Week Two Lecture Notes

HISTORICAL EVOLUTION OF MANAGEMENT

Both theory and history of management are useful to the practicing manager. A theory therefore is an arrangement of ideas explaining something, especially one based on general principles independent of the particular things to be explained. It can also be defined as the sphere of abstract knowledge or speculative thought about phenomena (incidents, trends, events, experiences, and occurrences) or Proposition that explains or predicts events or situations by specifying relations among variables (Amin, 2005). The following are the major reasons why theories are important to managers:

· Theories help us by organising information and providing a systematic framework for action. 
· A theory presents a systematic way of understanding a situation or phenomenon. 

· A theory is also a simple blue print or a road map guiding the manager towards achieving organisational goals.
This implies that, the history of management theories can help a manager to be aware of the many insights, ideas and scientific underpinnings that have gone into the making of modern management and the burgeoning of writings on management at the present day.

The practice of management started when man first attempted to accomplish goals by working together in groups. But the systematic study of management began at the advent of the Industrial Revolution which ushered in a new era of serious thinking and theorising on management. 

At this stage it is considered important and worthwhile to have some  knowledge of the background of the evolution of modern management thought, for then the  growth of modern thinking on management can be appreciated as the fruit of a long-going historical process and development. 

To begin with, there is no single universally accepted theory. The wild array of management theories could even look like a “jungle” as Koontz says. However, to help put the different theories in perspective, we shall discuss them as representing different schools of management thought.

1.     CLASSICAL SCHOOL OF MANAGEMENT THOUGHT 

The classical theory of organisation is also known as the Structural Theory. The most important concern of the classical theory is the formulation of certain universal principles of organisation. It deals primarily with formal organisational structure. The theory assumes that there are certain fundamental principles on which an organisation can be established to achieve a specific objective. The watchwords of this approach are efficiency and economy as it conceives that these principles if fully adopted, can lead to maximum organizational efficiency and economy. The structuralists were chiefly concerned with discovering the true basis on which work can be divided in an organisation and devising proper methods of bringing about the effective organisational coordination. They involve: The Scientific Management School (Frederick Winslow Taylor; Henri Fayol), The Bureaucratic Management School (Max Weber) and Administrative Management School (Herbert Simon, Woodrow Wilson, 
Luther Gullick & Lyndal Urwick).
A.    SCIENTIFIC MANAGEMENT (FREDRICK .W. TAYLOR) 
Scientific management, according to an early definition, refers to “that kind of management which conducts a business or affairs by standards established by facts or truths gained through systematic observation, experiment, or reasoning.”

Promoters of this school of thought attempted to raise labour efficiency primarily by managing the work of employees on the shop floor.  Frederick Winslow Taylor (1856-1915) is generally acknowledged as “the father of scientific management.” He developed a theory called the Scientific Management Theory (often called "Taylorism"). The two most important books on his theory are Shop Management (1903) and The Principles of Scientific Management (1911). 

Because of an eye problem, he could not attend Harvard University. As a result he started working as a common labourer in a small machine shop in Philadelphia, USA. Later on he worked as an apprentice, a foreman, a master mechanic and rose to the eminence of a chief engineer of a  steel company after obtaining a degree in engineering through evening study.  This varied experience gave him ample opportunity to have firsthand knowledge and intimate insight into the problems and attitude of workers and to explore great possibilities for improving the qualities of management in the workplace.
Wherever he worked, he found a very ineffective use of employees, unsystematic methods of work, utterly poor co-operation between management and labour. He also observed gross inefficiency, waste and widespread output restriction among workers which he termed “systematic soldering.” Hence Taylor committed himself to the relentless pursuit of “finding a better way” and developing and practising the “science” of work - the underlying laws or principles that govern various activities. He attempted to do it by using systematic study of time, motion and fatigue involved in work with a view to identifying the best way of doing a job.

