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1. INTRODUCTION

Management, broadly defined as the process of planning, organising,
leading and controlling resources toward the achievement of
organisational goals (Robbins and Coulter, 2018), has evolved
substantially since its codification in the early twentieth century.
What began as a discipline preoccupied with efficiency and
standardisation has progressively embraced complexity, human
psychology and strategic nuance. In a contemporary environment
characterised by rapid technological disruption, globalisation and
evolving workforce expectations, the relevance of foundational

management principles is simultaneously affirmed and challenged.

This assignment critically evaluates key management theories —
spanning classical, behavioural and contemporary schools of thought
— and assesses their practical utility in modern organisational
contexts. Drawing on peer-reviewed scholarship, the discussion
examines scientific and administrative management, human relations
perspectives, motivational frameworks, leadership styles and
organisational culture. The paper concludes with targeted
recommendations for management practitioners operating within

21st-century enterprises.

2. CLASSICAL MANAGEMENT THEORIES

2.1 Scientific Management — Taylor (1911)

Frederick Winslow Taylor's Principles of Scientific Management
(1911) constitutes a foundational pillar of management thought.
Taylor argued that productivity could be maximised by systematically

analysing work processes, standardising tasks and selecting workers



based on physical capability rather than habit. His time-and-motion
studies sought to identify the single "best method" for every task,
replacing ad hoc practices with scientific precision (Taylor, 1911;
Morgan, 2020).

While Taylorism delivered demonstrable efficiency gains in
manufacturing contexts — most famously at Bethlehem Steel — its
application in contemporary settings is deeply contested. Critically,
Taylor's framework rests upon an instrumentalist conception of the
worker as a rational economic actor motivated solely by monetary
reward. This reductionist assumption has been comprehensively
refuted by subsequent behavioural research (Locke, 1982; Deci and
Ryan, 2000). Moreover, in knowledge-intensive industries, where
cognitive autonomy and creativity are competitively essential, rigid
task decomposition actively suppresses the very capabilities
organisations seek to harness (Grant, 2016). Thus, while Taylor's
contribution to systematic work design endures, its wholesale
adoption in the contemporary firm would be theoretically untenable

and practically counterproductive.

2.2 Administrative Management — Fayol (1916)

Henri Fayol's Administration Industrielle et Générale (1916; English
translation 1949) shifted the analytical lens from the individual
worker to the organisation as a whole. Fayol identified five core
managerial functions — planning, organising, commanding,
coordinating and controlling — and articulated fourteen universal
principles governing organisational design, including unity of

command, scalar chain, division of work and equity (Fayol, 1949).

Table 1: Fayol's Selected Principles of Management — Contemporary Applicability Assessment

Contemporary

Principle Original Rationale Limitation
Relevance

1 Division of Specialisation increases Retained in lean May reduce adaptability
Work output operations in agile firms
2 Unity of Challenged by matrix Incompatible with cross-

Command structures functional teams



Contemporary

Principle Original Rationale Limitation
Relevance

One superior per

employee prevents

conflict
3 Scalar Chain Clear reporting Partially relevant in large Slows communication in
hierarchy hierarchies flat organisations
4 Equity Fair treatment motivates Strongly relevant; Subjective interpretation
loyalty underpins DEI policies creates bias risks
5 Esprit de Team harmony Aligned with May suppress
Corps enhances performance engagement research constructive dissent

2.3 Critical Appraisal of Classical Approaches

Both Taylor and Fayol operated within a mechanistic paradigm that
conceived of organisations as closed systems, insulated from
environmental turbulence. This assumption is fundamentally
incompatible with contingency theory, which posits that optimal
managerial practice is situationally determined rather than
universally prescribable (Lawrence and Lorsch, 1967; Donaldson,
2001). Furthermore, the classical school's neglect of informal social
dynamics, psychological wellbeing and systemic power relations
represents a significant analytical omission that behavioural theorists

subsequently sought to remedy.
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3. BEHAVIOURAL AND HUMAN RELATIONS PERSPECTIVES

3.1 The Hawthorne Studies and Mayo's Contribution

The Western Electric Hawthorne Studies (1924-1932), interpreted
and disseminated by Elton Mayo (1933), marked a paradigm shift in
management theory. The experiments initially investigated the
relationship between physical working conditions and productivity
but yielded the counterintuitive finding that workers' performance
improved regardless of environmental manipulations, provided they
perceived themselves to be under observation and felt valued. Mayo
concluded that social belonging, group norms and supervisory
attention exerted a more powerful influence on productivity than
physical conditions or financial incentives alone (Mayo, 1933; Rose,
1988).

