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PREFACE

R esearch  o f te n  comes a h o u t th ro u g h  man’ s  e f f o r t s  to  

e x p la in  an  o b se rv ed  phenom enon. A p o p u la r  s to r y  i n  h i s t o r y  

t e l l s  o f  S i r  I s a a c  N ew ton’ s n o t i c e  o f  a f a l l i n g  a p p le ,  and  

how h i s  f u r t h e r  r e s e a r c h  le d  him  i n t o  th e  m a th e m a tic a l ex

p l a n a t i o n  o f  th e  law  o f  g r a v i t y .

So i t  i s  i n  t h i s  c a s e .  Y ears  o f  o b s e rv a t io n  o f  th e  

A m erican  b u s in e s s  sc e n e  shows a  r e c u r r in g  phenomenon o f  f a i l 

in g  com panies— and o f  r e s c u e  a c t i o n s .  The t y p i c a l  r e s c u e  

a c t i o n  in v o lv e s  th e  nam ing o f  a  new c h ie f  e x e c u t iv e .  H is 

d r a s t i c  new e f f o r t s ,  w h e th e r  f o r  s u c c e s s  o r  f a i l u r e ,  a r e  

u s u a l ly  in  th e  a u t h o r i t a r i a n  mode.

I f  o r g a n iz a t io n  th e o ry  p r e c e p t s  c o u ld  a id  i n  a v o id in g  

su ch  c r i s e s ,  much econom ic and  s o c i a l  g a in  would r e s u l t .  The 

r e s e a r c h  d e s c r ib e d  h e r e in  e x te n d s  th e  p r e s e n t  th e o ry  and  o f 

f e r s  p r e d i c to r s  r e l a t i n g  th e  m anager’ s s t y l e  to  th e  o rg a n iz a 

t i o n  l i f e - c y c l e .

i i i
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THE RELATIONSHIP OF MANAGEMENT STYLE 

TO THE ORGANIZATION LIFE-CYCLE

CHAPTER I

INTRODUCTION

O b je c tiv e

T h is  r e s e a r c h  w i l l  i d e n t i f y  p o s s ib le  r e l a t i o n s h i p s  

be tw een  th e  o r g a n i z a t i o n 's  l i f e - p h a s e  and  th e  c h ie f  execu

t i v e ' s  management p a t t e r n .  From th e  r e s e a r c h  d a ta  p r e s e n te d ,  

th e  h y p o th e s is  w i l l  be o f f e r e d  t h a t  th e  d e c i s io n  p a t t e r n s  o f  

th e  m anager a r e  n o t  c o n s ta n t  th ro u g h o u t h i s  c a r e e r .  H is 

o r g a n iz a t io n  p r e f e r e n c e  and s t y l e  o f management may change 

o v e r  th e  y e a r s .  These changes may have a  c a u s e - e f f e c t  r e l a 

t i o n s h i p  on p r o f i t a b i l i t y  d e c l in e  in  th e  l a t t e r  l i f e - p h a s e s  

o f  a n  o r g a n iz a t io n .

D e f in i t io n s  

Management P a t te r n s  

T h is  te rm  i s  u sed  to  mean b o th  th e  o r g a n iz a t io n a l  

s t r u c t u r e  p r e f e r e n c e  and th e  management s t y l e  o f an  in d u s 

t r i a l  e x e c u t iv e .  A t one end o f  th e  con tinuum  i s  th e  com

p l e t e l y  a u t o c r a t i c  m anager who o p e ra te s  th ro u g h  a  v e ry  f l a t



s t r u c t u r e .  H is  o p p o s i te  would be  a  c o m p le te ly  p a r t i c i p a t i v e  

m anager who h a s  a  narrow  pyram id  o f  s t r u c t u r e  w ith  many 

l e v e l s .  T h is  p a r t i c i p a t i v e  ty p e  w ould in v o lv e  th e  v a r io u s  

o r g a n i z a t i o n a l  l e v e l s  in  much o f  th e  d e c i s io n  m aking .