Taylor’s major concern throughout his life was to increase efficiency which he considered the best recipe to serve the competing interests of both managers and workers for a larger share of a fixed economic pie. To him, solution lies in increasing size of the pie by raising productivity through scientific management. He called for a “mental revolution” or a radical change of mind among workers and management in order to fuse the interests of both groups into a mutually rewarding one.
Elements and Tools of Scientific Management 
a) Separation of planning and doing: Taylor emphasized the separation of planning aspect from actual doing of the work. Before Taylor’s scientific management, a work used to plan about how he had to work and what instruments were necessary for that. The worker was put under the supervision of a supervisor commonly known as gang boss. 
b) Functional foremanship: Separation of planning from doing resulted into development of supervision system which could take planning work adequately besides keeping supervisions on workers.  
c) Job analysis: Job analysis is undertaken to find out the one best way of doing the thing.

d) The best way of doing a job is one which requires the last movements, consequently less time and cost. The best way of doing the thing can be determined by taking up time motion fatigue studies.

e) Standardization: As far as possible, standardization should be maintained in respect of instruments and tools, period of work, amount of work, work conditions, cost of production and this would translate to accurate estimates of output.
f) Scientific selection & Training of workers: Taylor has suggested that workers should be selected on scientific basis taking into account their education, work experience, aptitude, physical strength.

g) Financial incentives: Financial incentives can motivate workers to put in their maximum efforts. If provisions exist to earn higher wages by putting in extra effort, workers will be motivated to earn more. Hence, pay incentives had to be varied according to the piece of work performed.
h) Economy: While applying scientific management, not only scientific & technical aspects should be considered but adequate consideration should be given to economy & profit. For this purpose, techniques of cost estimates and control should be adopted.
i) Mental revolution: Scientific management depends on the mutual co-operation between management and workers. For this co-operation, there should be mental change in both parties from conflict to co-operation.

Frederick Taylor’s Scientific Management Principles
Taylor’s premised principles:
a) Develop science, but not rule of the thumb: Scientific management organized knowledge should be applied which will replace rule of thumb. While the use of scientific method denotes precision in determining any aspect of work.  
b) Worker training: Scientifically select, train and develop the worker to the fullest extent possible for their own and for the company’s prosperity.

c) Cooperate: Cooperate with the workers to ensure that all work is done in accordance with the scientific principles. Scientific management involves achieving co-operation rather than chaotic individualism. Scientific management is based on mutual confidence, cooperation.

d) Division of work: Divide work and responsibility equally between workers and managers. 
e) Maximum output: Scientific management involves continuous increase in production and productivity instead of restricted production either by management or by worker. 

Implications of Taylorism

a) Man’s concern is maximisation of economic gains

b) People respond as individuals, not groups

c) People can be treated in a standardized fashion, like machines;

d) A worker's job is to do what they are told and get paid accordingly;

e) The main form of motivation is high wages, which are linked to output;

f) A manager's job is to tell employees what to do - give them the "best way" to perform a job.

Shortcomings of Taylorism
a) Ignores differences among people in organisations. There is no guarantee that a "best way" will suit everyone.

b) Whilst money is an important motivator (Onen & Maicibi), it is not for everyone.

c) Taylor overlooked the fact that people work for reasons other than financial reward.

d) Tailorism was more tailored to production,   overlooking workers’ social psychological & needs. 

The essence of this school of thought is to make constant endeavour to find better means of management using scientific methods. Historically, it is associated with economic considerations such as cost effectiveness, efficiency and productivity.
B. MANAGEMENT PROCESS/ FUNCTIONAL MANAGEMENT THEORY (HENRI FAYOL)
Henri Fayol is called the father of the Management Process or the Functional Management Theory.  As a French Engineer, he first published his experiences in the book General and Industrial Management in 1916.   The book arrived in England only when it was first translated to English in 1929.   He tried to approach organisations through their general principles without making a    distinction between industrial and public service organisations. 

