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effective organizational operations and decision-making, 
improving productivity, and fostering better employee 
engagement. They provide a valuable toolkit for leaders 
and managers to navigate the complexities of the modern 
workplace. By understanding these theories, managers can 
make informed decisions, motivate their teams, and drive 
organizational success. 

MANAGEMENT AND MANAGEMENT 
THEORIES 

Definitions of Management 
Management (or managing) is the administration of 
organizations, whether businesses, nonprofit organizations, 
or a government body, through business administration, 
nonprofit management, or the political science sub-field of 
public administration, respectively. Various scholars use it 
in various ways and define it differently. A few definitions 
of management are: 

	� Management consists of getting things done through 
others (George S).

	� Management is a process to plan, organize, direct, and 
control performance to determine and accomplish the 
stated objectives utilizing human and other resources 
(George, S Terry).

	Â Management and Management Theories
	) Definitions of Management
	) Concepts of Management 
	) Defining Management Theory
	) Evolution of Management Theories

	Â Classical Management Theories
	) Scientific Management Theory
	) Administrative Management Theory
	) Bureaucratic Management Theory

	Â Behavioral Management Theories 
	) Human Relations Theory
	) Theory X and Theory Y
	) Maslow’s Hierarchy of Needs Theory

	Â Modern Management Theories
	) Systems Management Theory
	) Contingency Management Theory 
	) Quantitative Management Theory

CHAPTER OUTLINE

CHAPTER

Introduction to Management and 
Management Theories

6

LEARNING OUTCOMESLEARNING OUTCOMES
After completion of this chapter, the learner will be able to:

	# Understand the concept of management and management 
theory. 

	# Discuss classical, behavioral, and modern management 
theories.

	# Apply concepts of each management theory in nursing 
management

KEY TERMSKEY TERMS
Management, management theory, classical management, 
behavioral management, modern management, scientific 
management, bureaucratic management, Maslow’s hierarchy of 
needs, systems, quantitative, and contingency approach

INTRODUCTION

Management, at its core, is the process of guiding and 
directing resources to achieve organizational goals. 
Management theories provide frameworks and principles 
for how to manage people and resources within an 
organization effectively. These theories have evolved, 
offering diverse perspectives on leadership, motivation, 
and organizational structure. These theories are crucial for 

Unit 2: Management Basics Applied to Nursing and Introduction to 
Management Process
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	� Management is concerned with the internal environment 
in an enterprise where individuals work in groups and 
perform efficiently to attain group goals (Koontz, Harold, 
and Cyril O’Donnell).

	� Management is the process of predicting, planning, 
organizing, commanding, coordinating, and controlling 
(Henry Fayol).
In essence, management is the act of getting people 

together to accomplish desired goals and objectives 
using available resources efficiently and effectively. It is 
an operative force in all complex organizations trying to 
achieve some stated objectives.

Concepts of Management
Management, at its core, is the process of effectively and 
efficiently guiding and coordinating resources to achieve 
specific goals within an organization. It involves planning, 
organizing, leading, and controlling resources, including 
people, to maximize productivity and achieve desired 
outcomes. Essentially, management turns ideas into action 
by directing the efforts of individuals and teams. Various 
authors have identified the following concepts: 

	� Management as a group of people: Management, 
viewed as a group of people, refers to all individuals 
within an organization who are responsible for planning, 
organizing, directing, and controlling resources to 
achieve specific goals. 

	� Management as a group activity: Management is 
inherently a group activity because it involves the 
coordinated efforts of multiple individuals to achieve 
common objectives. It is not the work of a single person, 
but rather a collective endeavor requiring teamwork 
and the integration of diverse skills and perspectives to 
accomplish organizational goals. 

	� Management as a discipline refers to the systematic 
study and application of principles, practices, and 
theories related to the effective organization and 
operation of resources, particularly within business and 
other organizational contexts. It involves understanding 
how to plan, organize, lead, and control resources to 
achieve specific goals. 

	� Management as a process involves a series of inter
connected activities aimed at achieving organizational 
goals by effectively utilizing resources. It is a continuous 
cycle of planning, organizing, leading, and controlling, 
executed by managers to ensure efficient operations and 
goal attainment. It is a continuous cycle of planning, 
organizing, leading, and controlling, executed by 
managers to ensure efficient operations and goal 
attainment. 

Changing concept of management : The field of 
management is constantly evolving, with new concepts 

and approaches emerging to address the complexities 
of the modern business landscape. Key trends include a 
shift towards agile methodologies, a focus on employee 
experience, and the integration of technology to enhance 
efficiency and decision-making (Fig. 6.1).

Defining Management Theory
Management theories are frameworks of ideas that guide 
how organizations are structured, managed, and led, 
providing insights into effective leadership, employee 
motivation, and organizational structure. They offer 
principles, strategies, and approaches to managing teams 
and achieving goals, helping leaders adapt their strategies 
to different situations and employee needs, ensuring 
improved organizational effectiveness, productivity, and 
employee satisfaction. Different theories have emerged 
throughout history, each offering unique perspectives on 
how to manage people and resources best.

