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ABSTRACT 
It’s an exploratory review study, based on testing the 

hypothesis concerned. The statuesque is already in the 

existence in the form of the established theories and side of 

hypothesis need not to be researched again separately, 

considering it as the prior work referred. That was not a part 

of this study, this study is a further episode of the same series 

of research..  Operations management was limited to some of 

the functional areas or domains of management & now it is 

expanding in the scope to some more functional areas.  It 

does not look limited to any specific functional area or areas 

of management, rather is becoming now in practice, 

gradually. & seems likely to  become, fully, as a common 

function of the management, like the functions from planning 

to control, & similarly looks  necessary to be accepted, in 

theory too.    It seems to be neither mere a functional area, 

nor mere a common factor among some of the functional 

areas only, but clicks as a common function of management, 

as it is getting spread, which may be needed to be recognized 

now theoretically too. Operation function too has  been 

pervaded like every other function, by the different other 

functions of management. Every function of management 

requires separate plans respectively.  Organising also 

pervades different other functions of management and also 

required controlling as the planning requires.  That’s why, 

the apparent flowing’ function’s similarity with & influence 

by 1
st
 2 functions of the management, planning & organising, 

might not been needed to be a reason to deny the possibility 

of  it’s existence as a separate function of management or 

administration.  Thus the ‘flow-process’ or operations seems 

not just as a separate ‘functional-area’ like manufacturing, 

but seems   a function of management like planning etc. 

which may pervade some or all the functional areas of 

management, like Marketing, HRM, Finance, Production, 

Research, Office & IT etc. 
 

Keywords Operation, Flow Processing, Planning, 

Coordination, Procedure, Organising, Derivative plans, 

Operation, Process etc..  

 

I.  INTRODUCTION 

Planning is claimed to be the 1
st
 function of 

management & organizing as the 2
nd

 one.  But not all  

 

 

 

the parts of planning can be planned before 

organizing.  (The indication is not towards the 

separate plans required distinctly for every further 

function of management generally, but is towards a 

commonly pervading part of the planning achieving 

the broader objectives. ) .   

 

The planning has been classified among the 

corporate level, business level & functional level  

plans & similarly among the long term, intermediate 

term & short term.   Obviously, without classifying 

or dividing the organization between minimum 3 

levels as well as dividing the business level & 

functional level among the different departments & 

divisions,  no question will occur to have the 

separate plans for these 2 subordinate levels.  

Corporate planning may be understood to be less 

flexible, relatively, but functional level plans or 

tactics, particularly, needs to be  highly flexible as 

per the rapidly changing ground level environment, 

in which the corporate plans are to be implemented. 

Broad organizational structure is a relatively long 

term decision, which cannot be    changed frequently 

for the concerned period of the long term plan.  So 

meeting the  changing functional requirements, as 

per the rapidly changing globalised business  

environmental demands, in terms of threats as well 

as opportunities, (to adjust with the rapid changes, 

requiring relatively short-term ‘responses’, which 

will be useful till the next rapid environmental 

change only) & so relevant in short-term or episodes 

of the series,  ( like tactics) needing the procedures 

continuous adjusted & improved, to be followed 

among different jobs existing in different 

departments or sub-departments designed by the 

existing organizational structure & their jobs 

descriptions ( which is not changed  frequently in 

general & cannot be, considering it’s limits & 

possible affects and the possibility of costing more, if 

changed that early ). 

 

So this functional level procedural planning, which is 

a part of short-term plan, depends upon the 

organizing function of management.  But organizing  
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is considered to be the 2
nd

 function of management & 

planning is the 1
st
.  So such part of planning, which 

needs organizing function to be conducted first, 

requires the 3
rd

 position after planning & organizing.  

And this is not only the reason for considering to 

give birth to this 3
rd

 function of management.   

‘Operation’, which is considered to be a separate 

functional area like Marketing, HRM, 

Manufacturing, Materials etc., was initially confined 

to the military transportation & was then expanded to 

manufacturing, marketing-distributions, office & 

decision support  information management ( in 

hardcopy as well as softcopy ), and in service 

delivery process.   

 

Every function of management, are inputs desired 

towards the output of results & so can be called 

operations e.g. sales operations, marketing 

operations, and financial operations.   