According to him, management and administration are two sides of the same coin and need not be distinguished. Fayol’s theory of the scalar chain, which is the synonym for hierarchy, is a kind of photograph of the framework. Fayol used these principles to explain the organisational behaviour. He did not consider these principles as immutable or one best way, but maintained that the principle is the light house fixing the bearings, which can only serve those who already know the way to the port. Fayol divided the industrial activities into six groups. These are as follows:

i. The technical activities, which include production, manufacture and adaptation.

ii. The commercial activities, which include buying, selling and exchange.

iii. The financial activities that is, search for and optimum use of capital.

iv. The security activities, which include protection of property and persons.

v. The accounting activities,  which  include  stocktaking,  balance sheet, costs, statistics, and so on.

vi. The managerial activities, which include planning, organisation, command coordination, control, and so on.

He defines management in terms of the following five key functional elements as:

a) Planning: It s the act of forecasting future and drawing up the plan of action. 

b) Organising: It refers to structuring the human resources of the undertaking into jobs, departments and so on to enable them to put the plans into action. It also involves the use of material resources. 

c) Commanding: It consists of setting the human resources into activity toward the organisation’s objective.  This is what we today call leading. 

d) Coordinating: It   involves unifying and harmonising all activities and efforts. It permeates the other four basic functions.

e) Controlling: It means, ensuring that everything occurs in conformity with established rule and expressed command.  It serves to make certain that all operations are proceeding according to plan to accomplish the goals.

According to Fayol, a successful manager must possess leadership qualities, knowledge of the business and his workers, and the ability to instill sense of mission. A manager having these qualities can obtain the best performance from his work force. Knowledge of necessary administrative powers and functions that have to be performed would empower the manager to organise and run any undertaking.  To Fayol, good administration is a process, which is distinct from the particular management task at hand.  To put it differently, Fayol treated administration as a universal process, which is equally applicable to both public and private organisations.

In Fayol’s theory, the organisation chart graphically depicts the essence of the organisation. According to him, such charts of managerial staff show each man’s immediate superior and subordinates and are a kind of framework of the organisation at a given moment.

Fayol’s Fourteen (14) Administrative Management Principles

In addition to the six management activities, Fayol identifies fourteen universal administrative management principles which are aimed at showing managers how to carry out their functional duties and this include: 

1. Division of labour: This improves the efficiency of labour through specialisation, reducing labour time and increasing skill development. 

2. Authority: This is the right to give orders which always carry responsibility commensurate with its privileges. 

3. Discipline: It relies on respect for the rules, policies, and agreements that govern an organisation. Fayol ordains that discipline requires good superiors at all levels. 

4. Unity of command:  This means that subordinates should receive orders from one superior only, thus avoiding confusion and conflict.

5. Unity of direction:  This means that there should be unity in the directions given by a boss to his subordinates. There should not be any conflict in the directions given by a boss." 

6. Subordination of individual interest to general interest:  According to this principle, the needs of individuals and groups within an organisation should not take precedence over the needs of the organisation as a whole. 

7. Fair remuneration for effort: This principle states that since payment is an important motivator, it  should be a  matter for manager’s constant attention.

8. Centralisation or decentralisation:   Levels at which decisions are to be made should depend on the specific situation, no level of centralisation or decentralisation is ideal for all situations. 

9. Scalar chain: The relationship among all levels in the organizational hierarchy and exact lines of authority should be unmistakably clear and usually followed at all times, excepting special circumstances when some departure might be necessary. 

10. Order: Here Fayol means that there should be a place for everything (and everyone), and everything (and every one) should be in its place. This is essentially a principle of organisation in the arrangement of things and people. 

11. Equity: Employees should be treated equitably in order to elicit loyalty and devotion from personnel. 

12. Stability of tenure: Viewing unnecessary turnover to be both the cause and the effect of bad management, Fayol points out its danger and costs. 

13. Initiative: Subordinates should be encouraged to conceive and carryout ideas. 

14. Esprit de corps: Team work, a sense of unity and togetherness, should be fostered and maintained. 

Fayol was of the opinion that the application of these principles should be flexible enough to match each specific organisational situation. Subsequently, however, the rigid application of these functions by managers came under criticism. But the fact remains that his contention that management is a continuous process beginning with planning and ending with controlling also  remains popular today and can be found in nearly all management texts. There are two noticeable points in Fayol’s, which is different from the “one best way” theorists. 

