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PREFACE

This book is a concise version of the seventh edition of our Management,
whose many prior editions and translations under the title of Principles of
Management have been well accepted by readers for more than a quarter
century. Responding to a demand for a shorter book dealing only with the
essentials of management, we have written this version of the parent text.

Essentials of Management has been prepared by eliminating certain chap-
ters not required to comprehend the basics of management, by excluding
certain more advanced concepts and techniques as well as many references
to research in the field, and by carefully editing and revising to shorten and
simplify the book. While we cannot pretend that this version has the com-
prehensiveness of the larger book, we do believe that this book deals con-
cisely with the basics of management.

As in the larger edition, we have attempted here to furnish a framework
of basic knowledge organized and presented in a useful way. We have long
chosen to deal with this knowledge by first classifying it under the functions
of planning, organizing, staffing, leading, and controlling. Then the compo-
nents of each function are further classified. Experience has proved that any
new knowledge, whether from behavioral or quantitative sciences or from
innovations of practice, can be placed within this framework. The goal is to
make management as much as possible a science—organized knowledge —
and to make this science useful to those who must apply it, as practitioners,
to reality.

It should be emphasized that even though the knowledge is organized by a
first-order classification of function, this does not overlook a systems ap-
proach. The functions of managers represent an interlocking system. Each
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functional area has within it a number of systems and subsystems. More-
over, it should be emphasized that this book does not look at the enterprise
and the manager’s role within it as a closed social system. Even though the
emphasis is largely on the manager’s role in creating and maintaining an
internal environment, we must also, and do, consider the manager’s inter-
action with the entire external environment—economic, technological, so-
cial, political, and ethical.

FORMULATING BASIC PRINCIPLES OF MANAGEMENT

Xiv

In order to accomplish some distillation and organization of knowledge, we
have utilized the device of formulating major principles found in managing.
In undertaking this task, we have drawn freely upon the discoveries, formu-
lations, and researches of many managers and scholars who have studied
various aspects of the subject. While attempting to formulate additional
principles from our years of managerial experience, observation, and re-
search, we readily acknowledge a heavy debt to the many who have made
contributions to this important field of human endeavor.

We have long made certain aspects of our position clear. While we have
always recognized that managers seldom, if ever, spend all their time and
talents in managing, it is our conviction that the functions of a manager, as
a manager, are essentially the same whether he or she is a first-line supervi-
sor or the top executive of an enterprise. The reader will find, therefore, no
basic distinction made among managers, executives, administrators, or su-
pervisors. To be sure, the environment of each may differ, the scope of au-

. thority held may vary, and the types of problems dealt with may be consid-

erably different—and a person in a managerial role often also acts as a
salesperson, engineer, or financier. But the fact remains that managers who
obtain results by establishing an environment for effective and efficient per-
formance of individuals operating in groups undertake the same basic func-
tions.

Moreover, the essentials related to the task of managing apply to any
kind of enterprise in any kind of culture. The purposes of different enter-
prises may vary, but all organized enterprises rely on effective group opera-
tion for efficient attainment of whatever goals they may have. It is true that
many of the case examples and techniques used in this book are drawn from -
business enterprises. In doing so, however, the authors do not overlook the
fact that the same principles are applicable in nonbusiness enterprises.

As used here, the term “principles” means “fundamental truths applica-

‘ble to a given set of circumstances which have value in predicting results.”

Principles are thus descriptive and predictive and not prescriptive as so
many erroneously have believed. Recognizing the indisputable fact that
clear concepts are the initial requirement of science and understanding, we
have attempted to present most of these fundamental truths in the form of
propositions with independent and dependent variables. The structure of
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major principles emphasized, to the extent that these principles reflect fun-
damentals in a given area, may be referred to as “theory”—a body of related
principles dealing systematically with a subject. Even though principles
and theory are referred to throughout the book, the reader must not get the
impression that they are impractical. If accurately formulated and properly
used, principles and theory should be eminently practical. The real test of
their validity is in the crucible of practice. Do they describe and predict?

There are those who object to using the term “principles” for fundamental
truths not supported by elaborate and complete statistical verification of
their validity. We are completely aware that many principles noted here
represent essentially a preliminary attempt to codify a number of basic
truths and, by placing them in a framework believed to be logical, an at-
tempt to move toward a theory of management. But we believe that they are
a convenient and useful way of packaging some of the major truths that ex-
perience and research have found to have a high degree of credibility and
predictability.

FEATURES OF THIS EDITION

In devé]oping the earlier editions of Essentials and preparing this third edi-
tion, we have tried to respond to two major influences. One is the continuing
help from a comprehensive survey of teachers and scholars; the other is the
burgeoning volume of research, new ideas, and techniques, particularly
those being applied to management from the behavioral and physical sci-
ences.