Critically, the Hawthorne studies have attracted sustained
methodological scrutiny. Carey (1967) contended that the original
data do not unambiguously support Mayo's social interpretation,
while Franke and Kaul (1978) demonstrated through re-analysis that
disciplinary measures — not social factors — accounted for much of
the observed productivity variance. Nevertheless, the studies'
conceptual legacy is considerable: they legitimised attention to
informal groups, employee sentiment and organisational
communication as variables of managerial significance, catalysing
the broader human relations movement (Kast and Rosenzweig,

1985).

3.2 Mintzberg's Managerial Roles

Henry Mintzberg's (1973) empirical study of managerial work
dismantled the prevailing Fayolian notion that managers engage in
reflective, sequential planning. Through direct observation of chief

executives, Mintzberg documented that managerial work is, in



reality, fragmented, reactive and relational in character. He proposed

ten managerial roles, clustered into three categories:

INTERPERSONAL INFORMATIONAL DECISIONAL
Figurehead - Leader - Liaison Monitor - Disseminator - Entrepreneur - Disturbance
Symbolic and relational duties Spokesperson Handler - Resource Allocator -

Processing and sharing information Negotiator

Making choices and commitments

Figure 1: Mintzberg's (1973) Ten Managerial Roles across Three Categories. Source: Adapted from Mintzberg

(1973).

Mintzberg's framework retains considerable explanatory power.
Hales (1999) cross-validated many of its propositions across diverse
organisational settings, confirming the fragmentary and
interpersonal character of managerial work. However, Tengblad
(2006) noted that contemporary managers, particularly in digital
contexts, are increasingly required to engage in reflective strategic
thinking that Mintzberg's original model underweights. This tension
underscores the need to view classical frameworks as heuristic

starting points rather than definitive prescriptions.

4. MOTIVATION THEORIES AND THEIR MANAGERIAL
IMPLICATIONS

4.1 Maslow's Hierarchy of Needs

Abraham Maslow's (1943) theory of human motivation posits a
prepotent hierarchy of five need categories — physiological, safety,
social belonging, esteem and self-actualisation — through which
individuals progress sequentially. Maslow argued that unmet lower-
order needs dominate consciousness until satisfied, at which point
higher-order needs emerge as motivational forces. The pyramidal
representation (see Figure 2) has become one of the most widely

recognised diagrams in management education.



Self-Actualisation

Esteem Needs

Social / Belonging

Safety Needs

Physiological Needs

Figure 2: Maslow's (1943) Hierarchy of Needs. Adapted from Maslow (1943, p. 370).

[Note: In a printed version, a full-colour pyramid diagram would be inserted here.]

Despite its intuitive appeal and enduring pedagogical ubiquity,
Maslow's hierarchy has attracted significant empirical critique.
Wahba and Bridwell's (1976) seminal review found little consistent
support for the hierarchical prepotency principle, while Tay and
Diener (2011) — analysing data from 123 nations — demonstrated
that need fulfilment operates more concurrently than sequentially.
Moreover, the theory was largely developed from the biographies of
atypical individuals such as Abraham Lincoln and Albert Einstein,
raising concerns about sample representativeness (Cianci and
Gambrel, 2003). Cross-cultural research further reveals that the
ordering and salience of needs varies substantially across collectivist
and individualist societies (Hofstede, 2001), rendering a universal
hierarchy problematic. Nevertheless, as a sensitising device directing
managerial attention toward the multi-dimensionality of employee

needs, Maslow's model retains heuristic value.
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4.2 Herzberg's Two-Factor Theory

Frederick Herzberg's (1959) two-factor theory distinguishes between
hygiene factors — extrinsic conditions such as pay, supervisory
quality and working environment — and motivators, which are
intrinsic to the job itself, including achievement, recognition,
responsibility and opportunities for advancement. Critically,
Herzberg argued that hygiene factors, when absent, produce
dissatisfaction, but when present merely prevent dissatisfaction
rather than generating active motivation. Only motivators, he
contended, deliver genuine engagement and performance

enhancement.

Herzberg's Two-Factor Model: lllustrative Impact Scores

Achievement
Recognition

Responsibility

Work Itself
Company Policy
Salary

Working Conditions

. Motivators (generate satisfaction) Hygiene Factors (prevent dissatisfaction)

Figure 3: Herzberg's (1959) Two-Factor Model — lllustrative representation of motivator and hygiene factor impact.

Adapted from Herzberg et al. (1959).

Herzberg's theory has been criticised on methodological grounds: the
critical incident technique he employed is susceptible to self-serving
attribution bias, with respondents naturally attributing positive
experiences to their own effort (achievement) and negative
experiences to contextual factors (Vroom, 1964). Cross-cultural
replications have also yielded inconsistent results (Maidani, 1991).
Notwithstanding these limitations, the motivator-hygiene distinction
has exercised a lasting influence on job design practice, providing

the theoretical foundation for Hackman and Oldham's (1976) Job



Characteristics Model and, more recently, for contemporary debates
about meaningful work and psychological fulfilment (Bailey et al.,
2019).

