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Management Ideas Poem

by
Paul Holland

With Herzberg, Mintzberg and Mr Argyle
I’'m desperately trying to develop a style
But will I ever get the chance to Schein
Often I feel I'm in de Klein

I'm looking for a Handy solution I shout

But as soon as I'm interested it just Peters out
I've looked everywhere (at Fiedler on the roof and
Maslower down)

Till I'm Reddin the face and begin to frown

I'm not as Jung as I used to be (keep it quiet)

But Freud egg and Drucker I’'Orange are not my diet
Even in Tescos during Shoppenhausers

They Kant stop talking about the brain’s mystical powers

I've looked at TA and got my fingers Berned

- My cross-transactions have Vroom for improvement -
so I'learned

Without Fayol when I'm counselled I just get a Block
I get de Board feeling so easily I never take stock

Learning styles may have helped me (but I lied)

However, I discovered, "Honey, it’s Kolb outside"

My search has been rewarded (partial I'd admit)

When asked for my opinion I say it’s all Tannenbaum and
Schmidt

I’'m sorry if the above doesn’t scan
But I'm afraid I missed the meter man

Source: Holland (1989: 96)
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ABSTRACT

This thesis considers how the reader can become a management guru. To
this end, it examines the history of management ideas in the period
1890-1990, and identifies those which have achieved widespread popularity.
A management idea is the generic term used to refer to any research finding,
theory, concept, framework or prescription that maintains currency within
the world of management and management education and training.

The thesis accounts for the popularity of these ideas. It argues that four sets
of factors contribute to the establishment of the popularity of a management
idea. First, the idea has to be timely, that is, in tune with social, economic
and political concerns of the period. Second, it has to achieve a high level of
visibility in order to gain managers’ awareness of its existence. Third, it
should address the relatively stable and enduring set of managerial needs.
Fourth, the idea should, in its content and design, be perceived by the
managers as capable of fulfilling those needs.

Five literature reviews were carried out. The first identified the six most
popular management idea "families". The second was a historical review of
the social, economic and political factors which formed the historical milieus
from which these idea families evolved. @ The third literature review
uncovered twelve recurring features of these popular management ideas.
~ The fourth examined managers’ needs for such ideas, and the fifth examined
how management ideas were marketed by companies and consultants.

These literature reviews produced a set of hypotheses, some of which were
tested in the empirical part of the study. These related primarily to the link
between management needs and the characteristics of the ideas themselves.
Both business school academics’ and managers’ reactions to different
management ideas were assessed from a phenomenological perspective.
This utilised self-completed questionnaires and the analysis of interview
transcripts.
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The research conclusions are that the popularity of a management idea can
both be predicted and planned for by enterprising and aspiring management
gurus, be they business school faculty or management consultants*. The
application of the principles described in this thesis should secure for them,
both fame and fortune.

* Throughout this thesis, masculine pronouns have been used for succinctness and are intended
to refer both to males and females. The lack of female management gurus offers great
opportunities for the business school academics and consultants of this sex.
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SUMMARY

The objective of this research was to discover why certain management ideas
have achieved widespread popularity and have brought fame and fortune to
their writers, while others have not. Those authors who have achieved such
celebrity have had their ideas taught in business schools and on in-company
seminars. They are discussed in the books and journal articles of other
writers.  Sections of their writings appear in books of readings. Such a
degree of continuing exposure is not limited just to when the author is alive.
Their ideas continue to flourish after their deaths. Hence, these management
writers have achieved fame during their lives, and immortality after it.

Fortune refers to the income that these writers can expect to earn from the
sale of their ideas. The income flow comes in the form of royalties from their
books, from sales of audio and video cassettes, workbooks and associated
training materials. Most spectacularly, it can come from personal appearance
fees at conferences and company seminars. In 1987, Tom Peters was
rumoured to be charging $25,000 per presentation, and Rosabeth Moss
Kanter’s consultancy fee was $17,000 per hour.

The thesis does not address itself to the question of the application of
management ideas. Many, but not all, of the popular ideas to be discussed
have altered the way that managers do things and the way in which their
organizations work. However, while this is acknowledged, the thesis limits
itself to understanding the popularity of a management idea as evidenced by
the frequency of its communication and citation, and the recognition (both
financial and in status) that is given to its developers or promoters.

The thesis argues that for a management idea to secure fame, fortune and
immortality for its writer, it has to meet four pre-requisites. First, the idea
has to be timely. That is, it should address itself to the problems of the age.
In the early years of this century, scientific management offered solutions to
the problems of organizing large groups of immigrant workers in the United
States. At the end of the century, the excellence literature provided ideas to
enable the West to counter the Japanese industrial challenge.
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Second, a timely idea may fail to achieve popular acclaim because its
potential audience are not aware of it. Ideas do not promote themselves.
They have to be brought to the attention of users. In this context, business
school academics and management consultancies play an important role in
the dissemination of the ideas.

Third, although timely and visible, and idea may fail to address
organizational concerns in a way that meets the individual needs and
concerns of the managers at whom it is addressed. Fourth, while it may be
timely, visible, and focused on managerial needs, it may lack the essential
ingredients which allow potential users to perceive it as relevant to meeting
their needs.

In explaining the phenomenon of how only a small fraction of all the
management ideas developed over the last eighty or so years have managed
to achieve popular status, one can use the analogy of the filter funnel. As
the available management ideas are tipped in at the top, they flow down
through ever finer filters. These filters have labels such as timeliness,
visibility, need relevance and design features. The majority of the
management ideas fail to pass, and get filtered out. Only a very small
number pass through the filter funnel and re-emerge at the other end as
popular management ideas.

MANAGERS’
NEEDS

IDEA
BENEFITS

0000000000 TIMELINESS

PROMOTION

POPULAR MANAGEMENT
IDEAS
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This research is based on an analysis of acknowledged popular management
ideas. As a result of this research, it is hoped that readers will be in a position
to engage in detailed planning of management ideas prior to launching them
onto the market. The outcome of this should be to maximise their chances of
international success, fame and fortune.
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CHAPTER 1
INTRODUCTION

The writer’s interest in this topic was awakened in two ways. First, from the
start of his career as a management academic, he had a facination with the
choice of ideas that were presented on management courses, and the way in
which these were taught. Amongst the observations that he made was that a
very limited range of ideas were taught on introductory management courses.
He saw that attempts by lecturers to teach different, often more up-to-date
and complex ideas, were greeted with complaints from students. Frequently
this led to lecturers abandoning their attempts at innovation and going back
to the teaching of the tried and tested management ideas in their field or
discipline. It appeared that there was some sort of core of acceptable
material which managers and management students considered to be
valuable and to which they reacted positively. Which were these ideas and
why did managers and management students find them so attractive?

A second stimulus came from discussions with management lecturers. They
commented on the ease and difficulty of teaching certain subjects but not
others. Motivation as topic was considered "easy" but systems theory was
"hard". Particular topics were preferred to others on the basis of their
"teach-ability". It became clear that these lecturers, in deciding what to teach
and what not to teach, were exerting a gatekeeping role in relation to the
knowledge that they introduced to their management students. On what basis
did they make such decisions? '

Most recently, the writer realized that a small number of management
commentators were attaining guru status. Their books sold in their thousands
and even millions, royalties flowed in, and their ideas were merchandised in
- audio and video cassettes. The appearance money that they charged to make
presentations at conferences and on in-company programmes matched that
of film, television and pop stars. Apart from a personal interest in how to
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participate in such largesse, the writer was facinated to discover how certain
management ideas could be so attractive and bring such high rewards to
those who developed and presented them.

Finally, in considering this subject over the years, the writer became aware of
a number of curiosities about the management guru phenomenon in general,
and about the nature of the management ideas themselves in particular. In
reading around the subject, he observed that other commentators working
outside of the field of management education, were also conscious of a
similar phenomenon. Many years ago, John Dryden said that a "falsehood
once received from a famed writer becomes traditional to posterity”". Since
then, other authors have commented that the truth or falsehood of an idea
was one thing, but that its acceptance and dissemination was another
(Gellner, 1985); that there was no apparant correlation between the
significance of an idea and its popularity (Butler, 1986); that what was said
had always been less important than how it was said (Mikes, 1984); that
ideas received acclaim not because they were true, but because they were
interesting (Davis, 1971); and that a lie well told was better than the truth
garbled.

ASSUMPTIONS TO BE TESTED

The 1980s generated a great interest in management ideas and gurus. Certain
ideas, such as those of Herzberg (1959), continue to be popular even after
other writers had demonstrated flaws in the research methods and
challenged their findings. For example, the notion of projection became
popular and argued about, only after people tried to replicate Herzberg’s
research. Thus, in the case of theories, despite the fact that newer and
methodologically sounder ones became available, the popularity and
discussion of older ones like Maslow’s (1943), McGregor’s (1960) or Likert’s
(1961) was not diminished. @~ While academics may criticise these writers,
their ideas continue to have a profound effect on management teaching and
possible also on management practice.
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The developers of these management ideas have also enjoyed popularity.
The British and American business press have had a long standing facination
with the management gurus or sages. At least once a year a magazine such
as Management Today will carry an article, or even a series or articles, on
this theme. Examples of such contributions have appeared in the Financial
Times (1986), Business Week (Byrne, 1986), and Business (1988).

The starting point of the research was the hypothesis that there were certain
recurring and hence predictable elements in the small number of the most
popular management ideas that explained their popularity. The study sought
to identify whether this was in fact the case.

The subject field which most closely addresses itself to the research question
as outlined above is that of the sociology of ideas which is a sub-set of the
sociology of knowledge. This is because this discipline seeks to explain why

people hold the ideas that they do, and examines how far such ideas can be
accounted for by reference to social factors present at the time. The
sociology of knowledge relates patterns of thought to social situations.

The earliest writings in the field of the sociology of knowledge were by Marx
and Mannheim. It is not intended to examine the background or history of
this sub-discipline in any depth. How does one study modes of thought?
Mannheim (1960) argued that we needed to grasp the "documentary
meaning". This involved presenting a description of the set of ideas;
accounting for the motives of the people involved; and explaining the social
and historical context in which those ideas developed and took root.

It is sufficient to highlight two writings on this theme. First, Bendix (1963)
took a theory of ideology perspective when he examined Marx’s proposition
that sets of ideas were used by groups to advance their material interests. It
has been argued, for example, that one of the reasons for the popularity and
development of Elton Mayo’s Human Relations was that it could be used by
managers to justify their authority in the workplace. It provided them with
the justification that management was attending to employees’ needs for
psychologically satisfying work experiences. Bendix demonstrated that the
promotion of human relations views was associated with higher levels of
bureaucratization.
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An example within the field of the sociology of knowledge which is
particularly pertinant to this thesis is that of the sociology of the interesting.
Davis (1971) offered an explanation of how certain social science theories
which were deemed to be "interesting" differed from those which he
considered to be "non-interesting". Davis distinguished his approach to the
field of the sociology of knowledge from that of Mannheim. He considered
Mannheim’s concern to be with the study of belief systems and assumptions.
‘While it did study the historical succession of ideas, such belief systems were
treated by Mannheim as static phenomena. Their historical succession was
viewed from the standpoint of one static ideology being replaced by another
static ideology. In contrast, Davis’ approach to the sociology of knowledge
(or the "sociology of the interesting" as he termed it) had a more dynamic
orientation. It was concerned with the study of the breakdown and build up
of beliefs, and the transformation of assumptions. It also concerned itself
with the discovery of the sociological and phenomenological mechanisms of
change. '

The writings mentioned in this section represent the boundaries within which
this writer has located his research question. Management theorists appear
to have been reluctant to take a reflective stance with respect to the theories
and frameworks that they teach to their students and managers. Weiss and
Miller (1987) wrote that in the decades since Bendix’s book was published,
there had been no rush to further his examination of the social bases of ideas,
and the usefulness of such ideas to particular groups. Davis himself
concluded his article by exhorting its readers to make the process of the
generation of interesting theories, as much the object of attention and
research, as the verification of insipid ones.  This thesis picks up both
challenges.

NEED FOR STUDY

Any piece of research starts with its writer’s personal interest. However, that
private interest needs to be matched by a wider relevence for both the
individual reader and a wider audience. = Readers may have a financial
interest in this topic since it will identify how they can market their private
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consultancy services or courses most effectively'. More generally, this study
suggests the form which management knowledge needs to take if it is to be
considered valuable by the managers at whom it is directed.

This research seeks to make a contribution to three related areas. These are
management practice, the theory of the sociology of knowledge, and to the
development of research methodology. First, the practical contribution of
this research is to identify the forms which knowledge about managerial
behaviour and organizational functioning needs to take, if it is to gain the
attention of managers, generate an interest in them, and move them to apply
it.  Put in slightly different terms, the research shows management
consultants and lecturers how best to package their management ideas so as
to maximise their chances of successfully selling them to organizational
~ customers.

Second, the research contributes to the sociology of knowledge as broadly
defined. The popular literature about management gurus has anecdotally
and intermittantly referred to aspects of management ideas which give them
"manager - appeal". However, it has neither provided an in-depth systematic
analysis of their common features, nor offered any supporting evidence for
the claims that have been made. This study will seek to overcome both of
these deficiencies.

Third, this thesis seeks to make a contribution to the development of
qualitative research approaches, especially those based upon
phenomenological ideas. It is intended to use phenomenologically-based
questionnaires and protocol analysis as the main data collection methods.
The research focuses on the field of management. However, it avoids the
broad issue of the circumstances under which managerially-relevent social
science research enters the decision-making domain. The process of using
research findings and ideas stretches along a continuum. At one end there is
the direct application of research findings to a single problem, while at the
other of the continuum there is a diffuse acquisition (or change) of
understanding. This question of how the conclusions of academic
management research succeed or fail to be applied to policy and strategic
decisions is a separate research topic, and one which will not be addressed in
this research. To summarise, what this study does attempt to do is:
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(a) To identify the most popular management ideas
and their associated change prescriptions.

(b) To explain why these specific ideas are popular
while others are not.

RESEARCH APPROACH

How is one to identify the dominant modes of management thought for
investigation, and how should they be studied? The founding fathers of the
discipline mentioned earlier have provided guidelines.