 

1.1 Contribution of the Paper 

 

 If understood & accepted theoretically too, it looks 

capable to provide the greater ease & effectively to 

the filed of management through it’s consequences 

on the implementation of theories in the practice.    If 

the new function will be found necessary & possible, 

it may be useful to other functional areas & subareas 

of management also, where it has not been reached, 

or has not been considered that widely, yet.   . Eg.- i) 

A coordinated flow of the human resources from the 

recruitment & selection procedure to the 

performance evaluation and retirement stages, ii) 

Flow of Positioning USP in the advertising process, 

iii) Flow of the product-concept in the new product 

development from idea generation stage to the 

successful commercialisation stage, iv) flow of USP 

from brand-designing to the actual positioning etc.   

        

II. LITERATURE REVIEW 

 

Initially was limited to the transportation operations 

in military, further got expanded, in it’s scope, to 

routing of different forms of material and then to 

system management of hard & soft information. 

respectively & now has been expanded more into 

‘process’ element of Though, no previous research 

work has been found on the same problem, as far as 

‘general management’ is concerned,  it has been 

already established in some of the functional areas of  

management, like distribution & logistics in supply 

chain management,  routing in production or 

manufacturing management, flow processing in 

office & information management and process mix 

in service management or service marketing.  As 

these are some of the already established theoretical 

concepts in these functional areas of management 

and getting established in increasing number of 

functional areas or domains, these theories or 

concepts can be considered as previous work for this 

research.  Those are as follows- 

Physical Flow Military troops & weapons/ other 

material, Material Lot in different stages / Production 

Lot Routing, Distribution ( transportation ) 

Process Flow Process layout of manufacturing 

Flow of useful Activity Service Customer / Service 

Process 

Information Flow Office Management & 

Information System ( MIS & IT ) 

This study is a work in the direction to a further 

natural episode, in the same evolution series & so is 

a sequential extension in an across the times 

longitudinal exploratory experiment. 

Nature of the Problem:-   The problem is ‘to try to 

fill up the gaps observed in theories, including the 

operation level  planning into the premium function 

of management,    despite of it’s post-organizing 

sequence, vicinity to the co-ordination function & 

considerable differences from the planning 

function’. 

2.1 Purpose of the Research 

       

i) To check possibility to provide the greater ease 

& effectively to the field of management through 

it’s consequences, if any.     

ii) To check possibility to apply the same in the 

different functional areas or domains & subareas 

of management also, where it has not been 

reached, in terms of the implementation of 

theories in the practice or has not been 

considered that widely, yet 

2.2 Objectives of the Research 

i) To check the necessity &, then, possibility of 

separating the operational level planning from 

the premier function of management, 

theoretically 
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ii) To check the necessity & possibility of giving 

the co-ordination function a location 

immediately after the organising function.   

iii) To check the necessity & possibility of merging 

operational planning &coordination function, 

theoretically. 

2.3Conceptual Hypothesis 

H0-  There is no need to make any changes in the 

ongoing theoretical flow of the functions of 

Management. 

H1There is a need to fill up the following gaps or 

inconsistencies  observed in the ongoing established 

theories, 

H1a There is a need to review the inclusion of 

operational level planning in to the premiere 

planning function, 

H1b There Is a need to re-consider the location and 

sequence of the coordination function, in the 

structure flow the flow of the functions of 

Management, 

H1c There is a need to merge the post-organizing 

operational level planning and the coordination 

function. 

H4 There is a need to give the post-organizing 

operational level of planning, a status of a separate 

function of the Management 

Methodology  

As this is a theoretical study, conducted through 

reviewing the logical consistency among the 

different established theories, exploratory research 

has been conducted, using the ‘Intensive literature 

review’  method, within the time available from 

starting to the research.   The findings have been 

drawn on the basis of the exploratory research. 

 

  III. OBSERVATIONS OF THE REVIEW 

 

 Gaps / Inconsistencies between the Established   

  Theories of Fundamentals of Management 

 

3.1 Primacy of Planning 

 

i) Planning is the 1
st
 function of Management, which 

pervades & other functions of management   

ii) Future course of action is decided 

in the planning & it is divided in organizing 

management function.  

This gap / inconsistency indicate the need for 

dividing the planning between the pre-organizing & 

post-organizing plans. 

  As the Functional/ Operational level Planning 

requires first the organizational structure, logically 

this part of the planning function is post-organizing 

function & cannot enjoy the primacy characteristic of 

the planning  Long term / Corporate level plans 

influence organizing function & organizing function 

influences the short term decisions at functional 

level.  So though the functional level planning 

pervades many other functions of management, it 

does not pervade organizing but organizing pervades 

the functional/operational level planning 

 

The location or sequence of operation/flowing 

function requires to be decided  after the organizing 

function, as mostly it requires the locations of jobs & 

departments defined by the organizing, as well as 

further functions like staffing, directing & 

controlling requires predefined operations.  And so 

again, it cant be a part of the initial function of 

management, i.e. planning.  Operation is further 

combination of organizing &, then, planning, 

designed to implement the planning successfully in 

the given organizational structure, & so is similar to 

any other function concerned to the implementation 

of the planning.  Its similar to the that part of the 

functional level planning & derivative planning, 

which can be planned after the organizing function & 

is similar to the co-ordination function.      