I t  i s  re c o g n iz e d  t h a t  b o th  s t r u c t u r e  and s t y l e  a r e  

b e in g  com bined  in  one d e f i n i t i o n ,  b u t  i t  i s  b e l ie v e d  t o  be 

g e n e r a l l y  a p p l i c a b l e  i n  r e a l  i n d u s t r i a l  o r g a n iz a t io n s .

Where a  c o n f l i c t  e x i s t s ,  th e  management s t y l e  w i l l  p r e v a i l .  

Among b t h e r  sy s te m s , B la k e 's  M a n a g e ria l G rid  o f f e r s  a  l u c i d  

d e s c r i p t i o n  o f  management s t y l e s .  A u th o r i t a t iv e  m anagem ent 

w i l l  b e  u s e d  t o  d e s c r ib e  one end  o f  th e  sp e c tru m , p a r t i c i p a 

t i v e  m anagem ent th e  o th e r .

O rg a n iz a t io n  L ife -C y c le  

As s u g g e s te d  on C h a rt I ,  o r g a n iz a t io n s  o f te n  fo l lo w  

a  p r e d i c t a b l e  l i f e - c y c l e .  The ch an g es in  th e  b a s e - l i n e  d a ta  

o f  s i z e ,  o r  s a l e s  volume can  be d e s c r ib e d  as*

P hase  I  I n c e p t io n - in c r e a s e s  a t  an  i n c r e a s in g  r a t e

P h ase  I I  Growth- i n c r e a s e s  a t  a  s te a d y  r a t e

P h ase  I I I  M a tu r i ty - in c r e a s e s  a t  a  d e c r e a s in g  r a t e

P hase  IV D e c l in e - in c r e a s e s  s to p  and d e c r e a s e s  s e t  in

P ro c e d u re

F i r s t ,  a  re v ie w  o f h i s t o r i c a l  management w r i t i n g s

R o b e r t  R. B la k e , Jan e  S . Mouton, L o u is  B. B a m e s ,  
L a r ry  G r ie n e r ,  "B reak th ro u g h  in  O rg a n iz a tio n  D ev e lo p m en t,"  
H a rv a rd  B u s in e s s  Review , Nov-Dee 1964 , pp. 133-155»
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4

w i l l  be  p r e s e n te d ,  t o  e s t a b l i s h  th e  s t a t e  o f th e  a r t .  These 

w r i t in g s  w i l l  be r e s e a rc h e d  f o r  any  p e r t i n e n t  know ledge b e a r 

in g  on th e  h y p o th e s is  s t a t e d  i n  th e  o b je c t iv e .

S econd , a r e a s  r e q u i r i n g  f u r t h e r  r e s e a r c h  w i l l  be n o t 

ed and  a s p e c i f i c  to p ic  w i th in  th e s e  a r e a s  w i l l  be  c h o sen  and  

d e f in e d .

T h ird , a  r e s e a r c h  p r o j e c t  w i l l  be d e s ig n e d  in  o rd e r  

t o  g a th e r  d a ta  r e l a t i v e  to  m anagem ent s t y l e  and o r g a n iz a t io n  

l i f e - p h a s e .

F o u r th ,  th e  r e s u l t s  w i l l  be  t a b u la te d  and  c o r r e l a t e d  

so  t h a t  l o g i c a l  c o n c lu s io n s  can  be draw n.

C h a rt I I  r e p r e s e n t s  g r a p h ic a l ly  th e  p r o j e c t  d e s ig n .

Scope and  L im i ta t io n s

The scope o f t h i s  r e s e a r c h  encom passes th e  e n t i r e  

p ro c e s s  o f  m anagem ent, b u t  o b v io u s ly  m ust be l im i t e d  a s  to  

b o th  a r e a  and d e p th .

T h is  r e s e a r c h  exam ines th e  i n t e r f a c e  be tw een  o rg a n i

z a t io n  th e o ry  and econom ic th e o r y .  But s in c e  o r g a n iz a t io n  

th e o ry  i s  th e  w r i t e r ' s  m a jo r a r e a  o f  s tu d y , th e  b u lk  o f  th e  

l i t e r a t u r e  s e a rc h  and d a ta  g a th e r in g  w i l l  be o f  t h i s  d i s c i 

p l i n e .  Economic th e o r y ,  a s  e x p re s s e d  in  th e  l i f e - c y c l e  co n -
1 2c e p t ,  w i l l  be o n ly  re v ie w e d . The id e a s  o f Rostow and  P a t to n

^W. W. Rostow , The P ro c e s s  o f Economic Growth (New 
Y ork: W. W. N orton  & Company, I n c . ,  2nd e d . ,  19&1).

