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PREFACE

Managers of today’s organizations are increasingly the subject of
conversation, evaluation, and oftentimes harsh criticism. In part, this
is probably due to the increased awareness of the pervasive impact
that managerial decisions and behavior can have on our lives as
employees, consumers, and citizens. This “center-of-attention” role
of managers also may be influenced by the rising expectations of the
population for more efficient and effective management of our scarce
resources, that is, people, money, machines, and buildings. A third
factor is the increasing interest and willingness of some managers to
introduce new philosophies, strategies and practices of management.
The introduction of such changes is inevitably accompanied by risk
and uncertainty, since their effects are never truly known until after
they have been implemented.

OBJECTIVES

The primary objective of this book is to introduce the reader to a wide
range of current and developing managerial concepts, issues, and
practices. Accordingly, Management In the World Today is designed to
focus on the application of new concepts and practices, as well as
current and emerging issues and problems in management.

To meet these primary objectives, we have tried to realize several
subobjectives in the selection of the readings. First, we believe virtu-
ally all of the contemporary issues and problems discussed in the
readings are relevant for future and present managers, regardless of
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organization level, functional specialty (such as finance, marketing,
personnel, or production managers), or type of industry (such as
automobile, construction, food, or steel industries). Moreover, while
the readings focus on profit-making organizations, many of the read-
ings are applicable to not-for-profit organizations (such as educa-
tional institutions, hospitals, and government agencies).

A second subobjective was to select readings which illustrate the
application of new and innovative managerial practices and strategies
for coping with some of the issues and problems confronting manag-
ers. The new practices and strategies being described in the readings
are probably not widely utilized in organizations; but they are felt to
be representative of efforts by more progressive managements. We
believe two purposes are served in highlighting these organizational
practices and strategies. First, it helps to overcome the widespread
sense of futility which often accompanies the encounter of new
problems. This sense of futility can be represented in the often-heard
expression “Why worry about it? There’s nothing we can do any-
way.” A second purpose is to suggest practices and strategies which
may be worthy of consideration for adoption in other organizations.
However, we are not suggesting any simplistic prescription, that
what is good for one organization is necessarily good for another.

A third subobjective was to select readings that could be compre-
hended with reasonable effort and would be of practical benefit for
anyone aspiring to or engaged in a managerial role. Thus, this book
does not assume any prior formal course work or experience in man-
agement.

USES

There are three primary markets for this book. Since each of these
markets may benefit equally from the objectives outlined above, it
would be incorrect to suggest a priority in its usage.

One major market for the use of this book is as a supplement to
virtually any of the textbooks being utilized in the basic management
course being taught in junior colleges, colleges, and universities. We
have found the selections in this book of considerable value in pro-
viding practical examples of the concepts, theories, and approaches
which pervade management textbooks. The applications and prac-
tices discussed in this book help demonstrate the relevance and util-
ity of many of the more abstract textbook presentations. Also, the
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slightly more conceptual readings are useful in updating and expand-
ing upon the textbooks frequently used in the basic management
course. However, even in the readings that have a conceptual orienta-
tion, there is strong emphasis on the implications and significance of
the concepts for managerial practice. At the back of this book, a
cross-reference matrix is presented which “keys” the readings to
appropriate chapters in nineteen basic management textbooks.

A second major market is use of this book by new managers. It
can provide them, in a relatively concise manner, with a sensitivity
and understanding of contemporary managerial issues and problems,
as well as an awareness of emergent practices and approaches.

A third major market is use of the book by the established
specialized manager. This might be an individual who has consider-
able expertise in the technical and managerial aspects of his specialty.
However, this individual has not had time to keep abreast of issues
and new practices in the various domains of management.

ORGANIZATION

This book is arranged in parts and sections that reflect a number of
the major areas frequently identified as components and concerns of
general management. Of course, these parts and sections can be sepa-
rated only in an analytical sense. In reality, there are many interrela-
tionships and interdependencies between these parts and sections. In
some instances, a reading might “fit” into a section other than the one
in which we placed it. We encourage the reader to think creatively
about the possible interrelationships between the various parts and
sections.

