
 

 

Meaning of Management 

Management is an individual or a group of individuals that accept responsibilities to run an 

organization. They Plan, Organize, Direct and Control all the essential activities of the 

organization. Management does not do the work themselves. They motivate others to do the 

work and co-ordinate (i.e. bring together) all the work for achieving the objectives of the 

organization. 

Management brings together all Six Ms i.e. Men and Women, Money, Machines, Materials, 

Methods and Markets. They use these resources for achieving the objectives of the organization 

such as high sales, maximum profits, business expansis etc.                                                                                              

According to Harold Koontz 

"Management is the art of getting things done through and with people in formally 

organised groups." 

Harold Koontz gave this definition of management in his book "The Management Theory 

Jungle". 

According to Henri Fayol, 

"To manage is to forecast and to plan, to organise, to command, to co-ordinate and to 

control." 

      Features of management 

 Continuous and never ending process. 

 Getting things done through people. 

 Result oriented science and art. 

 Multidisciplinary in nature. 

 A group and not an individual activity. 

 Follows established principles or rules. 

 Aided but not replaced by computers. 

 Situational in nature. 

 Need not be an ownership. 

 Both an art and science. 

 Management is all pervasive. 

 Management is intangible. 

 Uses a professional approach in work. 

 Dynamic in nature. 

1. Continuous and never ending process 
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Management is a Process. It includes four main functions, viz., Planning, Organising, Directing 

and Controlling. The manager has to Plan and Organise all the activities. He had to give proper 

Directions to his subordinates. He also has to Control all the activities. The manager has to 

perform these functions continuously. Therefore, management is a continuous and never ending 

process. 

2. Getting things done through people 

The managers do not do the work themselves. They get the work done through the workers. The 

workers should not be treated like slaves. They should not be tricked, threatened or forced to do 

the work. A favourable work environment should be created and maintained. 

3. Result oriented science and art 

Management is result oriented because it gives a lot of importance to "Results". Examples of 

Results like, increase in market share, increase in profits, etc. Management always wants to get 

the best results at all times. 

4. Multidisciplinary in nature 

Management has to get the work done through people. It has to manage people. This is a very 

difficult job because different people have different emotions, feelings, aspirations, etc. 

Similarly, the same person may have different emotions at different times. So, management is a 

very complex job. Therefore, management uses knowledge from many different subjects such as 

Economics, Information Technology, Psychology, Sociology, etc. Therefore, it is 

multidisciplinary in nature. 

5. A group and not an individual activity 

Management is not an individual activity. It is a group activity. It uses group (employees) efforts 

to achieve group (owners) objectives. It tries to satisfy the needs and wants of a group 

(consumers). Nowadays, importance is given to the team (group) and not to individuals. 

6. Follows established principles or rules 

Management follows established principles, such as division of work, discipline, unity of 

command, etc. These principles help to prevent and solve the problems in the organization. 

7. Aided but not replaced by computers 

Now-a-days, all managers use computers. Computers help the managers to take accurate 

decisions. However, computers can only help management. Computers cannot replace 

management. This is because management takes the final responsibility. Thus Management is 

aided (helped) but not replaced by computers. 
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8. Situational in nature 

Management makes plans, policies and decisions according to the situation. It changes its style 

according to the situation. It uses different plans, policies, decisions and styles for different 

situations. 

The manager first studies the full present situation. Then he draws conclusions about the 

situation. Then he makes plans, decisions, etc., which are best for the present situation. This is 

called Situational Management. 

9. Need not be an ownership 

In small organizations, management and ownership are one and the same. However, in large 

organizations, management is separate from ownership. The managers are highly qualified 

professionals who are hired from outside. The owners are the shareholders of the company. 

10. Both an art and science 

Management is result-oriented. Therefore, it is an Art. Management conducts continuous 

research. Thus, it is also a Science. 

11. Management is all pervasive 

Management is necessary for running a business. It is also essential for running business, 

educational, charitable and religious institutions. Management is a must for all activities, and 

therefore, it is all pervasive. 