Evolution of Management Theories
The evolution of management theories reflects historical 
progression from early, often informal practices to the 
structured and scientific approaches used in modern 
business. Evolution is characterized by shifts in focus, from 
efficiency and structure to human relations and, more 
recently, to system thinking, contingency planning, and 
data-driven decision-making. Initially, classical theories 
emphasized efficiency, structure, and standardized 
processes as control. Later, the human relations movement 
and behavioral approaches recognized the importance 
of social and psychological factors in the workplace. 
Modern theories integrate systems thinking, contingency 
approaches, and an emphasis on adaptability, innovation, 
and ethical leadership. 

Fig. 6.1: Changing concept of management.

Integration concept

Leadership and
decision-making

concept

Human relation
concept

Functional concept

Traditional concept

Management is a process of utilizing
human and material resources

effectively

Management is an art and science of
decision-making and leadership

Management is an art of getting the
thing done through others by

creating a motivating environment

Management is
what a manger does

Management is an art of getting the
thing done
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Key Stages of Development
1.	 Classical management theories (1880s–1930s): 

	� Focus on efficiency, structure, and control. 
	� Core ideas: Division of labor, hierarchy, formal rules, 

and procedures.
	� Key theories: Scientific management (Frederick 

Taylor), administrative management (Henri Fayol), 
and bureaucratic management (Max Weber).

2.	 Behavioral management theories (1930s–1950s): 
	� Focus: Understanding and addressing the needs and 

motivations of employees.
	� Core ideas: Human relations, employee satisfaction, 

and social needs.
	� Key theories: Human relation theory (Elton Mayo), 

Theory X and Theory Y (Douglas McGregor), 
Maslow’s Hierarchy needs theory (Abraham 
Maslow).

3.	 Modern management theories (1950s–Present): 
	� Focus: Systems thinking, contingency planning, and 

quantitative analysis. 
	� Core ideas: Integrating technology, data-driven 

decision-making, and human-centric leadership 
styles to optimize organizational performance.

	� Key theories: Contingency management theory, 
systems theory, quantitative management theory, 
Management by Objectives (MBO), Total Quality 
Management (TQM), and Lean Management.

CLASSICAL MANAGEMENT THEORIES

Scientific Management Theory
Scientific management, also known as ‘Taylorism’, is a 
management theory focused on improving economic 
efficiency, especially labor productivity, by analyzing and 
synthesizing workflows. It emphasizes the use of scientific 
methods to determine the ‘best’ and most efficient way 
to complete tasks. The approach is characterized by its 
focus on standardization, scientific selection and training 
of workers, and cooperation between management and 
workers. 
	 Scientific management is primarily associated with 
Frederick Winslow Taylor, who is often called the ‘father 
of scientific management. Taylor’s work, particularly his 
book ‘The Principles of Scientific Management,’ laid the 
foundation for this approach. 

Key concepts and principles of scientific management
	Y Scientific task planning: Replacing traditional, rule-of-

thumb methods with scientific study of tasks, including time 
and motion studies, to optimize work processes. 

	Y Standardization: Implementing standard methods, tools, 
and conditions for tasks to ensure consistency and efficiency. 

	Y Scientific selection and training: Selecting workers based 
on their skills and abilities and providing them with proper 
training to perform their tasks efficiently. 

	Y Harmony between management and workers: Fostering a 
collaborative environment where management and workers 
cooperate to achieve common goals, rather than operating 
as separate, potentially conflicting entities. 

	Y Development of each worker: Focusing on developing 
each worker to their fullest potential and enabling them to 
contribute their best to the organization. 

	Y Mental revolution: Encouraging a shift in the mindset of 
both management and workers, fostering a collaborative 
and productive work environment. 

Impact and Legacy
Scientific management had a significant impact on the 
development of management theory and practice. It led to 
increased productivity and efficiency in many industries. 
However, it has also faced criticism for its potential to 
dehumanize workers and focus too heavily on efficiency 
at the expense of other important factors like worker well-
being. 

Application of the Theory in Nursing Management
The scientific management theory can be applied in nursing 
to improve efficiency and productivity by standardizing 
tasks, optimizing workflows, and fostering a culture of 
continuous improvement. It involves using scientific 
methods to analyze and improve nursing processes, 
selecting and training staff based on their capabilities, and 
promoting collaboration between management and nurses. 
By optimizing resource utilization and minimizing waste, 
scientific management can help reduce healthcare costs. 
Moreover, by providing nurses with clear expectations, 
training, and support, scientific management can improve 
job satisfaction and reduce burnout.

Key principles of the theory in nursing management: 
	� Scientific task analysis: Instead of relying on traditional 

methods, scientific management encourages nurses 
to analyze tasks using scientific methods to identify 
the most efficient way to perform them. It could 
involve analyzing the time it takes to complete specific 
procedures, identifying bottlenecks in patient care, or 
optimizing the layout of equipment.

