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Section 1 Overview of-~~Manafgement
Unit 1 Overview of Manaqemant
Part 1 Intensive Reading

Management Yesterday and Today

1 Historical Background of Management

Organized endeavors' directed by people responsible for planning, organizing, leading,
and controlling activities have existed for thousands of years. The Egyptian pyramids and the
Great Wall of China, for instance, are tangible evidence that projects of tremendous scope,
employing tens of thousands of people, were undertaken well before modern times. The
pyramids are a particularly interesting example. The construction of a single pyramid
occupied more than 100,000 workers for 20 years. Who told each worker what to do? Who
ensured that there would be enough stones at the site to keep workers busy? The answer to
such questions is managers. Regardless of what managers were called at the time, someone
had to plan what was to be done, organize people and materials to do it, lead and direct the
workers, and impose some controls to ensure that everything was done as planned.

Another example of early management can be seen during the 1400’ s in the city of
Venice, Italy, a major economic and trade center. The Venetians developed an early form of
business enterprise and engaged in many activities common to today’s organizations. For
instance, at the arsenal? of Venice, warships were floated along the canals and at each stop
materials and riggings were added to the ship. Doesn’t that sound a lot like a car “floating”
along an automobile assembly line and components being added to it? In addition to this
assembly line, the Venetians also had a warehouse and inventory system to monitor its
contents, personnel (human resource management) functions required to manage the labor
force, and an accounting system to keep track of revenues® and costs.

These examples from the past demonstrate that organizations have been around for
thousands of years and that management has been practiced for an equivalent period. However,
two pre-twentieth-century events played particularly significant roles in promoting the study
of management,

First, in 1776, Adam Smith published a classical economics doctrine' , The Wealth of
Nations, in which he argued the economic advantages that organizations and society would
gain from the division of labor, the breakdown of jobs into narrow and repetitive tasks.

Using the pin manufacturing industry as an example, Smith claimed that 10 individuals, each
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doing a specialize‘d task, could produce about 48,000 pins a day among them. However, if

each person worked separately and had to perform each task, it would be quite an
accomplishment to produce even 10 pins a day! Smith concluded that division of labor
increased productivity by increasing each worker’s skill and dexterity®, by saving time lost in
changing tasks, and by creating labor-saving inventions and machinery. The continued
popularity of job specialization — for example, specific tasks performed by members of a
hospital surgery team, specific meal preparation tasks done by workers in restaurant
kitchens, or specific positions played by players on a football team — is undoubtedly due to
the economic advantages cited by Adam Smith.

The second, and possibly most important, pre-twentieth-century influence on management
was the Industrial Revolution. Starting in the eighteenth century in Great Britain, the
revolution had crossed the Atlantic to America by the end of the Civil War. The major
contribution of the Industrial Revolution was the substitution of machine power for human
power, which, in turn, made it more economical to manufacture goods in factories rather
than at home. These large, efficient factories using power-driven equipment required managetrial
skills, Why? Managers were needed to forecast demand, ensure that enough material was on
hand to make products, assign tasks to people, direct daily activities, coordinate the various
tasks, ensure that the machines were kept in good working condition and work standards
were maintained, find markets for the finished products, and so forth. Planning, organizing,
leading, and controlling became necessary, and the development of large corporations would
require formal management practices. The need for a formal theory to guide managers in
running these organizations had arrived. However, it wasn’t until the early 1900’s that the
first major step toward developing such a theory was taken.

The development of management theories has been characterized by differing beliefs
about what managers do and how they should do it. Then we’ll present the contributions of
four approaches. Scientific management looked at management from the perspective of
improving the productivity and efficiency of manual workers. General administrative theorists
were concerned with the overall organization and how to make it more effective. Then a
group of theorists focused on developing and applying quantitative models to management
practices. Finally, a group of researchers emphasized human behavior in organizations, or
the “people” side of management., Each of the four management perspectives is correct and
contributes to our overall understanding of management. However, each is also a limited
view of the management. We’ll begin our journey into management’s past by looking at the

contributions of scientific management,

&« 2 Scientific Management

If you had to pinpoint the year modern management theory was born, 1911 might be a

logical choice. That was the year Frederick Winslow Taylor’s Principles of Scientific
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Management was published. Its contents became widely accepted by managers around the

world, The book described the theory of scientific management: the use of scientific methods

to define the “one best way” for a job to be done.
2.1 Important Contributions

Frederick W, Taylor and Frank and Lillian Gilbreth made important contributions to
scientific management theory. Let’s look at what they did.

