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Abstract 
This paper begins by examining (he concepts of Management and the Universality of Management 
and Management Knowledge. It goes further to explain the principles of Management as 
fundamental truths or what are believed to be truths at a given time explaining the relationships 
between two or more sets of variables and notes the importance of principles as guides for 
managerial actions. Leading contributors to the development of principles of management such as 
Henri Fayol, Frederick Taylor and works of others are discussed and their contributions 
highlighted. The paper examines also the functions of management which include planning, 
organizing, staffing, delegating and controlling as well as managerial techniques which serve as aid 
to managerial functions developed over the years. The paper concludes by pointing out that for the 
managers to carry out management functions effectively and efficiently, such functions must be 
based on managerial principles since such principles, have been tested by practicing managers over 
many times. 

The Concept of Management 
Management today means different things to different people. Sometimes management identifies the executive 

personnel in an organisation as all those having supervisory responsibility, from the chief executive down to the first line 
supervisors. At other times, the term refers to planning, organizing, staffing, influencing and controlling. Management also 
designates a body of knowledge, a practice, and a discipline. Because management means different things to different 
people, its definition varies from writer to writer or authors on the subject. According to Weihrich et al (2008), Management 
is the process of designing and maintaining an environment in which individuals, working together in groups, efficiently 
accomplish selected aims. Robbins and Coulter (1996), for example, define management as "the process of getting activities 
completed efficiently and effectively with and through people. The process represents the functions or primary activities 
engaged in by managers. These functions are typically labeled, planning, organizing, leading and controlling. Bounds, 
Dobbins, Fowler (1995) in another sense posit that management embraces the decisions and actions involved in bringing 
people and other resources together to achieve some purposes. While McFarland (1974) defines management as that "process 
by which managers create, direct, maintain, and operate purposive organizations through systematic, coordinated, 
co-operative human effort" Management as a process, McFarland went further, "is rooted in the interactions of people at work 
-managers whose responsibility is to guide, direct influence and control the actions of others in the attainment of desired 
objective". From the point of view of Glueck (1979), Management is the effective utilization of human and material 
resources to achieve the organization's objectives. 

What is clear from the preceding definitions is that every organization or institution requires methods for making 
decisions; it needs ways to coordinate its activities, communicate information and ideas and to evaluate its success in 
meeting objectives. In effect, every organization, whether business enterprise, military, church, club, hospital, 
university, government, etc. requires management. Effective management enables us to utilize resources, influence 
human action and facilitate changes in order to accomplish an organization's goals, purpose, missions and objective. It is 
thus a process of working towards the creation of conditions in which optimum use can be made of all available resources 
of people, methods, finance, material and equipment  
Universality of Management Knowledge 

Management processes are universal and are the same everywhere in all organisations whether in private 
businesses, public or parastatals but they may be applied differently by different managers, depending on the type of 
organisation and levels concerned. 
Similarly, management knowledge is universal because it is based on a systematic body of knowledge built up over the 
years and includes laws, concepts, principles which tend to be true in all management situations. This knowledge is 
applicable in all human activities, be it Social, Business, Government, Educational or Religious Organisations. It goes 
without saying, therefore, that any manager who possesses these fundamental concepts, laws and principles and applies 
them will be able to perform the functions of management, effectively and efficiently. Let us therefore examine some of 
these basic principles. 

Basic Principle of Management 
A considerable number of principles of management have been developed over the years to aid the managers in 

the performance of their functions. Principles are fundamental truths or what are believed to be truths at a given time, 
explaining relationships between two or more sets of variables. Principles of management may therefore be regarded as 



guides for managerial action or as statements of fundamental truths or laws about organizations or management. It is 
generally believed that if such principles are followed, there will be improvement in organisational performance. 
Conversely, if the principles are not adhered to, organisational performance will suffer. Although management 
principles are generally valid, we must recognize that they sometimes fail to indicate the best course of managerial action 
Hicks (1972). It is pertinent also to note that principles of management are not, as exact as the principles of physical 
sciences because they have to do with human behaviour and human behaviours are not easily predictable. 

There is no doubt that the accumulated knowledge of the basic principles and techniques of management have 
had tremendous impact on its practice worldwide. This is particularly so when we recognize that the task of all managers 
is to create and maintain an environment conducive to the performance of individuals who are working together in groups 
towards the achievement of some preselected objectives. 

The need for principles of management was recognized many years ago by a French Industrialist, Henri Fayol 
and many other scholars. The first principles of management were offered by Henri Fayol. Pointing out that the list was 
not exhaustible. He outlined fourteen principles of management which he found useful in his career as an executive of the 
French Coal and Iron combine where he spent his entire life. 