	� Nurses’ selection and training: Scientific management 
emphasizes selecting and training nurses based on their 
skills and capabilities. It could involve implementing 
standardized training programs to ensure nurses are 
equipped with the necessary knowledge and skills to 
perform their jobs effectively.
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	� Collaboration and cooperation: Scientific management 
promotes a collaborative approach between nurses and 
management. It involves open communication, shared 
decision-making, and a focus on achieving common 
goals.

	� Performance management: Scientific management 
encourages the use of performance management 
techniques to monitor nurse performance and provide 
feedback. It could involve using data to identify areas 
for improvement and providing support to help nurses 
enhance their skills. 

Administrative Management Theory
Administrative management theory, often associated with 
Henri Fayol, focuses on establishing a structured approach 
to management, emphasizing organizational structure and 
human behavior to improve productivity. It advocates for 
a formalized administrative structure, delegation of power, 
and division of labor, aiming to maximize managerial 
efficiency. The theory provides a framework for creating 
an organized and efficient workplace by establishing clear 
structures, defined roles, and a systematic approach to 
management. It outlines five key functions of management: 
planning, organizing, leading, coordinating, and controlling. 

Key Components of the Theory
	� Structural focus: The theory emphasizes the importance 

of a clear organizational structure with defined roles and 
responsibilities. 

	� Division of labor: Tasks are divided into specialized 
roles, allowing for greater efficiency and expertise. 

	� Delegation of authority: Power is delegated to different 
levels of management, enabling them to make decisions 
and act.

	� Five functions of management: Fayol identified five 
core functions:

	� Planning: Defining goals and objectives and 
outlining the steps to achieve them. 

	� Organizing: Arranging resources and personnel to 
execute the plan. 

	� Commanding: Directing and leading employees to 
perform their tasks. 

	� Coordinating: Ensuring that different parts of the 
organization work together harmoniously. 

	� Controlling: Monitoring performance and making 
necessary adjustments. 

	� Maximizing managerial efficiency: The goal is to 
improve the overall efficiency and effectiveness of 
management within an organization.

	� Universal application: Fayol believed his principles 
could be applied to all levels of management and in all 
departments. 

Application of the Theory in Nursing Management
The theory can be effectively applied in nursing to improve 
organizational efficiency and patient care. The theory 
focuses on the following principles of management, 
including division of work, authority and responsibility, 
discipline, and unity of command, which can be adapted 
to various aspects of nursing practice (Box 6.1).

Bureaucratic Management Theory
Bureaucratic management theory, developed by Max 
Weber, is a management approach characterized by a 
formal hierarchy, division of labor, and a system of rules 
and procedures. It emphasizes efficiency, predictability, 
and control within an organization through a structured 
and impersonal system. The theory provides a framework 

	Y Planning: Developing care plans and staffing schedules are 
examples of planning in nursing, which is a core management 
function. 

	Y Organizing: Setting up the physical environment of the unit, 
organizing supplies, and establishing efficient workflows are 
aspects of organizing in nursing. 

	Y Staffing: Recruiting, hiring, and training nurses, as well as 
managing their schedules, are critical staffing functions. 

	Y Directing: Providing guidance and leadership to nurses, 
delegating tasks, and motivating the team are part of 
directing. 

	Y Controlling: Monitoring patient outcomes, evaluating staff 
performance, and ensuring adherence to policies are aspects 
of controlling. 

	Y Division of work: Specialized roles and tasks, like medication 
administration, wound care, or patient education, can be 
assigned to nurses based on their skills and experience, 
optimizing efficiency. 

	Y Authority and responsibility: Clear lines of authority and 
accountability, such as the charge nurse’s role in supervising 
patient care and reporting to the nursing supervisor, ensure 
that tasks are completed effectively. 

	Y Discipline: Adherence to established protocols, such as 
infection control measures and medication administration 
procedures, is crucial for patient safety and is a direct 
application of the discipline principle. 

	Y Unity of command: Each nurse should report to a single 
supervisor, preventing confusion and ensuring clear 
communication and accountability. 

	Y Coordination of work: Effective communication and 
collaboration between different departments, like pharmacy, 
radiology, and nursing, are essential for smooth patient 
care and can be facilitated by applying administrative 
management principles. 

Box 6.1: Administrative management theory principles and 
their application in nursing.
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for organizing and managing large, complex organizations 
by emphasizing structure, rules, and control. While it can 
lead to efficiency and stability, it can also be rigid and stifle 
creativity and employee motivation. Excessive rules and 
regulations can lead to bureaucratic ‘red tape,’ slowing down 
processes and decision-making. 

Characteristics
	� Formal hierarchy: A transparent chain of command 

with each level accountable to the one above it, ensuring 
control and coordination. 

	� Division of labor: Specialized tasks assigned to indivi
duals based on their skills and expertise, promoting 
efficiency through focused work. 