 

3.2 Lack of ‘Primacy Feature with 

functional/operational Planning 

i) Functional level planning requires organizing first.      

Difference in ‘timing’ of decision making 

 

‘ADVANCED’ DECISION FACTOR OF 

PLANNING 

Planning is deciding future course of action in 

advance . . . 

3) Difference in ‘circumstances’ of decision 

making 

IMPACT OF FORECASTING ON PLANNING 

 

Planning is decision making based on the forecasted 

or estimated capacity of option for of actions to 

achieve the goals, with the help of feedback-control 

& calculating or judging the probabilities 

ii) Derivative plans require the framework of 

structure or decision, without which the superior 

level plans can’t be expanded or translated, in terms 

of capacity, budget, schedule, material etc. Premium 

planning function pervades all other functions of 

management & so the operational planning too. 
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Difference in chance for the realistic evaluation 

of options for action 

 

PREMIER PLANNING 

LESS CHANCE OF REALISTIC EVALUATION 

OF OPTIONS FOR ACTION  

e.g.- Planning may include small scale or sample 

based pilot tests          

CONTINGENT DECISION ‘FACTOR’ OF 

OPERATIONAL/FUNCTIONAL PLANNING 

Most of the operational level decisions are taken, 

following translating & expanding superior level 

plans in a practically feasible & situational suitable 

manner & thus in less advance relatively &  more 

nearer to the timing of implementation,  by  the 

functional or execution level decision makers ( 

within the policy framework ) 

COGNITION/REALIZATION ‘FACTOR’ OF 

OPERATIONAL OR  FUNCTIONAL PLANNING 

Operational / execution planning, many a times, is 

more the decision making i.e. based on concurrent & 

feed-forward decisions (not control as no waiting of 

deviation or it’s possibility is required ),  having 

more in view, the feasibility to achieve the goals, 

with higher opportunity to realize, to have cognition 

or experience of the contingent suitability or utilities 

of, different options under consideration for the 

action to achieve the goals. 

POST-ORGANISING PLANNING 

MORE CHANCE FOR REALISTIC EVALUATION 

OF OPTIONS FOR ACTION  

e.g.- Operational planning is like a study of more 

representative & larger samples, as its nearer to the 

actual ‘contingent’ set of environment of the 

execution. 

Though the operations management is similar to the 

‘procedure’ type of planning, ‘planning’ is a very dry 

word for operations, in the current sense of planning, 

as the course of action is decided in advance in the 

planning realization on the estimated efficiency or 

capability more, of the action-course, in advance & 

relatively afar timing from contingent realization.   

Whereas operations are directed towards the 

‘effective or competitive’ attainment of the 

objectives, that too in the ‘contingent’ situations, 

with much  involvement of short term or contingent 

25ealize25ion & improvisation, for objectives  

directed towards providing the maximum possible 

utility, benefits or satisfaction to the internal or 

external industrial customer or consumer.  Thus 

operations management is partially similar to the 

planning & not fully. 

 

Though the degree of accuracy in probability varies 

among the 3 term besides types of plans, operational 

short term plans are more contingent in nature & 

nearer to the controlling function.  Operational plans 

are in vicinity to the results possible, whatever, .  So 

just because the ‘decision making’ is involved in the 

both,- general planning & operational/functional 

planning, is not a sufficient reason to club them 

together in the same function, due to a fact that every 

function of management involves such decision-

making or planning, pertinent. 

 

5) Similarity between a ‘post-organizing’ function 

of management & a major part of operational / 

functional  level planning, i.e. procedure  both the 

organizing function to be conducted first. 

COORDINATION( INTEGRATION OF WORK 

DIVIDED ) 

i) Harmonizing,  ii) Order,  iii ) Collaboration 

This gap indicates a need to allot the coordination 

function, a place/position, in the 1
st
 end or initial 

location among the functions of management.  

 

6) Natural vicinity of coordination function with 

organizing function & operational/functional level 

planning 
ORGANISING( DIVISON OF WORK ) 

A] Hierarchy, B] Departmentation 

PROCEDURAL PLANNING 

 i) Order,  ii) Combines Derivative Plans 

COORDINATION  ( INTEGRATION OF WORK 

DIVIDED )  

i)Harmonizing, ii) Order,  iii ) Collaboration\ 

This gap indicates a need, not only for prior planning 

of coordination before further functions 

management, but also parallel or subsequent 

planning of both, division of work & coordination of 

work together, matching to each other.  Then only 

further & remaining functions of management are 

possible to conduct. 

