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Modern Management Movement (1)

The “modern management movement” continues to evolve by integrating theories. The
approaches to rnodern'management include the process approach, the systems approach, the
contingency approach, the strategic management approach, the Japanese style management
approach, and the excellence approach. It is a synergistic product. The classical, behavioral
and quantitative movements, along with systems and contingency management theory, become

integrated to form the framework of the modern management movement.

The Process Approach

In 1961, Koontz published an article in which he concluded that there existed a “management
jungle theory”. Koontz believed that each identified management approach offered something to
management theory. He argued that the human resources and the quantitative approaches were
tools rather than management approaches. He then demonstrated that a process approach could
encompass the variances.

According to Koontz, the process approach, originally proposed by Fayol, views management
as a process of getting things done through and with individuals who are operating in organized
groups. Managers plan, organize, lead and control. This process is a circular loop, with controlling
leading back to planning, indicating that it is continuous. The management process which has been

discussed in many terms is essentially a decisional and informational activity.

The Systems Approach

The two basic types of systems are closed and open. Closed systems are not influenced

by and do not interact with their environment. Open systems recognize and respond to their
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environment. Frederick Taylor’s view of people and organizations as machines was essentially a
closed system. The closed model includes Taylor’s scientific management, Weber’s bureaucratic
theory, and Gulick’s administrative or principles school. As early as the 1930s, Barnard
maintained that organizations were open systems and interacted with the environment. The open
model includes the human relations school, organizational development, and organizations as a
unit in the environment. Both open and closed models are interested in production and efficiency.

The systems approach to management is considered a phenomenon of the mid-1960s,
although its beginnings were much earlier. Von Bertalanffy is the best known of the systems
theorists. Von Bertalanffy described a “system” which consisted of connected parts joined to
form a whole in which the coordinated and combined effect of the subsystems creates synergy.
Systems theory describes the behaviour of organizations both internally and externally. Internally,
it shows how and why people inside organizations perform their individual and group tasks.
Externally, it integrates organizational transactions with other organizations and institutions.

The closed model generally deals with routine tasks, task specialization, emphasis on the
means, and top down conflict management. Responsibility is tied into class specification, and
loyalty is to a subunit or a department. Knowledge is found at the top. Interaction is vertical and
closely follows the chain of command. The emphasis is on obedience and following set policies
and procedures. Prestige is internalized. The organizational structure is a formal hierarchy.
Closed systems are self-contained and do not rely on the environment. Closed systems operate
best under stable conditions.

Open models generally deal with non-routine task performance. Specialized knowledge runs
throughout the organization. Conflict is resolved among peers. The group as a whole contributes
to solutions to problems. Responsibility is to the total organization. The structure is fluid like
an amoeba and is informal. Interaction occurs between staff and employees both vertically and
horizontally. The goal is on excellence. Prestige is externalized (reputation, knowledge) instead
of internalized (rank). Open systems operate under unstable conditions and are not considered
self-contained. They rely on the environment for inputs and outputs.

In systems theory, the organization is one of several elements which interact
interdependently. The flow of inputs and outputs is the starting-point when describing an
organization. In the simplest of terms, the organization takes resources (inputs) from the larger
system (environment), processes these resources, and returns them to the environment in changed
from (outputs). .

The Contingency Approach

Contingency theory is a problem-solving approach which considers all major factors in
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a situation before making a decision. It has been used in recent years to replace the simplistic

principles of management with more integrated ones. Simplistic principles provide insight about
management and employees within the organization, but they are often incomplete. Many of the
early management principles and organizational theories were assumed to be universal. Through
the years, research has shown that there are situations and conditions which support the need for
a more integrated approach.

The contingency approach as proposed by organizational theorists such as Lawrence
and Lorsch and Schein attempted to implement a variety of concepts from other approaches.
They found that the effectiveness of their techniques changed from one situation to another.
Organizations and their subsystems proved to be unique. This provided the base for designing
and managing organizations individually.

Contingency management stresses the need for appraisal and analysis of the entire
managerial environment within the organization. The appraisal and analysis are done in order
to determine what work features, technology, personnel and organizational designs need to be
considered as most fitting for particular circumstances.