First, however, there is the need to identify the popular management ideas to
be studied. Davis (1971) examined a number of famous social science
(mainly sociological) theories. From an analysis of these, he produced a
systematic index of propositional forms that interesting and non-interesting
theories took. He wrote that his "index of the interesting" was not definitive,
and that the collection and categorization of interesting propositions needed
further refinement. He recommended a more sophisticated method of
identifying interesting propositions in any given field of social science. He
suggested surveying academics and practitioners in the field, and asking them
to name their favourite theories or authors. Additionally, he suggested
content analysing professional journals, popular texts of selected readings or
reprint series. ‘These approaches have been combined in the research
reported here in identifying the most popular management ideas for
subsequent analysis. - '
Second, following the suggestions of Mannheim, the aim will be to grasp
what he referred to as the "documentary meaning" of ideas. For each familiy
of related ideas, the thesis will first provide a brief description and then an
analysis.  That analysis will identify the essential features of each
management idea family.
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Third, the management idea family will be placed within its historical
context. Glover and Strawbridge (1985), distinguished what they called
"strong" and "weak" programmes in the sociology of knowledge. They
explained that "strong programmes" were these which sought to link all
knowledge and beliefs (including management knowledge) to social
conditions in a causal way. The interest here was on demonstrating how
particular economic, social and political conditions brought about, or caused
managers to hold or support particular ideas and beliefs. Such strong
programmes made no distinction between true and false beliefs, or between
reasonable and unreasonable ones.

STRUCTURE OF THE THESIS

The thesis is divided into ten chapters. The first introduces the findings of
the research, the need for it, and the research methods and design used.

Chapter 2: Popular management ideas

Chapter 2 defines the concept of "popularity” and identifies the most popular
management ideas of the last hundred years. These are grouped into six
main families and are labelled bureaucracy, scientific management,
administrative management, human relations, neo-human relations and guru
writings. Evidence is provided to support the choice of these six schools.

Chapter 3:  Historical context
"Every idea has its time" is the theme of this chapter. Each popular idea can
be seen as a reflection of its historical period. The author reviews the

historical background of the six management schools identified in the
previous chapter. The historical periods considered range from the 1900s
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through to the 1980s. The argument in this chapter is that in order to achieve
popularity, a management ideas must be introduced at a time when the
social, economic and political factors are mosty sympathetic to it.

Chapter 4: Business school gatekeepers

Business school academics play a small, but nevertheless important, role in
bringing management ideas to the attention of potential consumers. Little is
known about what attracts business school academics to teach certain
management ideas but not others. This chapter hypothesises a number of
possible variables and evaluates these in relation to the six families of
popular management ideas identified in Chapter 2. Five characteristics are
hypothesised as contributing to the promotablity of an idea.

Chapter 5:  Promotion of management ideas

A management idea does no sell itself, it is argued, even if it does contain all
the desirable characteristics. The chapter suggests that a key element in the
popularity of a management idea, lies in the application of marketing
principles to the basic managerial ideas, and their transformation into a
saleable product. Publishers and the authors themselves have superseded
academics as the main promoters of management ideas. Their task is to raise
the visibility of the product. By using marketing concepts such as branding,
product life cycle, product development, and franchising, they have raised the
visibility of the ideas in the eyes of consuming managers.

- Chapter 6: Requirements of managers .

Chapter 6 considers the popular management ideas from the .consuming
managers’ perspective. What do managers look for in a new idea?
Management ideas are considered from the manager’s perspective. The
conclusion drawn is that in both these areas the requirements are similar.
They can be considered under three main headings. These are the
requirement for achieving predictability and control of a volatile
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environment, and for the opportunity to increase status. These three
managerial needs are discussed within a context of changing managerial
images.

Chapter 7:  Succession of management ideas and fads

Chapter 7 addresses itself to two questions. First, how do apparently
competing ideas in management continue to co-exist, when in another
discipline, old theories would be replaced by newer ones? Second, the
chapter seeks to offer a more convincing explanation of the causes of the
management fad phenomenon than has hitherto been available.

Chapter 8: Research design rationale

This chapter introduces and justifies the research design and methods used in
the study. The chapter discusses the phenomenological philosophy and
relates it to its allied methods. It contrasts it with the more commonly used
positivistic research methods.

Chapter 9:  Presentation and analysis of data

The chapter reports the findings from two questionnaire surveys and a set of
in-depth interviews conducted with a small number of managers. The data
are summarized and discussed, and conclusions drawn.

Chapter 10: Conclusions and suggestions for further research

The final chapter summarizes the findings of the study. Rather than
repeating previously presented data, the material is presented in the form of

a step guide for the aspiring management guru. Finally, the chapter suggests
a number of directions for future research.
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INTRODUCTION

Throughout this century and particulariy after the Second World Waf, only a
very small proportion of published management ideas that have been
propounded have achieved widespread popularity and managed to establish
themselves in the history of management thought.

This chapter seeks to identify the most popular management ideas, and
pinpoint which aspects of their content might explain their popularity. The
popularity that is being explained is not a géneral one amongst the
population at large, but that of a sub-population limited to business school
academics and managers in Britain and the United States. This chapter has
seven main propositions which are that:

1. It is possible through the analysis of publications and
management academic surveys to identify sets or clusters
ofrecurring management ideas.

2. It is necessary and possible to distinguish between the
originators or formulators of management ideas and their
“subsequent disciples or idea-diffusers.

3. Popular management ideas are strongly practical and rarely
address fundamental intellectual or sociological issues.

4. The popularity of management ideas is related to their
applicability to the organizations or managers who pay for
them through various forms of consultancy.
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S. The popularity of management ideas is related to their ease
of understanding.

6. The popularity of management ideas is related to the
legitimating or taken-for-granted nature of management
status and power within a capitalist society. Hence
management ideas have capitalist, ideological and political
dimensions.

7. The elements of management ideas singled out by critics of
the same ideas are often those which can explain their
popularity. That is, the dimension that appears problematic
actually explains why managers are interested in it in the
first place.

In seeking to support proposition one, the chapter identifies what are held to
be the most popular management ideas in the history of management
thought. In a field where there are no easily available measures of
popularity, the thesis follows Davis’s (1971) suggestion, mentioned in the
previous chapter. Article selections and surveys of managers and
management academics are used to establish a popularity index. These
sources focus on the practising manager and the business school academic.
Thus, what is offered is the best available assessment of what are considered
to be the most popular managément ideas.

The chapter continues by supporting proposition two by demonstrating,
through the use of examples, how original management ideas have been
reformulated. It argues that it is necessary to distinguish between the
originals and the reformulations and focus upon the latter. This is because
the popularly trapsmitted, understood and applied management ideas are the
most relevant. Evidence is then presented to support propositions three to
six. These examine the content of the popular management ideas in depth.
Twelve features have been identified a priori grouped under three categories:
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Understanding contribution-ownership potential

of work world individual focus
communicability
Legitimation management control

leadership focus
legitimatory
human nature model

Applicability universality of application
quick fix
pay-off
set of steps or principles
authorization

Throughout the presentation of evidence, the comments of critical authors
will be cited in relation to proposition seven.

Establishing popularity

Since nomenclature represents a potential problem, this will be dealt with
immediately. What is collectively referred to as management thought in
historical accounts of the subject by authors such as Wren (1973) consists of
theories, research findings, frameworks, propositions, beliefs, views, saws and
suggestions. It is an untidy hotchpotch of diverse offerings. Linguistically
therefore, it is convenient to adopt a set of standardised labels for use
throughout the thesis.

It is proposed that the term management idea is applied to all abstract
thought units or systems of such units. Kramer (1975) defined a management
idea as a fairly stable body of knowledge about what managers ought to do.
He said that it:
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"

derived from inductive and deductive reasoning. It is
systematically organized knowledge applicable to a relatively wide
area of circumstances. As a system of assumptions, accepted
principles and rules of procedures ... (it) assists managers to analyze
and explain the underlying causes of a given business situation and
predict the outcome of alternate courses of action.”

Kramer (1975: 47)

Where there can be said to be sufficient similarity between these ideas or
systems of ideas, then the term family of management ideas will be used.
Finally, where the idea or idea system spawns a clearly defined set of actions
which go beyond mere thought, but actually seek to alter the behaviour of
individuals, groups or organizations in some way, then the label idea
technique will be applied.

The task of identifying what can be agreed to be the the most popular ideas
in management thought through the ages is a difficult one. Nevertheless, it
does represent the starting point of the thesis. The problem of identification
is compounded by the potentially different responses of two sub-populations
which might be expected to share a broadly similar perspective - business
school academics and managers. Miner (1980: 452) for example, felt that
there was a strong negative correlation with the ideas being espoused by one
group (e.g. academics) tending to be rejected by the other (e.g. managers).
To overcome this problem, Davis’s (1971) suggestion is adopted. He
recommended surveying academics in one’s chosen field asking them to
name their favourite ideas; analysing the ideas chosen for highlighting in the
major journals; as well as investigating popular texts of "selected readings".
The folIowing ten publications were found which fitted Davis’s suggestions.

1and 2. Matteson
Matteson (1974) reported the findings of a survey carried out among the
2123 members of the American Academy of Management. The

questionnaire asked these academics for their thoughts on contributions that

32



"... had greatly influenced management thought and research" (Matteson 1974:
386). He achieved only a 27 per cent response rate in his survey, but
nevertheless, produced a list of the top ten journal articles and top ten books
in management. These two listings will be considered in a single
categorization based upon their authors’ names so as to avoid duplication.

3. Pollard

In the late 1970s, Pollard (1974; 1978) wrote two books which summarized
the main schools of management ideas. The first volume considered authors
from the 1900-60 period, while the second looked at the years to 1970. In his
preface to his first book, Pollard wrote that he sought to help students to "..
find out how management had developed” and to give them ".. background to
management theory"” (Pollard 1974: ii). His second text aimed to give readers
"a fair cross-section of the writings on management relevant to the 1960-70
decade" (Pollard 1978: vii). His first volume dealt with 18 authors and his
second with 24.

4 and 5. Pugh: and Pugh, Hickson and Hinings

There is a high degree of overlap between these two books (Pugh, Hickson
and Hinings, 1983; Pugh 1984). The first is a summary by the authors of the
contributions of selected management writers, while the second contains
extracts from their original books. The similarity that Pugh et al. see in the
writers whose work they have chosen to feature is that,

"... the influence of their work has been felt in the last twenty years.
All have attempted to draw together information and distil theories
of how organizations function and how they should be managed.
Their writings have been theoretical in the sense that they have tried
fo discover generalizations applicable to all organizations".

Pugh, Hickson and Hinings (1983:9)
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In the introduction to his book of readings, Pugh (1984:9) wrote:

"The basis for selection for this wide ranging volume has been to
include those writers whose work has had a clear impact on
thinking, practice and research in the subject."”

6. Miner

A sixth source of data about suitable ideas for inclusion in this research was
provided by Miner (1980:1982). The ideas included in this book were
nominated by:

.. recognised scholars in the field of organizational study. More
than than thirty-five individuals suggested theories for
consideration. All theories on which most of the scholars were
agreed are discussed here."

Miner (1982: 453)

7. 8 9 and 10. Tosi; Koontz, Clutterbuck and Crainer: and Pierce and
Newstrom

Four additional texts were consulted as a final check. Those by Tosi (1984);
Koontz (1961 and 1980); Clutterbuck and Crainer (1988 and 1990); and
Pierce and Newstrom (1988 and 1990). The last of these was particularly
interesting. It considered the best selling texts of the 1980s based on the
dimensions of market acceptance (volume of sales achieved);
provocativeness (presenting viewpoints which run counter to traditional
management thought); distinctiveness (presenting a variety of interesting
topical themes to managers); author reputation those having a strong
reputation and the quality of their thinking and the insights they have
historically generated. ”
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Using these references, each management idea mentioned was held to be
"voted for". For ease of analysis the votes were allocated to the names of the
writers whose work was mentioned rather than to their books or articles. A
total of 129 names were identified and none of the names received more than
eight votes. Since the earliest of the aforementioned ten sources dates from
1969, the more recent writers do not appear as often in the voting. What is
interesting is the length of the list which indicates that beyond a hard core of
writers there is little consensus as to who the really influential contributors
are. Appendix A contains the full list of names and the number of votes cast
for each. The total was 306 which forms the basis of the percentage
calculations. The authors who hold the top eight positions are shown in
Table 2.1.

Table 2.1: Most popular management writers

a

Name Votes

1. Henri Fayol

Douglas McGregor 8
3. Peter Drucker 7

Frederick Herzberg

Tom Peters

6. ' Frederick Winslow Taylor
Rensis Likert 6
Chris Argyris

For the purposes of this research it is most useful to group the individual
names according to the similarity of their perspective. This produces a set of
"families" of management ideas. Table 2.2 lists these families in
chronological order together with the combined votes achieved in each case,
and what percentage these represent of the total 306 votes.
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To these five families a sixth will be added. This will be labelled Guru
Theory. This school has acquired prominence in the 1980s. While not yet
featuring extensively in management textbooks it has received widespread
attention in the financial and business press (Lorenz, 1986a; Byrne, 1986;
Clutterbuck and Crainer, 1988; Pierce and Newstrom, 1988 and 1990). These
diverse and unrelated set of writings include the thoughts of well-known chief
executives such as Lee Iacocca, Harold Geneen, John Harvey-Jones and
John Scully; of management consultants like Tom Peters and Philip Crosby;
and of modern business school academics like Michael Porter, Rosabeth
Moss Kanter, Henry Mintzberg and Kenneth Blanchard. Since they are so
diverse and since they draw so much of their authority from the idea
developers themselves, they will be referred to as Guru Theory.
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Table 2.2: Grouping of the votes of the most popular writers into
management idea families.

Idea family Writers - Votes

Bureaucracy Blau
Scott
Brown
Crozier
Jaques
Michels
Selznick
Thompson
Weber

WN = =N - DN

15 (4.9%)

Scientific management ~ Taylor
Gantt
Gilbreth

[\S\S N )

10 (3.3%)

Administrative Barnard
management Fayol
Follett
Mooney
Sloan

W) = = OO LN

18 (5.9%)

Human relations Mayo
Brown
Roethlisberger and
Dickson 1

—

6 (2.0%)

Neo-human relations Argyris
Bennis
Blake and Mouton
Herzberg
Likert
McGregor
Maslow
Schein

WWOORNIA~ PO

41 (13.4%)

Guru theory Drucker
Peters
Porter
Kanter
Iacocca
Blanchard

WWWWLWAI

26 (8.5%)
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In total, the management idea-families accounted for 38% of the total votes
cast. In the next section of this chapter, each of the aforementioned six
management idea families will be considered in turn. As mentioned earlier,
the focus of the thesis analysis will not be upon the validity or accuracy of
each management idea system but on the reasons for its potential appeal to
‘practising managers and management students. Initially thirteen recurring
attributes of popular management ideas were identified and each was
labelled as follows:

1. Management control

The management idea was perceived as increasing managers’ control over
their area of responsibility.