Frederick W. Taylor did most of his work at the Midvale and Bethlehem Steel Companies in
Pennsylvania. As a mechanical engineer with a Quaker and Puritan background, he was
continually appalled by workers’ inefficiencies. Employees used vastly different techniques
to do the same job. They were inclined to “take it easy” on the job, and Taylor believed that
worker output was only about one-third of what was possible. Virtually no work standards
existed. Workers were placed in jobs with little or no concern for matching their abilities and
aptitudes with the tasks they were required to do. Managers and workers were in continual
conflict. He set out to correct the situation by applying the scientific method to shop floor
jobs. He spent more than two decades passionately pursuing the “one best way” for each job
to be done.

Taylor’s experiences at Midvale led him to define clear guidelines for improving production
efficiency. He argued that these four principles of management would result in prosperity for
both workers and managers. How did these scientific principles really work? Let’s look at an
example.

Probably the best-known example of Taylor’s scientific management was the pig iron
experiment. Workers loaded “pigs” of iron (each weighing 92 pounds) onto rail cars. Their
daily average output was 12.5 tons. However, Taylor believed that by scientifically
analyzing the job to determine the “one best way ” to load pig iron, output could be increased
to 47 or 48 tons per day. After scientifically trying different combinations of procedures,
techniques, and tools, Taylor succeeded in getting that level of productivity. How? He put
the right person on the job with the correct tools and equipment, had the worker follow his
instructions exactly, and motivated the worker with an economic incentive of a significantly
higher daily wage. Using similar approaches to other jobs, Taylor was able to define the
“one best way” for doing each job. QOverall, Taylor achieved consistent productivity
improvements in the range of 200 percent or more. Through his groundbreaking studies of
manual work using scientific principles, Taylor became known as the “father” of scientific
management. His ideas spread in the United States and also in France, Germany. Russia,
and Japan, and inspired others to study and develop methods of scientific management. His
most prominent followers were Frank and Lillian Gilbreth.

Frank and Lillian Gilbreth: A construction contractor by trade, Frank Gilbreth gave up
his contracting career in 1912 to study scientific management after hearing Taylor speak at a

professional meeting. Frank and his wife Lillian, a psychologist, studied work to eliminate
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wasteful hand~and—bod}; motions. The Gilbreths also experimented with the design and use of

the proper tools and equipment for optimizing work performance.

Frank is probably best known for his experiments in bricklaying. By carefully analyzing
the bricklayer’s job, he reduced the number of motions in laying exterior brick from 18 to
about 5, and on laying interior brick the motions were reduced from 18 to 2. Using
Gilbreth’s techniques, the bricklayer could be more productive and less fatigued® at the end
of the day.

The Gibreths were among the first researchers to use motion pictures to study hand-and-
body motions. They invented a device called a microchronometer’ that recorded a worker’s
motions and the amount of time spent doing each motion. Wasted motions missed by the
naked eye could be identified and eliminated. The Gilbreths also devised a classification
scheme to label 17 basic hand motions (such as search, grasp, hold), which they called
therbligs® ( Gilbreth spelled backward with the transposed®). This scheme allowed the

Gilbreths a more precise way of analyzing a worker’s exact hand movements.
2.2 How Do Today’s Managers Use Scientific Management?

When managers analyze the basic work tasks that must be performed, use time-and-
motion study to eliminate wasted motions, hire the best-qualified workers for a job, and
design incentive .systems based on output, they’ re using the principles of scientific
management, But current management practice isn’t restricted to the scientific management

approach.

%ﬁ" 3 General Administrative Theorists

Another group of writers looked at the subject of management but focused on the entire
organization. We call them the general administrative theorists, They developed more

general theories of what managers do and what constituted good management practice.

3.1 Important Contributions

The two most prominent theorists behind the general administrative approach were
Henri Fayol and Max Weber.

Henri Fayol described management as a universal set of functions that included
planning, organizing, commanding, coordinating, and controlling. Fayol wrote during the
same time period as Taylor. While Taylor was concerned with management at the lowest
organizational level and used the scientific method, Fayol’s attention was directed at the
activities of all managers. He wrote from personal experience as a practitioner since he was
the managing director of a large French coal-mining firm.