2
Arch P a t to n ,  Top M anagem ent's S tak e  in  th e  P ro d u c t 

L if e - C y c le ,  The Management R e v ie w , XLIIX (Ju n e  1959)» 9 - 
l 4 .  New York: McKinsey & Company.
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a r e  i n t e g r a t e d  i n to  t h i s  c o n c e p t, w ith o u t e x te n s iv e  e x p o s i

t i o n .

In  o rd e r  t o  c o n f in e  th e  p r o j e c t  t o  a  m anageab le  s i z e ,  

and  a l s o  t o  g e t  a  c l o s e r  co m p ariso n  o f s i m i l a r  s i t u a t i o n s ,  

o n ly  i n d u s t r i a l  o r g a n iz a t io n s  w i l l  be  exam ined. Due to  th e  

p o p u la t io n  a v a i l a b l e  in  t h i s  l o c a l i t y ,  t h i s  w i l l  g e n e r a l l y  

c o n s i s t  o f  sm a ll  t o  m ed ium -sized  l i g h t  i n d u s t r i a l  f i r m s .

A lso  c o n s id e re d  in  t h i s  s e l e c t i o n  was th e  e x p e r ie n c e  and  i n 

t e r e s t s  o f  th e  a u th o r .  He h a s  had  25 y e a r s  e x p e r ie n c e  a s  an  

e n g in e e r in g  e x e c u tiv e  in  such  f i r m s .  I t  was f e l t  th e  r a p p o r t  

h e  m ig h t a t t a i n  w ith  th e  s u b je c t  e x e c u t iv e s  w ould s u b s ta n 

t i a l l y  i n c r e a s e  th e  in p u t  o f  r e l e v a n t  d a ta .

To s u b s t a n t i a t e  th e  h y p o th e s is  w ith  c o r r e c t l y  g e n e r 

a te d  d a t a ,  le n g th y  in te r v ie w s  w i l l  be  h e ld  w ith  i n d u s t r i a l  

e x e c u t iv e s .  Time and ex p en se  c o n s id e r a t io n s  w i l l  l i m i t  t h i s  

num ber. The r e s u l t s  o b ta in e d  w i l l  be d e f i n i t i v e ,  w i th in  th e  

l i m i t s  o f  th e  e x p e r im e n ta l  d e s ig n  c o n s t r u c t io n ,  b u t  may o n ly  

p o in t  o u t  a  need  f o r  a d d i t i o n a l  r e s e a r c h .



CHAPTER I I

IDENTIFICATION OP CURRENT STATE-OF-THE-ART

And thou shalt teach them ordinances and laws, and 
Shalt shew them the way wherein they must walk, and 
the work that they must do.
M oreover th o u  s h a l t  p ro v id e  o u t o f  a l l  th e  p e o p le  
a b le  men, such a s  f e a r  God, men o f  t r u t h ,  h a t i n g  
c o v e to u s n e s s ;  and  p la c e  such  o v e r  them , t o  be  r u l e r s  
o f  th o u s a n d s , and  r u l e r s  o f  h u n d re d s , r u l e r s  o f  
f i f t i e s ,  and  r u l e r s  o f  t e n s .

And l e t  them  judge th e  p e o p le  a t  a l l  s e a s o n s ;  and  i t  
s h a l l  b e ,  t h a t  e v e ry  g r e a t  m a t te r  th e y  s h a l l  b r in g  
u n to  t h e e ,  b u t  e v e ry  sm a ll  m a t t e r  th e y  s h a l l  ju d g e ; 
so  i t  be  e a s i e r  f o r  t h y s e l f ,  and  th e y  s h a l l  b e a r  th e  
b u rd en  w ith  th e e .