2. Management legitimation

The idea legitimated and emphasised the importance of the role of
management within the organization, society or both.

3. Guarantee of pay-off

Managers’ perceived that the effort involved in implementing it would give
them a certain and valued return.

4, Steps or principles

The idea possessed a set of clear steps or guiding principles which assisted
the process of adoption and implementation.
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5. Communicability

The management idea was easily understood initially by the managers, and
they they were able to explain it to their colleagues and fellow workers.

6. Unitary perspective

The idea took, as its starting point, the notion that managers and workers
had common interests even though these were not always apparent to them.
7. Universal application

The idea was not limited to certain types of companies or industry sectors but
had a universal application to all organizations.

8. Authorization

Authorization refers to the credibility basis of the idea. Three bases for
popular management ideas were identified. These were was common-sense,
empirical findings and use by others.

9. Individualistic perspective

Ideas which had a basis in psychology rather than sociology were favoured.
That is, those which explained employee conduct and prescribed action in
terms of individual behaviour.

10.  Human nature model

Popular ideas contained a clear and implicit statement about the nature of

man as clearly good or bad, and as amenable to being changed.
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11. Quick fix potential

These theories not only guaranteed success sometime in the future but also
stressed that such a return would be attained in a short period of time.

12. Contribution-ownership potential

The management ideas, while prescribing steps and principles, were not so
inflexible as to prevent minor adaptions being made by their users to
customize them to their own needs and thereby give them a feeling of
personal ownership.

13.  Leadership focus

The management idea contained somewhere within it, and usually stressed,
the leadership aspect of management.

None of the six management idea families possessed all thirteen features
described, but each had a majority of them as Table 2.3 shows. The thirteen
recurring attributes are interdependent, complementary and overlapping.
They have been intentionally separated. For example, "guarantee of pay-off"
and "quick-fix" are closely related aspects but have been kept separate at this
stage so as to facilitate empirical analysis later on.

The remainder of this chapter will take each of the six management idea
families in turn, and using the thirteen a priori variables, will examine which
family possesses which ones. Evidence is cited to support the argument.
Where such evidence is lacking, this is acknowledged. The presentation of
each management idea family will not be predominantly descriptive. While a
brief introduction will set each one in its historical context, it will be assumed
that the reader is already familiar with the basic elements of each idea
family.
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Table 2.3: Summary of characteristics possessed by the six management

idea families.
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NATURE OF MANAGEMENT IDEAS

Reflecting on the history of management thought, one can discern bodies of
organizational practice which draw upon a tradition of research and
theorising (of sorts) which goes back to the work of Taylor at the beginning
of the century. Despite the efforts to dignify this body of writing as "theory",
a distinguishing feature of it has been its fierce pragmatism. Such
pragmatism reflects both the concern to be applied knowledge and, in the
view of many critical observers, the result of a conscious or formulated
refusal to ask any fundamental questions about the nature of organization.

A consideration of popular management ideas involves the examination not
only of the world of applied theory at the level of subject matter, but also of
the enormously lucrative world of management consultancy and training
which requires "touch" theories or ideas for its own legitimation and
development. This imposes two types of constraint on the nature and form of
the evolving management ideas. First, the ideas and their associated
techniques must be acceptable to the organizations that pay the fees. Key
aspects of organizational life, such as its political nature, tend to be excluded.
Issues of conflicting attitudes are also frequently displaced into various
semi-therapeutic and psychological treatments.

A second limitation on what can be said and written, if it is to achieve
popularity, arises from the connection between management thinking and
the paying organization. This affects how the management idea is packaged
and sold by a consultant as a training service. The popular management ideas
which will be considered in this chapter are likely to be presented in the form
- of logos or pseudo-theoretical models which form the basis of a two or three
day training programme. Thus, pragmatic ideas in the form of McGregor’s
"Theory X and Theory Y", Maslow’s "Hierarchy of Needs", and Herzberg’s
"Motivators and Hygiene Factors", Peters and Waterman’s "7-S" model will
be included.  All of these can be summarised on one page of a course
handout in form of a logo or on an overhead projector transparency.
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Critics of the managerialist school (Salaman, 1978; Clegg, 1975; Clegg and
Dunkerley, 1980) have argued that an important function of management
ideas has been to legitimate the existing structures of power and authority in
organizations which would have been contested had they been presented
directly. For this reason, management ideas have needed to be
communicable and comprehensible to a wider group of people than just top
managers. They have had to be understood by both middle and junior
managerial ranks as well as those being managed. Although the families of
management ideas to be investigated in this chapter appear superficially to
differ greatly, they can all be said to represent a broad consensus on the
nature of organizational management in a capitalist society that goes back
for a hundred years. While there is no formulated agreement on particular
areas in the wide field of management ideas, there is a broadly accepted
model and a set of assumptions about organizational structure and
technique. This represents a sort of common sense understanding of what
management is or should be in an organization.

Such a high degree of consensus is not surprising. The common underlying
agreement referred to might be called the “capitalist imperative". The
theories to be discussed all emerged from Europe and the United States.
The capitalist form of organization therefore specified objectives such as
profit maximization, and the role and power relations between those
involved in the production process. It set limits on which goals could be
pursued and which forms of work organization were acceptable if the
fundamental system was not to break down. Mimicking the communist
system of organization, the capitalist system rejected any questioning of
either the basic terms on which the management of the organization was
conducted or of the political disposition in which it existed. These
potentially troublesome questions were simply bracketed, acknowledged in
asides, or obliquely referred to in externally determined matters such as the
contracts of employment and their regulation by law. The political nature of
organization is rarely referred to directly in any of the popular management
literature.

A distinction needs to be drawn between the task of critiquing the
management ideas themselves and that of conducting an analysis to explain
their popularity. Each of the management idea families has been subjected
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to a great deal of censure. Some of this has come from critical writers who
have challenged the implicit values and perspectives of the management
ideas. A second body of criticism has emanated from those who have claimed
that the management writers’ assumptions were invalid, that there were
major methodological flaws, and that the proposed techniques which were
implemented did not produce the results claimed. This particular body of
criticism will not be explicitly addressed in the thesis since the primary
objective is to explain the popularity of certain management ideas
themselves. The critical literature will be selectively used since these writers
have challenged those aspects of the management ideas which, it is argued,
give them their appeal to managers. It has been found that it is often the
critical perspectives on these management ideas which provide the initial
indication of the causes of popularity.

A major difficulty in seeking to explain the popularity of certain sets of ideas
in the history of management thought is the uncertainty of what is being
considered. Given a theoretical framework such as scientific management,
' there are a number of different perceptions of it. For example, one can
describe, analyse and evaluate,

* what the originator of the idea actually said (based
on original sources)

* what the teacher, tutor or consultant has interpreted
the originator to have said (based on an analysis of
textbooks and teacher’s lecture notes).

* what the manager or management student understands
the originator to have said, based on a presentation
or reading (identified from an interview with the
manager, or a review of the student’s exam script or
lecture notes).
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For the last forty years, business school academics have played an important
but decreasing gatekeeper role of bringing selected ideas to the attention of
managers. In the absence of such academics, for example in the period
1900-1940, management ideas such as scientific management and
administrative management ideas were promoted and interpreted by
consultants and managers. Such differences are common. Economists have
long distinguished Marx from the Marxists, and Friedman from the
Friedmanites. It is often the case that what the originator of an idea said,
and what his interpreters (e.g. business school academics or consultants) and
idea consumers (managers and management students) have understood him
to say, have differed.

A comparison between the original writings of the management idea
developers in the six management idea families and their popular
interpretations all reveal differences of interpretation. In some cases the
original idea was reformulated to such a degree that their authors could be
charged with misrepresentation. To illustrate this point a sub-set of two
management idea families are selected at random. These are scientific
management and human relations. Patzig and Zimmerman (1985) reported
inaccuracies in the reporting of management ideas and the creation of
"pseudo-history".

The authors considered Taylor’s four principles of scientific management
(Taylor, 1911: 36-7) in relation to their presentation in eleven randomly
selected textbooks. They found that nine of these books presented the four
principles inaccurately, while three reported Taylor’s work in a way that
could easily lead to misunderstanding. In addition, they found that some
writers had left out some of the principles while other had added new ones.
In his original account, for example, Roethlisberger (1941: 156) argued that
that the Hawthorne experiments had shown that ".. the factors that make for
efficiency in a business organization are not necessarily the same as those factors
that make for happiness, teamwork, morale, or any other word which might be
used to refer to co-operative situations". Yet Patzig and Zimmerman found a
textbook claiming that the Hawthorne studies has discovered that that "..
management has at long last discovered that there is greater production, and
hence greater profit when workers are satisfied with their jobs.  Improve the
morale of a company and you improve production” (Parker and Kleemeir
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(1951: 10).  Vroom (1964: 181) claimed "... human relations might be
described as an attempt to increase productivity by satisfying the needs of

employees".

Patzig and Zimmerman (1985) attributed such inaccurate reporting of
management ideas by lecturers to basic laziness. That is, their reluctance to
take the time and trouble to return to the original sources. They were
concerned about two consequences of these inaccuracies. First they feared
that managers would come to perceive such texts as untrustworthy and would
avoid implementing the ideas presented. Alternatively, the teaching of
inaccurate theory would result in the manager coming away with an mistaken
grasp of the idea which, when he applied it, would find that it did not work.
Patzig and Zimmerman asked how management academics could maintain
credibility in their academic institutions with their colleagues and other
corporate clients when they seemed unable to report their own ideas
accurately.

Not all business school academics have been so stringent. Lee (1987) in fact
argued for the reformulation of management ideas in order to produce what
he called "appropriate theories" for consumption by managers. His argument
was that there was an "experiential learning gap" between what a theory
could do to explain the practitioner’s reality, and what the manager needed
to know. Thus, management ideas had to be taught in an "appropriate" as
opposed to an "inappropriate" form. The latter was one which might confuse
the manager by over-emphasised the complexity of life. It might cause
“paralysis-of-analysis" and might place the need for full understanding ahead
of the need to act effectively. In contrast, "appropriate" versions of popular
management theories, said Lee (1987:25), were:

"... created by taking the core idea of the parent theory and turning
them in some simple way without foo much jargon ... Important
caveats may be dropped and attempts to increase impact and
teach-ability may result in the loss or distortion of meaning of the
underlying theory ... when the educator is a skilled professional, the
underlying ideas have been converted into something which is in
effect a new, more appropriate theory'.
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For Lee, the best support for this reformulated management idea was not its
explanatory power but its widespread acceptance by practitioners because of
its high usefulness to them. His ultimate test of a management idea was that
it was a "reasonable reflection of reality as perceived by the practitioner”, that it
could "assist in the development of personal conceptual frameworks which will
be of value in support of practical goals." (Lee 1987: 250).  The aim of
appropriate theory was not to be right but to be useful.

What Lee in effect offered was an argument to legitimate the reformulation
of original management ideas into a form which would give them wider
ranging popular appeal along the lines being identified in this thesis. Indeed,
he identified theories of useful error which were management ideas which,
despite their scientific inadequacy, were useful for the development of
insights among practitioners who were not themselves scientists. He
contrasted these with theories of necessary simplification which, although
accurate by scientific criteria, were so complex that they had to be introduced
to practitioners in an appropriate (simplified) form by conscious
reformulation on the part of the consultant or business academic. Alongside
these one might add Patzig and Zimmerman’s (1975) theories of unconscious
reformulation where scientifically adequate or inadequate ideas were
incorrectly communicated by lecturers or consultants. Lee argued that the
management ideas used in post-experience management education, even
though they may be of limited validity were:

"... essential for the proper education of managers [but]... it is the
widespread use of such theories which is responsible for many of
the attacks directed at those who teach management in the
academic world. Our discipline is not seen as academically
respectable by our colleagues who work in more traditional areas."

Lee (1987: 247)

47



Critics of this view have argued that if engineers or doctors were taught such
"appropriate" theories they could either kill themselves or others. Discussing
the techniques based upon the vast range of what have been collectively
referred here to as management ideas, Anthony noted that the basic idea
from which such techniques were distantly derived could not have been
appropriate ".. but the image in which it is presented must be acceptable and be
deemed appropriate.” (Anthony,(1987: 258). Given this difference between
the original and the reformulated management idea, the thesis will examine
the latter which might be termed "popularly received wisdom".

BUREAUCRACY

Weber’s theory of bureaucracy is often presented alongside the work of
administrative management writers such as Fayol, Gulick and Urwick who
will be considered later. Weber’s own work set in a historical-philosophical
context. However, its specific conclusions established the basis for the work
of these other writers. Weber was a German sociologist-philosopher
(1864-1920) and not a manager, engineer or a management consultant. His
interest was in the process of social change, and in particular, in the effect of
rationality on religious thought and capitalism. By rationality he meant the
kind of action or mode of organizing in which goals are clearly conceived and
all conduct, except that designed to achieve the particular goal, is eliminated.

From this historical perspective he examined different types of authority.
Charismatic authority he said, was based upon a belief in the sacred or
extra-ordinary characteristics of the person giving the order (e.g. Christ). In
the traditional form of authority, orders were obeyed because people
believed that the person giving them had traditionally done so (e.g. king or
lord). In the legal-rational form of authority, the orders were obeyed because
people believed that the person giving them was acting in accordance with
legal rules and regulations. The term that Weber applied to the
organizational form built upon pure legal-rational authority was bureaucracy.
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Fully developed and in its most rational form, bureaucracy necessarily
pre-supposed the concepts of legitimacy and authority. The Weberian model
of bureaucracy offers a stable and predictable world which provides the
blueprint for "rationally designed" structures in which "rational" individuals
carry out their prescribed roles and actions. For Weber, "rationality of
action" had to be judged against some objective standard and this formal
rationality was reflected in the management thought and literature that
followed it. Weber saw the bureaucratic form of organization possessing the

s}

following features:
Specialization =~ "Each office has a clearly defined sphere of
competence."
Hierarchy "A firmly ordered system of super- and
subordination in which there. is a supervision of the lower
offices by a higher one."
Rules "The management of the office follows general rules,

which are more or less stable, more or less exhaustive, which can
be learned.