APPRECIATION

Our deepest appreciation to the many publishers and authors who
have granted us permission to use their articles and materials. Of
course, we are ever grateful to the professional secretarial assistance
provided by Sharalyn Bowersox, Nancy Hillard, Marie Straka, and
Ildiko Takacs. Our thanks also go to Kirk Downey (University of
Kentucky) for preparing the cross-reference matrix at the end of this
book. '

State College, Pennsylvania Don Hellriegel
September 1974 John W. Slocum, Jr.



CONTENTS

Part One: INTRODUCTION
External Environment

1. America’s Growing Antibusiness Mood, Business Week

2. The Business-Society Relationship: Emerging Major
Issues, Robert Estes

Perspectives on Organizations

3. Goal-Process-System Interaction in Management,
John W. Buckley

4. An Application of Systems Concepts in Diagnosing
Organizational Strategies, Kenneth H. Brown and
John W. Slocum, Jr.

Part Two: MANAGERIAL PROCESSES

Organizational Design Issues

5. Making Aetna’s ‘Corporate Office” Work,
Business Week

6. The Agnellis Create a New Look at Fiat,
Peter Hoffman

11

35

36

54

71

73

75

79



xii Contents

7. A Contingency Model of Organization Design,

Y. K. Shetty and Howard M. Carlisle 88
Decision-Making 103
8. The Psychology of Decision-Making, Ernest Dale 105
9. How Top Men Make Up Their Minds, lain Carson 114
10. The Strategic Decision Process, Roger Evered 123
Planning 139

11. Installing Management by Objectives: A New
Perspective on Organization Change, Gerard Carvalho 141

12. The Corporate Road-Map—Planning at Babcock &

Wilcox, R. J. Allio 157
13. GE’s New Strategy for Faster Growth, Business Week 170
Control Process 183
14. Managing Through Feedforward Control, Harold Koontz

and Robert W. Bradspies 185
15. When Workers Become Directors, Business Week 204
16. Are Executives Efficient?, Business Week 210
Part Three: BEHAVIORAL PROCESSES 215
Individual Styles in Organizations 217
17. Communication Revisited, Jay Hall 219
18. Henry Ford, Superstar, Dan Cordtz 241
Motivation 257
19. Searching for Meaning in Work, Sam Zagoria 259
20. What It’s Like on the Auto Assembly Line, Newsweek 269
21. Job Enrichment—Is it for Real?, David Sirota 272

22. Volvo Versus Ford, Norris Willatt 280



Contents

Leadership

23. Power and the Ambitious Executive,
Robert N. McMurry

24. Vollbrecht’s Aerojet: A Free Hand for Managers,
Business Week

Group Process
25. Organizing Your Informal Organization, George Farris

26. Committee Management: Guidelines from Social
Science Research, A. C. Filley

Conflict Process

27. Power, Conflict, and Structure in Mental Health
Organizations: A General Systems Analysis,
Thomas Dolgoff

28. How the Xerox Ombudsman Helps Xerox,
Business Week

Part Four: CHANGE

Achieving Change in Organizations

29. Should Your People Take Sensitivity Training?,
Marvin Dunnette

30. The I'm OK—You're OK’ Management Approach,
John Zaffarno

31. Organization Development in an Aerospace Setting,
Michael Hill

The Different Future

32. Management Strategy for the Future: Theory Z
Management, Lawrence Foss

33. Some Career Concerns of Black Managers,
Bernard Sarachek

CROSS REFERENCE MATRIX

xiii

293

294

304

312

329

347

348

363

367
369

371

385

392
411

412

445

461



PART ONE / INTRODUCTION

Part One is designed to provide the setting for the entire book.
Various implications of the issues, approaches, and problems sug-
gested in this part reoccur throughout the book.
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EXTERNAL ENVIRONMENT

This section presents some of the problems, issues, and examples of
the relationship between organizations and their environment. The
ties between organizations and the components of their environment
(such as government agencies, customers, and competitors) are be-
coming increasingly complicated. Moreover, these ties often can
serve to increase and/or decrease the freedom available to manage-
ment.

