop, in Maruti
Suzuki, in the Indian Army,
and at NASA — the form
differs but the underlying

B U T  N OT  A N  E X AC T  S C I E N C E

Management is not an exact
science like physics or
chemistry because its
primary object — human
behaviour — is variable,
context-dependent, and
probabilistic rather than
deterministic. F.W. Taylor's
productivity principles work
when workers respond
rationally to pay incentives
but fail when motivation is
shaped by culture, fear, or
social belonging. Two
managers applying the
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T O P I C

Why management is ALSO an art + emerging profession

A R T:  T H E O R E T I C A L
K N O W L E D G E

Like any art form,
management requires the
practitioner to first acquire
a body of theoretical
knowledge — without
underlying theory, the
practice is just trial and
error. A manager must
know principles of planning,
motivation theories
(Maslow's hierarchy,
Herzberg's two-factor,
McGregor's X-Y),
organisational structures,

A R T:  P E R S O N A L I S E D
A P P L I C AT I O N

The hallmark of art is that
each practitioner applies
the same knowledge
differently, based on
personal judgment,
creativity, intuition, and
accumulated experience.
Two managers facing the
same falling-sales situation
may legitimately choose
different responses — one
cuts cost, the other
launches a marketing blitz
— based on their reading of

P R O F E S S I O N :  T R A I N I N G  +
E T H I C S

Management has acquired
three features that define a
profession: specialised
training (AIMA-accredited
courses, IIMs A/B/C/L/I/K
offering MBA degrees since
1961, dozens of accredited
B-schools nationwide),
formal credentialing (AIMA
membership, CMA/CMR
certifications), and codes of
ethics (the AIMA Code of
Conduct, CII corporate-
governance norms). A

B U T  N OT  F U L LY  A
P R O F E S S I O N

Management is called an
'emerging' rather than a full
profession because it lacks
two features that define
classic professions like
medicine or law: restricted
entry (anyone can be
designated a manager —
there is no licensing
requirement) and a
statutory regulatory body
(no equivalent of the
Medical Council of India or
the Bar Council of India).
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D
Levels of
management
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W O R K E D  E X A M P L E

3 levels — pyramid structure

1 TOP LEVEL: CEO, Board of Directors. Set long-term strategy, formulate policies, take major decisions. Examples: Mukesh Ambani
(Chairman, Reliance), Natarajan Chandrasekaran (Chairman, Tata Sons).

2 MIDDLE LEVEL: Department heads (Marketing Head, HR Head, Operations Manager). Interpret top-level policies for their
department. Bridge top and supervisory levels.

3 SUPERVISORY LEVEL: Foremen, team leads, supervisors. Direct workers day-to-day. Maintain quality, handle grievances.
Translate middle-management orders into action.
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E
Functions of
management —
POSDC
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W O R K E D  E X A M P L E

5 functions, in cycle

1 PLANNING: deciding in advance what to do, how, when, by whom.

2 ORGANISING: assigning duties, grouping tasks, establishing authority-
responsibility relationships.

3 STAFFING: recruiting, selecting, training, evaluating people.

4 DIRECTING: leading, motivating, communicating with subordinates.

5 CONTROLLING: setting standards, measuring performance, correcting
deviations.

Planning

→
Organising

→

Staffing

→

Directing

→

Controlling

→

MGMT FUNCTIONS
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F
Coordination — the
essence
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T H E O R E M    ·    L O A D - B E A R I N G  R E S U LT

Coordination is the Essence of Management

" Coordination is the orderly arrangement of group effort to provide UNITY OF ACTION in pursuit
of common goals. It runs THROUGH every function and EVERY level of management.

S T A T E M E N T

Coordination is NOT a 6th
function. It is the FORCE that
integrates and binds together the
5 functions and the 3 levels.
Without coordination, even
perfectly executed individual
functions produce chaos.

W H Y  T H I S  M A T T E R S

Imagine planning by HR + planning by
Sales + planning by Production without
coordination

■

Each may achieve its own goal but the
organisation falls apart

■

Coordination is what makes the parts
fit together.