First, he never insisted that this list of principles is the final one. He believed that principles can be added and subtracted according to the requirement of the organisation. Fayol observed that every administrative rule or advice   strengthens the human part of an organisation or facilitates its working and has its place among the principles for so long as experience proves it to be worthy of this important position.

Secondly, unlike his contemporaries, Fayol is not  rigid about the use of the term “principles.” He opined that, “for preference I shall adopt the term principles while disassociating it from any suggestion of rigidity, for there is nothing rigid or absolute in management affairs, it is all the question of proportion.”  Seldom do we have to apply the same principle twice in identical conditions; allowance must be made for different changing conditions to allow for flexibility in propounding principles, which have made functional management a universally applicable theory. 

C. THE ADMINISTRATIVE MANAGEMENT SCHOOL OF THOUGHT/ BUREAUCRATIC THEORY (MAX WEBER’S) 
Bureaucracy stems from the word "bureau", used from the early 18th century in western Europe not just to refer to a writing desk, but to an office, i.e., a workplace, where officials worked. Bureaucracy does not create policy but, rather, enacts it. It is form of organization in which office holders have defined positions and titles. Thus, formal rules specify the duties of the officeholders and personal distinctions are usually discouraged by the rules.

According to Kalr Marx (1818 –1883), bureaucracy rarely creates new wealth by itself, but rather controls, co-ordinates and governs the production, distribution and consumption of wealth.. Wealth is appropriated by the bureaucracy by law through fees, taxes, levies, tributes, licensing etc. 

On the other hand, Max Weber (1864 –1920) defines bureaucracy as a formal, hierarchical organization with many levels in which tasks, responsibilities, and authority are delegated among individuals, offices, or departments, held together by a central administration. Weber says modern bureaucracy is impersonal, concentration of the means of administration, a leveling effect on social and economic differences and implementation of a system of authority that is practically indestructible. 
Max Weber is believed to be one of the biggest influences in political science, philosophy and sociology. Weber tried to make organisational management more efficient and effective than what Frederick Taylor had put forward. Max Weber believed that the ideal form of administration especially in a government sector and large companies was bureaucracy. As a result, Weber believed that if carefully managed, a bureaucratic administration can lead to:

· Effective decision-making

· Optimum use of resources 

· Accomplishment of organizational goals. 

Note: Weber proposed that smooth functioning would depend on the degree to which there were firm rules, policies and procedures, a fixed hierarchy, and clear division of labour with appointments based on merit and not any other criteria. 

Features of Max Weber’s Bureaucracy
a) A Hierarchical Structure: Max Weber proposed a structured hierarchical system, cutting through layers of the workers. For instance, if there are two offices present in the system, the lower office should be directly supervised and controlled by the office that is ranked higher.

b) Selection, Qualifications and Careers: Selection of staff/officials should attempt to be on merit/ qualification

c) Career: An official should have a full career in the system that is it must be a full-time employment, compensation matching the qualification/ prevailing standards. 
d) Separation of Official and Personal Property: Advised against it and proposed that there should be clear separation of official and personal properties in the offices.
e) Impersonality: Max Weber purposely wanted the system to be impersonal in order to eliminate undue influences i.e. bias for individuals, based on their wealth, influences, connections or position warned. The rules and regulations formed should be applied uniformly and consistently to all. That meant that even the interactions between the individuals working in the organization were to be impersonal.

f) Functional Specialty and Division of Labor: According to Max Weber, the tasks should only be done by specialists who can perform to the best of their duties.
Merit and Demerits of Bureaucracy 

	S/N
	ITEM
	MERIT
	DEMERIT

	1
	A Hierarchical Structure

  
	Chain of Command is clear 
	May not be clear in a situation where somebody in a service department, e.g. IT is deployed in a user department – to whom does the person report? 

	2
	Selection, Qualifications and Careers

  
	The most suitable persons are recruited since this is done on merit.