O rg a n iz a t io n  th e o ry  was f i r s t  r e c o rd e d  f o r  m a n 's  u se

th o u sa n d s  o f  y e a r s  a g o ; J e t h r o 's  c o u n s e l  t o  Moses i s  n o t
2

g r e a t l y  d i f f e r e n t  from  F a y o l 's  s c a l a r  c h a in  many c e n t u r i e s  

l a t e r .

The h i s t o r y  o f  O rg a n iz a t io n  T heory  i s  to  a  c o n s id e r 

a b le  e x te n t  an  a c c o u n t o f  m an ag ers . The e a r l i e s t  r u l e r s  

managed a rm ie s ,  c i t i e s ,  c o u n t r i e s ,  and  even  e m p ire s . L a te r  

c i v i l i z a t i o n s  grew and  p ro s p e re d  a s  th e y  p r a c t i c e d  good 

management te c h n iq u e s .  And j u s t  a s  s u r e l y ,  d e c l in e d  and

^Exodus l8 ;2 0 - 2 2 .
2

H e n r i  F a y o l , G e n e ra l and  I n d u s t r i a l  Management 
(London; S i r  I s a a c  P itm a- A S o n s , LTD, 19^9)»
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d ie d  when p o o r ly  m anaged. The r i s e  and  f a l l  o f  Rome was 

l a r g e l y  a  h i s t o r y  o f  th e  a p p l i c a t i o n  o f  f i r s t  g o o d , and  th e n  

p o o r ,  m anagem ent th e o r y .  In  th e  M iddle A ges, th e  Roman 

Church came t o  be a  w e ll-m an ag ed  and p o w e rfu l i n s t i t u t i o n .  

Today i t  i s  s t i l l  s tu d ie d  a s  a  m odel f o r  o r g a n i z a t i o n .%

B ut o n ly  r e c e n t l y  h a s  man r e a l i z e d  t h a t  p e rh a p s  man

agem ent p a t t e r n s  a r e  a  s e p a r a te  f i e l d  o f  e n d ea v o r o f  s tu d y . 

Management C o n s u l ta n t  s a y s :

The b a s ic  i n s i g h t  r e s u l t i n g  from  r e f l e c t i o n  o f  th e  
a c t u a l  p ro c e s s  o f  m anagem ent in  h i s t o r i c a l  p e r s p e c t iv e  
i s  t h a t  a lw ay s  and  ev ery w h ere  i t  i s  th e  p ro c e s s  o f  i n 
s u r in g  th e  m a n a g e r ia l  and  econom ic p e rfo rm an c e s  o f  th e  
i n s t i t u t i o n s  o f s o c i e t y .  But i t  was n o t  u n t i l  th e  be
g in n in g  o f  th e  tw e n t i e th  c e n tu ry  t h a t  we began  to  
u n d e rs ta n d  t h a t  "m anaging" i s  a  s p e c i f i c  k in d  o f  work 
p e rfo rm ed  a t  s e v e r a l  d i f f e r e n t  l e v e l s  in  th e  v a r io u s  
i n s t i t u t i o n s  o f  s o c i e t y ,  t h a t  th e  "m anager o c c u p ie s  a  
s p e c i a l  r o l e  and  p e rfo rm s  a  d i s t i n c t  f u n c t io n  in  
s o c i e t y . "2

Now t h a t  man h a s  r e a l i z e d  t h a t  management p a t t e r n s  

can  be exam ined a s  an  e n t i t y ,  how sh o u ld  th e y  be a p p ro a ch e d ?  

F o r  th e  p u rp o se  o f  t h i s  h i s t o r i c a l  re v ie w  th e  th e o r y  w i l l  be 

d iv id e d  i n t o  s e v e r a l  d i f f e r e n t  v ie w p o in ts  s i m i l a r  t o  th o s e  

i d e n t i f i e d  by  K o o n tz .^  These a r e  H i e r a r c h i c a l - A u t h o r i t a r i a n ,  

Human R e la t i o n s ,  S o c ia l  S y s tem s, R a tio n a l  D e c is io n  and

I ja m e s  D. Mooney, The P r i n c ip l e s  o f O rg a n iz a t io n  
(New Y ork: H a rp e r  & Row, 1 9 ^ 7 ) , p . 102 .