 

Some of the methods of Coordination-planning are 

actually part & parcels of organizing function ( like 

‘committee’ method, chain of command & 

coordinator’s post)  & some are part & parcels of the 

functional level planning (coordination-procedure or 
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SOP, planned for common projects or 

intradepartmental activities, as planned in  details, as 

per specializations & combining derivative plans 

concerned ).  So  it seems necessary that coordination is 

required to be arranged not only along with organizing ( 

division of work )  , but also the functional/operational 

level planning & procedures, together in a supporting or 

adjusting manner to each others.  Thus the position of 

the coordination function is there much before, along 

with the planning & organizing functions of 

management.  

 

 ‘Action’ talks about a single course action of a group 

of actions decided towards the objective with the 

assumption about their capacity to attain  goal. Goal  is 

a direction of the action but not it’s part & parcel.  

Whereas ‘operation management’ talks about consistent 

& modifying actions, continued  till achieving the goal 

& ends only after receiving the goal.  ‘Procedure’ is 

concerned to the different subparts of that action or a 

group of actions ( a part of ‘program’) decided 

separately at a time.  Though the operation is similar in 

the nature  to this ‘procedure’ part of planning, , is more 

the feed-forward control & concurrent controlling, that 

is decided, altered, modified or changed & moreover 

‘replaced’ many times comparing to the procedure.  

 

‘Alternate planning’ is, again, a set of different 

alternative courses of actions, shortlisted as the best or 

most suitable actions, in different alternate cases of 

situations or environments.  So, till its assumed here 

that for one alternate case of situation one course of  

Why the Operational or Functional planning cannot 

be called a combination of planning & controlling 

only, & nothing else, extra or additional, ? 

 

IV.  CONTROLLING  

 Controlling is a negative action, focused  towards 

elimination of deviation in course of action,  

preventively, protectively & compensatively through 

the necessary corrective action. 

Controlling is ensuring  the implementation of decision, 

whereas operational planning  is still a decision making. 

 

V .OPERATIONAL/FUNCTIONAL PLANNING 

Operational plan is a positive decision, focusing & 

contingent realization of feasibility for different options 

for action not waiting for any deviation or it’s 

possibility, with a necessary enough aggression 

required for effective & comparative or competitive 

attainment. 

Table A] – Summary of gaps, identified, between several 

functions or sub-functions of management, in a wider practice 

 

 

Gaps 

No 

Function or  

Sub Function 

1 

Function or  

Sub 

Function 2 

Logical Theoretical 

Gap Identified 

1 Procedure Derivative & 

Short Term 

Plans 

Variations in 

contingent & time to 

time practical utility 

2 Planning as 

the 1st / 

premier 

function,  

Organizing is 

the second 

function of 

management, 

which is 

decision of 

work & 

division of 

people  

Parts, levels or types 

of plans, relying on 

the organizing 

process or the 

division concerned, 

can’t be decided 

before the planning 

& hence cant be a 

part of the premier 

or first function of 

the management 

3 Planning as  

decision  

about the  

‘future’ 

course of 

action, in 

advance 

Types or / 

levels & 

parts of 

planning, 

relying on 

scanning of 

unpredictable  

or relatively 

less 

predictable 

contingencies 

realized after 

the 

organizing 

process. like 

short term 

plans, 

operational 

level 

planning, 

derivative 

plans etc. 

Post-organizing  

planning,  doesn’t 

match or  integrate 

or matches or 

integrates relatively 

less with premier 

pre-organizing 

planning , but still 

are essential as  

guides for further 

remaining functions 

of management 

4 Accuracy 

level of 

forecasting at 

the time of 

pre-

organizing or 

premier 

planning 

Accuracy 

level of 

forecasting  

of post -

organizing or  

planning 

relatively 

nearer to the 

concerned 

environment, 

as is 

designed in 

steps or 

parts, time to 

time, 

depending 

upon the 

contingencies 

A need for a ‘wider’ 

common function of 

management, 

applicable in all or 

almost all areas of 

management, as is 

applied in project 

management 
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Table B. Relative similarities or vicinities identified 

between different  function or sub-functions of 

management, in a wider practice  

 

 

 

Table C. A Table indicating constrains on possible 

direction indicating integration of controlling 

function & post-organizing contingent plans 

 

 

VI. CONCLUSION  

 

1)  The sustainability of the situational utility, 

effectiveness  & suitability of the ‘procedure’ type of 

planning, derivative plans & short term plans varies 

rapidly the over the time, which come under the short-

term planning.   