There are three principal sets of interrelated assumptions. The first set assumes that
agreement exists between organizations and their internal and external environments, and
between the management system and its various components. The second set assumes that
there is an appropriate pattern for relationships which exists for all organizations. The third set
centers on the best contingency play. Accordingly, the best management practice is one which
examines and fits what and how it is to be done, who is to do it, the impact of what is being done
for the organization, and the impact of the organization on what is being done. The contingency

approach promotes organizational effectiveness.
( From: Pindur, Wolfgang, Sandra E. Rogers & Pan Suk Kim. The history of management: A global
perspective. Journal of Management History, Vol. 1, No. 1, 1995: 59-77. )

Expressions

contingency 7. sth. that might possibly happen in the future {48

synergistic a. (of a substance, agent, or factor) cooperating with or enhancing the effect of
another |

encompass v. toinclude, especially a variety of things

transaction n. doing and completing a business activity

obedience n. willingness to do what you have been told by sb. in authority

hierarchy n. asystem in which people or things are arranged according to their importance
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n. very small simple organism consisting of only one cell Z8JZ H

n. an act of assessing sth. or sb.

1. Author(s): Wolfgang Pindur, College of Business and Public Administration, Norfolk,
Virginia, USA; Sandra E. Rogers, College of Business and Public Administration, Norfolk,
Virginia, USA; Pan Suk Kim, Department of Public Administration, University of Inchon,
Inchon, South Korea.

2. Harod Koontz: FsF 18 - fLIXZRYNELWEHER, BREGTEHEAKES EARIK
BREZNREAY. 1935 FRBIGRETHFELFN0, 1950 4 LUFHEEMAEE T
RFEHPARBE B FHIZ, 1963 FHAXEEHFESER, 1974 £R15 € HEHRE
HEHEREHE— “FPSHARL". by (BHEH) S28FR 16 FXF, (&
HoMAERERE) T 1968 FIKG “BEHERFRABEL”, HEFA (KEBAF)
(HFRZ AT (SRALLEZAF ),

3. continuous: without a pause or interruption
continual: happening repeatedly, usually in an annoying or inconvenient way

4. Frederick Taylor: 3 E =B 7E - ¥ (1856—1915), EE LMK, TREIW, LGSRl
BT ERPRTEEN B2, EFH (P EREE ) RibsC (e ).
CGHETBER ) %o

5. there is an appropriate pattern for relationships which exists for all organization: the relative
clause is used to modify the antecedent “pattern”.

3 BE P ] R

5318k (source language ) FIET2EH H 15 (target language ) 7617 L & HFEik HHY
AR, BEEEXNEETENTR, BRGFEFENEEZ —, XHEFETLS before, open,
unless, turn out B, XEIFIEARSATREERIEM EWER, RSRIMTIEEITIRR
(e L
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1. before .1

FEVFEAHRL T, before HRRERIMMBIER “ZE---ZHI” o

I knocked the door several times before an elderly lady answered the door.

B THILTIIZGE, AR —MLERARIFT, (AEEFR: - EBRAIFIZHT,
T rHILT )

The bell rang before I had time to look over my answers.

LIEBRAG RGBSR, BRT .

2. open

BEfZAEAKE, BEFRPSOMHES . BRIEEFZIAEATRE Y, RE\ELT
SGER, #HT#F.

Although it is better to keep an open mind on the subject, it is true that the power of dreams

to predict future events still remains unproved. v

RGN B UAARHBIAE, EATTERNE, BRIURARRX —[ESHIER
FBNESL . (48 open mind AL “AHMIL”, TEA TR “FrRHMAR")

It leaves many choices open to political decision.

BERNBIGPRIRE T TIFZEFERNRH . (open AREFR “FFH" )

3. unless

BRI P CE SR : IR BRIE, HEREFREMN., MiEr P, TEREL,

I’ll see you at the theatre unless you call me to say you’re not coming.

WRIRA KB UARA EFRK, IR EAREEIR. -

Unless the institution has a staff experienced in the use of models—or plans to employ such
persons—it may be advisable to engage consultants to install the system.

WRFREA N RA X SRR N 20 —RATE R A A R —IR 4B
BRIk X — R G, (A HE: BRIFFRA M A URER N LR KRR —a it
RN R—BN, ERBRRRZ R X — RS, )

4. turn out

turn out HFPICRSCR: Z52R (), Fok (&), EH (&),

To his surprise, the fashionable young lady he spoke to turned out to be a pickpocket.