2
Management C o n s u l ta n t  (New Y ork: A s s o c ia t io n  o f

C o n s u lt in g  Management E n g in e e r s ,  1 9 6 6 ) , S e r i e s  1 , p . 1 .

^ H aro ld  K o o n tz , J o u r n a l  o f th e  Academy o f  M anagem ent, 
IV , No. 3 (D ec. 1 ,  1961 ) ,  pp . 174-Wü.



O p e ra tio n s  R e se a rc h . K oontz w i l l  be u sed  o n ly  a s  a  conven

i e n t  r e f e r e n c e  p o i n t .  The t i t l e s  and  scope o f  h i s  c a t e g o r i e s  

w i l l  be somewhat ch an g ed . The em phasis  o f  each  v ie w p o in t 

w i l l  be d is c u s s e d  and  a p p r o p r i a te  r e f e r e n c e s  c i t e d .

In  o rd e r  t o  d e v e lo p  a  p ro p e r  background  f o r  r e s e a r c h  

i n to  th e  a c t io n s  and  d e c i s io n s  o f  m an ag ers , i t  was judged  

b e s t  t o  s e a rc h  a b ro a d  sp e c tru m  o f a u t h o r i t a t i v e  w r i t i n g s .

The m ain b e l i e f s  and  p r a c t i c e s  o f  e x e c u tiv e s  c o u ld  th u s  be 

i d e n t i f i e d  and com pared t o  a  s c a le  o f known and  m easured  

norm s. T h is  i d e n t i f i c a t i o n  can  e s t a b l i s h  th e  s t a t e  o f  th e  

a r t  a t  t h i s  p o in t  o f  o r g a n iz a t io n  th e o ry .

The m ethod u sed  i s  b a s i c a l l y  h i s t o r i c a l .  E a r ly  w r i t 

in g s  a r e  n o te d  b r i e f l y ,  w i th  more d e t a i l e d  s c r u t in y  g iv e n  

w r i t e r s  who a p p e a re d  a t  th e  s t a r t  o f  th e  I n d u s t r i a l  R evolu

t i o n ,  a b o u t 1800 , when d e f i n i t e  a c c e l e r a t i o n  o f  a l l  te c h n ic  

c a l  and management know ledge can  be n o te d . From t h i s  d a te  

on , th e  o p in io n s  o f  th e  m ost i n f l u e n t i a l  w r i t e r s  have  been  

rev iew ed  in  more d e t a i l .

The summary p o in t s  o u t t h a t  v e ry  l i t t l e  c o n ce rn  f o r  

th e  d i r e c t  a p p l i c a t i o n  o f  th e s e  t h e o r i e s  h a s  been  shown.

Most w r i t e r s  a d d re s s e d  th e m se lv e s  o n ly  to  a  th e o ry  h a v in g  

u n iv e r s a l  a p p l i c a t i o n  t o  a l l  o r g a n iz a t io n s .  No co g n iz an c e  

was g iv e n  th e  v a s t  d i f f e r e n c e s  to  be  found  in  th e  o rg a n iz a 

t i o n s  th e m se lv e s  and  t h e i r  e n v iro n m en t. R esearch  and  d a ta  

on s p e c i f i c  a p p l i c a t i o n  sh o u ld  t h e r e f o r e  p rove  v a lu a b le .
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H ie r a r c h i c a l - A u th o r i t a r i a n

H e n ri F a y o l ,!  who w ro te  from  189O to  1920, can  be 

c a l l e d ,  w ith  some a c c u ra c y ,  th e  f a t h e r  o f  modem management 

th o u g h t .  W hile h i s  w orks c o v e r  s e v e r a l  a p p ro a c h e s , p ro b a b ly  

m ost o f  h i s  th o u g h t f a l l s  i n  l i n e  w ith  th e  H ie r a r c h ic a l -  

A u th o r i t a r ia n  th e o ry .  The s ta te m e n ts  p re c e d in g  th e  l i s t i n g  

o f  "14  P r i n c ip l e s  o f  M anagement" i n d i c a t e  he f e e l s  them to  

be u n i v e r s a l .