4.3 McGregor's Theory X and Theory Y

Douglas McGregor's (1960) The Human Side of Enterprise
articulated a dichotomy of managerial assumptions concerning
human nature. Theory X managers assume employees are inherently
work-averse, lack ambition and require close coercive supervision.
Theory Y managers, conversely, assume employees are intrinsically
motivated, creative and capable of self-direction when meaningfully
engaged. McGregor argued that Theory X assumptions were self-
fulfilling: directive, controlling management styles suppressed the
very initiative and responsibility they purported to be compensating

for.

"The human side of enterprise is not a function of management's
wishes; it is a function of management's beliefs about what people are
like."

— McGregor (1960, p. 45)

McGregor's framework has been critiqued for its binary simplicity
and its implication that Theory Y is universally superior. Situational
leadership theorists (Hersey and Blanchard, 1969; Vroom and Yetton,
1973) have demonstrated that directive styles remain appropriate in
contexts characterised by task novelty, time pressure or low follower
readiness. Nevertheless, in contemporary knowledge work
environments, empirical evidence consistently supports the
performance benefits of Theory Y-consistent management (Deci,
Connell and Ryan, 1989; Gagné and Deci, 2005).

Table 2: Comparative Analysis of Core Motivation Theories — Managerial Implications

Managerial Contemporary

Theory Core Premise N Key Limitation
Implication Relevance

Address lower needs

before targeting



Core Premise

Contemporary

Relevance

Maslow

(1943)

Herzberg
(1959)

McGregor
(1960)

Deci &
Ryan
(2000)

Hierarchical
need

progression

Hygiene vs.

motivators

X/Y managerial

assumptions

Intrinsic vs.
extrinsic
motivation

(SDT)

Managerial
Key Limitation
Implication
higher-order Weak empirical
motivators support for strict
hierarchy
Enrich jobs; do not Attribution bias in
rely solely on pay methodology
Adopt Theory Y Binary; ignores
orientation for situational factors

knowledge workers

Support autonomy, Complex;
competence and requires cultural
relatedness calibration

Medium — as a

sensitising heuristic

High — underlies

job design practice

High — supported
by SDT research

Very High —
dominant in current

research
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5. LEADERSHIP STYLES AND ORGANISATIONAL
EFFECTIVENESS

Leadership — the capacity to influence others toward the attainment
of shared goals — has attracted more scholarly attention than almost
any other management construct (Bass and Bass, 2008). The
evolution of leadership theory mirrors the broader trajectory of
management thought: from trait-based approaches emphasising
innate personal qualities, through behavioural taxonomies and
situational contingency frameworks, to contemporary relational and

transformational models.

Burns' (1978) seminal distinction between transactional and
transformational leadership established a conceptual architecture
that has shaped leadership scholarship for four decades.
Transactional leaders operate through a system of contingent reward
and management-by-exception, motivating followers through the
exchange of performance for valued outcomes. Transformational
leaders, by contrast, inspire followers through articulated vision,
intellectual stimulation, individualised consideration and idealised
influence — the "four I's" elaborated by Bass (1985). The
transformational model has accumulated substantial empirical
support, with meta-analyses demonstrating positive associations with
follower motivation, satisfaction and organisational performance

(Judge and Piccolo, 2004; Wang et al., 2011).

However, the transformational leadership literature is not without
significant limitations. First, the concept risks conflating description
with prescription: not all contexts require or benefit from visionary
leadership, and an exclusive emphasis on transformational qualities
may privilege certain cultural and gender-normative expressions of
leadership while marginalising others (Eagly and Carli, 2003).

Second, critics have cautioned against the potential for



transformational leaders to exploit follower identification in the
service of narcissistic or unethical ends — a phenomenon Tourish
(2013) terms "dark-side" leadership. Third, the contingency principle
demands recognition: Fiedler's (1967) Contingency Model and Path-
Goal Theory (House, 1971) jointly confirm that leadership
effectiveness is moderated by situational variables including task

structure, positional power and follower characteristics.

Distributed leadership frameworks (Spillane, 2006) offer a
complementary perspective, reconceptualising leadership not as a
property of individuals but as a practice co-constructed across social
networks within organisations. In an era of flat hierarchies, remote
work and knowledge-intensive production, this pluralistic conception
possesses considerable practical resonance (Pearce and Conger,
2003). The empirical literature suggests that organisations
characterised by shared leadership report higher levels of team

performance, innovation and psychological safety (Wang et al., 2014).

