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5.0 OBJECTIVES

After sudying thisunit, you should be able to:
e explain the conceptsd single use plans and standing plans.

e describethe typesd single use and standing plans, with special reference to
objectives, strategies, policiesand procedures.

e explaintheimportance of policiesand outline the processof policy formulation.
¢ relate and distinguish between objectives, strategies, policiesand procedures.

5.1 INTRODUCTION

In Unit 4, you havelearnt the nature and importance of the managerial function of
planning. You have asogot an understanding of the variousstepsinvolved in the
planning process. At the same time you have been acquainted with different types of
planning : strategic and tactical planning, long-range and short-range planning and
principlesd planning. In thisunit, you will learn the network'of organisational plans
whichincludesobjectives, strategies, policies, procedures, schedules, and their role in
organisations. You will alsolearn the processdf policy formulation and differences
between mgjor typesdf plan.

5.2 ORGANISATIONAL PLANS

Theterm 'plan’ may be defined as acourse of action determined in advanceby the
management. A plan hasatimeframe, whether it isexplicit or implied. Itisa
commitment to action and commitment of resources. It isalso a package of decisions
on intended efforts to achievesomeresults. It isardatively static pictureor blue print
of actionwhichispartly ameansof mechanismadf planningand partly an end product

of theplanning process.

A singleuse planis onewhich is specificto particular situations of a non-repetitive
nature. It may not have usefor different situations, It becomesobsol ete Onceits
purposeisover. Examples of single use plansare objectives, strategies, projects,
programmes, schedul es, budgets and so on. L et ussay abusinessfirm setsatarget to
achievel5% increasein itssales volumefor the year 1988-89, Once thisobjectiveis
achieved this plan ceasesto exist.

However, someobjectives, like the objective of continuous updating 6f modern
technology, continueto remain relevant. Such objectivesmay perhaps beregarded 19
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aspolicies. Theother examples of single useplans, such asstrategies, projects, budgets
etc. are 'tailor made' to specific needsof the organisation. For example each project is
unique in respect d its environment, resource requirements, completion time and so
on. ~

Asagainst single use plans, standing plans are those which are of a relatively long
standing by nature. They are meant to scrvc as standing guidelines, criteriaand constraints
onmanagerial decision makingan action. A standing plan can berepeatedly used over
aperiod d timefor tackling a range o frequently recurring and related problems and
issues. Policies, procedures. rules and methods are generally categorised as standing
plans. For example, an enterprise’s policy of selling its procluctsand services only on
cash terms provides astanding guideline and constraint tomanagers in concluding sales
deals with customers. A procedure on purchase of materials and components will
continue to be useful over a period of timefor arange of actions on purchases of such
items. Thus, standing plaus aremearit for ready guidance, steady observance and
repeated refercnce for managers and othersfor their decision making and action
behaviour.

Let usdiscuss a tew single use plans and standing plans. For this purpose, we select
objectives and strategies from single use plans and policies and proceduresfrom
standing plans.

5.3 OBJECTIVES

The term 'objectives’ may be defined as a planmed target of performance or thedesired
end result of an activity which oneattempts to realise. It provides meaning and purpose
to the organisation. It has definite scope and direction. It isa commitment to a course
of action. Itisto befollowed by determining the ways and means of achievement.
Often, atimeframeis determined forits achievement;in other wordsobjectives nmiay bc
of atime bound nature. Objectives are variously termed as purposes, goal's, missions,
aims, ends and so on. These terms are often used interchangcably. However, it is
possibleto distinguish among them. Thus, purposeisthe basicreason for theexistence
of an entity, whether it isahuman being or a human orgallisation.-The purpose of an
educational’institution isto systematically spread knowledge. Goal is viewed asa
milestone along the path towards the objective. Itisa part of an objective. Mission is
the specific and well-detined rolesand activitiesin which an organisation concentrates
itsefforts.

All organisations have objectives, whether or not they arestated explicitly. However
objectives may differ from organisation to organisation. The objectives of a university
differ from those of a businessenterprise. The objcctivesof agovernment department
differ from those of a hospital. Objectives may also change over a period of time with
respect to a single organisation.

Objectives provide the basisfor planning. They are also the focal point for all
managerial functions. They give meaning and asense of direction to organisational
efforts. They set boundaries in the sphere of operationsof the organisation and its
relations with theexternal environment. They serve asthefoundation for the entire
management, processof planning, organising, direction and control. They provide the
framework for formulation of strategies, policies, programmes, procedures and so on.
Objectives serve ascriteriaand constraintsfor managerial decision making on
acquisition and utilisation of resources. They arethe rallying pointsfor the motivation
of members of the organisation. They provide afoundation for the standards of
organisational performance and the evaluation of performance.