Payments are commensurate with qualifications.

 

Officers can follow a given career path and be promoted accordingly. 
	Sometimes it is not only the paper qualifications and technical know-how that matter in a job; the soft skills are also needed, especially in highly public communication offices, e.g. front desk, etc. 

	3
	Management by Written Rules and Procedures 
	Everybody expects to be treated fairly as prescribed by the rules and procedures. 

Rules and procedures save time in decision-making when one does not have to always reinvent the wheel. 

They protect officers from making arbitrary decisions. 
	Delays may be experienced as business awaits the procedures to be followed to the letter – hence the term “extremely bureaucratic procedures” and red tape. 

 Always operating by the book may stifle creativity. 

	4
	Separation of Official and Personal Property

  
	Protects officers from abuse of office.

Protects the organisation from heavy losses incurred by officers’ appropriation of official resources for personal use. 
	Cannot be implemented to the letter, e.g. would an officer drop the official pen they are using to sign a recommendation for a friend?

Perceived as inhumane when applied to the letter. 

	5
	Impersonal 
	Assists in eliminating undue influence. 
	Eliminates the personal side of human beings – associations become overly inhumane. 

	6
	Functional Specialty and Division of Labor

  
	Workload is lighter when the work is shared.

 Specialisation breeds expertise.

Enhances accountability and each person is responsible for the portion of work done. 
	When persons are highly specialized, they cannot be deployed elsewhere.

 Organisations can experience crises when the specialist is not around.

   


Types of Bureaucracy
a.   Neutral Bureaucracy

· Bureaucrats are supposed to administer the rules without bias. 

· No one should be given preferential treatment. 

· Political neutrality of civil service.

· Work based on policy, rules and regulations 

· An application of these principles has created a new form of bureaucratic organization and become an ideal type of organization in the government (Max Weber)
b.   Representative Bureaucracy

· Acts as representative of citizens. 

· The establishment of bureaucracy based on citizens ratio (race and ethnicity) to ensure the interests of diverse groups are represented in policy formulation and implementation processes.

The Bureaucratic Organization

· Official business is conducted on a continuous basis 
· Official business is conducted in accordance to rules: 
· Responsibilities and authority are part of a vertical hierarchy of authority, with respective rights of supervision and appeal 
· Officials do not own but accountable to the resources necessary for the performance of their assigned functions
· Official and private business and income are strictly separated 
· Offices cannot be appropriated by their incumbents (inherited, sold, etc.) 
· Official business is conducted on the basis of written documents
D.   MOONEY AND REILEY (1931)
In their book Onward Industry Mooney and Reiley (1931), two managers from General Motors provided a conceptual framework laying down principles of management. Their book is attempted to provide an elaborate account of genesis of management. They refer to as coordinative principles. They showed the importance of leadership in organisation.

They also talks about scalar principle that lays stress on hierarchical nature of administration. They have also use the term functional principle that involve the coordination of functions related to setting of goals, purpose to achieve goals and the decision making process. They argued that mangers should perform their function to achieve the goals of management. Taylor have stress on scientifically improving the administration while focus of Mooney and Reiley concentrates upon administration. They have also distinguished between staff and line function in organization. Line organization refers to the functioning of scalar principle while staff are dependent on the line for the command leading to their role as dependent actor. They argue that management must be aware of these functions to be prepared to discharge them when necessary. Thus, they have contributed to the development of managerial theory of administration.

Mooney and Reiley stressed upon some of the basic principle of organisation. According to them there are three basic functions first being the goals need to be set, then there will be a course of action to achieve the goal and finally the decision will be taken for the respective organisation. They argued that it becomes imperative that management must be aware of function and discharge them accordingly. Hence they have played an important role in the development of management theory of administration.
Mooney & Reiley were the first in USA to formulate the classical theory in 1931, when their book „onward industry‟ was published Line & Staff: Mooney and Reiley suggested that the line management should be vested with authority to get things done. At the same time they recognized the role of staff in providing advice and information.

