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Text A

Pre-reading Task

Read the following questions first, which will help you understand the text

below better, and then answer the questions after reading the text carefully.

1. Why did Kenneth Feld consider management as “the greatest job on earth” ?

. How can work be done most efficiently according to your opinion based on

management knowledge?

. What is the real meaning of the phrase — “management theory jungle” ?

4. Why is Frederick Winslow Taylor regarded as the Father of Scientific
Management?

5. What is the main idea of Taylor’s famous book, The Principles of Scientific
Management?

The Origin of Management

Dating back to the ancient times, we may discover that the basic principles of
management had their beginnings in the birth of civilization, when people first began
to live in groups and first sought to improve their lot in life. Ever since people began
forming groups to accomplish aims they could not achieve as
individuals, managing has been essential to ensure the
coordination of individual efforts. Kenneth Feld, president of
Ringling Bro. and Barnum & Bailey Circus, once described
management as “the greatest job on earth” , for one of the most
important human activities is managing.

Management History

Throughout history, people have faced great challenges
and have set themselves far-reaching goals, and therefore have combined intuition,
experience, and trial-and-error methods to meet these challenges and accomplish the
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goals. The experience and ideas of yesterday’s managers form the foundation for

today’s principles of management. By understanding the challenges they faced and the
ideas they used to meet, we may be better able to meet present challenges. The
learning process is continuous. As the philosopher Stren Kierkegaard wrote, “Life
can only be understood backwards, but it must be lived for forwards. ”

As Kierkegaard’s statement suggests, the knowledge that
we apply to current problems is derived from the solutions to
yesterday’s problems and challenges. With the emergence of
assembly line techniques, mass production was developed to
allow a goal (high output) to be achieved using less time,
money, and labor. It was an innovation that has been applied
by countless managers and organizations since then. People

who have managed organizations have been concerned with
increasing productivity, improving performance, and learning new and better ways to
accomplish objectives. Management practice and research have been aimed at
improving managers’ ability to perform better in all three areas of responsibility .
technical, administrative, and institutional.

Historically, the first set of issues dealt with by practitioners and management
writers was productivity; how to accomplish tasks or work more rapidly and
efficiently. Much of the effort focused on helping managers perform their technical
responsibilities. Though modern managers have much more sophisticated tools for
production, they all still share the same concern; How can work be done most
efficiently? |

Then the second set of issues laid emphases on how the whole organization,
rather than each individual, could become more productive. There are two parallel
developments here. " Some researchers put stress on improving an organization’s
performance by finding more effective ways to divide work among people and units
and better ways to coordinate these efforts. That is, they focused on the way the
organization itself was structured. Other researchers felt an organization’s performance
could be improved if its employees were more motivated to do their work. Thus,
researchers tried to determine how feelings and attitudes affected the performance of
the work force. Researchers and writers began to study organizational structure and
behavioral issues, which were and are particularly important to the managers with

administrative responsibilities.
|
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And the third set of issues is broader and concerns guiding and directing the

whole organization and managing it as a system that is influenced by its environment.
These are institutional issues. Modern managers must give equal thought to the
purpose of the organization and its relationship to society. Nowadays managers are
charged with the responsibility of taking action that will enable individuals to make
their best contributions to the group objectives. Management thus applies to small and
large organizations, to profit and not-for-profit enterprises, to manufacturing as well

as service industries,

By understanding how managers have solved problems and
& accomplished major feats throughout history, many different
contributions of researcher and practitioners have resulted in
different approaches to management, and these make up a
“management theory jungle. ” And the different patterns of the
management analysis and what can be done to untangle the
jungle. In addition, we will highlight Frederick Taylor’s

scientific management, Henri Fayol’s modem operational
management theory, and Elton Mayo and F. J. Roecthlisberger’s Hawthorne studies.
Father of Scientific Management

Frederick Winslow Taylor, the father of scientific
management, was born on March 20, 1865, into an upper
class liberal Philadelphia family. At the age of 25, Taylor
earned an engineering degree at the Stevens Institute of
Technology in New Jersey while holding a full time job. To
date, no one has broken that record.