12. Management is intangible 

Management is intangible, i.e. it cannot be seen and touched, but it can be felt and realised by its 

results. The success or failure of management can be judged only by its results. If there is good 

discipline, good productivity, good profits, etc., then the management is successful and vice-

versa. 

13. Uses a professional approach in work 

Managers use a professional approach for getting the work done from their subordinates. They 

delegate (i.e. give) authority to their subordinates. They ask their subordinates to give 

suggestions for improving their work. They also encourage subordinates to take the initiative. 

Initiative means to do the right thing at the right time without being guided or helped by the 

superior. 

14. Dynamic in nature 



 

 

Management is dynamic in nature. That is, management is creative and innovative. An 

organisation will survive and succeed only if it is dynamic. It must continuously bring in new 

and creative ideas, new products, new product features, new ads, new marketing techniques, etc. 

Function of management 

1.Planning 

The planning function of management controls all the planning that allows the organization to 

run smoothly. Planning involves defining a goal and determining the most effective course of 

action needed to reach that goal. Typically, planning involves flexibility, as the planner must 

coordinate with all levels of management and leadership in the organization. Planning also 

involves knowledge of the company s resources and the future objectives of the business. 

2.Organizing 

The organizing function of leadership controls the overall structure of the company. The 

organizational structure is the foundation of a company; without this structure, the day-to-day 

operation of the business becomes difficult and unsuccessful. Organizing involves designating 

tasks and responsibilities to employees with the specific skill sets needed to complete the tasks. 

Organizing also involves developing the organizational structure and chain of command within 

the company. 

3.Staffing 

The staffing function of management controls all recruitment and personnel needs of the 

organization. The main purpose of staffing is to hire the right people for the right jobs to achieve 

the objectives of the organization. Staffing involves more than just recruitment; staffing also 

encompasses training and development, performance appraisals, promotions and transfers. 

Without the staffing function, the business would fail because the business would not be properly 

staffed to meet its goals. 

4.Coordinating 

The coordinating function of leadership controls all the organizing, planning and staffing 

activities of the company and ensures all activities function together for the good of the 

organization. Coordinating typically takes place in meetings and other planning sessions with the 

department heads of the company to ensure all departments are on the same page in terms of 

objectives and goals. Coordinating involves communication, supervision and direction by 

management. 

5.Controlling 

The controlling function of management is useful for ensuring all other functions of the 

organization are in place and are operating successfully. Controlling involves establishing 
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performance standards and monitoring the output of employees to ensure each employee s 
performance meets those standards. The controlling process often leads to the identification of 

situations and problems that need to be addressed by creating new performance standards. The 

level of performance affects the success of all aspects of the organizatation. 

Scope of management 

 its scope is very large. 

1. Production Management 

2. Marketing Management 

3. Financial Management. 

4. Personnel Management and 

5. Office Management. 

1. Production Management: 

Production means creation of utilities. This creation of utilities takes place when raw materials 

are converted into finished products. Production management, then, is that branch of 

management which by scientific planning and regulation sets into motion that part of enterprise 
to which has been entrusted the task of actual translation of raw material into finished product.  

It is a very important field of management , for every production activity which has not been 
hammered on the anvil of effective planning and regulation will not reach the goal, it will not 

meet the customers and ultimately will force a business enterprise to close its doors of activities 

which will give birth to so many social evils . 

Plant location and layout, production policy, type of production, plant facilities, material 

handling, production planning and control, repair and maintenance, research and development, 

simplification and standardization, quality control and value analysis, etc., are the main problems 

involved in production management. 

2. Marketing Management: 

Marketing is a sum total of physical activities which are involved in the transfer of goods and 

services and which provide for their physical distribution. Marketing management refers to the 

planning, organizing, directing and controlling the activities of the persons working in the market 

division of a business enterprise with the aim of achieving the organization objectives. 