Fayol described the practice of management as something distinct from accounting,

finance, production, distribution, and other typical business {unctions. He argued that
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management was an activity common to all human endeavors in business, government, and
even in the home. He then proceeded to state 14 principles of management-fundamental rules

of management that could be taught in schools and applied in all organizational situations.

These principles are shown next.
[ Fayol’s 14 Principles of Management ]

1. Division of work. Specialization increases output by making employees more efficient.

2. Authority. Managers must be able to give orders. Authority gives them this right. Along
with authority, however, goes responsibility.

3. Discipline. Employees must obey and respect the rules that govern the organization.

4, Unity of command. Every employee should receive orders from only one superior.

5. Unity of direction. The organization should have a single plan of action to guide managers
and workers.

6. Subordination of individual interests to the general interest. The interests of any one
employee or group of employees should not take precedence over the interests of the
organization as a whole.

7. Remuneration. Workers must be paid a fair wage for their services.

8. Centralization. This term refers to the degree to which subordinates are involved in
decision-making.

9. Scalar chain. The line of authority from top management to the lowest ranks is the scalar
chain,

10. Order. People and materials should be in the right place at the right time.

11. Equity. Managers should be kind and fair to their subordinates.

12. Stability of tenure of personnel. Management should provide orderly personnel planning

and ensure that replacements are available to fill vacancies.

13. Initiative. Employees who are allowed to originate and carry out plans will exert high

levels of effort.

14. Esprit de corps. Promoting team spirit will build harmony and unity within the organization.

Max Weber was a German sociologist who studied organizational activity. Writing in the
early 1900’s, he developed a theory of authority structures and relations. Weber described
an ideal type of organization he called a bureaucracy'>— a form of organization characterized
by division of labor, a clearly defined hierarchy', detailed rules and regulations, and
impersonal relationships. Weber recognized that this “ideal bureaucracy” didn’t exist in
reality. Instead he intended it as a basis for theorizing about work and how work could be
done in large groups. His theory became the model structural design for many of today’s
large organizations. The features of Weber’s ideal bureaucratic structure are showed next.

Bureaucracy, as described by Weber, is a lot like scientific management in its

ideology'?. Both emphasize rationality, predictability, impersonality, technical competence,
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and authoritarianism". Although Weber’s writings were less operational than Taylor’s, the

fact that his “ideal type” still describes many contemporary' organizations attests to' the

importance of his work.
[ Weber’s Ideal Bureaucracy ]

Division of Labor: Jobs broken down into simple, routine, and well-defines tasks.

Authority Hierarchy: Positions organized in a hierarchy with a clear chain of command.

Formal Selection: People selected for jobs based on technical qualifications,

Formal Rules and Regulations; System of written rules and standard operating procedure.

Impersonality: Uniform application of rules and controls, not according to personalities.

.
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Career Orientation: Managers are career professionals, not owners of units they manage,
3.2 How Do Today’s Managers Use General Administrative Theories?

Some of our current management ideas and practices can be directly traced to the
contributions of the general administrative theorists. For instance, the functional view of the

manager’s job can be attributed to Fayol. And even though the contingency'® perspective of a

manager’s job proposed that universalistic'’ management principles for all types of organizations

are not feasible'®, Fayol’s 14 principles do serve as a frame of reference from which many

current management concepts and theories of planning, organizing, leading, and controlling

have evolved®.

Weber’s bureaucracy was an attempt to formulate an ideal prototype for designing
organizations. Although many characteristics of Weber’s bureaucracy are still evident in
large organizations, his model isn’t as popular today as it was throughout most of the
twentieth century. Many contemporary managers feel that bureaucracy’s emphasis on strict
division of labor, adherence to formal rules and regulations, and impersonal application or
rules and controls takes away the individual employee’s creativity and the organization’s
ability to respond quickly to an increasingly dynamic environment. However, even in highly
flexible organizations of talented professionals — such as General Electric or Cisco Systems

- some bureaucratic mechanisms are necessary to ensure that resources are used efficiently

and effectively,

«* 4 Quantitative Approach to Management

The quantitative approach involves the use of quantitative techniques to improve

decision-making. This approach has also been labeled operations research or management

science.
4.1 Important Contributions

The quantitative approach evolved out of the development of mathematical and statistical