Taylor’s work was taking place in a time period when

there was much industrial change happening after the Civil
War. National industries grew out of local trades — steel, glass, textiles, and shoes
and what were small factories became large plants. Owners of capital became
wealthier with mass production, and workers received little for their efforts. Problems
included carelessness, safety, inefficiencies, and soldiering on the job. Taylor sought
to get past the futile incentive bonuses that management thought would remedy the
problems. He believed that incentive wages were no solution unless they were
combined with efficient tasks that were carefully planned and easily learned. He
proposed that management should work cooperatively in a supportive role. Taylor
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seemed to have some definite ideas about work and how it should be studied,

organized, and rewarded, but he also knew something about the organizationa;

change.

Taylor believed that the secret of productivity was finding the right challenge for
each person, and then paying him well for increased output. At the Midvale Steel
Company, he used time studies to set daily production quotas, and finally introduced
piece work in the factory. His goal was to find the most efficient way to perform
specific tasks. He closely watched how work was done and would then measure the
quantity produced.

Incentives would be paid to those reaching their daily goal. Those who didn’t
reach their goal would get the differential rate, a much lower pay. Taylor doubled
productivity using time study, systematic controls and tools, functional foremanship,
and his new wage scheme.

At age thirty-seven, Frederick became a consulting engineer. As he attached
great importance to cost cutting methods, at the Simonds Roller Bearing Company he
successfully increased productivity while improving speed and accuracy. Taylor’s
critics said he was too harsh because his innovative plan caused people to lose their
jobs, referring to his replacing of 120 workers with only 35 at Simonds. In practice,
Taylor “took a harsh, often ruthless approach” to chopping heads rather than saving
jobs. He believed that unions wouldn’t be necessary if workers were paid their
individual worth.

As a consultant, Frederick’s most important client was Bethlehem Iron
Company, later known as Bethlehem Steel Company. In 1901, he and another
Stevens graduate made Bethlehem “the world’s most modern factory and potentially a
prototype for manufacturers and engineers in other industries” by installing production
planning, differential piece rates, and functional foremanship. Among Taylor’s other
contributions to Bethlehem in 1901 were a real time analysis of daily output and
costs, a modern cost accounting system, reduced yard worker’s ranks from 500 to
140, doubled stamping mill production, and lowered cost per ton of materials handled
from eight cents to four cents. He successfully implemented cost saving techniques
even though he added clerks, teachers, time-study engineers, supervision and staffing
support positions. While at Bethlehem, Taylor and Manusel White codeveloped the
Taylor-White system for heat treating chrome-tungsten tool steel, which won
Frederick international recognition.

T g
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Taylor’s famous book, The Principles of Scientific
Management, was written from transcripts of talks Taylor gave at
his estate years and was published in 1911. The fundamental
principles that Taylor saw underlying the scientific approach to
management are as follows:

e Replacing rules of thumb with science ( organized
knowledge ).

e Obtaining harmony, rather than discord, in group

action.

e Achieving cooperation of human beings, rather than chaotic individualism.

e Working for maximum output, rather than restricted output.

e Developing all workers to the fullest extent possible for their own and their
company’s highest prosperity. ,

You will notice that these basic precepts of Taylor’s are not far from the
fundamental beliefs of the modern managers, and besides, the system he indicated in
his book is an actual composite of everything he had learned from trying different
things at many companies. Taylor did what he could to fit as much of his thinking to
his client’s problems and motives for each particular situation. Consultants use this
type of process today. He was the first person in history to make a systematic attempt
to improve both output and work life in factories.

Taylor’s core values are the rule of reason, improved quality, lower costs,
higher wages, higher output, labor-management cooperation, experimentation, clear
tasks and goals, feedback, training, mutual help and support, stress reduction, and
the careful selection and development of people. He was the first to present a
systematic study of interactions among job requirements, tools, methods, and human
skill to fit people to jobs both psychologically and physically and to let data and facts
do the talking rather than prejudice, opinions, or egomania.
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