It can be regarded as a process of identifying and assessing the consumer needs with a view to 

first converting them into products or services and then involving the same to the final consumer 

or user so as to satisfy their wants with a stress on profitability that ensures the optimum use of 

the resources available to the enterprise. Market analysis, marketing policy, brand name, pricing, 



 

 

channels of distribution, sales promotion, sale-mix, after sales service, market research, etc. are 

the problems of marketing management. 

3. Financial Management: 

Finance is viewed as one of the most important factors in every enterprise. Financial 

management is concerned with the managerial activities pertaining to the procurement and 

utilization of funds or finance for business purposes. 

The main functions of financial management include: 

(i) Estimation of capital requirements; 

(ii) Ensuring a fair return to investors; 

(iii) Determining the suitable sources of funds; 

(iv) Laying down the optimum and suitable capital 

4. Personnel Management: 

Personnel Management is that phase of management which deals with the effective control and 

use of manpower. Effective management of human resources is one of the most crucial factors 

associated with the success of an enterprise. Personnel management is concerned with 

managerial and operative functions. 

Managerial functions of personnel management include: 

(i) Personnel planning; 

(ii) Organizing by setting up the structure of relationship among jobs, personnel and physical 

factors to contribute towards organization goals; 

(iii) Directing the employees; and 

(iv) Controlling. 

The operating functions of personnel management are: 

(i) Procurement of right kind and number of persons; 

(ii) Training and development of employees; 

(iii) Determination of adequate and equitable compensation of employees; 

(iv) Integration of the interests of the personnel with that of the enterprise; and 

(v) Providing good working conditions and welfare services to the employees. 

5. Office Management: 



 

 

The concept of management when applied to office is called office management . Office 
management is the technique of planning, coordinating and controlling office activities with a 

view to achieve common business objectives. One of the functions of management is to organize 

the office work in such a way that it helps the management in attaining its goals. It works as a 

service department for other departments. 

The success of a business depends upon the efficiency of its administration. The efficiency of the 

administration depends upon the information supplied to it by the office. The volume of paper 

work in office has increased manifold in these days due to industrial revolution, population 

explosion, increased interference by government and complexities of taxation and other laws. 

Harry H. Wylie defines office management as the manipulation and control of men, methods, 
machines and material to achieve the best possible results results of the highest possible quality 

with the expenditure of least possible effect and expense, in the shortest practicable time, and in 

a manner acceptable to the top management.  

          Importance of Management 

 It helps in Achieving Group Goals - It arranges the factors of production, assembles 

and organizes the resources, integrates the resources in effective manner to achieve goals. 

It directs group efforts towards achievement of pre-determined goals. By defining 

objective of organization clearly there would be no wastage of time, money and effort. 

Management converts disorganized resources of men, machines, money etc. into useful 

enterprise. These resources are coordinated, directed and controlled in such a manner that 

enterprise work towards attainment of goals. 

 Optimum Utilization of Resources - Management utilizes all the physical & human 

resources productively. This leads to efficacy in management. Management provides 

maximum utilization of scarce resources by selecting its best possible alternate use in 

industry from out of various uses. It makes use of experts, professional and these services 

leads to use of their skills, knowledge, and proper utilization and avoids wastage. If 

employees and machines are producing its maximum there is no under employment of 

any resources. 

 Reduces Costs - It gets maximum results through minimum input by proper planning and 

by using minimum input & getting maximum output. Management uses physical, human 

and financial resources in such a manner which results in best combination. This helps in 

cost reduction. 

 Establishes Sound Organization - No overlapping of efforts (smooth and coordinated 

functions). To establish sound organizational structure is one of the objective of 

management which is in tune with objective of organization and for fulfillment of this, it 



 

 

establishes effective authority & responsibility relationship i.e. who is accountable to 

whom, who can give instructions to whom, who are superiors & who are subordinates. 

Management fills up various positions with right persons, having right skills, training and 

qualification. All jobs should be cleared to everyone. 

 Establishes Equilibrium - It enables the organization to survive in changing 

environment. It keeps in touch with the changing environment. With the change is 

external environment, the initial co-ordination of organization must be changed. So it 

adapts organization to changing demand of market / changing needs of societies. It is 

responsible for growth and survival of organization. 