Single vS multiple objectives

An organisation may have a single objective or more than one objective. It isoften
stated that theonly objective:of abusinessfirmisto maximiseitsprofitsandthatall its
activitiesfocuson this single objective. Thismay or may not betrue. In general, an
organisation has more than one objective. For example, a business enterprise not only
aims at profit making but isaso concerned with healthy growth of its activities,
customer service, employee welfare, efficient operations and upgradation of its
technology. Organisations establish objectivesin all key areas of their activities. For
example, alarge businessenterprise needstoformulateits objectiveswith respect of ite



variousfunctionslike manufacturing, purchasing, finance, marketing personnel and so
on. However, itisnecessary that the multiple objectivesodf the organisationare related
to each other in some way.

Classification of objectives

With respect to asingle organisation, we may think of its objectivesfrom several
perspectives which. provide a basis for their elassification along the following lines:

Broad oOrganisation-wide objectives such as services, rapid growth, profitable
operations, public image and so on, and sub-corporate objectives applicable to its
various departments, divisions and functions.

L ong-range objectives and short range objectives,

Primary objectives and secondary objectives. For example, Surviva and stability arc
primary objectives while social responsibility isasecondary objective.

'Economic, commercial objectives and non-economic social objectives. Profit isan
economic commercial objectivewhile concernfor environmental safety isasocial
objective.

Quantifiable and Qualitative objectives. Achievinga market share of 35%isa
quantifiable objective while gaining reputation asaclean and honest enterpriseis a
qualitative objective.

Nature and importance of objectives

Organisations differ not only in their objectives but also in the priorities which they
accord to them. Oneenterprise may give priority tostability while thesecond enterprise
may emphasise rapid growth of its business. In some situations conflict among two or
more objectives is possible. For example, the objective of bringing down the cost o

" doing business clashes with the objectives of satisfying the needs and demands of
employees. Organisations have to be sensitive to such conflictsand devise waysand
means of resolving them to the extent possible. The basic major objectives,of an

, organisation are generally set by itstop management, after taking into careful
consideration of the purpose and the function of theorganisation. Insetting objectives,
the valuesof top management and the realities of itSresource endowment also play a
significent role. Basic or major objectives have to be opérationalised into subsidiary
and derivative objectives at middle and lower organisational levels. The letter are set
through processes of formal or infromal consultation and discussion with middie and
lower level managersin the organisation.

With the abovediscussion the importance of objectives may belisted as below.

i) Objectivesprovidedirectionto the individual efforts and activitiesof an
organisation.

ii) They provide the basisfor determining policies, procedures, strategies,
programmes, budgets and other plans.

iii) They serve asameansfor achieving personal goals.
iv) They helpin effective delegation of authority.

v) They serve asstandard for the evaluation of actual performance.
vi) They helpin coordinating the efforts of the people.

54 STRATEGIES

InUnit 4, youhavelearnt the meaning and nature of strategicplanning. Strategicplans
or strategiesarederived from the processof strategicplanning. Theterm'strategy’ may
be defined asaunified and critical plan of action to achieve an objective or set of
objectives. Itisa plan prepared for meeting the challenge posed by the environmental
forces. It addressesthe'how' aspects of achievingan objective. Asastudent oneof your
objectivesisto pass theexamination. Inorder toachievethis, you may evolve astrategy,
of continuous hardworkal ong with discussion of relevant issueswith your friendsand
teachers. Similarly, an objective of a businessenterprise may beto achieve asales
vojume of Rs. 50 croresaver the next twoyearsfrom the present level of Rs. 25crores.

| Theenterprise may evolve acompositestrategy of productimprovement, introduction
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aspolicies. The other examplesof single useplans, such asstrategies, projects, budgets
etc. are ‘tailor made' to specific needs of theorganisation. For example each project is
uniquein respect o its environment, resource requirements, completion time and so
on.

Asagainst single use plans, standing plansare those which are of arelatively long
standing by nature. They are meant to scrve asstanding guidelines, criteriaand constraints
on managerial decision making an action. A standing plan can berepeatedly used over
aperiod of time for tackling arange of frequently recurring and related problems and
issues. .Policies, procedures, rutes and methods are gencrally'categorised as standing
plans. For example, an enterprise's policy of selling its products and services only on
cash terms providesastanding guideline and constraint tomanagersin concluding sales
deals with customers. A procedure on purchase of materials and components will
continue to be usecful over a period of time for arange of actionson purchases of such
items. Thus, standing plans are meant for ready guidance, steady observance and
repeated reference for managers and othersfor their decision making and action
behaviour.

Let usdiscuss a tew single use plans and standing plans. For this purpose, we select
objectives and strategies from single use plans and policies and proceduresfrom
standing plans.