■

W A T C H  O U T  F O R

N O T E  Treating coordination as a 6th
function loses marks. The correct
statement: 'coordination is the essence'
or 'coordination runs through all
functions'.
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T O P I C

5 features of coordination

I N T E G R AT I O N  O F  G R O U P
E F F O R T S

Coordination's most
fundamental feature is that
it weaves together the
diverse, individual efforts of
group members into a
single unified whole that
delivers more than the sum
of its parts. Without
coordination, each
department or individual
would pursue their own
goals — marketing pushing
volume, finance demanding
cost-cuts, production

U N I T Y  O F  AC T I O N

The second feature is that
coordination produces unity
of direction — every
individual, department, and
function moves toward the
same organisational goal
even when their local
objectives appear different.
Sales' targeting volume and
finance's controlling cost
are both pulling toward the
same long-run profitability
goal when coordination
aligns them. Henri Fayol
formalised this as one of his

C O N T I N U O U S  P R O C E S S

Coordination is not a one-
time activity at the start of a
project but a continuous
process that runs
throughout the project's
lifecycle and the
organisation's existence. As
work proceeds, new
information arrives, plans
change, people leave and
join, markets shift — and
the manager must re-
coordinate repeatedly to
keep the team aligned. This
is structurally similar to the

P E R VA S I V E

Coordination is pervasive —
needed at every level of the
organisational hierarchy
(top, middle, supervisory)
and across every function
(production, sales, finance,
HR, R&D). A CEO
coordinates between board,
departments, and
shareholders; a middle
manager coordinates
between teams; a
supervisor coordinates
between workers.
Production must coordinate
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T O P I C

Management vs Administration

T R A P  →  T R U T H

✗ MISTAKE Management and administration are different things — administration is top, management is lower.

✓ CORRECT In the CBSE textbook (post-2020), management and administration are treated as SYNONYMS at
all levels. Earlier theories distinguished them; current syllabus does not. Don't waste exam space on the
distinction.
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T O P I C

Coordination as a function

T R A P  →  T R U T H

✗ MISTAKE Coordination is the sixth function of management (along with P-O-S-D-C).

✓ CORRECT Coordination is NOT a separate function — it is the FORCE that runs through and integrates all five
functions. It's called the 'essence of management', not a function. Listing coordination as a 6th function on an
exam loses marks.
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T O P I C

Science vs art

T R A P  →  T R U T H

✗ MISTAKE Management is either a science OR an art, not both.

✓ CORRECT Management has BOTH science aspects (systematic body of knowledge, principles, cause-effect)
AND art aspects (creative application, personal skill, judgment). It is BEST described as 'an art that uses
science'. Current CBSE: management is BOTH science AND art AND increasingly a profession.
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T O P I C

Profession status

T R A P  →  T R U T H

✗ MISTAKE Management is a fully developed profession like medicine or law.

✓ CORRECT Management has MOST features of a profession (systematic knowledge, training, ethical code via
AIMA) BUT lacks: (a) restricted entry — no formal qualification mandatory to call oneself a 'manager'; (b)
statutory association. Hence management is 'AN EMERGING PROFESSION' — not fully fledged. State this
nuance for full marks.
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T O P I C

Levels of management hierarchy

T R A P  →  T R U T H

✗ MISTAKE Top management does the most operational work.

✓ CORRECT REVERSE: Top management does STRATEGIC work (long-range goals, policy). Middle level does
TACTICAL work (departmental execution). Supervisory/operational level does OPERATIONAL work (day-to-day,
direct contact with workers). Confusing the levels' roles costs 2 marks every time.
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T O P I C

Goals of management

T R A P  →  T R U T H

✗ MISTAKE The only goal of management is to maximise profit.

✓ CORRECT Management has THREE objectives: ORGANISATIONAL (survival, growth, profit), SOCIAL
(employment, fair price, environmental), PERSONAL (employee well-being, growth). 'Maximise profit only' is an
outdated view. Mention all 3 for full marks.
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T O P I C

Efficiency vs Effectiveness

T R A P  →  T R U T H

✗ MISTAKE Efficiency and effectiveness are the same.

✓ CORRECT EFFECTIVENESS = doing the RIGHT thing (achieving the goal). EFFICIENCY = doing the thing
RIGHT (minimum resource use). A good manager balances BOTH. Higher effectiveness with lower efficiency
(over-budget but on-target) and vice versa are both suboptimal.
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T O P P E R  T E M P L AT E  ·  M A R K - B Y - M A R K

5-mark: ''Coordination is the essence of management.'
Explain.'

1 DEFINE COORDINATION
1 m

Coordination is the orderly arrangement of group effort to provide UNITY OF ACTION in pursuit of common goals.
It is the FORCE that binds together all the activities and members of an organisation.

2 COORDINATION RUNS
THROUGH ALL 5
FUNCTIONS

2 m

PLANNING: plans of all departments must be coordinated to achieve overall objectives. ORGANISING: structures
must be coordinated to avoid duplication. STAFFING: right people in right positions, coordinated with job
requirements. DIRECTING: instructions to subordinates must align. CONTROLLING: deviations corrected in
coordinated manner.