2)  Just because the procedures & other derivative & 

short term plans are  also a type of planning, it seems 

improper to include those in the premier function of 

management among the all functions of management & 

particularly before the organizing.  As they depend on 

the organizing function, it looks necessary to separate 

them from the premier ‘planning’ function & design 

those after conducting the organizing function, only.   

But they pervade the remaining further management 

functions so still require the initial position or sequence 

among all the post-organizing functions.  So their 

location or sequence seems needed to be re-considered, 

as well as there appears a need for another separate  

function of management, after planning & organizing & 

before the further remaining functions depending  on 

the planning & organizing. 

3)  In the practice it has been applied in many 

functional areas, as required, but in the formal theory it 

looks still to be at it’s illogical position, location or 

sequence,. 

4) So the operations management is not just  a separate 

functional area like manufacturing management & 

services management, but an all-pervasive function that 

pervades all the functional areas of management.   

 

Verification of the Hypothesis :- 

H1 has been accepted in 66% and has been rejected in 

34%, as its parts ‘Ha’ and ‘Hb’ have been accepted.    

So H0 has been rejected in 66% and has been accepted 

in 34 %.  

 

VII. SUGGESTIONS 

 

Revise the inclusion of operation level planning into the 

premium function of management, considering  it’s 

post-organizing sequence, natural vicinity to the co-

ordination function & considerable differences from the 

planning function’. 

 

The ‘flow-processing’ function, which was considered 

to be a part some of the functional areas of 

management, Manufacturing, now in Services 

Management, & has been used in military distribution 

& logistics since the Word War 2
nd

 as well as has been 

accepted in Marketing Distribution & Logistics, but has 

been not specifically mentioned, satisfactorily, in the 

principle functions of management.  Partially it has 

Vicinity 

No. 

Function or 

Sub-function 

No. 1 

Function or  

Sub 

Function 2 

Similarity or 

Vicinity 

Identified  

5 Coordination – 

Integration or 

of divided 

work-parts, 

through 

harmonizing, 

order & 

collaborations 

necessary  

Procedural 

planning – 

combining 

process, of 

derivative 

plans, with a 

scope across 

the resources, 

posts, 

sections or 

departments 

Collaboration, 

order in the flow 

& harmonizing 

are common 

principles applied 

6 Organizing – 

Decision of 

work & people 

through the 

departmentation 

process & 

establishing a 

hierarchy  

Coordination 

– Integration 

or of divided 

work-parts, 

through 

harmonizing, 

order & 

collaborations 

necessary  

a) Cause- effect 

relationship 

between two 

functions 

conducted for 

the ease of 

implementation, 

b) Essentials to 

guide as well as 

need for more 

contingent 

expansions for 

the further 

functions of 

management 

 

Function or  Sub 

Function 1 

Function or  Sub 

Function 2 

Logical 

Theoretical Gap 

Identified 

Controlling- A 

negative, 

preventive or 

remedial 

corrective action, 

protective in 

nature, based on 

pre-decided 

standards 

Operational or 

Functional 

planning-  A 

positive action, 

focusing 

affirmatively on 

the attainment of 

objectives. 

Difference of 

approach & 

direction of 

actions, though 

intended towards 

the same 

objective, . 
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been touched in ‘procedure’ part & 

‘functional/operational level’ part in the planning 

function as well as in some of the methods of co-

ordination.  But there does not look sufficient 

consistency & logical sequence of positions in the 

theories, as it looks suggested in the practice.   

 

So in theories also, whether it can be included as a 

separate function of management, from the other 

functions like planning, co-ordination etc., & whether it 

can be accepted as a uniform function for all the 

functional areas of management, like Marketing, HRM, 

Finance etc., as planning to controlling are, other than 

keeping it confined to some of the functional areas 

only, is a subject of research.  It was there in some of 

the functional areas initially & has been getting 

expanded in some new areas.  So can it be expanded in 

some more, rather, if possible, in all the functional areas 

or domains of management, & rather it can be 

considered fundamentally form the fundamentals of 

management point of view or not. Planning function 

should be divided into pre-organizing plan & post 

organizing plans.   Separate & more appropriate names 

also can be found for those.  Proposing a name for it as 

‘Functional Level Decision Making’ (not mere decision 

making), particularly to separate it from the club of 

types of planning.  
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