Impersonality  "Sine et studio, without hatred or passion, and
hence without affection or enthusiasm. Everyone is subject to
formal equality of treatment. This is the spirit in which the ideal
official conducts his business."

Appointed officials  "Candidates are selected on the basis of
technical qualifications. They are appointed, not elected."

Full time officials  "The office is treated as the sole, or at least
primary occupation."
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Career officials "The job constitutes a career. There is a
system of promotion according to seniority, or to achievement,
or both."

Private /public split " Bureaucracy segregates official activity
as something distinct from the sphere of private life. Public
monies and equipment are divorced from the private property of
the individual."

Weber (1948: 204) wrote that bureaucracy existed, 'in ever purer forms in the
modern European states and, increasingly, (in) all public organizations since the
His view was that the larger the modern

n

time of princely absolution ...
capitalist enterprise was, the more complicated it became. Perrow (1972 : 50)
noted that ".. every organization of any significance is bureaucratised to some
degree. or to put it differently, exhibits more or less stable patterns based upon a
structure of roles and specialised tasks'. Weber’s writings have stimulated a
great deal of theoretical discussion and empirical research which has gone
some way in challenging his view about the technical superiority of

bureaucratic forms of organizations.

However, the intc\zrest here is not directly upon the validity of Weber’s ideas
but upon the appeal that bureaucracy, as a management idea, has had for
managers over the years through to the present day. Which of the thirteen
hypothesised attributes of a popular management idea are particularly
relevant to bureaucracy?

1. Management control

One of Weber’s axioms was that if management did not gain control of an
industry then the "management" of that industry rested with labour.
Management control was seen as something that had to be wrested from the
workers. Gouldner (1954) argued that bureaucracy could be seen as part of
the power relationships between the controllers and the controlled. He felt
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that it was a method of control through which senior organization members
attempted to impose their wills upon subordinates when they found that the
other control mechanisms were inadequate. Writers, such as Merton (1957),
Blau (1955), Crozier (1964) and Salaman (1981) have made the same point.

"Bureaucracy is necessary to control and monitor the labour of ‘
alienated and recalcitrant employees. The development of
bureaucracy entails the centralization of control, the
de-humanization of rationality or instrumentality, and the
differentiation of the workforce'.

Salaman (1981: 135)

Rationality reflects the application of a formal structure of administration as
a means of managing complex tasks. Bureaucracy thus permits the
calculation and predictability of future outcomes, together with
accountability, and more control of activities. For Weber, the ideal type of
bureaucracy contained formal control specified in rules and regulations
created by management which devised stable procedures and limited
authority.  Additionally it offered ".. an integration of structure, tasks,
authority and information flows" (Herriott and Firestone, 1984: 42-3).

Perrow (1977:7) wrote in support of bureaucracy and acknowledged that
while it was a superior form of organization, it both mobilized social
resources for desirable ends and inevitably concentrated them in a few
hands of those who might use them for ends which others may not approve
of, be unaware of, but which they might have to accept because they could
not conceive of any alternative.

Weber commented on how mechanization and plant discipline completely
altered the psycho-physical apparatus of workers so as to make them fit the
demands of the tools and machines. He noted that the whole process of
rationalization had its parallel in the centralization of the other
organizational resources into the hands of the managers who were able to
exercise discretionary power. The rationality of bureaucracy had its own
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appeal. It increased the control exercised by managers, while at the same
time projecting a neutrality. Weber stressed the rationalistic view of
organizations with its emphasis on means-end relationships, the
maximization of efficiency, decision-making as a logical process, and the
design of structural arrangements to achieve these outcomes. From this
perspective, one can see that as an organizational form, bureaucracy offered
managers a high degree of control.

2. Management legitimation

Bureaucratic authority was seen as having advantages over other types of
organizational forms since rational action was in evidence throughout the
firm and in the organizational relations in its markets and clients. When
people perceived the office holders to be competent, decisions were seen to
be taken formally and resources accounted for. This upheld the belief in its
legitimacy. Such beliefs were further supported by the fact that the managers
themselves were subject to the same interpersonal rules. The appeal of
rationality therefore existed independently of the personal qualities of
managers. It outlasted the individuals and was not based on tradition or
habit, which might be questioned. Hence it was seen as being the most
stable form of authority.

Bureaucratic forms of organizatidn acted to legitimate the role of managers
in the organization. Baker (1972: 38) commenting on Burnham (1962),
claimed that he had vulgarised Weber’s ideas, and, ".. added enormously to
the managers’ myth - the belief in social, political and economic necessity of
oligarchic, rational authoritarian directions in particular, and of society in
general”. It is not the accuracy of Weber’s argument that is important here
but rather the way his ideas have been presented by management writers
and consultants and have come to be accepted by their management
listeners.
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3. Guarantee of pay-off

As a form of organization did bureaucracy actually work? It was the
technical superiority of bureaucracy over its historical predecessors which, in
Weber’s opinion, accounted for its increasing adoption. He wrote:

The capitalist market economy ... demands the official business of
the administration to be discharged precisely, unambiguously,
continuously, and with as much speed as possible. Normally, the
very large modern capitalist enterprises are themselves unequalled
models of strict bureaucratic organization".

Weber (1948: 215)

In the same section of his book, Weber made a statement which would not
have been out of place in a product description of an advertising leaflet
selling the concept of bureaucracy to managers:

"Business management throughout rests on increasing precision,
steadiness and above all, the speed of operations ...
Bureaucratization offers above all the optimum possibility for
carrying through the principle of specializing administrative
functions according to purely objective considerations".

Weber (1948: 215)

4, Steps or principles

Theoretical ideas are often more appealing if they can be translated into
action. If a theory or model offers a clear set of steps to be followed or a set
of principles to be instituted, then the chances of a positive response amongst
managers and the subsequent implementation of the idea technique is
significantly increased. = Bureaucracy offered eight such principles which
were detailed at the beginning of this section. Each principle represented a
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“should" and, in terms of their prescriptive character, they were similar in
form (if not in content) to those offered by Peters and Waterman (1982).
These principles acted as organizational guidelines for senior managers
designing their organizations.

5. Communicability

Obvious but not trivial, was the fact that managers could understand the
principles of bureaucracy. They understood the notion of rules, regulations
and the idea of categorizing employees. The big message that was received
by managers was the importance of the division of tasks in order to increase
predictability of behaviour, increase skill, and facilitate surveillance and
evaluation of staff. They appreciated that, in attempting to control outside
influences, the bureaucratic organization sought to stabalize and routinize its
own processes in the interests of internal efficiency.

6. Unitary perspective

Did bureaucracy convey the idea that management and workers were united
in a common endeavour? No explicit evidence was found in the literature to
support this proposition.  All that can be said is that in constructing his
ideal-type model of bureaucracy, Weber (1947) did propose the first
structural-functional theory of organization. In his view, the organization
was to be treated as a largely stable phenomenon having unitary goals,
predictive rules and regulations and a hierarchy of rational legal authority.
An essential characteristic of the ideal type bureaucracy was a coherent set of
goals which gave a clear direction and which formally translated into the
various sub-tasks to be achieved. Thus the most that can be said is that
there was an implicit reference to the notion of commonality of goals.

54



7. Universal application

Could the principles of bureaucracy be applied to any organization? The
proponents of bureaucracy claimed that they could. The principles
themselves have undergone a considerable revision since their original
presentation by Weber in the early years of this century. Part of the appeal
of bureaucracy lay in its ability to structure virtually any large organizational
system. Given our current state of knowledge, bureaucracy has become the
structural template for the large organization across the world.
Bureaucracies have arisen in Western industrialised capitalist countries, in
developing Third World countries, and in communist systems. The
underlying belief is that the greater the rationality, formalization,
standardization and centralization of the enterprise or institution, the more
effective it will be.

The choice of bureaucracy as an organizational form is made easy for large
system designers because of the lack of any available alternative form.
Non-bureaucratic forms of organization do not appear to be appropriate to
the needs of professional, task and group systems. As organizations grow,
bureaucracy is often superimposed upon the existing system in order to deal
with its expanded size.

While there was a clear intention in Weber’s writings to signal the technical
superiority of the bureaucratic form of organization, his comments were set
in the historic context of the organizational forms that has preceded it, and
which were based on charismatic and traditional forms of authority. He
himself was not seeking to "sell" bureaucracy. Indeed, he was critical of its
effects on both modern society and on the administrators who inhabited it.
Nevertheless, Weber’s message was capable of being vulgarised by
succeeding writers to give the impression that there was "one-best-way" to
organize which was applicable in all situations.
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8. Authorization

This refers to the claimed source of authority upon which the idea drew in
order to support his ideas. Most often the source is either commonsense,
research or experience. In this case, Weber’s ideas were based on his
historical research. ' In addition, bureaucracy as an idea, appealed to
managers’ commonsense. It possessed a face-validity, because it was
grounded in a rational approach that appealed to its readers and adopters.
The bureaucratic model made it clear to managers that the organizational
discipline in the factory was founded upon a completely rational basis.

9. Individualistic perspective

The bureaucractic model largely ignores individuals, and does not say much
their motivations. However, one can make reference to the over-arching
legal-rational value-system. This was embodied in the bureaucratic rules,
and was internalised as the typical orientation of members. It provided the
normative basis te, and a justification for managerial authority (Weber 1947).
Similarly, Littler (1982) argued that bureaucracy created a different form of
employment rélationship which was based upon employee commitment to
the organization. It attempted to ensure employee integration and
involvement, partly by structural means such as the provision of careers and
long term contracts, and also by the internalization of organizational rules
which were felt to be rational and fair. In principle, bureaucracy provided a
solution to some of the employee problems which taxed managers, and led
them to develop various management ideologies, because it seemed to make
managerial authority legitimate, and provided norms of effective work
performance.
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10. Human nature view

Along with the other grand theories of organizational structure, bureaucracy
ignores factors associated with individual behaviour. Personnel are seen as
system givens rather than as variables. They were viewed as inert
instruments performing the tasks assigned to them. This feature of

bureaucracy acts to differentiate it from other popular management idea
families.

11.  Quick fix potential

A feature of popular management ideas is their ability to produce results
quickly for their users. The application of the bureaucratic model involves
the analysis of jobs and their delineation into highly specialised tasks. When
this happens, the tjobs and the people in them, become highly amenable to
prescription, and the bureaucratic process begins to dominate. Such
specialization and routinization are held to increase the efficiency of task
performance.

12.  Contribution - ownership potential

A review of popular management ideas suggests that their appeal is
enhanced to managers if they are capable of being modified or adjusted in
some way by their adopters. How does this aspect relate to the notion of
universality of application presented earlier? On the one hand, evidence
will be presented later to show that managers prefer non-contingency
theories. At the same time, they value an idea’s capacity to be adapted and
modified within prescribed, narrow limits. There is no incompatibility
between the two notions of universality and contribution since the
modification or customization will tend to be marginal, sufficient to create a

sense of ownership for its promoter, but not large enough to destroy the "big
idea".
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In these terms, contribution-ownership is not a major feature of bureaucracy
if judged by the evidence of the research literature examined. It would be
stretching the evidence to suggest that this is the case. All that can be said is
that, as with any other popular management idea, there is scope for
modification by the implementer. Different principles of bureaucracy can be
given different weights and so. Thus, while the model does not explicitly
encourage modification, it does not preclude it.

13.  Leadership focus

Does bureaucracy stress leadership in some way? As just mentioned, the
model can be implemented in different ways. It has been argued that
"structural individualism" supports the Great Man Theory which holds that
organizational structure is largely determined by the attributes of the man at
the top. Other than this, bureaucracy does not stress leadership issues in any
significant way.

SCIENTIFIC MANAGEMENT

The second popular idea family to be considered is scientific management.
This focused upon the shopfloor and upon the techniques that could be used
to maximise the productivity of manual workers. While it is not likely to be
applied in its pure form, scientific management does represent a template for
a great deal of job design work that has been done during the twentieth
century.  Scientific management principles continue to be widely applied
today. In a typical manufacturing organization one will see scientific
management ideas and techniques being applied to the shopfloor, and
bureaucratic principles of organization being used in the office areas.
Watson (1980: 36) reminded his readers that,
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"Books which relate the history of management thought frequently
give the impression that scientific management is a thing of the past
but, in the realm of practical realities, its doctrines and techniques
still dominate contemporary work design ... the psychologistic
assumptions underlying the approach still hold great sway among
practical men."

Developed originally by Frederick Winslow Taylor during the early years of
this century, scientific management has exerted a continuing influence on
organizational design and management practice. Taylor was a American
engineer who established the foundations of the process of work
measurement. Time and motion study techniques gave Taylor’s ideas the
claim to be a science. He based his work upon the ".. accurate and scientific
study of unit times" (Taylor 1903: 58). His aim was, ".. fo increase productivity
by improving the performance of the workers" (Anastasi,. 1964: 173), by
selecting manual tasks and fragmenting them into their simplest and smallest
components.

Taylor is best know for his book, "The Principles of Scientific Management"
which was published in 1911. Init, he explained that in order to increase the
productivity of labour, it was necessary to highlight the national loss being
incurred through inefficiency; that such inefficiency could be remedied by
systematic management; and that the best management was a true science,
and rested upon a foundation of clearly defined laws, rules and principles
(Taylor, 1911: 1).

Even before his rise to eminence, Taylor had developed and espoused his
ideas on management. He argued for an empirical approach to the
management of industry that was based upon the application of some specific
techniques. These had the capability of being applied to any industrial
setting since, he contended, organizations were subject to certain laws in
their operation. There were certain constant and regular features in
organizations. Observation and experimentation could discover what these

were.
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Taylor was appalled by the inefficiency of industrial practices that he
witnessed and set out to demonstrate how managers and workers could both
benefit by adopting his scientific approach. The history of scientific
management is well known and documented. Taylor drew attention to
“systematic soldiering”" (deliberate underworking by employees). This he
attributed to weak management control which allowed individuals discretion
about the work methods they used. They wasted time and effort, in his view,
by using inefficient rules-of-thumb work methods.