	� Rules and regulations:  Formalized procedures 
and guidelines govern all aspects of work, ensuring 
consistency and predictability. 

	� Impersonality: Relationships between employees 
are based on professional roles and responsibilities, 
minimizing personal bias and favoritism. 

	� Technical competence: Selection and promotion of 
employees based on merit and qualifications, rather 
than personal connections. 

Application of Concepts of Bureaucratic 
Management Theory in Nursing Management
Bureaucratic management theory, with its emphasis on 
hierarchy, rules, and procedures, can be both beneficial 
and detrimental to nursing. While it can improve efficiency 
and standardization, potentially leading to better patient 
safety and quality of care, it can also stifle nursing autonomy, 
creativity, and job satisfaction. Successfully integrating the 
principles of bureaucratic management with the core values of 
nursing, like caring, requires a nuanced approach (Table 6.1).

Table 6.1: Positive application of bureaucratic management theory in nursing.

Positive/challenges Description 

Positive application

Standardization and 
efficiency

Bureaucratic structures can establish clear protocols and procedures, ensure consistent care delivery, and 
reduce variability, which is crucial in areas like medication administration or infection control. 

Accountability and 
transparency

Clearly defined roles and responsibilities, and established reporting structures, can enhance 
accountability and transparency in nursing practice, making it easier to track performance and identify 
areas for improvement. 

Resource allocation Bureaucracy can help in the efficient allocation of resources, ensuring that necessary supplies, 
equipment, and personnel are available when and where they are needed, especially in large healthcare 
organizations. 

Training and 
development

Standardized procedures and protocols can be incorporated into training programs, ensuring that all 
nurses receive consistent education and adhere to best practices. 

Patient safety By promoting adherence to protocols and guidelines, bureaucratic management can contribute to a 
safer environment for patients, reducing the risk of errors and adverse events. 

Challenges and potential drawbacks

Reduced autonomy and 
creativity

Strict adherence to rules can stifle nurses’ ability to adapt to individual patient needs or to innovate in 
their practice, potentially leading to feelings of frustration and burnout. 

Depersonalization of 
care

An overemphasis on rules and procedures can lead to a depersonalization of care, where nurses focus 
more on following procedures than on connecting with patients on an emotional and spiritual level. 

Resistance to change Bureaucratic structures can be resistant to change, making it difficult for nurses to adopt new 
technologies or evidence-based practices. 

Administrative burden The emphasis on documentation and reporting can lead to an increase in paperwork, taking away from 
valuable time that could be spent with patients.

Potential for moral 
distress

When bureaucratic rules conflict with ethical obligations or patient needs, nurses may experience moral 
distress. 

Note: Marilyn Ray’s theory of bureaucratic caring addresses these challenges by integrating the principles of bureaucracy with the 
core values of nursing, such as compassion, empathy, and respect for human dignity. It recognizes that healthcare is a complex 
system and that bureaucratic structures are necessary for efficiency, but it also emphasizes the importance of maintaining a 
humanistic approach to care.
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BEHAVIORAL MANAGEMENT THEORIES

Human Relations Theory 
Human relations theory, also known as the ‘human relations 
movement’, is a management approach that emphasizes 
the importance of social and psychological factors in the 
workplace, arguing that these factors significantly impact 
worker productivity and satisfaction. It emerged as a 
response to the classical management theories that focused 
primarily on efficiency and structure, often neglecting the 
human element. Elton Mayo is a key contributor to this 
theory, who conducted the Hawthorne Experiments and 
emphasized the importance of social and psychological 
factors in the workplace. Follett contributed to the 
understanding of group dynamics and the importance of 
collaboration in organizations. 
Application of the theory in nursing management
Human relations theory, when applied in nursing, 
emphasizes the importance of interpersonal relationships 
and employee satisfaction in achieving organizational goals, 
particularly in the context of patient care and teamwork. 
The theory emphasizes that the quality of care is not 
solely dependent on technical skills but also the quality of 
relationships and the overall social environment within the 
healthcare setting. 

Key concepts and principles of human relations theory
	Y Emphasis on human needs: The theory recognizes that 

workers are not just economic units but individuals with 
social and psychological needs that influence their behavior 
and performance. 

	Y Importance of informal groups: It acknowledges the 
role of informal groups and social interactions within the 
workplace, highlighting their impact on worker motivation 
and productivity. 

	Y Participative management: The theory advocates for 
involving employees in decision-making processes, fostering 
a sense of ownership and engagement. 

	Y Improved working conditions: Human relations theory 
stresses the importance of creating a positive and supportive 
work environment, including factors like good communication, 
social interaction, and employee recognition. 

	Y Focus on employee well-being: It emphasizes the need to 
consider the overall well-being of employees, including their 
emotional and social needs, to enhance their job satisfaction 
and productivity. 

	Y The hawthorne effect: This concept is a key part of the human 
relations theory, originated from experiments conducted 
during the Hawthorne studies, which demonstrated that 
workers’ productivity increased when they felt observed and 
valued, even if the changes in physical working conditions 
were minimal. 