E.   LUTHER GULICK AND LYANDALL URWICK
These two writers contribution to public administration was associated with the bringing together public administration and business administration.  Both of these writers were influenced by the ideas propounded by Taylor. The basic objective of their research was to rationalize work process by emphasising on division of labour.  They wanted to ensure a kind of system where individual task are divided within the departments. The authority relationship under this system was collection of tasks brought together would be directed unilaterally. There were seen to be four bases for grouping units work together  that is the purpose of  organisation , the kind of process to be used, material required for fulfilling the tasks and the place where activities can take place.
Gulick and Urwick was great systematiser of the classical approach to administration. Gulick was a well known American administrative expert. Urwick was a management consultant. Both were involved in the problems of American public administration. They wrote many reports of administrative reform and efficiency. They were influence by Fayol and Taylor. Both Gulick and Urwick devoted their attention to the principles of administration. Division of work, coordination, delegation of authority, authority and responsibility are some of the important principles that are given by them. For Gulick, division of work and coordination is important. He believed that principles of administration is guided by efficiency .He examined the concept of departmentalism, According to him department in an organisation can be organized according to four basic criteria; purpose they need to serve, processes they use, person dealt  with and place where work is performed. Departmentalism is an important feature of the Gulick’s organizational theory.

These two writers had a wide experience in working in industrial organisation. They were associated with the formal organisation and contributed to the development of classical theory that is knows as administrative management theory. They believed that if the experiences of administrators are taken into account then there is a possibility of the development of a science of administration. Hence they argued that there is a need to facilitate the introduction of mass production techniques. They wanted to ensure some level of homogeneity in the work process.  It was important to combine skills and production to derive better result and output. Based on this approach and their experience they evolved certain principles of organisation. The principles enunciated by Gulick are called “POSDCORB”
a) Planning: It is required To fulfil the task of organisation.  

b) Organizing: There is an establishment of formal structure wherein work is divided and coordinated for the desired objective.  

c) Staffing: It is all about training the staff to do the work in a professional manner.   

d) Directing: It means giving directions or order to employee to do their work in a consistent manner. 

e) Co-ordinating: Interrelating of the various kinds of work.  

f) Reporting: Keeping employer updated of the work done by employee in  the organisation through regular reports  and research.    

g) Budgeting: Maintenance of funds required for planning and coordinating tasks of  organisation 

According to Gulick the concept of POSDCORB is important for marinating efficiency in organization. While Urwick gave importance to identification of tasks, individual come later. He believed that the scalar principle has to be observed else authority breaks down. Hence he prescribed that scalar chain is a form of authority that runs in an organization. While Urwick identified eight principles of administration. He developed his principles on the interpretation of processes that defines the structure of an organisation. Urwick produced a consolidated list of ten principles as follows.
a) Principle of the Objective: For any organisation to function there has to be an objective that needs to be fulfilled. 
b) The Principle of Specialisation: There is one group that specialises in performance of specific function.   
c) The Principle of Coordination: This principle is important for ensuring coordination in organisation. 
d) The Principle of Authority: In every organisation, various groups have to follow authority and command of the organisation.  
e) The Principle of Responsibility: Since superior claims authority in an organisation therefore he become responsible for acts of his subordinates.  
f) The Principle of Definition: In an organisation, it is imperative that the nature of jobs and duties attach to that specific job needs to be specified or defined. 
g) The Principle of Correspondence:  The principle of authority is associated with the principle of responsibility. 
h) The Span of Control:  Manger should be responsible for only few subordinates  working in an organisation. 
i) The Principle of Balance: Balance is an important principle to ensure equality in  the work processes.

j) The Principle of Continuity: Within the structure of organisation, continuation  of activities is imperative condition.   

Hence, it can be said that Urwick ideas has become popular in adopting the management techniques of the institution. He emphasised on the purpose and structure of organisation. If we compare Urwick list with that of Fayol principles of management.  Urwick has paid less attention to the issues such as basic pay and morale. Its emphasis has been more towards the mechanism of an organisation. In the next section, we need to understand the general principles of organisation.
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