AT R, MBEERIR A E L FEORR M\ F.

It turned out to be a successful party.

R, WMERRSIMFRRT (R EFIERRNRSBBI. )
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ASKING THE WAY

Asking for directions to a specific place

Can you help me? I’'m lost.

Excuse me, I’m a stranger here. How can I get to...?
Sorry to trouble you. Is the railroad station in this direction?
Excuse me, do you happen to know the way to...?
Which way is downtown?

Which street do I turn on/at?

Where do I get off?

Tell me, please, where is No.27 on this street?

How long does it take to walk there?

Is it within walking distance?

Could you show it to me on the map?

What major streets is that between?

Which bus line goes by there?

What is the quickest way to...?

Which train stop is that nearest?

Giving sbeciﬁc instructions on how to get to somewhere

Turn right at the next corner.

Stay to your left.

Go straight ahead through the intersection.

Cross the street.

Head uptown/downtown and turn...

Go through three lights and turn right at the fourth.
Keep going/walking and look for a bright red neon sign.
It’s on the next block.

You can’t miss it.

It’s not within walking distance.

It’s quite a way.

It’s in the middle of nowhere. (difficult to find)

'
'
'
[
'
'
1
1
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I. Answer the following questions.
1. How many theories are involved in modern management?

2. Why modern management is called “a synergistic product”?

3. What is the difference between management tools and management approaches according
to Koontz?

4. What are closed systems and what are open systems? What features do they share in
common?

5. How does Von Bertalanffy describe a system? And how does systems approach differ
from other approaches?

6. What does organization mean in systems theory?

7. What is the essence of the contingency approach?

8. What is the purpose of appraisal and analysis?

9. What are the three principal sets of interrelated assumptions?

10. According to the passage, what is the best management practice?

II. Complete the following sentences with the words from the box.
Change the forms where necessary.

iappraisal contingency hierarchy synergy obedience
loyalty encompass vertical transaction  evolve
assume  jungle framework  intemalization

1. Women tend to all their anxiety and disuéss; me'x; h1tthem out .......................

2. The continual influx of more servile Europeans provided America with an
laboring class.
3. A large majority of decisions must be made within the of a limited total
resources.
. Many companies operate regular job , often on an annual basis.
Each at the foreign exchange counter seemed to take forever.
. It’s a very organization in which everyone’s status is clearly defined.
. She looked over the cliff and found she was standing at the edge of a drop.

. Team work at its best results in a that can be very productive.

N-JN-CRES Ie SV RN

. Outdoor arrangements are, as ever, on the weather and we have other plans
in the event of rain.
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10. The festival is to everything from music, theatre and ballet to literature,

cinema and the visual arts.

Il. Translate the following into Chinese.
Quick analysis is a decision-making tool designed to exploit the intellectual strengths

we do have and to overcome our cognitive handicaps. Moreover, quick analysis is designed
specifically to aid in making those decisions that people most frequently confront.

Though the quality of a decision will always depend upon the decision maker’s wisdom
and experience, anyone can improve his own decision-making skills through the thoughtful
use of systematic analysis. This is true even when there is little time or information.

Analytical thinking can help even the busiest decision maker.

IV. Topics for discussion
1. Talk about open models and closed ones in the systems approach.

2. The differences among the three approaches mentioned in this passage.

et (2)
—L Modern Management Movement (2)

Strategic Management

Management uses strategy for an organization’s survival by eliminating competitive
threats and maximizing opportunities for increased organizational security and wealth. Strategic
management is concerned primarily with the decision-making process and actions which
determine an organization’s long-run performance. It emphasizes monitoring and evaluating
external and internal environmental opportunities and controls in view of an organization’s
strengths and weaknesses. Business policy, on the other hand, maintains an integrative orientation
and, therefore, tends to look inward. It focuses on the efficient use of an organization’s assets by
formulating general guidelines which will assist the corporation in accomplishing its goals and
objectives. Strategic management simply incorporates business policy with a heavier emphasis on
environment and strategy. ’

A good method of defining strategy is to list the more generally approved elements which go

into the making of a strategy statement. They are vision, mission, comparative advantage, goals
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and objectives, critical success factors, shared values or corporate culture, and action orientation.
Strategic management involves four basic components:

(1) environmental scanning;

(2) strategy formulation;

(3) strategy implementation;

(4) evaluation and control.