THE MANAGERIAL FUNCTION f i n d s  i t s  o n ly  o u t l e t  th ro u g h  
th e  members o f th e  o r g a n iz a t io n  (body c o r p o r a te ) .
W h ils t  th e  o th e r  f u n c t io n s  b r in g  i n to  p la y  m a te r i a l  and 
m ach ines th e  m a n a g e r ia l  f u n c t io n  o p e ra te s  on ly  on th e  
p e r s o n n e l .  The so u n d n e ss  and  good w ork ing  o rd e r  o f  th e  
body c o rp o ra te  depend on a  c e r t a i n  num ber o f c o n d i t io n s  
te rm ed  in d i s c r im in a te ly  p r i n c i p l e s ,  la w s , r u l e s .  F o r 
p r e f e r e n c e  I  s h a l l  a d o p t th e  te rm  p r i n c i p l e s  d i s s o c i a t i n g  
i t  from  any  s u g g e s t io n  o f  r i g i d i t y ,  f o r  th e r e  i s  n o th in g  
r i g i d  o r  a b s o lu te ,  in  management a f f a i r s ,  i t  i s  a l l  a  
q u e s t io n  o f p r o p o r t io n .  Seldom do we have to  a p p ly  th e  
same p r i n c i p l e  tw ic e  in  i d e n t i c a l  c o n d i t io n s ;  a llo w a n ce  
m ust be made f o r  d i f f e r e n t  ch an g in g  c irc u m s ta n c e s ,  f o r  
men j u s t  a s  d i f f e r e n t  and  ch an g in g  and f o r  many o th e r  
v a r i a b l e  e le m e n ts .^

When F re d r ic k  T a y lo r^  a p p e a re d  on th e  management 

s c e n e , a b o u t 1910, e n g in e e r in g  was j u s t  becom ing a c c e p te d  a s  

th e  " p r a c t i c a l "  s c ie n c e  o f  i n d u s t r y .  He saw management a s  a  

s c i e n t i f i c  p ro c e s s  w hich c o u ld  be im plem ented  by a p p ly in g  h i s  

" P r i n c ip l e s  o f S c i e n t i f i c  M anagem ent."

^H en ri F a y o l , G e n e ra l and I n d u s t r i a l  Management 
(London: S i r  I s a a c  P itm an and  S o n s , DTD, 19^9)»

^ F a y o l, p . 217

^ F re d r ic k  T a y lo r ,  P r i n c ip l e s  o f S c i e n t i f i c  Management 
(H anover, N .H .: D artm outh C o lle g e , 1919)•
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L e t me r e p e a t  b r i e f l y  th e s e  fo u r  p r i n c i p l e s  o f 
S c i e n t i f i c  Management. I  w ant you to  see  th e s e  f o u r  
p r i n c i p l e s  p l a i n l y  a s  th e  e s se n c e  o f  th e  i l l u s t r a t i o n  
I  am g o in g  to  g iv e  you o f  S c i e n t i f i c  M anagement. They 
a r e  th e  developm en t o f  a  s c ie n c e  to  r e p la c e  th e  o ld  
ru le -o f - th u m b  m ethods; th e  s c i e n t i f i c  s e l e c t i o n  and 
th e n  th e  p ro g r e s s iv e  t e a c h in g  and developm en t o f th e  
workmen; th e  b r in g in g  o f  th e  s c i e n t i f i c a l l y  s e l e c te d  
workmen and  th e  s c ie n c e  t o g e th e r ;  and  th e n  t h i s  a lm o s t 
e q u a l  d i v i s i o n  o f th e  work betw een th e  managem ent and  
th e  m en.]

W hile n o t  s p e c i f i c a l l y  s t a t e d ,  i t  i s  p l a i n  t h a t  h i s  

a p p ro a ch  to  management was s i m i l a r  to  th e  c l a s s i c  s c i e n t i f i c  

ap p ro ach  w hich i s  t o :

1 . O bserve

2 . D e fin e  th e  Problem

3 . F o rm u la te  a  H y p o th e s is

4 . E xperim en t ( f o r  V a l id a t io n )

5 . V e r ify  and M odify

A lth o u g h  h i s  view  o f management th e o ry  was somewhat 

n a rro w , T a y lo r  was a  v a lu a b le  c o n t r i b u to r .  He b e l ie v e d  man

agem ent p a t t e r n s  c o u ld  be ta u g h t  and he  b e l ie v e d  th e y  sh o u ld  

be  c o n ta in e d  in  a  u n i f ie d  body o f  know ledge. Most o f  a l l ,  

h e  p re a c h e d  th e  immense im p o rta n c e  o f good m anagem ent.

