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Part 1 The Basis of Management
Theory and Science

1. WHY MANAGEMENT?

Not all groups believe that they need managing. Even faculties of
many colleges and universities seem to feel this way and continually
emphasize the need for maintaining “collegial” management. In
their desire not to be managed, they forget that effective managers
— whether presidents, or deans — do everything in their power to
design an environment in which professors and researchers can best
perform. Certain critics of modern management feel that people
would work together better and with more personal satisfaction if
there were no managers. They prefer to refer to the ideal group o
peration as a “team” effort. They apparently do not realize that in
most rudimentary form of team play, individuals playing a game
have clear group goals as well as personal ones, are assigned to posi-
tions, follow play patterns, allow someone to call the plays, and fol-
low certain rules and guidelines. Indeed, a characteristic of every
effective group effort designed to attain group goals at the least cost
of time, money, material, or discomfort is that it adopts the basic
process, principles, and techniques of management.

Managing is essential in all organized cooperation, as well as at
all levels of organization in an enterprise. It is the function not only
of the corporation president and the army general but also of the
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shop supervisor and the company commander. In working with
many enterprises and organizations, the authors have heard it said
repeatedly that the “trouble” with the enterprise is the “manage-
ment”, meaning persons at a higher level in the organization. Even
vice presidents of a company have made this observation to one of
the authors, leaving only the president who was the “problem”.
While weaknesses and difficulties may appear at any level of manage-
ment, effective and perceptive management demands that all those
responsible for the work of others, at all levels and in any type of
enterprise, regard themselves as managers. It is in this sense that
the term is used in this book.

Thus the reader will find no basic distinction between managers
and executives, administrators, or supervisors. To be sure, a given
situation may differ considerably between various levels in an organi-
zation or various types of enterprise, the scope of authority held may
vary, the types of problems dealt with may be considerably
different, and a person in a managerial role may also be a salesman,
engineer, or financier; but the fact remains that, as managers, all
who obtain results by establishing an envitonment for effective group
endeavor undertake the same functions.

Even so, those in 2 managerial role seldom devote all their time
and talents to managing, and the organization roles which individu-
als fill almost invariably involve nonmanagerial duties. One has only
to lock at the duties and performances associated with perhaps the
most complex managerial role in our society — that of the President
of the United States — to realize that much of his work is nonma-
nagerial. Even in business corporations, company presidents find
themselves doing a considerable amount of nonmanagerial work.
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And, as one goes down the organization ladder, the number of non-
managerial duties tends to increase. Nevertheless, this fact of life
should not detract in any way from the key significance of

managing.
The Goal of All Managers

Nonbusiness executives sometimes say that top business managers
have it easy — that profit is their goal. As will be elaborated in later
discussions, profit is only a measure of the surplus of business in-
come over cost. It was pointed out earlier that in a very real sense,
the goal of all managers must be surplus. Their task is to establish
the environment for group effort in such a way that individuals will
contribute to group objectives with the least amount of such inputs
as money, time, effort, discomfort, and materials. By the very def-
inition of the task, this becomes the goal of managers. But if they
were ever to know whether the efforts of those for whom they are
responsible are effective and efficient — whether they are attaining
goals with least costs — they obviously must know what group goals
are. Not only must these goals be known tc managers, and prefer-
ably to all those for whom they are responsible, but they should also
be known in a verifiable way. Otherwise, managers can never mea-
sure either their own effectiveness and efficiency or the effectiveness
and efficiency of their group.

Thus the goal of managers, as managers, is fundamentally the
same in business and nonbusiness enterprises. It is also the same at
every level. The corporation president, the city administrator, the
hospital department head, the government first-line supervisor, the
Boy Scout leader, the bishop, the baseball manager, and the univer-
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sity president or dean, all, as managers, have the same kind of
goals. The purposes of their enterprise or their department may
vary, and these purposes maybe more difficult to define in one situa-
tion than in another, but their basic managerial goal remains the

same.

2. MANAGING: SCIENCE OR ART?

Managing, like all other practices — whether medicine, music com-
position, engineering, accountancy, or even baseball — is an art. It
is know-how. It is doing things in the light of the realities of a situ-
ation. Yet managers can work better by using the organized knowl-
edge about management. It is this knowledge that constitutes a sci-
ence. Thus, managing as practice is an art; the organized knowl-
edge underlying the practice may be referred to as a science. In this
context science and art are not mutually exclusive; they are comple-
mentary.

As science improves, so should art, as has happened in the
physical and biological sciences. To be sure, the science underlying
managing is fairly crude and inexact. This is true because the many
variables with which managers deal are extremely complex. Never-
theless, such management knowledge can certainly improve manage-
rial practice. Physicians without the advantage of science would be
little more than witch doctors. Executives who attempt to manage
without management science must trust to luck, intuition, or what
they did in the past.

In managing, as in any other field, unless practitioners are to
learn by trial and error (and it has been said that managers’ errors
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are their subordinates’ trials), there is no place they can turn to for
meaningful guidance other than the accumulated knowledge underly-

ing their practice.