3.3 OBJECTIVES

Theternin 'objectives may bedefined as  planned target of performance or thedesired
end result of an activity which oneattemptstorealise. It provides meaning and purpose
to the organisation. It hasdefinite scope and direction. It isacommitment to acourse
of action. Itisto befollowed by determining the waysand me#ns of achievement.
Often, atimefratneisdetermined for itsachievement; in other words objectives niay be
of a time bound nature. Objectives are variously termed as purposes, goals, missions,
aims, ends and so on. These terms are often uscd interchangeably. However, itis
possible to distinguish among them. Thus, purposeisthe basicreason for theexistence
of an entity, whcether it is a human being or a human organisation.. The purpose of an
educational institution isto systematically spread knowledge. Goal isviewed asa
milestone along the path towardsthe objective. It isa part of an objective. Missionis
the specific aridwell-defined rolesand activities in whichan organisation concentrates
itsefforts.

All organisations have objectives, whether or not they arestated explicitly. However
objectives may differ from organisation to organisation. The objectivesof a university
differ from those of a businessenterprise. The objectives of agovernment department
differ from those d a hospital. Objectives may aso change over a period of time with
respect to a single organisation.

Objectives provide the basisfor planning. They are also thefocal point for all
managerial functions. They give meaning and asense of direction to organisational
efforts. They set boundaries in the sphere of operations of the organisation and its
relations with the external environment. They serve asthe foundation for the entire
management, processof planning, organising, direction and control. They providethe
framework for formulation of strategies, policies, programmes, procedures and so on.
Objectives serve ascriteria and constraintsfor managerial decision making on
acquisition and utilisation of resources. They are therallying pointsfor the motivation
of members of the organisation. They provide afoundation for the standards of
organisational performance and the evaluation of performance.

Singlevs. multiple objectives

An organisation may have a single objective or more than one objective. It isoften
stated that the only objective;of abusinessfirmistomaximise itsprofitsand that all its
activities focus on this single objective. Thismay or may not be true. In general, an
organisation has more than one objective. For example, abusiness enterprise not only
aims at profit making butis also concerned with healthy growth of its activities,
customer service, employee welfare, efficient operations and upgradation of its
technology. Organisations establish objectivesin all key areasof their activities. For
example, alarge businessenterpriseneedstoformul ateits objectiveswith respect nf ite



variousfunctionslike manufacturing, purchasing, finance, marketingpersonnel and so
on. However, itis necessary that the multipleobjectivesd the orgartisation-are related
to each other in some way.

Classification of objectives

With respect to asingleorganisation, we may think of its objectivesfrom several
perspectives which provide a basisfor their classification along the followinglines:

Broad organi sation-wideobjectivessuch as services, rapid growth, profitable
operations, publicimage and so on, and sub-corporate objectivesapplicable to its
various departments, divisionsand functions.

Long-rangé objectivesand short range objectives:

Primary objectives and seconaary objectives. For example, Survivd and stability are
primary objectiveswhile social responsibility is asecondary objective.

‘Economic, commercial objectivesand non-economic socia objectives. Profit isan
economiccommercial objective whileconcern for environmental safety isasocia
objective.

Quantifiable and Qualitative objectives. Achievinga market share of 35% isa
quantifiableobjectivewhilegaining reputation asaclean and honest enterpriseisa
qualitativeobjective.

Natureand importance o objectives

Organisationsdiffer not only in their objectives but aso in the priorities which they
accord to them. Oneenterprise may give priority to stability whilethesecond enterprise
may emphasise rapid growth of its business. In some situations conflict among two or
more objectivesis possible. For example, the objectiveof bringingdown the cost of
doing business clashes with the objectivesof satisfying the needs and demands of
employees. Organisations have to be sensitive tosuch conflicts and devise waysand
meansd resolving them to the extent possible. The basic mgjor objectives,of an
organisation are generally set by its top management, after taking into careful
consideration of the purpose and thefunctionof theorganisation. Insetting objectives,
thevauesd top management and the realities of its resource endowment also play a
significeat role. Basic or mgjor objectives have to be opcrationalised into subsidiary
and derivativeobjectivesat middle and lower organisational levels. Theletter are set
through processesof formal or infromal consultation and discussion with middle and
lower level managersin the organisation.

With the above discussion the importance of objectivesmay be listed as below.

i) Objectivesprovide direction to theindividual efforts and activitiesdf an
organisation.

ii) They provide the basisfor determining policies, procedures, strategies,
programmes, budgets and other plans.

iii) They serve as ameansfor achievingpersonal goals.

iv) They helpin effectivedelegation of authority.

V) They serveasstandard for the evaluation d actual performance.
vi) They helpin coordinating the efforts of the people.