 Essentials for Prosperity of Society - Efficient management leads to better economical 

production which helps in turn to increase the welfare of people. Good management 

makes a difficult task easier by avoiding wastage of scarce resource. It improves standard 

of living. It increases the profit which is beneficial to business and society will get 

maximum output at minimum cost by creating employment opportunities which generate 

income in hands. Organization comes with new products and researches beneficial for 

society. 

 

 

F.W.Taylor’s Scientific Management 
Introduction:- 

F.W. Taylor (1856-1915) was an American, who joined Midvale Steelworks, Philadelphia 

(U.S.A.) as a machinist; and gradually rose to the position of the Chief Engineer-through hard 

work and progress. F.W. Taylor conducted his experiments in three companies viz., Midvale 

Steel Works, Simonds Rolling Machine and Bethlehem Steel Works. 

Taylor s Scientific Managements was, in fact, a movement known as the Scientific Management 
Movement  pioneered by Taylor and carried on by his followers. The important publications of 
Taylor are all combined into one book titled Scientific Management . 

Taylor’s Main Observation: 

Throughout his life career, Taylor had observed that there was excessive inefficiency in the 

management and functioning of industrial enterprises. In fact, the primary blame for the 

inefficient functioning of industrial enterprises was put by Taylor on management; for it was 

management who did not know what constituted a fair day s task and also the best way  of 
doing the same. 

Therefore, he came out with his new concept of management, called scientific management. 

Scientific Management Defined: 



 

 

Scientific management might be defined as follows: 

 

Scientific management involves the application of a scientific approach to managerial decision 

making (consisting of-collection of data, an analysis of data and basing decisions on the outcome 

of such analyses); and discarding at the same time, all unscientific approaches, like  rule of the 

thumb, a hit or miss approach and a trial and error approach. 

F W. Taylor defined scientific management in the following words: 

Scientific Management consists in knowing what you (i.e. management) want men to do 
exactly; and seeing to it that they do it in the best and the cheapest manner.  

Principles of Scientific Management: 

The fundamental principles, which would support the concept and practice of scientific 

management, are the following: 

 

(i) Science, not the rule of the thumb. 

(ii) Harmony, not discord. 

(iii) Co-operation, not individualism. 

(iv) Maximum production, in place of restricted production. 

(v) Development of each person to the greatest of his capabilities. 

(vi) A more equal division of responsibility between management and workers. 

(vii) Mental revolution on the part of management and workers. 

Following is a brief comment on each of the above principles of scientific management. 

 

(i) Science, not the rule of thumb: 

The basic principle of scientific management is the adoption of a scientific approach to 

managerial decision making. 

(ii) Harmony, not discord: 

Harmony refers to the unity of action; while discord refers to differences in approach. 

(iii) Co-operation, not individualism: 

 



 

 

Co-operation refers to working, on the part of people, towards the attainment of group 

objectives; while regarding their individual objectives-as subordinate to the general interest. 

(iv) Maximum production, in place of restricted production: 

In Taylor s view the most dangerous evil of the industrial system was a deliberate restriction of 
output. As a means of promoting the prosperity of workers, management and society, this 

principle of scientific management emphasizes on maximising production and not deliberately 

restricting it. 

(v) Development of each person to the greatest of his capabilities: 

Management must endeavor to develop people to the greatest of their capabilities to ensure 

maximum prosperity for both-employees and employers. 

 

(vi) A more equal division of responsibility between management and workers: 

The principle of scientific management recommends a separation of planning from execution. 

According to this principle, management must be concerned with the planning of work; and 

workers with the execution of plans. 

(vii) Mental revolution on the part of management and workers: 

According to Taylor, scientific management, in its essence, involves a complete mental 

revolution on the part of both sides to industry viz. workers and management (representing 

employers). 

In fact, this principle of scientific management is the most fundamental one ensuring success of 

it. It is like the foundation on which the building of scientific management must be erected. 