6. ORGANISATIONAL CULTURE AND STRATEGIC MANAGEMENT

Edgar Schein's (2010) model of organisational culture — arguably
the most influential in management scholarship — conceptualises
culture across three interconnected layers: visible artefacts (physical
environment, rituals, language), espoused values and beliefs
(strategies, goals, philosophies), and deep underlying assumptions
(unconscious, taken-for-granted worldviews). Schein argues that it is
the third level — the bedrock of tacit assumptions — that most
powerfully governs organisational behaviour and that is most

resistant to deliberate change.



A

LEVEL 2: ESPOUSED VALUES
Stated strategies, goals, philosophies, declared beliefs

A

LEVEL 3: BASIC UNDERLYING ASSUMPTIONS

Unconscious, taken-for-granted beliefs — the core of culture

Figure 4: Schein's (2010) Three-Level Model of Organisational Culture. Adapted from Schein (2010, p. 30).

The strategic significance of organisational culture has been
extensively documented. Kotter and Heskett's (1992) longitudinal
study of 207 companies found that firms with strong, adaptive
cultures outperformed competitors on revenue growth, employment
growth and share price appreciation by wide margins over an eleven-
year period. More recently, Sull, Sull and Zweig (2022) identified
toxic organisational culture — characterised by exclusion, disrespect
and unethical behaviour — as the single strongest predictor of
voluntary attrition during the 'Great Resignation', outweighing

compensation by a factor of ten.

Critically, however, the managerialist assumption that culture can be
engineered through deliberate leadership intervention is contested.
Alvesson (2012) challenges the view that senior leaders possess the
authority to impose cultural meanings on subordinates, arguing
instead that culture is continuously negotiated through everyday
micro-interactions and discursive practices. Similarly, Smircich
(1983) distinguishes between culture as something an organisation
has (a variable to be managed) and culture as something an
organisation is (a root metaphor shaping all organisational
phenomena). This ontological distinction has profound implications: if
culture is constitutive rather than instrumental, attempts at top-down
culture change may produce surface compliance while leaving deep

assumptions intact — a finding corroborated by numerous failed



organisational transformation programmes (Ogbonna and Wilkinson,
2003).
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7. CONCLUSION AND RECOMMENDATIONS

This assignment has critically evaluated a range of management
theories spanning classical, behavioural, motivational and
contemporary perspectives. Several overarching conclusions emerge
from the analysis. First, classical management theories — while
historically significant and partially applicable — rest upon
mechanistic assumptions that require substantial qualification in
complex, knowledge-intensive organisational contexts. Second,
motivational theories collectively underline the inadequacy of purely
extrinsic incentive systems and point toward the centrality of
intrinsic motivation, autonomy and meaningful work in driving
sustained high performance. Third, effective leadership is neither
universally prescribed nor situationally indeterminate; rather, it is
contextually sensitive, ethically grounded and increasingly
distributed across organisational networks. Fourth, organisational
culture operates at multiple levels of depth and constitutes a

strategic resource that defies simple managerial manipulation.

These conclusions affirm the enduring value of theoretical pluralism
in management practice: no single framework offers a
comprehensive account of organisational behaviour, and the critical
practitioner must draw eclectically from multiple theoretical
traditions while remaining attentive to the specific contextual

conditions of their organisation.

PRACTICAL RECOMMENDATIONS FOR MANAGEMENT
PRACTITIONERS

1. Adopt contingency thinking: Resist prescriptive reliance on any

single management framework. Systematically diagnose organisational,

sectoral and workforce characteristics before applying theoretical

models.




. Invest in intrinsic motivation: Complement reward systems with
meaningful job design, autonomy and developmental opportunity, in
alignment with Self-Determination Theory (Deci and Ryan, 2000).

. Develop distributed leadership capacity: Cultivate leadership at all
levels through coaching, empowerment and psychological safety, rather
than concentrating authority in senior hierarchies.

. Manage culture through behaviour, not rhetoric: Recognise that
cultural change is achieved through consistent, observable leadership
behaviours and structural incentives, not mission statements. Address

deep assumptions through sustained dialogue and reflective practice.

. Embed critical self-reflexivity: Encourage managers to critically

interrogate their own Theory X or Theory Y assumptions and examine

how these tacit beliefs shape daily interactions with employees.

In sum, the principles of management, far from constituting a settled
body of prescriptive knowledge, represent a dynamic, contested and
evolving intellectual tradition. The distinction-level practitioner and
scholar must engage with these theories not as received truths but as
provisional frameworks whose utility is always contingent, contextual
and subject to critical revision in light of emerging evidence and

practice.
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