Von Neumann and Morgenstern illustrated that, through the development of game theory,
it is possible to construct an interval expected utility if the probabilities of the to-be-chosen
events were known. They defined strategy as a series of actions taken by a corporation which
are decided on according to the particular situation. Practice of Management, written by Drucker
in 1954, describes strategy as a means of analyzing the present situation and changing it if
necessary. Drucker incorporated determining what one’s resources are or what they should be.

The academic discipline of policy and strategy experienced a major shift in the 1960s as
business programmes changed from business policy courses to strategy. Chandler introduced
a number of ideas about corporate strategy based on the history of four large American
corporations. His concepts were developed as he explored the corporations’ responses to the
changing economic environment, their diversification, and finally their changed organizations.
Chandler’s definition of strategy is that it determines the basic long-term goals of a corporation.
Strategy also includes the adoption of courses of action and the allocation of resources necessary
to achieve corporate goals. He also believed that organization design follows strategy.

Ansoff, in 1965, followed a more rational approach in Corporate Strategy. Ansoff examined’
strategy, from a programmatic and analytic approach. He laid out a specific sequence of issues
which needed to be explored and looked at the decision-making processes as set in corporate
strategy. Ansoff also placed a great deal of emphasis on diversification. According to Ansoff,
strategy is defined as a rule for making decisions which are determined by the product and
market, the growth vector, the competitive advantage and synergy.

The 1970s created a new flurry of writings, with the focus centring on the organization
within a specific industry, industrial organization and transition. The recommendation was to
look outside the organization and develop long-range plans which anticipated change and develop
plans of action in order to take advantage of them. This is exemplified in Porter’s Competitive
Strategy.

In 1978, Hofer and Schendel published a comparison study of business strategy concepts.
They found that there were three major areas of disagreement. Authors disagreed in areas
concerning the breadth of the concept of business strategy, the components of strategy, and the

inclusiveness of the strategy formulation process. They failed, however, to examine the common
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threads woven within the various concepts. In 1979, Hofer and Schendel defined strategy as a
means to provide direction to the organization which allows it to achieve its objectives while
responding to both environmental opportunities and threats.

The late 1970s brought forth yet another definition of strategy. Mintzberg, in The Structuring
of Organizations, defines strategy as a mediating force between an organization and its
environment. Mintzberg found that there were consistent patterns in the decision-making process
to allow organizations to deal with the environment.

The focus on organizational cultures had its beginnings in strategic management in the late
1970s. Analysts were seeking ways to define strategic culture in which change would be accepted
as normal. One method for dealing with corporate culture was developed by McKinsey and
Company, a management consulting firm. 7he McKinsey seven-S framework was introduced by
Pascale and Athos’s The Art of Japanese Management in 1981 and popularized by Peters and
Waterman, who contend that corporate strategy tends to center on the hardware of organization.
The “hard” elements are considered to be structure, strategy and systems. Pascale and Athos
argue that four additional elements must be considered as integral components of the organization
in order to achieve success. The McKinsey seven-S model provides the framework to view

corporate culture.

Japanese-style Management Approach

In 1950, Deming introduced a comprehensive management system which is the model
for Japanese-style management, or total quality management (TQM). TQM uses statistics to
analyse variability in production processes in order to improve the product quality continuously.
Quality is whatever the customer needs and wants and, because the customer’s needs are always
changing, the solution to defining quality in terms of the customer is to focus continually on
customer research. Deming’s basic philosophy on quality is that productivity improves as
variability decreases. A statistical method of quality control is needed because of variations. He is
an advocate of worker participation in decision making. Deming also claims that management is
responsible for 94 percent of quality problems. He also points out that it is management’s job to
help employees work smarter, not harder.

Another pioneer in the TQM field is Juran. Juran was the first to deal with the broad
management features of quality, which distinguishes him from those who advocate specific
techniques, statistical or otherwise. He believed that organizations did not understand how to
manage for quality. Juran included three basic steps to progress:

(1) structured annual improvements;