54 STRATEGIES

In Unit4, you havelearnt the meaning and nature of strategic planning. Strategic plans
or strategiesarederived from the processaf strategic planning. Theterm 'strategy’ may
be defined asa unified and critical plan of action to achievean objectiveor set of
objectives. It isa plan prepared for meeting the challenge posed by the environmental
forces. It addressesthe’how' aspectsof athieving an objective. Asastudent oneof your
objectivesisto passtheexamination. In order toachievethis, you may evolveastrategy,
' of continuous hardwork along with discussionof relevant issueswith your friendsand

teachers. Similarly, an objective of abusinessenterprise may beto achieveasales
volumed Rs. 50 crores ever thenext twoyearsfromthe present level of Rs. 25crores.

| Theenterprise may evolve acomposite strategy of productimprovement, introduction
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of one or two new products, aggressive advertising, expansion of marketing channels
and so on. These are the ways and means of achieving the objective. Strategy isthus

closelyrelated to objective. It should beconsistent with theobjective. It isto be'tailor-

made' to achievetheaobjective. Itisto beformulated with referenceto relevant internal
and external factors.

In business and other organisations, strategies are needed for managing the
achievement o objectivesespecially inthe context of growing competition and other
complexities. Corporate and business strategies are necessary for survival, growth,
diversification, market dominance, competitivestanding, technological dynamism etc.
so0 asto accomplish relevant objectives. There are also occasionsfor strategiesfor
management devel opment and succession, acquisition of scarce raw materials, and
other resources, negotiations with labour unions, changing the structure of the
organisation and so on.

A strategy consists of at least three factors: acourse of action, acommitment o
resources,-and adetailed blue print for consistent combination of moves, initiatives,
responseswith an eyeon their timing. It isa master plan o moving the organisation
towardsits objectives through the complex and volatile environment. It attemptsto
relate the organisations capabilities with external opportunities. A strategic plan must
accurately state objectives, define the policieswhich are to be pursued, underlinethe
assumptions regarding theinternal and external forces, and outline the courses of
action and the means of mobilising resources. It must also specify the possible
alternative courses open if the expected conditions change. So development of
contingency plansfor handlingarange of situational changesisalso a plan o strategic
action plan.

Classificationof strategies
Just likeobjectives, strategies may al so beclassified along several dimensions. They are
below.

On the basis of scope: Master or grand strategies, programme strategies and sub-
strategies,

Onthe basisdf organisational level: Corporate headquarter strategies and divisiona
strategies.

On the basisof:purpose: Growth strategy, survival strategy, market development
strategy, acquisition strategy and so on.

Onthebasisof function: Marketing strategy, manufacturing strategy, financial strategy,
and so on. I n fact, strategies provide basic and integrated frame of reference to
managers to take advantage of external opportunities, to cope with challenges and
threats, and to deploy organjsational resources and effortsin an intelligent manner.
They aid management in four ways. First, they help management in rel ating the present
stare ot theorganisation withitsdesired futurestate and tackle them together. Strategic
Jecisions and actionsreplaceimpulsive and hasty ones. Second, they offer atechnique

« 1d discipline to manage and cope with changesin the internal and external
environment. Third, they increase the prospect of efficient and effective resource
mobilisation and utilisation. Fourth, they provide aframework for makingintegrated
decisions by managersat the top management and lower levels.

Importance of strategy
The importance of strategies has been listed below.

i) Strategies providedirections for the achievement of organisational goals.
ii) They help the organisation in tnceting the demands of a difficult situation.

iif) They give mieaning to other plans.
iv) They help inrelating an organisation to itsexternal environment.
Check Your Progress A

1 Fill inthe blanks:

) Aplanisacommitment to ... and a commitment
Of oo

i) Single useplansrelate to particular situationsd ........................ nature.

i) ProfitearningiSa ...ocvvvviviiiiiiiiniiiiinnnnn, objective while environmental
protectionisa...ccoovveiniiiiiniiniennn, objective.

iv) Strategy should be ......c..ocoviiiiiiiiiii with the objectives.



v) A 5~:1"&';.1t5:gic pﬂgm FERLESY ;mcurateﬁy 3 11 < and define
........................ 1o be pursued.

2 Biate whether the following statements are True or False:
iy A budgetis a single use plan.
i) A schedule is astanding plan,
i) Soategies are the end and objectives are the means.
iv) All organisations have objectives,
v) A stretegy is astanding answer to recurring questions.
vi) Tt is desirable to have multiple objectives rather than & single objective.

5.5 POLICIES

Policiesaregeneral statements or understandi ngswhich guide or channel thinking and
actionin decisionmaking. They are concerned with the administrative action. They
serveasaprinciplefor conduct. They areroutesto therealisation of objectives. Harold
Koontz defined policy asameansof encouraging discretion and initiative but within
units. They are predetermined decision rulesapplicablefor a range of managerial
decisionsand action. Moreover, policiesareaidsto the managerson how objectivesare
to be achieved.

Managersare required to make decisionsand handle action situationson a wide range
of matters. For this purpose, a policy framework is needed so that the functioning of
managerstakesplacein a coordinated and consistent manner. Policieslay down the
broad scopeand limitswithinwhich managers are allowed to commit the organisation
to specific decisionsand actions. However, policiesdo not offer readymade decisions
or solutions. Nor do they specify how exactly managers should make decisionsand
handleevents. They only indicate to managersthe broad considerations to be keptin
mind while making decisions. They also set constraints and outer-boundariesfor
managerial discretionand judgement in decision-making. T o be sure, policiesleave
sufficientdiscretion and freedom to managerswithin the set boundaries and
constraints, so that managerswill bein a position to handle decision situationsin a
pragmatic manner.