 

An Outline Structure of Taylor’s Scientific Management: 

Though Taylor’s work and practice of it is quite comprehensive and detailed; yet the major 
aspects of work done by him could be summarized into the following outline structure: 

(1) Determination of a fair day s task for each worker through scientific methods (including the 
best way of doing a job). 

(2) Scientific selection and training of workers. 



 

 

(3) Standardisation of raw materials, tools and working conditions. 

(4) Functional foremanship. 

(5) Differential piece-rate system of wage-payment. 

Following is a brief account of the above aspects of scientific management: 

(1) Determination of fair day s task for each worker through scientific methods (including the 
best way of doing a job). For determining a fair day s task for each worker, Taylor recommended 
the use of scientific methods involving the conduct of the following three types of work studies, 

viz., 

(a) Time study 

(b) Motion study 

(c) Fatigue study 

The following points are not worthy in this context: 

(i) An average worker (or representative worker) is first selected for conducting the above work-

studies. In case otherwise, the standards of work fixed would be either too high or too low. 

(ii) The above three work-studies (i.e. time, motion and fatigue studies) are to be considered 

together to arrive at a fair day s task. 

(2) Scientific selection and training of workers: 

This aspect of scientific management is, in fact, the staffing angle of it. The workers, under 

scientific management, must be properly selected by adhering to a carefully- designed selection 

procedure. Further, selected workers must be imparted training in best methods of performing a 

job. 

(3) Standardisation of raw materials, tools and working conditions: 

By standardisation, Taylor implies two varieties of standardisation: 

(i) Raw materials, tools, machines and other facilities of work must be of a reasonably good 

quality; so that the quality of production is reasonable. 

(ii) Another variety of standardization which Taylor refers to is uniformity in providing work-

facilities and work conditions to all workers, doing a similar type of job. 

(4) Functional Foremanship: 

The scheme of functional foremanship recommended by Taylor is, in fact, an introduction of 

managerial specialisation-at the shop-level. In Taylor s view, instead of a single foreman 



 

 

performing all the aspects of the foremanship task, there must be a number of foremen-each 

concerned with only a particular aspect of foremanship. 

Each foreman, being a specialist in performance of his role, is a functional foreman. Hence, the 

nomenclature of the scheme as functional foremanship . 

In the context of the scheme of functional foremanship, Taylor compares workers with students 

in a school class-room; where a student is imparted teaching in a particular subject by a 

specialized teacher of that subject  instead of a single teacher teaching all the subject to 

students. 

In the scheme of functional foremanship recommended by Taylor, there is a provision for 

eight foremen of the following types: 

(i) Route Clerk: 

The route clerk is a foreman who would lay down the route (or journey) of raw materials from 

the raw-material stage to the finished product stage as passing through different processes and 

machines. 

(ii) Instructions Card Clerk: 

The instructions card clerk is a foreman who would determine the detailed instructions for 

handling a job; and prepare a card containing such instructions. 

(iii) Time and Cost-Clerk: 

The time and cost clerk is a foreman who would record the time taken by a worker in completing 

a job; and would also compile the cost of doing that job. 

(iv) Shop Disciplinarian: 

The shop disciplinarian would look after the maintenance of discipline in the workshop and deal 

with cases of absenteeism, misbehavior and other aspects of indiscipline. 

(v) Gang Boss: 

The gang boss is the supervisor proper. He would see to it that all work-facilities are made 

available to workers and they start their work as per the instructions imparted to them. 

(vi) Speed Boss: 

The speed boss is a foreman who would determine the optimum speed at which machines are to 

be operated; so that both-over speeding and under-speeding of machines are avoided. In this 

way, less depreciation is caused to machines; industrial accidents are averted and quality of 

production is also maintained. 

(vii) Repair Boss: 



 

 

The repair boss is a foreman, who would look after and take care of the repairs and maintenance 

of machines. 

(viii) Inspector: 

The inspector is a foreman who would look after the quality of production. 

The following chart illustrates the functioning of the scheme of the functional foremanship: 

 

Point to comment: 

The scheme of functional foremanship results in a complete violation of the principle of unity of 

command as advised by Fayol; because in this scheme, a worker is subject to the control and 

superintendence of eight foremen. The scheme, therefore, involves multiple commands as 

against a single command. 