The following are some of its positive applications in 
nursing:

	� Patient care: Nurses can build therapeutic relationships 
with patients by showing empathy, active listening, and 
respect, which can improve patient compliance with 
treatment plans and overall well-being. 

	� Teamwork and collaboration: The theory encourages 
open communication, mutual respect, and cooperation 
among different healthcare professionals (doctors, 
nurses, therapists, etc.) to optimize patient care. 

	� Leadership and management: Nurse managers can 
use the principles of human relations to motivate 
their teams, resolve conflicts, and foster a positive and 
supportive work environment. 

	� Conflict resolution: By understanding the social and 
psychological factors that contribute to conflict, nurses 
and managers can address issues constructively and 
maintain a harmonious work environment. 

	� Communication: Effective communication is central 
to building strong relationships and resolving issues. 
Nurses need to be skilled in both verbal and nonverbal 
communication to interact effectively with patients, 
colleagues, and families. 

	� Motivation: Recognizing individual differences and 
providing opportunities for growth and development can 
help motivate nurses and improve their performance. 

	� Addressing resistance to change: By involving staff 
in the planning and implementation of changes and 
addressing their concerns, nurse managers can reduce 
resistance and create a more positive environment. 

Theory X and Theory Y
Theory X and Theory Y are two contrasting management 
styles developed by Douglas McGregor that describe 
different assumptions about what motivates employees. 
Theory X assumes employees are inherently lazy and need 
close supervision, while Theory Y suggests employees are 
initiative-taking and enjoy work. These differing views 
impact management practices, organizational structure, 
and employee motivation (Table 6.2). 

Application of X Theory and Y Theory in Nursing 
The theory can be applied to nursing leadership. Theory X 
assumes employees dislike work and need close supervision, 
while Theory Y assumes employees are self-motivated and 
enjoy their work. In nursing, a leader’s approach can be 
tailored based on these theories. Its application can help 
nurse leaders create a more effective and supportive work 
environment, ultimately leading to improved patient care 
and staff well-being. 
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Positive applications: 
	� The Theory X approach might involve strict rules, 

schedules, detailed protocols, and close oversight of 
tasks, particularly for new or inexperienced staff. It can 
be helpful in situations demanding high levels of control 
and efficiency, such as in emergency care or during crises. 

	� The Theory Y approach focuses on creating a supportive 
and empowering environment where nurses feel trusted 
and valued. It could involve delegating responsibilities, 
encouraging autonomy in decision-making, and 
fostering open communication, which can help 
create a positive work environment and promote staff 
retention. It is well-suited for complex tasks, like patient 
education, where critical thinking and problem-solving 
are essential.

Challenges/potential drawbacks: 
	� A heavy reliance on Theory X can lead to decreased 

job satisfaction, increased staff turnover, and a less 
collaborative work environment. 

	� A complete reliance on Theory Y without appropriate 
oversight might lead to a lack of structure and accounta
bility, potentially impacting patient safety. 

Takeaway for nurse managers: Finding the right path:
	Y Use hybrid approach: Most nursing environments benefit 

from a blend of Theory X and Theory Y, adapting the 
leadership style to the specific task, team, and situation.

	Y Context is key: A successful nursing leader understands the 
culture context of the healthcare setting when to be directive 
(Theory X) and when to empower (Theory Y). 

	Y Focus on needs: Effective leadership in nursing also 
considers individual staff needs and motivations, recognizing 
that some individuals may thrive in a more structured 
environment while others prefer autonomy.

Maslow’s Hierarchy of Needs  
Management Theory
Maslow’s hierarchy of needs, when applied to management, 
provides a framework for understanding employee 
motivation. The theory suggests that individuals are 
motivated to fulfill a series of needs, arranged in a hierarchy, 
starting with basic physiological needs and progressing to 
self-actualization. By understanding and addressing these 
needs, managers can create a work environment that fosters 
employee engagement, satisfaction, and productivity. 

Maslow’s Hierarchy of Needs in the Management 
Context (Fig. 6.2)
	 1.	 Physiological needs: These are basic survival needs, 

such as a fair salary and job security. Managers can 
address this by offering competitive pay, benefits, and 
a stable work environment. 

	 2.	 Safety needs: This level focuses on feeling safe and 
secure, both physically and emotionally. Managers can 
provide a safe work environment, clear job expectations, 
and fair treatment to foster a sense of security. 

	 3.	 Social needs (love and belonging): Employees need 
to feel a sense of belonging and connection. Managers 
can encourage teamwork, social events, and open 
communication to foster a positive and inclusive work 
environment. 

	 4.	 Esteem needs: This level involves feeling valued and 
respected, both by oneself and others. Managers can 
offer opportunities for recognition, provide constructive 
feedback, and delegate challenging tasks to boost 
employee confidence and self-esteem. 