Many organisationsformulateawiderange of policiesin several areasd their activity,
They includethe productsto be manufactured, pricesto becharged, the marketsto be
served, and so on. Policiesare aso needed on purchasing, quality control, inventory,
depreciation, produce sales promotion and distribution, unemployment and service
matters of employeesand workers, on production technology and so on. For example
itisthe policy of thecompany to promptly attend to customer complaints by replacing
thedefectiveproduct, if it iswithinthreemonthsfromthedateof sale. In short policies
tend topredeci dei ssuesand avoid repeated analysisand give aunifiéd structuretothe
organisation. Mgjor policiescoveringtheentireorganisation areformulated by thetop
management. They are often translated into derivative policiesat thelevel of middle
and subordinatemanagers. Policiesmay bein written form or may take theform of
implied, unwritten practices, precedents principles, and conventions. It isgenerally
believed that written policiestend to minimisethe scopefor confusion and
misinterpretationand tend to promote unified thinkingfor decision-makingand action
purposes. However, thereisa danger that written policiesmay becomr: uselessand
theoretical postulates may be divorced from organisational realities. They may be
ignored by managersin their day-to-day work behaviour.

Digtinction between plansand policies

Y ou haveaready learnt the concept of plansand policies. Theterm planisamore
comprehensiveconcept covering not only policy but alsoseveral other predetermined
coursesaf action. Inthissenseplansand policiesaredifferentconceptsbut they arenot
digtinctly different. Well-formulated policiesare a key tothe successdf any plan. The
implementationof any plan requires policy guidelines. Organisationsplans are based
on establishedpolicies. Thus planning and policy-makinggo together asimportant
functionsdf management.

Importanced policies

Organisational policiesservea range of important purposes"ivhich arelisted below:

Plans, Policies,
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i) They are among the most important standing plansto guide,and direct thefuture
course of managerial action in specificareas o activity.

ii) They clarify and crystallise the real values and intentionsaf top management.

iiiy They facilitate delegation of authority among the various managerial levels, by
defining the decision-making authority and the consrraints on itsexercise.

iv) They contributeto the organisations evolution as an orderly system o goal-
oriented activity.

V) They facilitate uniformity of action and coordinationd effort.

vi) Palicies minimise the destruction of decision-making process.

Typesd Policies

Policiesmay be classifiedinto four types. They are: originated policies, appealed
policies, implied policiesand externally imposed policies. Tliese are briefly discussed
below.

Originated palicies

Originated policiesaredeliberately formulated by top managerson their own initiative
in order to guide the actions of their subordinates. Top management formulatesits
policiesin consultation with the middleand lower level management. These policiesare
corporatein nature. For example personnel policies, financial policies, marketing
policiesetc. They may or may not bein writing.

Appeaed policies.

Appealed policiesare those which areformulated at higher managerial levelsin
response to appealsor reference made by lower level managers. At times managers at
lower levels experience policy gapsor vacuumin their areasof activity. They may find
themselves unable to make decisionson particular issuesor problems because o the
absence of clear-cut policiesi 1n such cases, they refer the mattersto higher level
managers Who might pronounce their Stand on the same, whereupon it takes the form
o apolicy. Appealed policiescanoriginate at any level but arecommon at middle and
lower levels. They generally tend to be unwritten.

Implied policies.

Implied policiesevolve themselveswhen aseries o decisionson related matters are
made by managersover aperiod of time. They emergewhen managersdo not havethe
will or timeto formulateformal or explicit policies. They are set by precedentsand
conventions. A series of relatively consistent decisionson particular mattersform
themselves asimplied policieswhich are unstated'and unwritten. Implied policiesare:
pervasivein alarge number of organisations, asfor examplefor employee selection,
promotions and transfers, product quality, customer service, socia'responsibility and
soon.

Externally imposed policies

They are theones which areimposed upon the organisationdirectly or indirectly by
external agenciessuch as government, labour unions, trade associations etc. The
organisation haslittle option but to incorporate the dictatesof the external agencies
into itsown policy framework which may bein such areas aspersonnel, marketing,
purchasing, quality control, social responsibility, and so on,

The processd pelicy formulation

An examinationnf the elementsdf the above categoriesdf policiesgive anideaon how
policiesemerge and areformulatedin organisations. Policy formulationisan important
function of managersespeciallyat thetoplevel of theorganisation. Itisalsoaprocess,
just like planning, consisting o the following elements or steps.

1 Recognition of the pressure or desirability of policy.
2 Defining the aspects and dimensionsthat the proposed policy isrequired to cover.

3 Formulation of preliminary viewsof management and collection of relevant
.information which may serve as basesfor formulation of policy.