Fayol's fourteen Principles   are as follows and some of them are still valid today.- 
1. Division of Work - Economists call this principle "specialization".   Division of work promotes 

efficiency because it permits an organisational member to     work in a limited area, reducing the 
scope of the job.   Division of work permits all types of work to be performed more effectively 
with greater knowledge and skill because the tasks are more familiar. 

2. Authority and Responsibility - Authority and responsibility go together. The right and power to 
give orders is balanced by the responsibility for performing necessary functions. 

3. Discipline - Fayol saw discipline in terms of "Obedience, application, energy and respect". 
Penalties for poor performance should be coupled with competent and fair supervision. 

4. Unity of Command - A subordinate should take orders from only one superior.  Here is one of 
the most popular of Fayol's principles.  Fayol claimed that if the unity of command is violated: 
"authority is undermined, discipline is in jeopardy, order disturbed and stability threatened." 

5. Unity of Direction - Fayol wrote that each organisational objective ought to have only one head 
and one plan. 

6. Subordination of individual interest to general interest -   The interests of the organisation 
ought to come before the interests of the individual. 

8. Remuneration of Personnel - Pay should be fair.   Time, Job, piece rates, bonuses priority 
sharing, and other methods should be used to arrive at the best scheme of payment. Centralization — There should be 
one central point in the organisation which exercises overall 
directional control of all the parts.   In larger organisations some decentralization is necessary. 
Decentralization means that certain decisions are delegated to lower levels. 

9. Scalar Chain - There is an unbroken chain, or scale, of supervisors from the bottom to the 
top of organisation.  This chain describes the flow authority.   However, quicker action describes 
the flow of authority.    However, quicker action is accomplished in many cases by direct  
communication of lower-level officials. 

10. Order - "A place for everyone and everyone in his place." An organisation ought to be on an 
orderly, rationally thought-out plan. 

11. Equity - Kindness and justice on the part of managers will evoke loyalty and devotion from 
employees. 

12. Stability or tenure of personnel — Efficiency will be promoted by a stable work force. 
13. Initiative - To ensure success, plans should be well formulated before they are executed. 
14. Esprit de corps - Fayol stated that in union there is strength. The organisation ought to function 

as a team, and every team member should work to best accomplish organisational goods. Fayol 
emphasized the importance of good communication in achieving teamwork. 

These principles Fayol considered to be applicablc-to all types of human organisations are flexible and capable of 
meeting every managerial need, if one has the intelligence, experience, decision-making ability and sense of proportion to use 
them properly and effectively. Frederick W. Taylor and his associates were important contributors to principles of 
management iii what "they called scientific management." Taylor establish four main principles in his work and they are as 
follows: 

1. Discovering, through use of the scientific method, basic elements of man's work, to replace 
rules of thumb. 

2. Identifying management's function of planning work, instead of allowing workmen to choose 
their own methods. 

3. Selecting   and   training   workers   and   developing   cooperation,   instead   of  encouraging 
individualistic efforts by employees. 

4. Dividing work between management and the worker, so that each would perform the duties 



for which he was best fitted, with resultant increase in efficiency. 
Some other management principles developed over the years by scholars include among others: 

Harmony of Objective - This principle holds that the most effective organisational performance-.is attainable when all 
persons or units of the organisation work toward an objective that is harmonious. 

Universality of Management - This principle holds that the function of management is universal regardless of the task of 
the organisation or the level of management. This means that managerial skills are transferable from one organisation to 
another. 

Primacy of Objectives and Planning - Formulating objectives is a pre-requisite step if the organization is to 
accomplish its goals in an orderly and rational manner. Planning is the process by which objectives are set. Planning 
therefore precedes all other managerial functions of organizing, staffing, leading and control. 

Equality of Authority, Power, ResponsibiHty and Account ability_~ These principles hold that stability in the 
organization requires that authority, power, responsibility and accountability be balanced. When any of these is out of 
balance with others, the organisation will be under pressure to restore the balances; continued imbalance causes resentment, 
hostility, friction and strife which stifle the organisation. 

Co-ordination - The principles of co-ordination explains that effective organisational performance is achieved when all 
persons and resources are synchronized, balanced and given direction. 
The above are just a few examples of principles of management. It must be recognized that the fields of organization and 
management are clearly a long way from being codified by simple, relatively short list of principles. Many scholars and 
managers have found that the analysis of management knowledge is facilitated by a useful and clear organisation of that 
knowledge. For this reason scholars have developed and organized management knowledge around the basic function of 
managers ~ planning, organizing, staffing, leading and controlling. Thus principles, theories and techniques are organized 
around these functions. 