3 PERVASIVE AT ALL 3
LEVELS

1 m

Coordination is needed at TOP (between policies), MIDDLE (across departments), SUPERVISORY (within team). So
it pervades VERTICALLY too — not just horizontally.

4 CONCLUSION — ESSENCE
STATEMENT

1 m

Because coordination runs THROUGH every function and EVERY level — and without it the organisation can't
function — coordination is rightly called the ESSENCE of management. It is the 'thread' tying the fabric together.
Hence not a separate function — but the very SPIRIT of management.



R E A D Y  F O R  B O A R D S
CBSE 2027  ·  Business Studies  · 
Class 12

readyforboards.com 28

T O P P E R  T E M P L AT E  ·  M A R K - B Y - M A R K

5-mark: 'Explain any 5 characteristics of management.'

1 GOAL-ORIENTED
1 m

Management is always directed towards achieving certain goals — both organisational (profit, growth) and team/
personal.

2 PERVASIVE
1 m

Management is universal — applies to ALL types of organisations (business, government, hospitals, schools), all
sizes, all levels. Wherever there is group activity, management is needed.

3 MULTIDIMENSIONAL
1 m

Management is complex — involves management of (a) work (task achievement), (b) people (motivation,
leadership), (c) operations (production, marketing, finance).

4 CONTINUOUS + DYNAMIC
1 m

Management is an ongoing process (not a one-time act). It is dynamic because the business environment keeps
changing — management must adapt.

5 GROUP ACTIVITY /
INTANGIBLE

1 m

Management exists only in a group setting (no need for management in a one-person operation). And
management is INTANGIBLE — you cannot see it; only its results (a smoothly-run organisation) are visible.
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T O P P E R  T E M P L AT E  ·  M A R K - B Y - M A R K

5-mark: 'Describe the roles of top, middle, and supervisory
levels of management.'

1 TOP LEVEL
2 m

Top level: CEO, Board of Directors, top executives. Role: SET LONG-TERM strategic OBJECTIVES + formulate
POLICIES + take MAJOR DECISIONS (mergers, expansions). Accountable to shareholders. Examples: CEO Tata
Sons, Chairman Reliance.

2 MIDDLE LEVEL
2 m

Middle level: Department heads, division managers. Role: INTERPRET top-level policies for their department +
COORDINATE between top and supervisory + ALLOCATE resources within dept. Bridge between strategy and
execution.

3 SUPERVISORY/
OPERATIONAL LEVEL

1 m

Supervisory level: Foremen, team leads, supervisors. Role: DIRECT WORKERS day-to-day + MAINTAIN QUALITY +
HANDLE GRIEVANCES. Direct interface with the workforce. Translates middle-management instructions into
action.
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P Y Q  PAT T E R N S

Top PYQ patterns to drill

#1 Explain any 5 characteristics of management. (5 marks) Annual

#2 'Coordination is the essence of management.' Explain. (5 marks) 2018, 2020, 2022,
2024

#3 Describe the roles of top, middle, and supervisory levels of management. (5 marks) Annual

#4 Is management a science, art, or profession? Explain with arguments. (5 marks) 2017, 2019, 2022

#5 State any 3 objectives of management. (3 marks) Most years
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M A R K S  D I S T R I B U T I O N

10-year marks distribution

1 0 - Y E A R  P Y Q  M A R K S  D I S T R I B U T I O N

Characteristics of management (any 4-5) 28%

Coordination — features + as essence of
management

24%

Levels of management — top/middle/supervisory
roles

22%

Functions of management (P-O-S-D-C) 18%

Management as science / art / profession
(compare)

20%

Importance of management 10%
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R E C A P    ·    M E M O R I S E  T H E S E

Recap

1 What management IS —
Process of getting things
done effectively +
efficiently. 5+
characteristics. 3
objectives.

2 Nature — BOTH a
science (systematic
knowledge) AND an art
(creative application)
AND an emerging
profession.

3 Functions + Coordination
— 5 functions: POSDC.
Coordination = essence
(NOT a 6th function),
runs through all
functions + all 3 levels.
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W H AT ' S  N E X T

What's next

→ Chapter 2 — Principles of Management (specific scientific + administrative principles).→

Sit the 15-MCQ Quick Drill.→

Then the full Board-Pattern Paper — 25 marks.→



You've mastered the nature of
management.
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Characteristics, objectives, levels, coordination — now prove it.

Boards prep that builds confidence, not anxiety.
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