At the turn of the century in the United States, managers expected their
employees either to possess the appropriate skills for the work they were
given, or to learn them from those around them. Notions of systematic job
specifications, clearly established responsibilities and training needs analyses,
were unknown. Taylor sought to change this. He argued that mental and
manual work should be separated. ~Management, he claimed, should
specialise in plarining and organizing the work, and the workers should
specialise in actually doing it. Taylor regarded this as a way of ensuring
industrial harmony as everyone would know clearly what was expected of
them, and what their responsibilities were. He also saw clear advantages in
making individuals specialise in activities so that they would become expert
and highly proficient in them.

Scientific management was based upon four key principles which Taylor
(1911: 36-7) said involved new and heavy burdens for managers. These were
first, the development of a science for each element of a man’s work which
would replace the old rule-of-thumb methods. Second, the scientific
selection, training and development of workmen to replace the previous
practice of them choosing their own work, and training themselves as best
they could. Third, co-operating "heartily" with the men so as to ensure that
all the work was done in accordance with the scientific principles developed.
Finally, an almost equal division of work and responsibility between
management and workmen. Management would take over the work for
which it was best fitted. Previously, almost all the work, and the greater part
of the responsibility, had been placed upon the workers.
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Taylor’s ideas came to be incorporated in organizational design through the
twentieth century. The principles were instituted regularly and extensively
for over seventy years, and continue to be applied. = No longer are they
called Taylorism or "scientific management". At the start, these ideas were
so novel that Henry Ford’s application of them received media attention.
Many decades later, it was the non-application of scientific management
techniques, in places such as the Volvo car plant in Kalmar, that stimulated
media interest.

This brief description has outlined the historical development and key ideas
of one of the most important and widely applied management idea families.
Taylor’s work was developed and extended by Gilbreth, Gantt and the
scientific management writers who followed them. The validity and impact
of Taylor’s ideas have been widely discussed and criticised (Mouzalis, 1967,
Braverman, 1974; Rose, 1978; Clegg and Dunkerley, 1980). The question
being asked here however, is what made scientific management so appealing

to managers and to companies given that at, the outset, there was hostility to
Taylor’s ideas?

1. Management control

Scientific management offered managers greater control. Commentators
noted that industrial organization was conducted so as to minimize the
worker’s independence and maximise the capitalist manager’s administrative
control over work and the worker. Taylorism succeeded because it was the
most suitable set of principles for achieving these objectives.

An overriding feature of scientific management was the control that it gave
managers over the labour process. Three principles which were basic to
management control. These were first, the separation of planning from
performance principle leading to management taking over from the workers,
the responsibility for planning. Second, the scientific methods of work
principle which held that management should take over from the workers,
the decisions about which methods of work were to be used. Finally there
was the managerial rules principle which not only recommended the use of
rules, but also specified the sort of rules to be implemented and hence
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assisted with the implementation of the theory at an operational level.
Scientific management offered the answers to three major managerial
problems. How to organize work most effectively? How to keep employees
working hard? How to exercise control over the process?

Task specialization in assembly work reduced work-in-progress and
throughput times, took less space and also simplified production control.
These clear, "hard", short term gains from Taylor’s approach outweighed the
less certain and less quantifiabbble, long-term costs and disadvantages which
rested on "soft" arguments about the nature of human relations at work. It
has always been easier for management to blame workers who have the
wrong skills, wrong attitudes and wrong values, than to blame a
systematically-prepared job description.

Willmott (1984), a critical writer, argued that Taylor articulated a rationale
for the expansion of managerial work. In Taylor’s vision, the ideal was for
managers to appropriate the traditional expertise of workers and then
translate it into standardised rules and even mathematical formulae that
would replace custom and practice. This proposed rationalization process
allowed the manégerial element in the labour process to become virtually
detached from the act of production, thereby massively expanding the
controlling role (and power) of managers.

Anthony’s (1986) view was that the deliberate pursuit of three strategies was
considered necessary to supplant the power of the employee. These three
strategies were mechanization, labour differentiation and and education.
The first prescribed tasks, routines, times and specifications as though by
reference to some immutable logic. The second related the organization that
followed from that logic to an order of different grades, levels of authority
and pay. The third taught the principles upon which the first modes were
laid out, and went beyond them to demonstrate their intricate relationship to
an economic order, because of its component of free competition, had
immanent associations with political freedom and the moral order.

However, what was special about scientific management in this context was
that although it aimed primarily at achieving managerial control by the

detailed description of performance, it also aimed at securing employee
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commitment. Uniquely, it sought to overcome the contradiction in these two
objectives.  The synthesis was achieved in the way that it demanded
allegiance to the scientific laws that were revealed in the process of job
analysis. In Taylor’s view, there could be no argument about what was to be
done and what was the right way to do it. Neither could there be any
argument about interests. As production increased considerably, there was
not much room for disagreement about the division of the spoils. Taylor
(1911: 217) claimed that his system, “substitutes joint obedience to fact and
laws for obedience to personal authority. No such democracy has ever existed
in industry before". Henry Ford (1922) was able to say that, "the work and the
work alone controls us".  Of course this was not the case in practice.
However, it did give managers a convenient retort to the complaints of
workers and unions.

2. Management legitimation

The legitimating aspect of scientific management emerged in Taylor’s claim
that his system was more than just a way of running an organization.
Braverman (1974: 113-19) argued that the separation of the worker’s task
from the knowledge that he might possess, acted to make the labour process
dependent on managerial practices, rather than on worker ability. Hence one
could argue that such a separation was as important in creating (and
maintaining) a role for managers, as it was in achieving increased
productivity.  Salaman (1981: 171) for example, wrote that managerial
functions,

".. exist only at the expense of the de-skilled shopfloor jobs, or are
directly concerned with devising new forms of regulations and
integration'.

The references cited here are clearly those of critical commentators.
However, as will be shown later, many organizational change strategies of the
late 1980s in the United States and Britain, have sought to re-kindle
workforce commitment. The strategies used all involve some degree of
worker empowerment. In the past such experiments have been resisted and
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terminated by managements. The current attempts at re-structuring and job
redesign have often coincided with major reductions (of up to 50%) in
middle management levels (Business Week, 1988; The Economist, 1988a).
Buchanan argued that giving office and shopfloor workers discretion over
managerial sections of an organization’s operations was,

! a greater threat to managerial legitimacy, than (having)
individual workers who have little or no idea of how their

fragmented tasks contributed to the work of the organization as a
whole'.

Buchanan (1985: 7)

Such evidence suggests that claims such as those of Salaman should at least
be examined rather than dismissed out of hand as left-wing and anti-business
propaganda. In Taylor’s view, the manager’s role was essentially that of a
controller. That role was the basis of his power. His basic obligation was to
the needs of the system. People were viewed as necessary components of the
technical system. The manager was therefore responsible for directing and
controlling their behaviour in line with the system’s needs. The model
assumed that if the manager specified the tasks and procedures clearly,
selected and trained his workers properly, treated them fairly, and paid them
equitably, then he could expect their full compliance with the system’s needs.
As a controller, he was expected to take corrective action if such compliance
was not forthcoming. The superior status of management in the organization

was demonstrated within the organization in a number of ways. Buchanan
(1985: 6) wrote that,

"... Taylor’s approach to work design perpetuates the higher status
and authority of managers, who work in clean offices, do no
manual work, take all the responsibility for decisions, and take
home higher financial rewards."
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Marglin (1976) argued that one of the reasons for the popularity of Taylorist
techniques was their perceived effectiveness in ensuring a continued high
status role for the manager in the production process.  Child (1969a)
pointed out that scientific management legitimated management by securing
approval for its exercise of authority by demonstrating that it possessed an
expertise.

Marglin (1976) and Rose (1978) have both commented that Taylorism did
originally have a number of radical elements. For example, the proposal to
reform managerial authority and that both workers and managers should be
bound by the same logic of scientifically determined rules. In one of
Taylor’s visions, . the manager was to become the worker’s servant or
assistant. His function was to ensure that the worker had all the assistance
of efficient organization, training and unimpeded material supply. Many of
these ideas share similarities with the writings of the late 1980s such as Tom
Peters (1988), J. Edwards Deming (1986) and Jan Carlzon (1987). However,
these elements became less evident by about 1911, when Taylor’s book was
published.

While managers accepted the technical component of what he said, and used
it to enhance their own status, the unpalatable aspects of his philosophy were
conveniently forgotten. Indeed, the scientific management systems of some
of Taylor’s successors, such as Bedeux, were preferred by managers because
they limited the restrictions placed upon them. Managers were just not
prepared to abandon their status or their formal authority, to any joint
submission to a new democracy.

Anthony (1977) argued that management required not merely compliance,
but open and acknowledged compliance. In fact he felt that if organizations
were considered as systems, management required fealty. Management’s
need for its authority to be acknowledged, in his view, meant that the
political aspects of scientific management - Taylor’s unprecedented
democracy, was something that management could not acknowledge, just as
it could never abandon control in order to regain it. Thus, argued Anthony,
management set out to find a basis for its authority which could be used as an
alternative to the one supplied by scientific management.
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Using a distorted version of political theory, the image created by
management for itself out of scientific management ideas, was that of a
balancer or arbiter of pluralistic coalitions. Management sat in objective
and impartial judgement, deciding what was in the best interests of all. Such
a position gave it a formidable claim to the exercise of legitimate authority in
industry based on a modified version of scientific management which had
had all the unhelpful bits taken out.

3. Guarantee of pay-off

The implementation of scientific management did reduce costs and increased
profits. In some cases, the benefits were dramatic. It therefore fulfilled one
of the basic criteria of a popular management idea - it had a pay-off. Horn
(1983: 14) estimated that by 1915 only about 1.3% of American wage earners
worked under scientific management. However, he admitted that a larger
proportion were affected by some part of it. Applications of the approach
grew between the world wars and after 1945, and the techniques continue in
existence today.

However, for the first time, doubts are being raised about its appropriateness
in a situation where information technology is radically changing the nature
of work. The continued use and expansion of Taylorism did not lie in its
power to reduce conflict between management and workers. Instead, and
despite its shortcomings, it was seen by managers as a way of enhancing the
firm’s chances of survival. Taylor himself was unhappy that so few firms had
adopted his scientific management ideas in their entirety. Most managers
adopted only those parts that enhanced their status and the short-term
profitability of their company. '

4, Steps or principles
As an idea-system, scientific management offered both techniques and

principles. The techniques - standard minute values, critical path analysis,
optimum batch size and so on, were a direct inheritance of Taylor’s system.

66



For the manager such techniques were not just the tools of his trade, they
were also an expression of his professionalism, and of his belief that with
them, he could benefit society in general.

Taylor had a three step technique for designing manual jobs that was easily
understandable to managers. The first step involved deciding upon the
optimum degree of task fragmentation. This involved breaking down
complex jobs into their component parts. Second, studies were conducted to
discover the one best way _of doing each fragmented task. Attention was
also paid to workplace layout and the tools to be used. The third and final
step was the _selection and training of employees to carry out the new
fragmented tasks using the one-best-way identified A carefully calculated
monetary payment which rewarded above average performance underpinned
- the operation of Taylor’s approach.

Horn (1983: 17) explained that the advocates of scientific management were
concerned with producing principles of scientific management. They saw
these as the features of any scientific approach. While the results varied
widely, the advocates claimed that the principles did provide a disparate
collection of guidelines as to how managers ought to organize in order to be
effective.  Scientific management therefore was both a philosophy and a
logically consistent package of idea-techniques for the efficiency-minded
production engineer. Clegg and Dunkerley (1980: 91) called them a, "..set of
principles, a checklist of ideas, and inventory of guidelines". March and Simon
(1958: 20) agreed, and described Taylor’s work as consisting of a set of
operating procedures that could be employed in each concrete situation to
discover the methods that would be efficient in that situation, and to secure
their application.

S. Communiéability
A description of Taylor’s principles are easily understood by the practising

manager and the undergraduate management student alike. Grounded in
work-analysis and time-and-motion study, the fundamentals of scientific
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management are both easily communicated and have a face-validity. While
the more sophisticated and elaborate elements may be more obscure, the
basic core ideas are easily grasped.

6. Unitary perspective

Taylor and his followers stressed the benefits of their ideas for all members
of the company. Their application, he claimed, would encourage a
harmonious fellowship between managers and workers. Many interpreters of
Taylor claimed that high productivity led to high job satisfaction thereby
making trade unions unnecessary.  Taylor insisted that, provided the pay
was right and the amount of work required to be done had been scientifically
measured, the worker would welcome entering into an individual
commitment with management in which he would happily do the job. Both
would benefit equally and share common goals. Taylor invited management
to believe that the worker was prepared to connive with management in the
cheerful destruction of his own psychological and sociological aspirations. He
was unequivocal in his belief and wrote,

"Scientific management ... has for its very foundation the firm
conviction that the true interests of the two are one and the same;
that prosperity for the employer cannot exist through a long term of
years unless it is accompanied by prosperity of the employee and
vice-versa ..."

(Taylor, 1911: 10-11)

Watson (1980: 36) expressed the view that in the world of scientific

"

management there was ... no need for conflict between management and
worker (let alone trade union) as long as management follows truly objective
scientific methods". The separation of thinking and doing would, in Taylor’s
view, be a way of ensuring industrial harmony as everybody would clearly

know what was expected of them and what their responsibilities were.
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7. Universal application

Proponents of scientific management argued that it could be applied in all
organizations.  Thus, it claimed a universal application. Indeed, it is
difficult to envisage any organization in which at least some of the techniques
such as time-and-motion study could not be used. Clegg and Dunkerley
explained the underlying reasons for the universal application,

"These techniques could be applied to any industrial situation since
any enterprise was subject to certain basic laws in its operation.
There were always certain constant and regular features in
organizations".

| Clegg and Dunkerley (1980: 88)

8. Authorization

The name of the idea-system implied that scientific laws could be derived
from management practice and that these were related to the ways of doing
work and paying wages. Establishing such laws involved managers using
scientific methods. In Taylor’s view, the methods that were used in
engineering could be applied to management. Reich commented on this idea,

"The very name of the new discipline suggested benign
progressiveness. Management implied guidance and restraint
necessary for social harmony. Science bespoke disinterestedness
and rigour. Together, the words "scientific management" provided
the perfect banner for a new wave of reformers who sought to
control and regulate society rather than uproot it"

(Reich 1984: 63)

69



9. Individualistic perspective

Scientific management was a psychological-individual theory. That is, it
focused on individual behaviour and explained it in physiological and
psychological terms. Strother (1963: 9) wrote that,

"It was primarily a theory of line management, task organization;

and supervision for greater efficiency; work measurement and
)

incentives ..."