Table 6.2: Key aspects of Theory X and Theory Y.
Aspects Theory X Theory Y
Assumptions about 
employees

Lazy, dislike work, lack ambition, avoid 
responsibility, need close supervision

Enjoy work, seek responsibility, self-motivation, and be 
creative

Management style Authoritarian, controlling, centralized authority Participative, democratic, supportive, decentralized authority
Organization 
structure

A hierarchical structure with limited employee 
participation in decision-making

More decentralized, with opportunities for employee input 
and collaboration in decision-making

Employees 
motivation

External (rewards, punishments) Internal (satisfaction, growth)

Decision-making Centralized, strict rules and regulations, and 
limited employee input

Decentralized, employee participation encouraged

Organization 
culture

Potentially negative and controlling 
environment

A positive, flexible, open communication, and collaborative 
atmosphere

Focus Efficiency, control, and productivity through 
external means

Employee growth, development, and empowerment

Leadership Autocratic Participative
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	 5.	 Self-actualization needs: It is the desire to reach one’s 
full potential and achieve personal growth. Managers 
can offer opportunities for professional development, 
training, and challenging work assignments to support 
employees in their pursuit of self-actualization. 

Takeaway for managers
	Y Recognize unmet needs drive behavior: If an employee’s 

basic needs are not met, they will be less motivated to focus 
on higher-level needs like self-esteem or self-actualization. 

	Y Prioritize addressing lower-level needs first: Before 
focusing on self-actualization, ensure that employees feel 
safe, secure, and connected. 

	Y Tailor motivational strategies to individual needs: Not 
all employees are motivated by the same things, so it is 
important to understand what drives everyone. 

	Y Create a supportive and inclusive work environment: 
By fostering a sense of belonging and valuing employee 
contributions, managers can help employees feel motivated 
and engaged. 

Maslow’s Theory in Nursing Management
Maslow’s hierarchy of needs can be a valuable framework 
for understanding and motivating staff, including those 
in management roles. By recognizing that they have 
different needs at different stages, managers can tailor 
their approaches to create a more supportive, motivating 
environment, leading to increased staff satisfaction and 
productivity. Details are discussed below: 

	� Physiological needs: Ensure fair wages, provide breaks, 
and offer a comfortable and safe workspace.

	� Safety needs: Provide job security, a safe working 
environment, and clear expectations and policies.

	� Social needs: Foster teamwork, encourage social 
interaction, and create a sense of community within 
the workplace.

	� Esteem needs: Recognize achievements, offer oppor
tunities for advancement, and provide constructive 
feedback.

	� Self-actualization needs: Provide challenging tasks, 
opportunities for professional development, and 
autonomy in decision-making.

Key considerations
	Y Individual differences: Not everyone prioritizes needs in the 

same way, so nurse managers should be attuned to individual 
staff members’ needs.

	Y Progression: As lower-level needs are met, staff are more 
likely to be motivated by higher-level needs.

	Y Growth vs. deficiency: Focus on growth needs (esteem 
and self-actualization) to foster long-term motivation and 
engagement. 

Note Note 

MODERN MANAGEMENT THEORIES

Systems Theory of Management
Ludwig von Bertalanffy is credited with propounding the 
‘systems theory of management’ and is considered the 
founder of General Systems Theory. He laid the groundwork; 
scholars like Kenneth Boulding, FE Kast, RA Johnson, and 
others further developed and applied systems theory in the 
context of management. The system theory in management 
views an organization as a complex, interconnected system 
of interdependent parts (subsystems) that interact with 
each other and the external environment (Fig. 6.3). It 
emphasizes that the whole is greater than the sum of its 

Fig. 6.2: Pyramid depicting Maslow’s hierarchy needs with five levels.
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parts, meaning that the performance of the overall system 
(the organization) depends on the effective functioning and 
interaction of its subsystems. 

Key Concepts
	� Open system: Organizations are open systems; they 

interact and influence their external environment. 
	� Interdependence: Subsystems are interconnected, 

relying on each other for the system to function 
effectively. 

	� Integrated approach: Systems theory takes a holistic 
view, considering the organization rather than focusing 
on isolated parts. 

	� Inputs, throughputs, and outputs: Organizations 
take inputs from the environment (e.g., resources, 
information), process them through various activities 
(throughputs), and produce outputs (e.g., products, 
services, information) that affect the environment  
(Fig. 6.3). 

	� Feedback loops : Feedback mechanisms help 
organizations monitor their performance and adjust 
based on the results (outputs). 

How it Works:
	 1.	 Identifying subsystems: A key step is to identify the 

different subsystems within the organization (e.g., 
departments, teams). 

	 2.	 Understanding interdependencies: Managers need 
to understand how these subsystems interact and 
influence each other. 

	 3.	 Managing inputs and outputs: Organizations must 
effectively manage their inputs, throughputs, and 
outputs to achieve their goals. 

	 4.	 Utilizing feedback: Feedback mechanisms are used 
to monitor performance, identify problems, and make 
necessary adjustments. 