4 Formulation of aternative poliiy proposals.



5 Thorough discussion of the proposalsat all.relevant managerial levels.

6 Finalisation of the policies:

The above steps areonly suggestive./In general the objectivesand strategies of the
organisation provide the framework for policies. Organisational policieshaveto be
consistent with and contribute to the smooth accomplishment of organisational
objectives. Policy formulation in organisationsisalso significantly influenced by the
values Of thetop management and the resourcesand capabilitiesdf the organisation.
External factorssuch as socio-palitical factors (for example government policiesand
programmes), product market factors (e-8, incomes, tastes and buying patterns of
customers, structureof industry and competitive conditionsin themarket) and resource
market factors(like conditions in labour market, capital market and soon) also
influence the process of policy formulation.

1t is desirablethat'policy proposals are extensively discussed at relevant manageri

levels, Once policiesarefinalised at the relevant managerial level, they shouldbe
formally or informally communicated to the managers and othersat lower levelsf

their information and compliance. Stepsarealso tobetaken to ensurethat policiesa
followed by managers on a consistent basiswhile making decisions.

Relationshipand distinction between policies, strategies and objectives

Objectives and policiesbelongtothecategory of strategic postulates of an organisation.
Objectivesare'ends and policiesare themeansto achievethe ends. Policiesfocuson
objectivesand throw light on how thelatter areto be achieved. They givemeaning and
content to the objectives. It isoften stated that policies reflect the real intents and
character of an organisation asagainst objectives which are somewhat vague and
abstract. Policiesare more specific and clear. They spell out the implications of
objectivesin pragmatic terms.

The points of distinction between policiesand objectives are:

i) Objectivesaresingleuse planswhilepoliciesfall into thecategory of standing plans.

i) Objectives haveoften got atime frame within which they areto be achieved,;
policieshave no such timelimits.

iii) Objectivesarebasicand critical tothevery existenceof an organisation. Wecannot
think of an organisation without any objective. Policiesare not that basic to the
existence of an organisation. It is possiblefor an organisation to function without
policies. For example, several small and medium-sized organisations are managed
in arather opportunistic and adhoc manner without any policy framework.

iv) Objectives are meant to be achieved while policiesare meant to be‘observed as
guidelines.

Inthemachinery of organisational plans, objectives occupy ahigher placethan policies.

Asregardsthe relationship and distinction between policies and strategies, both
reinforceeach other and jointly contribute as the means of achievement of
organisational objectives. Also, theformation of strategies has to be donewithin a
policy framework. M anagers need policy guidelines for design of organisational
strategies. Policiesmay be truly regarded as part of strategic plansof the organisation;
' tl.ey have significantstrategic content.

Following arethe differences between policiesand strategies:

i) Strategiesaresingle use planslike objectives while policiesare standing plans.

ii) Policiesareformulated to deal with specific problems. Strategies are formulated
to meet environmental threats anaopportunities.

ili) Policiesare concerned with thecompany asawholeor particular departments.
Strategiesare concerned with the company asawhole.

iv) Strategiesarecloser to objectives as the meansof achieving them than policies.

Check Your Progress B
1 Fllinthebl anks:
i) Policies are MOr€.-vvvvvveennn, renshenees than objectives.
i) Objectivesarethe ............... and policies are ...............
to achieve theends.
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iii) Policy formulation iSalsoa .........ccoooviiiiiiiiiiiiii like planning.
iv) Policieswhich areformulated On the initiative of top management are known
BS . i policies.

v) Policiesare among the most important .................c..c e plans,
2 State whether the following statements are True or False:

i) A policy is predetermined decision-rule.

if) Policiesset constraints on managerial discretion in decision maldng.

iii) Policiesshould aways bein writing.

iv) Policiesfacilitate delegation of authority.

v) Appeaed policiesareimposed on the organisation.

vi) Objectives arethe bases o policies and strategies.

5.6 PROCEDURES

Theterm 'Procedure’ is defined asaset of stepsdetermined in advanceand
standardised for initiating, carrying through and completing atime-bound activity.
Examplesof such activitiesinclude purchase o raw materialsfor the manufacturing
department, passing vendors' billsfor payment, settlement of workers grievances,
hiring manpower for the office, sanctioningearned leave, and so on. A procedure
specifiesthetasksto bedonesequentially for completing apiecedf work. It laysdown
the processof doing routine and repetitiveactivity, for the guidanced thosewho are
to carry out such activity. In other words, a procedure may be regarded as aguide to
action — how asequence o stepsshould be performed. For example, the procedurefor
admissiondf studentsin a university is (@) candidates should apply in advance on the
prescribed application form and furnishthe required information and documents

(b) the university office receives and recordsthe applications received before the last
date(c) theapplications will be screened by the appropriate committee to ensure that
al the requirements are’satisfied (d) the applicantswill beranked accordingto their
merit and depending on the number of seatsavailable, candidateswill be selected and
offered admission.