Although matters concerning the choice of tools and the properties of
materials figured¥ prominently in Taylor’s analyses, it was his work on
shopfloor worker movements for which he is perhaps best remembered. This
is an area which would now be labelled time-and-motion study. The control
of individual performance was of prime importance to him. He defined
management as knowing what one wanted men to do, and then seeing that
they did it in the best way.

Taylor’s view of the individual workers was a low one. His explanation of
their "systematic soldiering" indicated to him that their "... natural instinct
was to take things easy” (Taylor 1911).  This innate tendency of workers
together with management’s failure to design, allocate and plan scientifically,
conspired to hold down production. Taylor did not see soldiering as a
consequence of people’s sociability. He felt that management should relate
to each worker as an individual and satisfy his personal self-interest. Hence,
his explanation of work behaviour was a psychologistic one, and ".. always
retained its individualistic flavour" (Watson 1980: 36). Given the one-to-one
relationship he envisaged, Taylor (1911) stressed the importance of
interpersonal skills saying that:
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"No system of management, however good, should be applied in a
wooden way. The proper personal relationships should always be
maintained between the employers and men; and even the
prejudices of the workmen should be considered in dealing with
them'.

10. Human nature model

Was scientific management underpinned by a clear picture of the nature of
man? Taylor’s basic assumption about workers was that they were lazy and
attempted to do as little work as possible. In the light of this assessment, the
answer which scientific management offered to the problem of worker
management was the bureaucratization of the structure of control. This
solution has been applied through to the present day.

" ... the modem large corporation is in a line of direct descent from
the early ideas of scientific management, especially those ideas
emphasisi}zg the planning function within organizations.
Taylorism, in modified forms, has become the orthodox doctrine of
technical control in contemporary industrial capitalism."

Clegg and Dunkerley (1980: 97)

Taylor’s views about human nature can be gleaned from his writings. Apart
from a kind of Calvanistic work ethic and a trust in monetary incentives,
Taylor did not include any motivational terms in his model. The essential
ability to work was taken as given by him. He wrote that first class men were
not only willing but glad to work at their maximum speed provided that they
were paid between 30% and 100% more than the average for their trade.
His guiding motivational principle was that money and personal ambition
were more powerful incentives than exhortation. The Taylorian model of
human nature was, as Simon (1958) pointed out, a machine model. Taylor
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and his engineering colleagues approached the organization from a
mechanistic frame of reference. The organizational member was considered
a tool of production.

11. Quick fix potential

Exceptional performance improvement results were often obtained by Taylor
and his followers in a very short time. They redesigned individual tasks and
the relationships between the production tasks. As early as 1911, the cost
savings obtained at the Bethleham steelworks confirmed the effectiveness of
scientific management. The number of employees was reduced from 500 to
140, and output per man rose from 16 tons to 59 tons per day. This resulted .
in a reduction in cost handling from $0.072 to $0.033 per ton. The savings
achieved by the application of Taylor’s ideas were between $75,000 - 80,000
at 1911 prices. = In the years that followed, the appeal of scientific
management rested on the quick pay-off that the application of time and
motion studies produced.

12.  Contribution/ownership appeal

Every application of scientific management principles had to be customised
to meet the prevailing circumstances of the company implementing it. Thus,
each implementing manager could claim to have made a unique and
personal contribution to the application of Taylor’s scientific management
principles.

13.  Leadership focus

Watson (1986: 93) argued that the early advocates of work specialization did
not have much to say about how the work was to be "managed" or about
"leadership” per se. Littler (1982) felt that scientific management had no
clear idea of the problems or means of re-integrating the fragmented job
roles. To manage the fragmented work, managers would need to ensure that
all the planning and allocation of work was done by themselves, that all the
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work would be monitored and allocated times and that a payment-by-results
system would be introduced to motivate the workers to apply themselves to
maximum effort in terms of output. Leadership under Taylor’s formulation
was a matter of applying science, and motivation was a matter of offering a
financial return commensurate with the steady application of effort to the
tasks designed by managers. Thus, as conceived of here, Taylor’s version of
leadership was not concerned with the personal power or the vision creation
that we come to associate with the concept today.

ADMINISTRATIVE MANAGEMENT

The primary focus of this management idea family was the determination of

- what types of specialization and hierarchy would optimize the efficiency of
organizations. The application of these two concepts produced a very
mechanistic form of organizational design which paid little attention to
people and which saw them as cogs in a wheel. Administrative management
is built around four key pillars. These are the division of labour; the scalar
and functional prbcesses; organizational structure; and the span of control.
Additional concepts include discipline; unity of command; unity of direction;
remuneration; subordination of the individual interest to the general interest;
centralization; and esprit de corps.

The writer most vclosel'y, although not exclusively associated with this
management idea system was Henri Fayol. Fayol spent his career in a
French mining company and rose to the post of managing director. He
believed that the techniques of successful management could be described
and taught, and that managerial organization was as valid an area of study as
worker organization. Fayol sought to discover a body of principles which
would enable a manager to build up the formal structure of the organization
and to administer it in a rational way. To quote Mouzalis (1967: 89).
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"The solution to this problem, according to the theory lies in the
discovery of a set of principles which, when correctly applied to the
particular situation, will prove invaluable guides to the construction
of a rational-efficient framework for management".

The original diffusers of administrative management ideas were not social
science or business school faculty but consuitants and other managers. Once
administrative management had established itself in this way, it passed into
management history, and began to feature extensively in textbooks, was
taught by management teachers to students.

Those who followed Fayol refined these concepts and added to them, often
stressing some particular point or theme. Mooney and Riley (1931) for
example, emphasised the "co-ordinative principle" seeing it as the central
one. They laid particular stress upon the scalar principle - the process within
an organization whereby authority was co-ordinated from the top. Other
classical writers such as Gulick and Urwick developed the notion of
rationalizing the work process by bringing it together in as centralised an
area as possible.

The assumptions of the administrative management have received extensive
critical analysis. They have been been subjected to intensive research.
Nevertheless, the majority of practices recommended by this idea system
continue to be central to the way in which modern organizations are
organized. 'While some of the principles advocated by the administrative
management writers may have been defective, their overall scheme for
building machine-like bureaucracies with managers and officials strongly in
control, has continued to be applied over time. Administrative management
is not a historical fossil but represents a major model for the design of large
highly integrated organizations of today.

The criticism that the proponents of administrative management have
received has centred around the status of the principles which they expound.
Some of these describe management activities, while others indicate what
managers should be doing and exhort them to do things in a certain way.
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Occasionally, amongst the writings, one finds an expression of a relationship
between organizational variables ("The narrower the span of control, the
more levels of hierarchy there will be").

Criticism of the principles came thick and fast. March and Simon described
them as little more than ambiguous and mutually contradictory proverbs"
(March and Simon, 1958: Chapter 2); .. simple minded deductions"” wrote
Perrow (1973). '"They form neither a coherent conceptualization pattern of
determination nor an accurate description of concrete reality" said Clegg and
Dunkerléy (1980: 102). Despite failing all the tests set for them by
academics, the principles of administrative management, like those of
scientific management, have had a major and continuing effect on
management thought and practice. Even their most hardened critics have
had to admit that,

"Although these formal theories of scientific management and
administration do not have many supporters in today’s ranks of
social scientists concerned with analysisng organizations, they have
been enormously influential in shaping and structuring
organizations historically, and in many cases down to the present

"

day".

Clegg and Dunkerley (1980: 105)

Administrative management may have indeed been scorned by social
scientists. Nevertheless, there is a highly successful, durable and expanding
business of management consulting as well as an endless series of successful
management books, which rest upon the principles of administrative
management.

Fayol began the task of listing the principles of administrative management
and others went on to continue his work. Administrative management is a
label which refers to a body of writing which has received contributions from
many different authors at different times. These include Urwick, Brech,
Allan and many others. This idea-system lacks much of the logical
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consistency of some of the others. Nevertheless, despite its contradictions, it
does share a core number of common characteristics with other popular idea
families.

Perhaps the basic reason for the original popularity of administrative
management was that it addressed itself directly to the real and pressing
problems of managers during the early decades of this century. However,
this reason alone does not explain why it has survived and has maintained its
popularity over the subsequent sixty years.

1. Management control

Administrative management writers have attempted to synthesise their
experiences into an easily learned set of principles, prescriptions and rules.
They hoped that these would allow managers to control and improve
organizational performance. In this model, the organization was seen as an
instrument for producing a profit for its owners, while the purpose of
management was to convert inputs (capital, labour, materials) into profit by
the exercise of managerial control.

Barnard (1938: 83) who was one of the major figures in administrative
management, argued that a major role of the executive was to ensure, ".. the
willingness of persons to contribute efforts to the co-operative system”. In his
view, material inducements were insufficient to achieve the optimum level of
co-operation. Thus managers needed to preserve what he called, "the fiction
of superior authority" which ensured ".. a presumption among individuals in
favour of the acceptability of orders from superiors."

2. Management legitimation

The most fundamental of all administrative management concepts was
authority - the right to get things done. The administrative management
writers were keen to legitimate their position of influence. It is in this light
that one needs to consider their major proposition that authority originates
entirely from ownership. The supporters of this view saw authority as being
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given by the owners to the board of directors who in turn delegated it to the
managing director, and from thereon it went down the management chain.
The possession of formal authority in the chain of command was considered
by the proponents of this school, to be sufficient to enable a manager to get
people to work effectively.

In his book, "Administration Industrielle et General", published in French in
1916, (Fayol, 1949) identified six functions in the operation of any enterprise.
One of these six was administration.  This function was concerned with
setting up general programmes of activities and creating a social structure.
Fayol viewed this as a highly intellectual and moral function. He wrote about
the importance of the identification of management, organization or
administration as a distinct function to be studied and practised in its own
right.

Fayol took a clear managerial perspective in his writings with a
pre-occupation with management problems. While he did not explain how
organizations actually worked, he did offer a vision of how some managers
would like them to work. The view that was promulgated by the
administrative management writers was that the continued existence of
success of all organizations depended on decisions being made and tasks
being completed. This overriding purpose placed the organizational
structure in a control process perspective. The manager was regarded as a
problem-solver or the controller of a system who engaged in planning,
execution, motivation, adjustment, and in making choices.

More recent representatives of the administrative management school, such
as Dale (1965), viewed managers as functionally necessary facilitators and
- co-ordinators of the actions of others. Such a view is derived from a concept
of management as a universal feature of social organization. Management is
about "getting things done through people" (Dale 1965: 5). In his opinion, the
elements of managerial work (planning, organizing, co-ordinating,
motivating, controlling) are determined by the universality of management.
He assumed that the form and organization of management was essentially
unproblematic and historically constant. The implication was that without
management’s presence, little or nothing would ever get done.
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3. Guarantee of pay-off

The major variable in the design of jobs, said the administrative management
writers, was the minimalization of immediate production costs. This was
achieved by specialising skills in order to reduce skill requirements. This is
turn reduced learning times. Underlying the principles of the idea was the
basic economic assumption that the concentration of effort on a limited field
of endeavour increased the quantity and the quality of the output. The
greatest pay-off obtained was in the specialization of work which was greatly
increased.

4, Steps or principles

Whatever the exact nature of the rules, principles or precepts was, they were
all phrased in a very concrete and practical way. Written by managers for
managers, they were manifestly capable of being applied. To use Kelly’s
(1980: 54) term, administrative management ".. offered a step by step guide ...
for getting things done in management".

S. Communicability

Being developed and promoted by managers and management consultants,
the principles of administrative management were clearly understood by the
managers to whom they were introduced. Few appeared to either notice
their contradictory nature or, if they did, seemed capable of explaining it
away to themselves. Each principle was specific and unequivocal. Their
appeal lay in them having been developed out of management practice.

6. Unitary perspective

Fayol’s formulation was fundamentally one of consensus. Employees were
seen as coming to work primarily to maximise their wages and the job of
management was to design jobs, the organization and the payment system, in
such a way that if people worked hard then they would be rewarded. If

78



management had done its job properly then the increased efforts of workers
would mean greater productivity and this would lead to higher profits.
Everybody benefited. The workers received higher wages, the owners
secured higher dividends, and the managers would be pleased to know that
they had done a job well. Fayol emphasised the necessity for harmonious
co-ordination between the parts of the company in the interests of what he
called the "organic whole". . Writing about the administrative management
school, Woodward (1965: 242) noted that this management idea took more
or less for granted:

"... that people who join an employing organization either accept it
and its purposes, or can be educated to do so, with the result that
they will behave in a way that advances organizational goals."

7. Universal épplication

Authors claimed universal applicability for the principles of administrative
management. They were descriptions of what should happen rather than of
reality. Lupton (1976: 131) referred to the assumptions of structural
universalism which held that if the injunctions are followed, they will lead to
efficiency, "whatever or wherever the organization”. Urwick (1937: 49) stated
that,

... there are principles which can be arrived at inductively from the
study of human experience of organization, which should govern
arrangements for human associations of any kind. These
principles can be studied as a technical question, irrespective of the
purpose of the enterprise, the personnel comprising it or any
constitutional, political or social theory underlying its creation".

Underlying much of administrative management was the assumption that
basic similarities in the structure and processes of organizations could be
identified, conceptually analysed, and made explicit. The universally
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applicable principles of management thereby distilled, would replace the
traditional, intuitive, rules-of-thumb which were currently in use. Honor and
Mainwaring observed that administrative management writers,

H
.

. were concerned to draw lessons from their experience which
would be of universal applicability to work organizations.  They
were concerned predominantly to promote the efficient use of all
resources in pursuit of what they perceived to be clearly defined
goals.” . '

Honour and Mainwaring (1982: 69)

Fayol’s aim was to develop a universal doctrine of administration and he thus
saw his principles as being valid in all circumstances, regardless of the
technology in use or of the environmental context of the organization.