(5) Differential piece-rate system of wage-payment: 

In order to motivate workers positively as also negatively to produce the standard output, Taylor 

devised a scheme of wage payment, known as the Differential piece-rate system of wage-

payment.  

The inherent features of this scheme are: 

(i)A standard output for each worker is determined in advance through scientific work studies. 

(ii)Two rates of wage-payment (based on piece rate system) are established- 

(a) A higher rate per unit of output; and 

(b) A lower rate per unit of output. 



 

 

(iii)Workers who produce the standard output or exceed the standard are paid according to the 

higher rate for all the units produced by them. Those workers who are unable to come up to the 

standard are paid according to the lower rate for all the units produced by them. 

Let us take an example to illustrate the working of this system of wage payment. Suppose the 

standard output is 25 units; and the two rate of wage payment are  Rs.2 per unit (the higher rate) 

and Rs. 1.80 p. per unit (the lower rate). 

Now, if a worker produces 25 units or more; he would be paid on total production done by him 

according to Rs.2 per unit. If, on the other hand, a worker produces only 24 units (taking the 

extreme case); he would be paid on all the 24 units produced by him, according to the lower rate 

i.e. Rs. 1.80 p per unit. 

In the latter case, the worker is not only suffering a shortfall of payment on one unit produced 

less by him as against the standard of 25 units; but also suffering a shortfall of payment of 20 p. 

per unit on all the 24 units produced by him. Thus there is a severe penalty for the inefficient 

worker in being paid according to the lower rate on total production done by him. 

 

 

 

 

 

(I) Merits of Scientific Management: 

Some of the merits of scientific management are: 

(i) More production and higher profits: 

Scientific management makes for a more systematized way of managing-enabling employers (of 

course, through their managements) to have more production at the minimum cost; and 

ultimately reap higher profits. 

(ii) Job satisfaction: 

Under scientific management, a standardized work-environment (raw materials, tools, machines, 

conditions of work etc.) is provided to workers which would enable them to derive what is 

known as job satisfaction   the biggest happiness for workers, according to the psychologist. 

(iv) Personality development: 

As one of the basic principles of scientific management is the development of each person to the 
greatest of his capabilities ; workers get an opportunity, under scientific management, to develop 
themselves fully according to their potential. 

(v) Higher standard of living: 



 

 

Scientific management is oriented towards maximum production; which would lead to more of 

consumption of goods on the part of people, in the society. This naturally, would mean an 

increase in the standard of living of people. 

(II) Criticism of Scientific Management: 

Scientific management has come in for a severe criticism at the hands of the employer, the 

worker, the psychologist and the theoretician. 

Some of the major points of attack on scientific management from different quarters are as 

follows: 

(i) Unsuitable for the small employers: 

Scientific management is wholly unsuitable for the small employers. Techniques like time, and 

motion studies, introduction of managerial specialization, etc. are too costly to be afforded to by 

the small employers. 

(ii) Unemployment: 

Scientific management leads to unemployment of workers; especially when mechanical devices 

are introduced to replace manual labour. 

(iii) Retarding human development: 

According to psychologist, scientific management aims efficiency at the cost of initiative. It 

totally takes away initiative from workers. In fact, under scientific management, workers are 

reduced to the status of machines; totally deprived of the thinking functio 

 

Under scientific management, a standardized work-environment (raw materials, tools, machines, 

conditions of work etc.) is provided to workers which would enable them to derive what is 

known as job satisfaction   the biggest happiness for workers, according to the Introduction of 

Critical Path Method in Project Management 

 



 

 

Program (Project) Management and Review Technique (PERT) and Critical Path Method 
(CPM) are two popular statistical tools used by the business entities for the management of the 

project. These two methods are used in the successful completion of a project and hence used in 

conjunction with each other. Nevertheless, the truth is that CPM is different from PERT in a way 

that the former cost based while the latter is time-based. In the same manner, there are many 

differences between PERT and CPM, 
 

Basis for 
Comparison 

PERT CPM 

Meaning 

PERT is a project management 

technique, used to manage uncertain 

activities of a project. 