	 5.	 Promoting collaboration: Systems theory emphasizes 
the importance of collaboration and communication 
between different subsystems to achieve overall 
organizational goals. 

Application of Systems Theory in Nursing 
Management
Systems theory in nursing management emphasizes viewing 
the healthcare unit as a complex, interconnected system 
where all parts influence each other. Nurse managers can 
apply this theory by understanding how different elements 
(staff, resources, patients, policies, etc.) interact to impact 
overall performance. By analyzing these interactions, they 
can identify areas for improvement, optimize resource 
allocation, enhance communication, and ultimately 
improve patient care and staff well-being. They can apply 
systems thinking in the following ways:

	� Understanding interdependencies: Recognize that 
each part of the healthcare system is interconnected 
and affects others. For example, a staffing shortage can 
impact patient care, staff morale, and even medication 
errors. Consider how changes in one area will ripple 
through the entire system. 

	� Analyzing system inputs, throughputs, and outputs: 
Nurse managers can analyze the following components 
to identify bottlenecks and inefficiencies. 

	� Inputs: Resources like staff, equipment, and budget. 
	� Throughputs: Processes like patient care, medication 

administration, and communication.
	� Outputs: Patient outcomes, staff satisfaction, and 

financial performance.
	� Utilizing feedback loops: Nurse managers can use 

feedback to make data-driven decisions and refine 
processes. Positive feedback loops can reinforce positive 
changes (e.g., improved communication leading to 
better teamwork). Negative feedback loops can signal 
when adjustments are needed (e.g., increased patient 
complaints indicating a problem with care).

	� Fostering collaboration and communication: Systems 
theory highlights the importance of communication 
and collaboration between different departments 
and individuals. Nurse managers can promote open 
communication channels, encourage teamwork, and 
foster a shared understanding of goals. 

	� Promoting continuous improvement: By constantly 
monitoring the system and analyzing feedback, 
nurse managers can identify areas for continuous 
improvement. It may involve implementing new 
technologies, redesigning workflows, or providing staff 
training. 

Environment—internal and external

Environment—internal and external

Input
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Material

Machines
Methods
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Output

Achievement
of goals

Feedback

Fig. 6.3: Model of system theory for organization management.
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Framework for nurse managers
	Y See the bigger picture and understand how different parts 

of the healthcare system are connected. 
	Y Identify and address complex problems holistically. 
	Y Make data-driven decisions that improve both patient care 

and staff well-being. 
	Y Promote a culture of continuous improvement and 

adaptation. 

Contingency Management Theory 
The contingency theory of management was primarily 
developed by Fred Fiedler. He introduced the idea 
that there is not one universally best leadership style, 
but rather the most effective style depends on various 
situational factors. A leader’s effectiveness is determined 
by the interaction between their leadership style and 
the situational favorability. The theory emphasizes that 
managers must be flexible and adapt their strategies 
based on various internal and external factors, rather than 
adhering to rigid rules. 

Key Concepts
	� No universal best way: Contingency theory rejects the 

idea that a single management style or organizational 
structure is universally effective. 

	� Situational dependence: The best management 
approach is contingent (dependent) on the specific 

circumstances, including the organization’s environ
ment, technology, size, and culture. 

	� Adaptability: Managers must be able to analyze 
situations, identify relevant factors, and adapt their 
strategies accordingly. 

	� Flexibility: Contingency theory encourages leaders to be 
flexible and adjust their leadership styles, organizational 
structures, and decision-making processes to fit the 
situation. 
The theor y categorizes leadership styles into 

relationship-oriented and task-oriented leaders, and the 
effectiveness of these styles is influenced by situational 
favorableness, assessed through the following three 
situational factors:
	 1.	 Task structure: Task structure includes the nature 

and type of work. It refers to clarity regarding task 
requirements, standards, documentation, and control. 
It may be structured or unstructured.

	 2.	 The leader-member relationship refers to the leader’s 
relationships with the subordinates. It may be good or 
poor.

	 3.	 A leader’s leader-position power refers to the position 
and power of the leader in the organization, regardless 
of its strength.
Based on these three situational factors, Fiedler 

developed a Least Preferred Coworker (LPC) scale to 
evaluate the most effective leadership style to be fitted per 
situation (Fig. 6.4).

Fig. 6.4: Fidler’s contingency model (Source: https://blog.logrocket.com/product-management/fiedlers-contingency- 
theory-of-leadership/).
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Good Good Good Poor Poor Poor Poor

Leader position
power Strong Weak Strong Weak Strong Weak Strong Weak

1 2 3 4 5 6 7 8

JA
YPEE BROTHERS



Chapter 6: Introduction to Management and Management Theories 73Section 1: Healthcare, Development of Nursing Services, and Introduction to Management72

Application in Nursing Management
Fiedler’s contingency theory, when applied to nursing 
management, suggests that the effectiveness of a nurse 
manager depends on the situation and their leadership 
style. It emphasizes that there is no one-size-fits-all 
leadership style and that successful leadership requires 
matching the style to the specific context of the healthcare 
environment. It suggests that nurse managers should be 
aware of their leadership style and the specific context of 
their work environment to optimize team performance and 
achieve desired outcomes.