There have been a number of revisions in this edition of Essentials to up-
date the book and to improve it as a learning device. Some chapters have
been largely rewritten. Among these are Chapter 2, “Patterns of Manage-
ment Analysis,” in which the original “Management Theory Jungle” paper
has been updated to reflect the current eleven instead of six approaches to
management. Despite the great increase in management approaches, there
are some developments tending to coalesce many of these approaches.

Chapter 3, “The External Environment and International Management,”
has been largely rewritten, and the area of international management in-
cluded. Chapter 7, “Strategies and Policies,” has been considerably rewrit-
ten to expand upon and clarify the area of strategic planning. Completely
new chapters may be found in Part IV, “Staffing,” to reflect the new chapters
in this area in the seventh edition of Management. Of special note are new
Chapters 14, “Nature and Purpose of Staffing,” 15, “Selection of Managers,”
and 17, “Manager and Organization Development.” Much rewriting has
also been done in Part V, “Leading,” including a new Chapter 18, “Manag-
ing and the Human Factor,” and a new Chapter 21, “Communication.”

The revisions in this edition often have to do with clarifying the concepts
and discussions and making the book an improved means for learning.
Cases have been placed at the ends of chapters rather than after the parts.
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Each chapter also includes a brief chapter summary. Systems models have
been introduced and discussed at many places in this version. Moreover,
through the conscientious, thorough, and intelligent assistance of Ms. Elisa
Adams, who acted as developmental editor for this edition, the language
and sentence structure have been carefully revised, and the authors have
been forced to look at the book from the standpoint of students just being
introduced to management. Ms. Adams’s considerable editing has unques-
tionably improved the book, and we believe that our writing level has been
substantially improved by her assistance.
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PART |

THE BASIS OF MANAGEMENT
THEORY AND SCIENCE

Chapter 1 Management: Science, Theory, and Practice
Chapter 2 Patterns of Management Analysis
Chapter 3 The External Environment and International Management

Perhaps there is no more important human activity than managing, for all
managers at all levels and in all kinds of enterprise have the basic task of
designing and maintaining an environment in which individuals, working
together in groups, can accomplish selected missions and objectives. In
other words, managers are charged with the responsibility of taking ac-
tions that will make it possible for individuals to make their best contribu-
tions to group objectives. Although we emphasize the managers’ tasks in
designing an internal environment for performance, it can never be over-
looked that managers must operate both in the external environment of an
enterprise and in the internal environment of the various departments
within an enterprise. As for interactions with the external environment,
clearly managers cannot perform their tasks well unless they have an un-
derstanding of, and are responsive to, the many elements of the external
environment—economic, technological, social, political, and ethical fac-
tors that affect their areas of operations.

The way managers perform their tasks and the available basic knowl-
edge that underlies their performance are the focus of this book. As many
scholars and managers in all kinds of organizations have found, we can
more easily study management by breaking the area down into the primary
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functions of managing and then organizing basic knowledge—concepts,
theory, principles, and techniques—around these functions.

We have used the functions of managers—planning, organizing, staff-
ing, leading, and controlling—as a first step in studying management. Al-
though others may prefer a slightly different classification, this one is com-
prehensive in that all significant knowledge can be placed within it; it is
divisible into enough parts to permit logical analysis; and it is practical in
the sense that it portrays functions as managers themselves see them.
Moreover, this classification sharply distinguishes managerial tasks from
nonmanageria: ones and allows us to concentrate on what managers do as
managers.

Part | is an introduction to the science, theory, and practice .of manage-
ment. Chapter 1 lays the groundwork for your understanding of the nature
and importance of managing as an art and of management as a science.

The varying patterns-of management analysis are treated in Chapter 2.

- The growing interest in management in recent years has given rise to a
mixture of approaches by a variety of specialists seeking to explain the
basics of management. Some of these approaches have been extremely
varied and often confusing. To help you understand the many different ap-
proaches 2nd the way they fit into a scheme of an operational theory of
management, Chapter 2 outlines these approaches and concentrates on
the operational one. In this approach, knowledge believed to be useful for
managers is drawn from the other approaches, and other management
knowledge found only in the field of managing is combined with it. This
approach uses the functions of managers—planning, organizing, staffing,
leading, and controlling—as the primary classifications to organize avail-
able knowledge. We make the point that while there are many approaches
to the study and analysis of management, there has been a tendency in
recent years for these various approaches to merge in the operational ap-
proach. This chapter also emphasizes the fact that managerial practice
must apply available knowledge in the light of real-life situations.

Chapter 3 is about the external environment in which managers operate
and about international management.

The -essential elements of the external environment are classified ac-
cording to economic, technological, social, political-legal, and ethical fac-
tors. We will additionally discuss the social responsibility of business and
nonbusiness enterprises.

This chapter also deals with international management. Multinational
companies have different orientations in managing their enterprises.
Moreover, they have certain advantages over national firms, but they also
face great challenges.
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