8. Authorization

The commonsense logic of the administrative management principles were
appealing. Their usefulness as guides to management actions appeared
self-evident. They represented helpful approximations of what went on in
organizations and they possessed face validity. Mouzalis (1967: 95) saw
administrative management writers as attempting to, .. fo elaborate
principles of sound management in a commonsense manner". Since the
principles themselves were based on the observations of actual organizations
by different writers, it is not surprising that there was such a close
correspondence between the evolved trial-and -error practices in
organizations and the principles propounded by those who studied and who
wrote about them.
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9. Individual perspective

March and Simon (1958) summarised the way in which administrative
management viewed organizational members. They were seen as 'inert
instruments performing the tasks assigned to them" (p.29). Administrative
management ignored factors associated with individual behaviour, and in
particular, with its motivational bases. People were viewed as a given, rather
than as a variable in the system. The implication of this was that existing
personnel could be easily removed. The capacities of people and machines
depended on which machines were used and how the people were trained.

10. Human nature model

The underlying assumption made by the creators of administrative
management was that man would, within respectable tolerances, behave
rationally. That is, he would act as the formal plan required him to do. The
most basic property of formal organization said the administrative
management writers, was its essential rationality. The task of the organizer,
according to Fayoi, was to create a logically ordered world in which there was
proper order and in which which there was a place for everything and
everything was in its place.

Fayol considered that motivation depended on money, job design, discipline
and supervision. Administrative management organizational designs
generally conformed to what McGregor later labelled Theory X assumptions.
The planner did have to take into account the human element. However, in
this conception, motivation was considered more of a question of
organizational design than supervisory skill. Any such adjustments to deal
with people represented "temporary deviations from the pattern in order to
deal with idiosyncrasy of personality” said Urwick. People should be loyal to
the formal structure if it was to work effectively. Fayol emphasised this by
stressing esprit de corps. In administrative management, wrote Simon and
March (1958), the employee was viewed as an inert instrument performing
the tasks assigned to him.
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11.  Quick fix potential

Administrative management offered a clear and direct improvement in the
way organizations were run. In some ways they were the only ones on offer.
They drew heavily upon the largest and most successful organizations of their
time - the armed forces and the church. By applying the principles, managers
would immediately and significantly improve the performance of their own
organization.

12.  Contribution or ownership potential

In reviewing the literature no evidence was found to suggest that the appeal
of administrative management could be attributed to the way that managers
could modify and customise it. The general observation can of course be
made that with so many principles on offer, managers could select which
ones suited both their organizational circumstances and their own personal
ends. However, it would be difficult to be firmer on this aspect of the
administrative management idea.

13.  Leadership focus

Administrative management writers tended to think of "leadership" in terms
of the qualities required of a good leader. The effect of the principles of
management propounded, said Argyris (1957), was to make employees
dependent upon,-fl ‘and passive towards, and subordinate to the leader.
Recognising this problem, administrative management recommended having
technically competent, objective, rational, and loyal leaders. Being
technically competent, these leaders would not have the "wool pulled over
their eyes". Their objectivity and rationality would reflect that interest in the
formal structure and would prevent them becoming emotionally involved.
The leader had to be impartial and loyal when evaluating others so that he
could inculcate that same loyalty into his subordinates.
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HUMAN RELATIONS

Butler (1986: 104) argued that human relations arose from the American
wish to humanize their society without interfering with the free operation of
market forces. In his view, the human relations promised land was one in
which everybody accepted that it was socially and economically desirable that
there should be the greatest degree of competition outside of the firm, but
that any competitive or contentious elements within it were both socially and
economically undesirable. '

It would be incorrect to see human relations as a reaction to scientific
management or to describe it as re-discovering the social aspects of work
which scientific management ignored. This is indeed the popular description
contained in many introductory management and industrial sociology
textbooks.  There is however an alternative and equally convincing
explanation. Taylor may well have known about the potential dangers for
management of work groups. In place of his attempt to destroy work group
solidarity, the human relations writers prescribed an alternative tactic, but
one which nevertheless sought to achieve the same goal. That goal was to
control the work group and the means was to integrate it into the
organization. In this respect the human relations idea of personnel
counselling (as a way of countering trade unionism in the United States) had
a particularly significant effect. This focus on people also meant that
fundamental structural re-designs were avoided. The critical writers would
argue that human relations represented a change of management tactics
rather than any fundamental shift in objectives.

The human relations movement drew heavily on the academic sustenance of
a series of famous experiments called the Hawthorne studies. The
Hawthorne studies refer to a series of research projects which began in 1924
at the Hawthorne plant of the Western Electric company located in Cicero,
just outside of Chicago. They are linked with the name of a Harvard
Business School professor called Elton Mayo whose involvement in the work
has been the subject of much controversy. The initial aim of the research
was to examine the relationship between working conditions and output.
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At the beginning, the investigators adopted a physiological approach. Early
results however suggested that variables such as illumination could not be
treated independently of the meanings that workers gave to them. The
researchers concluded that economic motives were relatively unimportant in
motivating workers and in raising productivity.  Rather, they argued,
solidarity was the key. Subsequent research was carried out using
interviewing and non-participative data collection methods. Conclusions
were drawn about supervisory styles and the existence of an informal
organization. Names such as the Relay Assembly Test Room, the Bank
Wiring Room, and the Mica Splitting Group passed into social science
research folklore and history. Nevertheless, the Hawthorne studies remain
amongst the most diverse and most controversial pieces of social science
research ever conducted.

Human relations never de-railed the original ideological thrust of Taylorism.
In fact, Mayo wrote two articles, one in 1924 and a second in 1925, for the
Taylor Society Bulletin. Davis presented a succinct definition of the "human
relations ideology". The notion of happy workers being productive workers
which the following quote implies, suggests that in, Patzig and Zimmerman’s
(1985) terms, Davis offered a pseudo-historic version of the Hawthorne
findings:

n
-

human relations is the integration of people into a work
situation that motivates them to work together productively,
co-operatively, and with economic, psychological and social
satisfactions ... human relations is motivating people in
organizations to develop teamwork which effectively fulfils their
needs and achieves organizational objectives ... Human relations is
motivating people to develop productive, fulfilling teamwork."

Davis (1967: 5-6)

The way in which the human relations writers reported and interpreted the
Hawthorne studies persuaded many managers that friendly and relaxed
supervision in the factory would result in higher productivity. Even though

84



the causal link may have been in reverse direction (high productivity creating
a relaxed supervisory atmosphere), managers tended to see things as they
wished to see them. In popular management mythology, human relations
came down to, "being nice to workers". Reduced to its essentials, the human
relations message was carried by six propositions:

1. A focus on people, rather than upon mechanics or
€CONOmics.
2. People exist in an organizational environment rather

an unorganized social context.

3. A key activity in human relations is motivating
people.
4. Motivation should be directed towards teamwork

whichequires both the co-ordination and the
co-operation of the individuals involved.

S. Human relations, through teamwork, seeks to fulfil
both individual and organizational objectives
simultaneously.

6. Both individuals and organizations share a desire for

efficiency, that is, they try to achieve maximum results
with minimum inputs.

The growth of human relations was fostered by the problem of motivating
employees, that is, of persuading them to share the goals of the organization.
When in the 1920s and 1930s Mayo addressed himself to the problem of
workers not behaving in the way managements would like, he convinced
managers of the idea that the way to deal with this difficulty was to retain
both hierarchy and specialization while forming the equivalent of the
“family" in the workplace. Authoritarianism would remain but would take
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the guise of a paternalistic interest in the worker who would respond in a
filial manner.  The family concept gave further justification to treating

competition between departments in the same company as taboo.

Instead of conveying the depressing message that informal groups worked
against management wishes, Mayo became the hero of the age by providing a
new gospel. Managers could smile once more and could hope to manipulate
the informal group. The solution that he offered was simple. Because the
worker’s need to belong was so obsessive, his emotions would lead him to
espouse the cause of any group which had exhibited social concern for him.
The worker was therefore psychologically vulnerable to capture. The
informal group captured the individual but the firm could capture the
informal group. Mayo had the formula with which to do this. All the
previously bad references to groups were wiped clean and, as far as
‘management was concerned, group theory began (again) with Mayo.

The reception given to Mayo’s message by managers showed that they, as
much as workers, were ready to welcome the psychological safety of a
comforting myth. Watson (1986) argued that the "so-called evidence" of
human relations ideas was regularly and heavily interpreted to fit the beliefs
and hunches which derived from Mayo’s political preferences and social
beliefs. The Hawthorne studies, wrote Watson, could best be viewed as an
instructive test of half truth stories. Like any myth, it mixed fiction,
exaggeration and one-sidedness, with an element of truth.

What is of particular relevance to this thesis is the appeal of human relations
to managers which was considerable. It offered an edifice of scientifically
acquired evidence in support of the most satisfactory (managerial)
conclusion that, "the requisite skills could release the enthusiasm for
co-operation with management which work groups possessed as the result of
their deep-felt need for belonging" (Child 1969a: 116).

The "human relations fad" as Argyris (1957: 13) termed it, was prompted by a
number of factors, only one of which were the research studies themselves.
The authors of the studies, Mayo, Roethlisberger and Dickson, presented
evidence to managers to show that productivity and human relations were
closely related. If workers could be helped "to belong", human relations
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would be improved, and the workers made more productive. A second potent
factor was the growth of unionism. This revealed to management the extent
of worker discontent. Much of this was blamed on poor management. The
third factor, according to Argyris, was the development amongst managers, of
a sense of responsibility. Additional factors cited included an increase in the
size of organizations which caused a lack of communication between top and
bottom levels. There was the greater specialization in work organization and
the technical developments. Both created human problems. Increased
labour costs encouraged management to make full use of labour while the
higher standard of living permitted an emphasis on human factors. As will
be argued in greater detail in Chapter 3, the time was right for human
relations ideas to take off. .

The remainder of this section will consider the reasons for the popularity of
human relations as reformulated by its propagandists. There will not be a
critical examination of the Hawthorne research findings, methodology or the
conclusions based upon the data collected. Such issues have been dealt with
by other writers and include the question of Mayo’s involvement in the
investigations (Smith, 1975; Rose, 1978); the change of research emphasis
away from the physical and towards social factors (Roethlisberger and
Dickson, 1964); the importance of supervisory style (Roethlisberger and
Dickson, 1964; Whitehead, 1938; Mayo, 1933; Homans, 1951); the weakness
of the research design (Rose, 1978); and the re-evaluation of the conclusions
(Carey, 1967; Argyle, 1953; Perrow, 1972).

Human relations represented just the first of many attempts to bring social
science into the service of management. Despite endless disappointments the
applications continue to this day because of the hope that is offered. First
~ the hope of increased efficiency. That social science can produce an
unparalleled co-operation in the workplace that will transcend or utilize
conflict, and potentially displace the necessity and rationale for trade unions.
Second, there is the hope of satisfaction. This is, the belief that efficiency
will bring about the possibility of achieving the satisfaction of deep human
needs at work at no cost to the employer. Third and last, there is the hope of
management contribution. That is, that the achievement of efficiency and
satisfaction will be attained by a newly enlightened and expert management
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in command of the total technical, social and human environment. Through
its control of work, management will control human happiness, fulfilment
and even perhaps sanity.

1. Management control

In terms of organizational control, even human relations ideas which
advocated participation and alluded to "power equalization", did not
seriously challenge the essentially hierarchical character of control in
organizations (Dickson, 1981). It has been argued that human relations
offered a more subtle form of persuasion to replace the somewhat crude
devices offered by the scientific management writers. It was human
relations’s contribution to management control and ideology which was one
of its main appealing features. The following authors support this
interpretation:

"What the human relations theorists did was to produce a highly
developed' ideological apparatus of normative control, of
hegemony, for the management of organizations ... From this
perspective then, the Human Relations movement has significance
not as a body of scientific findings of a highly dubious nature, but
as part of the apparatus whereby organizations attempt to impose
and maintain control of production.”

Clegg and Dunkerley (1980: 135)

Mant made the same point,

".. the new stratagem was ’leadership’ loosely translated as

persuasion. The best way to outfox the unions was to render junior

management more persuasive better at selling notions of "common
"o

purpose","teamwork", through 'leadership and communications”
(downwards of course) and "human relations skills'.

Mant (1979: 54)
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Miles felt that, human relations was,

"... a comfortable collection of concepts and prescriptions,
promising to allow the manager to retain his role as controller of
the system while minimizing conflict and gaining the compliance of
a loyal, perhaps devoted, group of subordinates."

Miles (1975: 223-4)

In their advice to managers, Roethlisberger and Dickson suggested that
managers focused on the ways in which the informal system could be
manipulated so that,

n
.

. workers are likely to develop a spontaneous type of informal
organizatioh, which will not only express more adequately their own
values and significance, but is more likely to be in harmony with
the aims of management'. '

Roethlisberger and Dickson (1964: 561-2)

“Reich (1984) claimed that managers drew the conclusion from human
relations writings, that production workers needed to feel that they were
involved in the enterprise and respected as individuals. Since actual

- participation and personal respect were impracticable, the job of the

manager was seen as being to manufacture the appearance of involvement
and respect. Clegg summarised Mayo’s solution to the problem of managerial
control:

"... the proposal of persuasion in the guise of new forms of solidarity

to replace those destroyed by individual processes of de-skilling and

isolation introduced by the combined effects of Taylorism and
- Fordism".

Clegg (1979: 132)
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2. Management legitimation

Bendix’s (1963) view was that the human relations movement produced a
theoretical approach to understanding work behaviour which provided a
managerial ideology most fitted to an American inter-war period when trade
union representation was increasing and when management was on the
defensive. The change from small to large sized enterprises was
accompanied by a corresponding shift in the ideological justification
advanced for managerial authority. Hard work and superior ability had
been the authority base. '

However, growth in size meant that advancing within a company (rather than
establishing one’s own) began to be an avenue to success. The importance of
technical skills declined, as that of interpersonal ones rose. Management
ideology therefore became justified not upon the Puritan values of hard work
or even enterprise, but upon the ability to handle human relations effectively.
Industrial problems came to be seen as human relations ones offering career
advancement to those who possessed the new techniques which allowed them
to co-ordinate a growing and increasingly specialised workforce.