The first article, “America’s Growing Antibusiness Mood,” re-
ports on the views of a sample of over 4,000 persons toward the
profits, prices, and policies of the largest corporations in America. A
trend toward a negative view of virtually all types of institutions is
noted. The need for organizations to dispel, through their actions, the
current level of distrust and the continuing pressure for a more
broadly conceived sense of accountability are two of the major sug-
gestions in this article.

One organization’s strategy for analyzing the organization-envi-
ronment turmoil, which is so characteristic of contemporary America,
is presented in the paper “The Business-Society Relationship:
Emerging Major Issues.” This paper discusses General Electric’s for-
mal process for identifying and evaluating external pressures. The
concerns of one of the discussants at the conference, where this paper
was presented, are included.



1 / AMERICA’S GROWING
ANTIBUSINESS MOOD

Business Week

Since the mid-1960s, Americans have been turning sour on America
—on its dreams, its promises, its leaders. Every major poll of public
opinion has shown that. Now, in increasing numbers, Americans are
focusing their new, European-style cynicism on the profits, prices,
and policies of the country’s largest corporations and on the workings
of the entire economy.

Big corporations “face the worst attitude climate in a decade,”
says Opinion Research Corp. of Princeton, N.]., reporting on a na-
tional sampling that measured the views of 4,059 persons, a large
cross section by pollsters’ standards. And implicit in this recent report
by ORC Public Opinion Index, a bimonthly publication targeted at
prestigious corporate subscribers—as well as in dozens of other ORC
surveys over the past two years—is a blunt warning: Corporations
are under severe pressure to dispel the public distrust that threatens
their prosperity.

The implications of this antibusiness mood have not been lost on
anti-establishment, populist candidates George S. McGovern and
George C. Wallace during the long Democratic primary campaign.
Both have thrived on the public’s rising protest against the rich and
powerful.

ORC’s surveys document the suspicion that there is a major
political issue in complaints against “the system’’—and possibly

Reprinted from the June 17, 1972 issue of Business Week by special permis-
sion. © 1972 by McGraw-Hill, Inc.
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against business itself. Since 1965, ORC points out, the share of the
U.S. public expressing low approval for business has climbed from
47% to a clear-cut majority of 60% . Even more worrisome, perhaps,
the ranks of the traditionally strong supporters of business—Repub-
licans, professionals, managers, college graduates, the affluent, and
“initiators” (thought leaders and people most active in public affairs})
—have been cut in half. “The whole point of our surveys, especially
the measurement of initiators’ attitudes, is to serve as an early-warn-
ing system for business,” says Thomas W. Benham, president of
ORC, a McGraw-Hill subsidiary.

“Through direct action and communication,” says Kenneth
Schwartz, the ORC Index’s editorial director, “corporations must
overcome misconceptions about their activities while correcting
abuses for which they are accountable.”

MYTHS

Misconceptions about business clearly abound. Not only does the
public at large believe that the after-tax profits of corporations aver-
age 28¢ on a dollar of sales—against the actual figure of 4¢—out even
company stockholders deliver a far-out overestimate of 23¢.
Strangely enough, the average man considers 10¢ a fair return,

It is not at all surprising, then, that:

« Corporate price increases rank only second in ORC polls to the
Vietnam war as the major cause of inflation.

« Even stockholders (6 out of 10) believe competition cannot be
counted on to keep prices at fair levels and government controls
are necessary.

+ One-third of the public believes Washington should set ceilings
on profits.

« Another one-third believes the most practical way for workers
to improve their standard of living is for them to get more of the
money companies are making rather than for the workers to
increase their productivity.

The public’s chagrin at business cuts even closer on matters that
corporations really can do something about, and here a dominant
theme is consumerism. One ORC poll found some 21% of the public
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