Each function of management is dealt with by further breakdowns of knowledge pertaining to it.   Thus, it is 
possible that any new knowledge either from the behavioural sciences is a form of principles, theory or technique and can 
be easily placed within the framework of managerial function. Let us therefore briefly examine the classification of 
managerial function since the functions of management are required in order to apply basic principles of management. 

 

Management Responsibility: The Specific and the General 
This brings up to an important point. We all in the working situation have two kinds of responsibility; a specific 

responsibility — making sure that in getting our own duties done, we do it in such a way as to fit in intelligently with what 
other people are doing, so that all the related activities (our own and other people's) are working towards the common 
objectives. Much of the trouble at work is caused by failure to recognize this general responsibility. 

 

The Objective and the Strategy 
The first management question which must be asked in any business enterprise or any other organization or 

institution is this. What is our overall objective? What are we trying to do? The answer to this question provides the 
objectives or essential purpose of the concern. The objective of the National Health Services, for example,1 might be 
defined as looking alter the health of the population as efficiently as possible within the limitations of the resources given 
and in the light of the prevailing economies, political and social attitudes and values, in the light of the prevailing ethos. 

Strategy may be considered as the grand design, the pattern of policies for achieving the objective, the broad 
principles on which the concern will operate in order to reach its objective is laid down by top management (e.g. Board of 
Directors) and communicated to employees through the organization structure. Top management's broad statement of 
principles and intent is then translated at each management level into principles of behaviour and allotted tasks for 
departments, branches, groups, sections, individuals, and there is thus a hierarchy of policies throughout the organization, 
moving increasingly from the broad and general higher up to the narrow and specific lower down. Policies at every level 
should be consistent with the overall policy. 

Basic Management Functions 
Although the development of a theory and science of management suffers from disagreement among scholars and 

managers as to the classification of managerial functions, a general pattern of practice and terminology has emerged Koontz 
et al (1976). For instance; we can classify management functions as follows: planning, organizing, staffing, leading, 
coordinating and control. 



Planning 
To begin with planning precedes all other managerial functions. Planning is concerned with selecting 

objectives - and the strategies, policies programmes and procedures for achieving them -either for the entire 
enterprise or organization or for any organized part thereof. Planning is an intellectual activity, and involves 
looking ahead and preparing for the future. Planning has to be practical, includes problem - preventing as 
well as problem-solving, and must indicate not only what is to be done but the methods to be used, and the 
sequence and timing of events. The plan will normally include short-term, medium term, and long term goals 
or objectives and will try to keep cost under control, work on morale, and increase productivity. Planning 
precedes all other management functions and this management principle cannot be ignored otherwise the 
manager suffers the consequences of planlessness. 

Organizing 
Organization process establishes the work to be done, analyses the activities and relationships involved by 
dividing the work into manageable activities and tasks by selecting and grouping the people concerned 
and assigning them to appropriate departments, divisions, units, etc. Here the principles of division of 
labour, unity of command, scalar chain, etc. are evident. 

Delegation 
Delegation of authority to complete the task is given also. Organisational structures must fit the task 

and must reflect any compromises and limitations imposed on the management by the people and environment 
of work concerned. 

Staffing 
Staffing is vital if the organization is to achieve the desired organizational objectives. It involves 

filling and keep filling the position provided for by the organizational structure with suitable qualified 
personnel. The staff require continuously defining workforce requirements for the job to be performed, 
including inventory, appraising, remunerating, developing and training staff to do their jobs effectively. 

Leading  
Leading has several aspects among which are leadership, communication and motivation. 

Leadership 
Leadership implies followership and people tend to follow those in whom they see a means of 

satisfying their own needs, wishes and desires. Leadership has the responsibility of getting the members of 
the organization to perform in ways that will help in achieving the organizational objective. To be effective, 
the managers must live by good examples, maintain high managerial ethics and morality, designs a system that 
takes into account expectancies of subordinates, the variability of motives between individuals; interpersonal 
relations, different types of rewards and situational factors which may affect employee performance. 

Communication 
Communicating is, of course, involved in all the processes of management and entails the passing in 

all necessary directions of relevant, clear, concise information which can be acted upon. The keystone to good 
communication is personal integrity. (If you do not believe what I say you do not hear me). 