Mant (1979) argued that junior managers and supervisors were expected to
absorb the shocks in exchange for the right of entry to the illusionary
brotherhood of management. Human relations theory, in his view, offered a
unified vision of management with no internal divisions. Many years earlier,
Baritz (1975) had written that Mayo had had an unshakeable conviction that
managers in the United States comprised an elite who had the ability and
therefore the right, to rule the rest of the nation. He pointed out for
instance, that many of America’s managers were ... remarkable men without
prejudice" (Mayo 1933). This was an irresistible message for managers.

There is more supporting evidence for the legitimatory function of human
relations theory. - Bendix (1963) viewed the development of the human
relations approach as designed to justify managerial authority in the
workplace by promoting the idea that managers were attending to their
employees’ needs for psychologically rewarding work experiences. He
demonstrated that the promotion of the theory was associated with higher
levels of bureaucratization within the organization.
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More specifically, human relations, with its particular approach to motivation
which emphasised the importance of management incentives and controls,
peer group social forces, social satisfactions and output norms, acted to
dramatically increase the centrality of the role of the supervisor. The onus
for securing worker performance was placed largely on his shoulders. Human
relations theory therefore greatly enhanced the role and status of supervisory
and general management. There is a high degree of agreement on this point,
even though different writers express it in different ways,

"Human relations had suggested answers to managers faced with
difficult workers and offered them membership of an ’elite of
paternally benevolent administrators’ ... Mayo fashioned the
manager in his own image, and the manager returned the
compliment’".

Rose (1978: 124)

".. Mayo was anxious to develop an effective and scientifically
informed management elite".

Watson (1980: 43)

Watson (1980: 187) argued that the managers of organizations, although not
necessarily acting as an organized group in society at large, did have certain
objective interests in common by virtue of ".. the common problems and
experiences"” to which they were exposed. Whenever enterprises were set up,
a few commanded and many obeyed. The few however, were seldom
satisfied to command without higher justification even when they abjured all
interests in ideas. Even where knowledge was developed with an ostensibly
purely technical purpose, as with much of the writing about organizations, it
tended nevertheless to be framed in such a way so as to meet a particular
management group’s need.
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Such views about management were thus "partial” in that they strove to be
consistent with the way in which managers preferred to see (and preferred
others to see), the enterprise. ~Much organizational theory, therefore,
paralleled a great deal of published managerial thinking to which it was
closely related. Child (1969b) pointed out that management thought had
both a legitimatory and a technical function. The former was primarily linked
to the securing of social integration and approval for managerial authority
and the way in which it is used. The latter was primarily linked to the search
for practical means of rendering that authority maximally effective. There is
then a difference between the Hawthorne studies and what Mayo
subsequently wrote. It was Mayo’s flamboyant writings which gained the
acceptance of ménagers and which formed the basis of later American
management theory.

Mayo’s argument in his book, The Human Problems of Industrial
Civilization, was that human collaboration at work had always required a
"non-logical social code" which, unfortunately, had been destroyed by social
and technological change. To re-establish equilibrium in individuals and
society, these non-logical impulses (social sentiments) had to be re-created in
industrial work groups. Thus Mayo gave to management the key role of
manipulating social harmony through the application of counselling and
leadership skills. Lewin was later to develop Mayo’s ideas in at least one
direction by arguing that if individuals responded to forces, then managers
(as an important focus for such communication) had to exert those forces
which shaped worker behaviour. '

In his model, Miles (1975) described the manager’s role as including
responsibility not only for the technical system but also for the human system.
Thus, the model recognized that human beings may not be wholly satisfied by
fair treatment and equitable pay alone. Hence, the manager’s role was not
only that of controller. He was also expected to take preventative steps to
ensure that employees were co-operative and compliant.
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3. Guarantee of pay-off

In order to be able to shape the behaviour of workers, managers had to
acquire the necessary skills. What was the pay-off to them of doing so? Rose
suggested that:

"The Lewinians were beginning to realise the Mayoite aim: leaders
(managers) they showed, through communication (social skills),
could manipulate participation (informal organization) to produce
a superior group climate (morale), thus enhancing satisfaction
(integration) with the group life (social system) and improving
performance (output)".

Rose (1978: 163)

Perhaps the most important of human relations thinking was in the field of
supervisory and junior management training schemes. These schemes, which
became very popular across a range of organizations, tended to emphasise
the importance of communication and the careful handling of people. Instead
of altering work organization, existing structures were maintained intact, and
marginally humanised through more sensitive people management. The
pay-off was the ability of management to claim it has made major changes
when in fact it had not.

4. Steps or principles

Human relations theory did offer a series of suggestions which were specific
enough to permit implementation. For example, it recommended the
application of a participative style of leadership in which the supervisor
would exercise authority in an "approved" (i.e. paternalistic) manner. It
recommended the training of managers in the acquisition of such techniques.
Other recommendations included the building up of communication, making
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allowances for the influence of informal groups, and offering a quasi-clinical
counselling service to allow employees to let off steam (Wilensky and
Wilensky, 1952).

5. Communicability

Human relations ideas were easily grasped by managers. This was was due
both to the limited number of key ideas offered, and also to the fact that the
teachings of Mary Parker Follett and Mayo were interpreted by managers as
both saying that the "human side of management" involved, in essence, a
process of personal persuasive leadership. British management writers of the
1930s were already coming to interpret Follett in practical terms not at all
dissimilar to the recommendations of the Mayo scheme. Indeed, according
to Child (1969b), the whole continuity of human relations in British
management thought was expressed far more in terms of recommended
managerial methods, than in the finer points of conceptual analysis. It was
this continuity at the level of technique which helps to explain how
management thought was so readily able to absorb ideas expressed in such

diverse values as the Quaker employers, Mary Parker Follett and Elton
Mayo.

6. Unitary pei‘spective

A review of the literature indicates a near unanimous consensus on the
proposition that human relations theory was a unitary philosophy which
promoted the view that there were no fundamental conflicts of interest
between employers and workers. It is a tenet of human relations that there
were no "win-lose" situations. Everyone could in fact win. This was because
the application of the ideas improved both efficiency and productivity which
created a larger pie to be shared. It has been argued that the strategies of
human relations (continually refined after the Hawthorne experiments) and
still regarded by many as an alternative to scientific management), were
simply an attempt to establish community relationships in the context of
sub-divided labour, unquestioned management authority over job design and
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planning, management evaluation of performance and wage payment, and
unchanged hierarchies of power. Coser, a leading theorist of the nature of
conflict in society, concluded that the Mayoite studies showed,

".. no recognition of the existence of realistic conflict or its
functions. Behaviour which is the outcome of a conflict situation is
almost exclusively dealt with as non-realistic behaviour."

Coser (1956: 49 and 52)

The effect of this was to see conflict as a failure which management could
sort out, usually by "improving communications”, by recognising informal
groups and infiltrating them with lower level management (supervisors).
Then, all the causes of conflict would disappear. Trade unions and
industrial relations were removed from any position of importance thereby
allowing management to achieve a representative role in its relationship with
its workers. Recognising that management’s position was defined by its
dependence upon subordinates, it had to claim total effective control of its
relationship with them.

The central role attributed to conflict and to non-realistic or non-rational
behaviour in Mayo’s vision, parallel’s in the eyes of some writers, the view
held by Communist regimes. That is, the conviction that protest against the
system is, by itself, an indication of the poor mental state of the protester
meriting his hospitalization in a psychiatric hospital. Is this an exaggeration?
Farber (1982) reviewed the human relations principles and the material and
moral incentives used in the Communist world. He demonstrated that both
assumed a basic harmony of interests between their employees and
managers; and ignored both the fact that work incentives were used in
combination with coercion, and that the workplace itself was run in an
undemocratic manner.

The work group resistance discovered in the Bank Wiring Room was deemed
to stem from the workers misunderstanding of management intentions.
Lupton (1963) traced the widespread acceptance of this belief to the
Hawthorne research and to the human relations movement which followed it.
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These writings interpreted output restriction in terms of the social
requirements of sustaining a group structure. Lupton argued that the conflict
of interests could be genuine and not merely an irrational response of
workers. Their behaviour, he said, really was a response to managerial
control and was best understood as a counter-attempt to assert workers’ own
control (Lupton 1963: 6).

There is evidence to show that Mayo promulgated the view about the
harmony of interests even more vigorously than Taylor. He did not even
allow for Taylor’s limited awareness that some differences might exist. Since-
Mayo saw no conflict, he rejected both unions and the need for any form of
collective bargaining. Mayo, no more than Taylor, questioned the
fundamental organization of capitalism, especially in regard to those who
sold their labour power. Watson (1986) is one of many modern writers who
argues that Mayo ignored the basic economic conflict of interest which exists
between the employers and the employed.-

It is generally acknowledged that the recommendations that Mayo made
about the company social system were intended to create cohesive social
groups, and thereby to integrate managerial with worker goals. His teachings
emphasised the doctrine of human co-operation. Within this context, conflict
came to be seen as an evil to be removed and to be replaced by harmony.
All conflict was treated as being of the same type and was held to occur as a
result of the lack of social skills. Conflict was considered to be the cause of
poor performance. The way to increase productivity therefore was for the
manager to smooth out all the conflicts and to re-establish harmonious
working relationsflips. Perrow asked whether,

"... such conflicts of interests and inequalities of power might be
solved better by face-to-face relations between workers and
management, or by the famous counselling system which seemed
doubtful.”

Perrow (1972: 103)
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Critics argued that the emphasis on harmony and the neglect of conflict was
the result of Mayo’s pro-capitalist management bias (Kerr and Fisher, 1957).
In Mant’s view, human relations’,

"... essential lure was the implicit fantasy that industrial
administration might be conflict free (everybody has a share) if only
people would co-operate and pull together, if only the '"whole
person” could be engaged wholeheartedly in work, if only the
foreman had leadership. It was an agreeable, fantastic, "if only"
sort of world view, in which the unions were necessarily cast as
obdurate, destructive and reactionary; and so, in time, they
became."

Mant (1979: 55)

The co-operation envisaged, said the critics, was to be on management terms
and in management’s image.

7. Universal application

Mayo believed that harmony and co-operation was the natural state of
organizations in which workers gave freely of their commitment. Where this
was not happening, barriers must exist to the giving of that wholehearted
support. It was the job of management everywhere to identify and remove
those barriers. Since barriers of this type existed in all organizations, the
principles of human relations must be applicable to all organizations.

"
-

.. when the social skills of the supervisor were found to influence
group morale, not only were such findings considered to be
applicable to all groups, but also to the organization as a whole".

Mouzalis (1967: 116)
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Human relations considered all organizations to be alike (Likert 1967: 241)
and any differences, for example in terms of markets, technology, were
viewed as irrelevant.

8. Authorization

On what basis of authority did the human relations writers promulgate their
ideas? Clegg and Dunkerley (1980) attributed to Mayo the growth in the
use of training techniques intended to improve human relations skills and the
"vast and overwhelmingly ideological literature" on subjects such as
leadership and planning change in organizations. There was of course the
Hawthorne research but the critics claimed that,

"Much of the literature spawned by early developments of human
relations studies is now regarded as ideological and unscientific."

Clegg and Dunkerley (1980: 13)

The face validity of human relations and its commonsense appeal should not
be ignored. Mayo promised greater output, the workers’ devotion to the
manager and social prestige for him. "Somehow", said Rose (1978: 124), "his
proposals for securing them rang true". His ideas also had the backing of the
research and the publications of the Hawthorne studies themselves.
Although observers may now question the degree of empirical support for
human relations, at the time, it was the biggest piece of industrial social
science research ever conducted.

9. Individualistic perspective
Human relations aimed to restore the individual with his needs and drives, to
a central place from which Weberian bureaucracy and administrative

management had removed him. Miller and Form (1964:8) wrote that the
human relations tended to atomize the human relations in work groups by
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treating them as if they were attributes of individual group members. It
consequently ignored the organized network of social relations that
characterized group structures.

In some of Mayo’s writings (Mayo, 1949) there was a holistic perspective
which sought to explain behaviour in terms of society rather than by
reference to human nature or people’s instincts. However, Mayo and his
followers did encourage a psychologistic orientation and this is the one that
has secured the greatest popularity and which continues to be written about
and taught today. Mayo achieved this by emphasising the importance of
supervisory skills at the lower levels of the organization. The effect of this
was to distract attention away from the issues of structural, technological or
economic conflicts, and direct it towards the question of how to establish
worker commitment. | '

In the end, the question of how individuals related to each other was held to
be more important than the way in which their economic, social and task
relationships were structured. Honour and Mainwaring (1982: 73) argued
that Roethlisberger and Dickson explained worker attitudes in terms of a
complex systems model in which facts and sentiments were distinguished.
This suggests that "distorted" complaints by employees were signs of their
social disequilibrium. These writers identified the spontaneous, unplanned,
informal system, and argued that it was a maintenance or interference factor
in both the personal and the organizational balance. This perspective
emphasized the analysis of meaning at the level of the individual actor.

Since the grievances of workers were held to be irrational and based on
sentiments, management’s job was to deal with the emotional and social
needs of the workers. If it was successful, it could hope to achieve increased
output and harmonious working relationships. The key to understanding
individual behaviour was held to lie in the way in which the informal group
socialised its members into a particular set of norms and values. The human

n

relations movement, sought to find ways to increase productivity by

manipulating social factors" (Perrow 1972: 104).
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Crudely summarised, if the group ménipulated the individual in
demonstrating certain group-supported behaviour (e.g. restriction of output),
then it was legitimate for management to fight back. Mayo’s research
offered managers guidelines on have to influence individual behaviour so as
to achieve management goals. The strategies included widening the
individual’s loyalty from the group so as to encompass the company as a
whole. It involved replacing irrational and negative sentiments with positive
ones.

10. Human nature model

At the heart of human relations as described in the management textbooks,
was a view of the worker as a social animal. His needs and drives were
affected as much by the other people around him as they were by his own
innate motives. To understand the worker, said Mayo, one needed to see him
as an individual acting within a group. It is from this basic view that sprung
the emphasis on the management of the informal group, the meeting of
social needs and the training of foremen in human relations skills.

Mayo’s ideas for better human relations said Argyris (1957: 142), related to
management’s dominant assumption that employees were lazy and apathetic.
It therefore followed that they needed rejuvenating, motivating, inspiring,
and generally "firing with enthusiasm". This approach was based on the
notion that a selling approach was effective with people. The messages that
managers communicated to employees acted to inspire them. Schein
summarised the four tenets upon which this perspective was founded:

e Social needs are the prime motivator of human