It isclear from the above that a procedure outlinesthesequencedf actionsor stepsto
betakenin performingspecific jobsd arepetitivenature. Theseriesdf stepsor actions
.are mostly administrative/clerical in nature. Theformulation of procedureisa
managerial function. Managersat relevant levelslay down and specify the procedures
to befollowed by the subordinate administrativeand clerical personnel for carryingout
the myriad of routine activitiesin organisations. A largenumber of standard
operationsor proceduresareto befoundin almost al businessand other organi sations
for facilitatingsmooth, orderly and expeditiouswork flowin administration and rel ated
areas.

Thecharacteristicsof agood procedureincludethefollowing:

It should be purposeful and functional.

It should bein awritten form.

It should besimpleand clear.

It should really serve asaguideto those who haveto follow it.
It should not be overly rigid.

It should be exposed to periodic review and reform.

OUNPAWNE

Usesand importance of procedures
Inorganisations, proceduresserveseveral useful purposes. Let usbriefly discussthem.

1 Proceduresprovideguidanceand instruction to administrative and other personnel
on how to carry out specificactivitiesinasystematicmanner. They aid in simplifying,
toutinising and standardising the day-to-day paper work in organisations.

2 Proceduresfacilitatesmooth, effectiveand orderly flow of activityin organisations
and thus promote ‘management by system: Procedures a so permit consistency of
actioninvariousdepartments Or sectionsat apoint of timeand over aperiod of time.

3 They serve astoolsd supervision, control and coordination in thel handsof
managers with regard to the task performance o their subordinates.



4, Since proceduresarelaid down by managersafter careful thinking they represent
the correct and proper Waysof doing work.

5 Procedures saveclerical and administrative time. They also safeguard theinterests
of thosewho haveto carry out work or are affected by themin someway. If
employeesfaithfullyfollow standard procedures, they will besaved from
harassment by their superiors, colleaguesand outsiders.

Relationship and digtinction between Policies and Procedures.

Although policiesand procedures areinterrelated still there are somedifferences
between them asfollows:

Theformulationd proceduretakesplacewithintheframework of policies. Infact,
proceduresare partly meant tosubserve and implement policies. Henceproceduresare
to be consistent with policies. For example"'itis (thepolicy of thecompany that every
employeeisentitled to a safe and congenial working environment and every effort
shouldbe madeto prevent accidentsin any phaseof operation'.Inorder to implement
theabovepolicy aprocedureislaid down on maintenancedf machineryand equipment.
A part of the procedure is specified asfollowsfor illustrativepurposes:

1 Each maintenance person assigned to work on a job will look out the machine
properly and disconnectit with his own safety lock and keepthe key in his
possession. If he does not finish the job before theshift change, he will removehis
lock and put aseal on the disconnect. He will hang a danger tap on the control
station, stating why the equipment isshut down.

2 Policieshaveasignificant strategic content and arecloserto objectivesand strategies
than procedures. Proceduresare mere operational and tactical plansformulated at
relatively lower managerial levels.

3 Policiesare basicaly guide poststo managersfor purposesd decision-makingand
action. procedures are only.guides to orderly administrativeactionlargely at the
non-managerial level.

4, Policiesset broad parameters and constraints on the discretion and freedom o
managersin their decision makingfunction. They leave considerable latitude to
managersfor innovation and mani pul ation whiledeciding upon relevantissues.
Procedures are more detailed and specificin their nature. They do not offer much
scopefor discretion or departure to thosewho haveto observe them.

5.7 SCHEDULES

Theterm'Schedule’ isdefined asaplan o action which focuseson the'when' aspects
of initiatingand compl eting operationsregarding specificjobs. In manufacturing
operations, machines and manpower areto beoptionally utilised for production of
concerned productsand componentshaveto besystematically plannedin advance. For
this purposetime schedulesare prepared for the starting and completion d thewhole
operation. While preparing such aschedul e, managersat theoperational level takeinto
considerationseveral factorslike delivery schedulesdf thecompleted products/
components, the plant capacity, the machinework loads already committed but are
pendingto be executed, availabilityof labour, position regarding availability of
materialsand other inputs and so on.

Following are the differences between procedures and schedul es:

1 Procedureslay down the sequence of operationsto bedonefor completinga
particular pieceof work or job. Scheduleslay down the starting timefor each
operation and the length of timerequired for completingthat operation.

2 Proceduresare generally administrative aidsand tools whileschedulesare largely
concerned with technical operation.

3, Very highdegreed coordination, synchronisation and balancingis needed in
working out schedulesfor different operations and for different procedures

Plans, Policies,
Schedulesand Procedures



Planning and Organising especially when proauction facilitiesare common for them. In the case of
procedures, no such problems are generally experienced.