3. THE FUNCTIONS OF THE MANAGER

In classifying the functions of the manager, one must distinguish
clearly those of enterprise-function operation, such as selling, manu-
facturing, accounting, engineering, and purchasing. These differ
{rom one enterprise to another, but the basic tasks of the manager,
as a manager, are common to all.

Although the development of a theory and science of manage-
ment suffers from disagreement among scholars and managers as to
the classification of managerial functions, a general pattern of prac-
tice and terminology has emerged. Adopted here and used by ma-
nagers in many fields, this pattern avoids artificial terminology.
Thus students and managers need not learn new definitions -
rather, they may use common terms with greater precision. It is al-
so hoped that managers, using common terms with ordinary mean-
ings, will be encouraged to adopt an increasingly scientific approach
to their important task.

Although the authors believe that they have adopted the most
useful method of classifying managerial functions, at least for pur-
poses of classifying knowledge, in practice it is not always possible to
place all managerial activities neatly into these categories, since the
functions tend to coalesce. However, this classification is a helpful
and realistic tool for analysis and understanding.

Some authorities suggest “representation” as a distinct manage-
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ment function. They have in mind managers who represent their
firm in trade association and government relationships, with a view
to modifying the external environment or committing the firm to a
contractual obligation or managers who represent their division or
department in committee meetings which may affect the internal en-
vironment. There is also the larger problem of the “corporate
image, " which is influenced by the behavior of all employees,
whether managenal or not. The authors of this book have excluded
representation as a separate function, partly because it appears to be
a complex made up largely of communication and of the exercise of
authority (included in leading, and organizing, respectively) and
partly because nonmanagers often represent an enterprise and exert
influence on the corporate image.

Occasionally, scholars concern themselves about the order in
which the managerial functions should be undertaken. Theoretically,
planning comes first, and organizing, staffing, leading, and control-
ling follow. But according to this légic. an enterprise carries out on-
ly one master plan, each part of which, once completed, never has
10 be revised or modified. This conception i unrealistic. In
practice, managers oversee many plans in various stages of
execution; they are at least likely to be engaged in solving a control
problem or a motivation problem at any moment in time. They move
casily from one function to another and devote their attention to the
most pressing issues. Managing, after all, is a systematic network
and not a sequentially undertaken set of duties.

Moreover, the question of what managers actually do is really
secondary to what makes an acceptable and clear first breakdown of
management knowledge. As was pointed out earlier, our major con-
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cern is to organize knowledge with respect to managing, as an indis-
pensable approach to developing a science of management. The au-
thors believe that by utilizing the functions of mansgers at this first
step, a logical start can be made in setting up some “pigeonholes ”
for classifying knowledge, recognizing, of course, that in manage-
ment as in all-areas of knowledge, the classification is not airtight

and that there are interlocking and even overlapping elements.
Planning

Planning involves selecting objectives — and the strategies, policies,
programs, and procedures for achieving them — either for the entire
enterprise or for any organized part théreof. Planning is, of course,
decision making, since it involves selecting from among alternatives.
There are, for example, policies relating to authority, prices, and
competition; programs of production, management succession, and
internal audit; and procedures requiring a specific method of hand-
ling paper, products, and people.

Considerable confusion has arisen about who should plan and
when. Ever since the work of F. W. Taylor, executives have toyed
with separating planning from performance. The responsibility for
planning cannot be completely separared from managerial perfor-
mance because all managers plan, whether they are at the top, mid-
dle, or bottom of the organization structure. If, however, planning
is undertaken as an advisory service to the manager in charge of per-

formance, this small degree of separation is often highly productive.
o -

Organizing involves the establishment of an intentional structure of
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roles through determination of the activities reqﬁired to achieve the
goals of an enterprise and each part of it, the grouping of these ac-
tivities, the assignment of such groups of activities to a manager,
the delegation of authority to carry them out, and provision for coor-
dination of authority and informational relationships horizontally and
vertically in the organization structure. Sometimes all these factors
are included in the term “organization structure”; sometimes they
are referred to as “managetial authority relationships.” In any case,
it is the totality of such activities and authority relationships that
constitutes the organizing function.

There are several implications of this concept of organizing. In
the first place, the one-man or one-woman business cannot possibly
be organized. Since the owrner or operator performs all the business
functions, no authority is delegated. However, let the owner split
off the buying activities, assign them 10 a subordinate, and provide
coordination of activity between the buyer and himself, and the en-
terprise will have become organized.

A second implication is that all managers, when they decide to
organize an enterprise or a department, are involved basically in the
same task. Whether they be presidents, sales managers,
controllers, or office managers, they will reflect the goals toward
which they are striving by identifving and grouping activities essen-
tial for their accomplishment, assigning some of them to subordi-
nates, delegating the requisite authority to accomplish results, and
providing for their coordination.

The organization structure is, of course, not an end in itself but
a tool for accomplishing enterprise objectives. Elficient organization

will contribute to the success of the enterprise, and for this reason
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