Motivation 
Motivation is concerned with the extremely difficult problem of creating the conditions in which the 

people are not only able to perform their tasks in the specified time and ways but are anxious to do so and 
this means believing in people, taking adequate account of their basic emotional needs, and giving them a sense 
of purpose and achievement. Purpose and achievement imply an objective, whereas "work" does not. We have 
too many "workers" and not enough "achievers". This explains our poor performance in our organizations. The 
principle of harmony of objectives among individuals, groups, units, departments, etc. cannot be 
over-emphasized. Evident under leading are also the principle of striking a balance between authority, power, 
responsibility and accountability. 

 



Coordination 
Coordination entails the integration and harmonizing of both the people and their activities towards 

the common goal, and the avoidance of gaps, friction and duplication of effort. The coordinating role 
involves lateral relationship of subordinates; they cooperate with each other but you coordinate them. It 
embraces forethought and anticipation, the realization that prevention is better than cure, that certain things 
must happen at certain times in certain ways. 

As we have already seen the principle of coordination emphasizes the need to synchronize and 
balance persons and resources in an organization, otherwise, if people work in different directions without 
relating their activities to others, inefficiency ensues. 

 
Control 

Finally, since people do not believe in the plan ("let's get best deal we can now "), or for various 
reasons do not adhere to it - the manager controls the plan through a systematic feedback of appropriate 
information on performance, cost, time and quality; he compares the actual results with the set standards and 
takes the necessary remedial action to restore the situation by correcting deviations or modifying targets or 
whatever else is required. This also reminds us of the principle of control by exception. 

All these management processes are to some extent artificial in that they are divisions of emphasis; 
not absolute divisions, and it is difficult to say where one process stops and the next begins. Although they are 
presented in a logical sequence, it is clear that in the day today problems of management, the manager may 
find himself at any point in the sequence and he may be involved in several processes simultaneously. Each 
process has a technical aspect (concerning systems) and a human aspect (concerning people). In the planning 
processes the technical aspects usually dominate while in the executive processes the human aspects are 
usually uppermost. 

Management Aids/Techniques 
The explosion of knowledge in the twentieth and twenty-first centuries has resulted in the growth of 

all kinds of scientific methods and procedures. These methods are often developed in the first instance in 
some specific areas of human endeavour e.g. in industrial and academic laboratories, in wartime for the field 
of battle — the land, the sea, the air, and of course, over years in the field of space research. In time, 
techniques developed for the solution of one particular problem are seen to be applicable elsewhere and so the 
impact of scientific advancement spreads from the specific to the general. Nowhere is this more true than in 
the field of management. Space research, for example, has added a whole new string of scientific methods 
and systems to management - like Critical Path Analysis, Operational Research, Performance Evaluation 
and Review Technique (P> E. R. T), Internet etc. 

Modern management science is a subject in itself an no one could possibly hope to become an expert in 
all its aspects. This is one reason for the growth of management services and consultancy work. What the 
modern manager has to be able to do is to know just enough about the possibilities of management science to 
be able to identify in a very broad way the area of any particular problem and the kind of specialist (and they 
are legion!) who may be able to help him. The specialist may look at aspects of the problem and make his 
report. 

It is for the manager to decide how far and in what ways he will make use of any particular specialism 
or specialist. Mathematical and computer techniques and so on do not relieve the manager of the responsibility 
of exercising judgment and making decisions. The aids; using an unnecessarily sophisticated (and expensive) 
technique to solve a problem that can be answered with a much simpler method and conversely using a simple 
method to try and resolve a problem which requires a much more complex method are both errors of 
judgment which could prove disastrous to any enterprise or organisation. 

Conclusion 
In conclusion, it is pertinent to stress that achievement is hardly attainable except it is set against 

specific targets and clearly defined in enterprises as well as in-service institutions. Through planning, 
management sets objectives and standards, organizes work, staff, direct, lead, influence and control. 

Clearly, the cycle of management functions is a system of interdependent activities. As Haimann 
and Scott (1974), observed, the sequence in which the activities "are performed and the amount of time spent 
on each are not relevant. Each blends into another and each mutually affects the performance of the others. 
The output of one activity provides input for another. The view of management as a system did not emerge 
suddenly. It evolved over a period of time. 
The functions of management have been based on basic principles which have been tested by practicing 



managers over many times. The principle that no manager can develop a meaningful plan without a clear idea of 
the objectives or goal to be accomplished and the future of the environmental premises; that having individual 
report to more than one boss involves cost, the principle that all persons and resources in an organisation 
must be synchronized, the principles that no manager can develop control without basing them on plans are 
but a few of the numerous principles of management which are applicable under management functions. 

A knowledge of the basic principles of management helps managers to avoid mistakes and reduce 
the waste involved when a manager has to learn through his or her own experience only. 
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