	� Assess leadership style: Nurse managers can use the 
LPC scale to identify their leadership style if they are 
more task-oriented or relationship-oriented. 

	� Evaluate the situation: They analyze the specific 
circumstances in the nursing unit, considering leader-
member relations, task structure, and their position 
power. 

	� Adjusting with the situation: If leadership style does 
not match the situation, they can either try to adjust 
the situation (e.g., by clarifying task instructions or 
increasing their position power) or consider delegating 
the leadership role to someone with a more suitable 
style. 

Quantitative Management Theory
Quantitative management theory, also known as the 
quantitative approach, is a management approach that 
uses mathematical and statistical methods to improve 
decision-making in organizations. It relies on data analysis, 
mathematical models, and computer simulations to 
optimize processes and achieve organizational goals. 

Core Principles
	� Data-driven decision making: Quantitative manage

ment emphasizes using measurable data and statistical 
analysis to inform decisions, rather than relying solely 
on intuition or experience. 

	� Mathematical modeling: involves creating mathe
matical models to represent real-world situations and 
then using these models to analyze different scenarios 
and identify optimal solutions. 

	� Focus on efficiency and optimization: Quantitative 
management aims to improve organizational efficiency 
and effectiveness by identifying the most efficient ways 
to allocate resources and manage processes. 

	� Use of technology: Computers and software are essential 
tools in quantitative management, enabling complex 
calculations, simulations, and data analysis. 

Application of Quantitative Theory in  
Nursing Management
The theory can be effectively applied in nursing management 
by nurse leaders to improve efficiency, resource allocation, 
and decision-making. This approach allows for data-driven 
insights into staffing needs, patient flow, and quality of care, 
leading to optimized resource utilization and improved 
efficiency, increased staff satisfaction, and improved patient 
safety and outcomes.

Specific applications: Nurse managers can utilize the 
theory concepts in the following areas: 

	� Staffing and scheduling: Quantitative methods can 
be used to analyze patient acuity data, historical 
trends, and staffing patterns to optimize nurse staffing 
levels, minimizing understaffing and overstaffing, and 
reducing overtime costs. 

	� Resource allocation: By analyzing data on supply usage, 
equipment maintenance schedules, and patient care 
needs, quantitative management can help nurse leaders 
make informed decisions about resource allocation, 
ensuring that necessary supplies and equipment are 
available when and where they are needed. 

	� Quality improvement: Quantitative data, such as 
infection rate, medication error rate, and patient 
satisfaction scores, can be tracked and analyzed to 
identify areas for improvement and implement targeted 
interventions. 

	� Performance measurement :  Key performance 
indicators (KPIs) can be established and tracked using 
quantitative metrics, allowing nurse leaders to monitor 
the effectiveness of nursing practices and identify areas 
where performance needs to be improved. 

	� Budgeting and financial management: Quantitative 
analysis can be used to develop and manage nursing 
budgets, track expenses, and identify areas where cost 
savings can be achieved without compromising patient 
care. 

	� Decision-making: By providing objective data and 
analysis, quantitative management theory can help 
nurse leaders make more informed and effective 
decisions about staffing, resource allocation, quality 
improvement, and other important aspects of nursing 
management. 
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CHAPTER HIGHLIGHTSCHAPTER HIGHLIGHTS

	Y Management theories are frameworks of ideas that guide how 
organizations are structured, managed, and led, and can be 
broadly categorized into classical, behavioral, and modern 
approaches. 

	Y Scientific management theory by Taylor emphasizes the use of 
scientific methods to determine the ‘best’ and most efficient 
way to complete tasks. The theory can be applied in nursing 
to improve efficiency and productivity by standardizing tasks, 
optimizing workflows, and fostering a culture of continuous 
improvement.  

	Y The administrative theory by Fayol outlines five key functions 
of management: planning, organizing, commanding, 
coordinating, and controlling, and can be effectively applied 
in nursing to improve organizational efficiency and patient 
care. 

	Y Bureaucratic theory provides a framework for organizing 
and managing large, complex organizations by emphasizing 
structure, rules, and control. In contrast, human relations theory 
focuses on technical skills as well as the quality of relationships 
and the overall social environment for quality care.

	Y Theory X/Y can help nurse leaders create a more effective and 
supportive work environment, leading to improved patient 
care and staff well-being, and the application of Maslow’s 
hierarchy of needs provides a framework for understanding 
employee motivation. 

	Y Systems management theory views that the performance of 
the overall system (the organization) depends on the effective 
functioning and interaction of its subsystems. 

	Y The effectiveness of a nurse manager depends on the situation 
and their leadership style. According to Fiedler’s contingency 
theory, quantitative theory can guide nurse leaders to improve 
efficiency, resource allocation, and decision-making.
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