CPM is a statistical technique of project 

management that manages well defined 

activities of a project. 

What is it? 
A technique of planning and control of 

time. 
A method to control cost and time. 

Focus on Event Activity 

Model Probabilistic Model Deterministic Model 

Estimates Three time estimates One time estimate 

Appropriate for High precision time estimate Reasonable time estimate 

Management of Unpredictable Activities Predictable activities 

Nature of jobs Non-repetitive nature Repetitive nature 

Critical and Non-

critical activities 
No differentiation Differentiated 

Suitable for Research and Development Project 
Non-research projects like civil 

construction, ship building etc. 

Crashing concept Not Applicable Applicable 

 

 



 

 

Definition of PERT 

PERT is an acronym for Program (Project) Evaluation and Review Technique, in which 

planning, scheduling, organising, coordinating and controlling of uncertain activities take place. 

The technique studies and represents the tasks undertaken to complete a project, to identify the 

least time for completing a task and the minimum time required to complete the whole project. It 

was developed in the late 1950s. It is aimed to reduce the time and cost of the project. 

PERT uses time as a variable which represents the planned resource application along with 

performance specification. In this technique, first of all, the project is divided into activities and 

events. After that proper sequence is ascertained, and a network is constructed. After that time 

needed in each activity is calculated and the critical path (longest path connecting all the events) 

is determined. 

Definition of CPM 

Developed in the late 1950 s, Critical Path Method or CPM is an algorithm used for planning, 
scheduling, coordination and control of activities in a project. Here, it is assumed that the activity 

duration are fixed and certain. CPM is used to compute the earliest and latest possible start time 

for each activity. 

The process differentiates the critical and non-critical activities to reduce the time and avoid the 

queue generation in the process. The reason behind the identification of critical activities is that, 

if any activity is delayed, it will cause the whole process to suffer. That is why it is named as 

Critical Path Method. 

In this method, first of all, a list is prepared consisting of all the activities needed to complete a 

project, followed by the computation of time required to complete each activity. After that, the 

dependency between the activities is determined. Here, path  is defined as a sequence of 
activities in a network. The critical path is the path with the highest length. 

 Differences Between PERT and CPM 

The most important differences between PERT and CPM are provided below: 

 PERT is a project management technique, whereby planning, scheduling, organising, 

coordinating and controlling of uncertain activities is done. CPM is a statistical technique 

of project management in which planning, scheduling, organising, coordination and 

control of well-defined activities takes place. 

 PERT is a technique of planning and control of time. Unlike CPM, which is a method to 

control costs and time. 

 PERT is set according to events while CPM is aligned towards activities. 

 A deterministic model is used in CPM. Conversely, PERT uses probabilistic model. 



 

 

 There are three times estimates in PERT i.e. optimistic time (to), most likely time ™, 
pessimistic time (tp). On the other hand, there is only one estimate in CPM. 

 PERT technique is best suited for a high precision time estimate, whereas CPM is 

appropriate for a reasonable time estimate. 

 PERT deals with unpredictable activities, but CPM deals with predictable activities. 

 PERT is used where the nature of the job is non-repetitive. In contrast to, CPM involves 

the job of repetitive nature. 

 There is a demarcation between critical and non-critical activities in CPM, which is not in 

the case of PERT. 

 PERT is best for research and development projects, but CPM is for non-research projects 

like construction projects. 

 Crashing is a compression technique applied to CPM, to shorten the project duration, 

along with least additional cost. The crashing concept is not applicable to PERT. 

 
 

Conclusion 

The difference between these two project management tools is getting blurred as the techniques 

are merged with the passage of time. That is why, in most projects, they are being used as a 

single project. The primary point that distinguishes PERT from CPM is that the former gives the 

extreme importance of time, i.e. if the time is minimised, consequently the cost will also be 

reduced. However, cost optimisation is the basic element, in the latter. 

 