Check Your Progress C
1 Fillin the blanks: CHN

i) Procedure laysdown the processof daing ««-veeeeeess and ceeeeeseees activities.

ii) ~Procedure outlinesthe ..o.oovvveeninneee, of stepsto betaken in performing a
specificjab.

iii) Proceduressave ...iveevvasrianiasns time.

iv) Policiesand proceduresare ............. but alSO -ereueanns from each other.

v) Schedulesdefine the................ aspects of starting and completing
operations.

2 Statewhether thefollowing statementsare Trueor False.
i)y Procedures areoperational guidesin action.
il) Procedures are helpful in perfarming non-routine tasks.
iii) Faithful adherencedf procedures isexpected of clerical personnel.
iv) Proceduresareformulated in very general and broad terms.
v) Thereisno distinction between proceduresand schedules.
vi) Schedulesare generally reversive in manufacturingwork situations.

5.8 LET USSUM UP

Planning isacourse of action determined in advance by the management. Plans are of
two types— single useplansand multi-useplansor standing plans. A singleuseplan is
specific to aparticular situation and made for ashort term period for example
programmes, budgets, schedules, progressetc. A Sranding plan isenduring and serves
as standing guidelinesfor decision-makingprocessfor exampleobjectives, strategies,
policies, procedures etc.

Objectives are goals established to guidethe efforts of the company and each of its
components. They are the meansfor determining policies, procedures, strategies,
programmes, budgets and other plans. They providefoundation for effective
management. Top management setswide range of objectivesconsidering the nature
and functions of the organisation. Strategies are unified and critical plansof action to
achieve an objectiveor a set of objectives. They provide basic and integrated frameof
referenceto managers. They givedirection for the achievement of organi sational goals.
Policiesaregenera statementsor understandingswhich guideor channel thinking and
action on decision making. They define the area or limitswithin which decisionsare
made to achieveorganisational objectives. Policies are of several typeslike originated
policy, appealed policy,impliedpolicy and externally imposed policy. | nthe process of
policy formulation variousconcerned aspects and dimensionsare discussed thoroughly
for thefinalisation of thepolicy. Proceduresareseries o stepsestablished to accomplish
aspecificproject. They indicate how a policy isto be implemented and carried out. A
schedule on the other hand specifies time limitswithin which activitiesare to be
completed. It avoidsdelay-and ensures continuity of operations.

5.9 KEY WORDS

Appealed Palicies. Policiesformulated at higher managerial levelsin responseto
appealsor reference made by lower managers.

Implied Policies: Policieswhich evolve on the basisof precederits and conventions but
not explicitly formulated.'

Imposed Policies: Policiesadopted by organisation asaresult of direct or indirect
dictatesof external agencies such asgovernment, trade unions etc.

Multiplicity of objectives: Objectivesrelating to al key areasaof activity of an
organisation.

Objective: Planned target of performance or thedesired endiresult of an activity.
28!



Originated Policies: Policiesformulated on theinitiative of top management of an Plans, Policies,
organisation. Schedules and Procedures

Policies: Policiesare general statementsor understandings which guide or channel
thinkingand action in decision-making.

Procedure: A set of sequential stepsdetermined in advance and standardised for
performing a time-based activity.

Schedule: A schedul e specifies time limitswithin which activities are compl eted.

Strategy: A unifiedand critical plan of action to achieveoneor moreobjectivesfocusing
on the how aspects of achieving objectives.

5.10 ANSWERSTO CHECK YOUR PROGRESS. -

L,y e

A) 1 i)action, resourcesii) non-repetitiveiii) commercial; social.’
2 i) Trueii) Falseiii) Falseiv) Truev) Falsevi) True.'

B) 1 i) specificii) ends, meansiii) processiv) originated v) standing.
2 i) Trueii) Trueiii) Falseiv) Truev) Falsevi) True.

C) 1 i) routine, repetitiveii) sequence i) administrative iv) interrelated distinct
v) ‘when’
2, 1) Trueii) Falseiii) Trueiv) Falsev) Falsevi) True.

5.11 TERMINAL QUESTIONS _

1' Definetheconcept of 'Planning’ and distinguish it from that of a'plan’.

2 What do you understand by single use and standing plans? Give examples. Briefly
outlinetherole of single use plansin organisations.

3. Explainthe meaning and nature of objectives. In what specific ways are objectives,
.importantfor organisations?

4 Whatisastrategy? What isthe difference between strategy and objective? Give
examplesdf strategies relevant for business enterprises.

5, Why arepoliciesregarded asstanding plans? Outline at |east four usesof policiesto
an organisation.

6 Explainin brief originated policies, appeal ed policiesand implied policies.

7 Briefly explain the distinction between:
i) Procedures and Schedulesii) Policiesand Procedures iii) Plansand Strategies
iv) Objectivesand Policies.

Note Thesequestionswill helpyoutounderstandthe unit better. Try towriteanswers
for them. But do not submit your answersto the university. These arefor your
practiceonly.
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