As e a r l y  a s  1912, F ra n k  G i lb r e th  saw management 

th ro u g h  th e  e y e s  o f  an  i n d u s t r i a l  e n g in e e r ,  so i t  i s  n a t u r a l  

t h a t  he f e l t  th e  s c i e n t i f i c  m ethod was th e  c o r r e c t  a p p ro a c h . 

He c o u ld  n o t  a b id e  i n e f f i c i e n c y ,  and p e rh a p s  c au se d  some o f 

th e  d i s t r u s t  t h a t  to d ay  p la g u e s  th e  " e f f i c i e n c y  e x p e r t . "  I t

m ent (H anover
] F r e d r ic k  T a y lo r , P r i n c ip l e s  o f  S c i e n t i f i c  M ^ a g e -  
n o v e r ,  N .H .: D artm outh  C o lle g e , 1919)» P* 22 .
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does a p p e a r ,  th o u g h , t h a t  h e  h o n e s t ly  th o u g h t t h i s  e f f i c 

ie n c y  w ould  b r in g  b e t t e r  t h in g s  f o r  b u s in e s s  and l a b o r  

a l i k e .  As a n  exam plet

In  s c i e n t i f i c  managem ent th e  m ost c o n s t r u c t iv e ,  
d e s i r a b l e ,  s u c c e s s f u l ,  and  e t h i c a l  u n i t  o f  m easu re
m ent i s  a  "M inute o f H a p p in e s s ,"  h e re  o r  h e r e a f t e r .

O b v io u s ly , o th e r  t h in g s  b e in g  e q u a l ,  t h a t  w hich 
a f f e c t s  f a v o ra b ly  th e  l a r g e s t  number o f p e o p le  w i l l  
c a u s e  th e  g r e a t e s t  q u a n t i t y  o f  h a p p in e s s  m in u te s .
I t  m ust be  rem em bered t h a t  t o  e n l i s t  th e  a b i l i t y  and  
z e a l  o f  th o s e  f i t t e d  t o  le a d  an  a g g re g a t io n  o r  o rg an 
i z a t i o n  to  g r e a t e s t  s u c c e s s ,  s u f f i c i e n t  m o tiv a t io n  
m ust be  o f f e r e d ;  o r  th e  one b e s t  l e a d e r , a s  d e s i r e d  
i n  each  d iv i s io n  o f  th e  o r g a n iz a t io n ,  w i l l  d e v o te  h i s  
e f f o r t s  and  tim e  to  so m e th in g  which w i l l  b r in g  him 
w h a t h e  t h in k s  w i l l  be  g r e a t e r  r e t u r n s .^

M rs. P ran k  G i lb r e th * s  r e c e n t  d e a th ,  i n  J a n u a ry , 1972 , 

p o in te d ly  d e m o n s tra te s  t h a t  much o f th e  developm en t o f  man

agem ent th e o r y  h a s  ta k e n  p la c e  in  l e s s  th a n  a  l i f e t i m e .

The more m odern th e  ap p ro ach  to  m anagem ent, th e  

b r o a d e r  and  more i n c l u s i v e  i t  becom es. The d i s c i p l i n e s  o f  

p sy c h o lo g y , s o c io lo g y , and  a n th ro p o lo g y  a r e  r e p r e s e n te d  by 

such  m odem  in c lu s io n s  a s  human r e l a t i o n s ,  s o c i a l  sy s te m s , 

and  d e c i s i o n  th e o ry .  Where p ro d u c tio n  management u n d e r  

F a y o l , T a y lo r ,  o r  G i lb r e th  w ould l a r g e ly  have been  th e  

a p p l i c a t i o n  o f  th e  r i g h t  num bers o f  men and m ac h in e s , r e c e n t  

a p p ro a c h e s  c o v e r  much more a r e a .  F r a n k l in  Moore t e l l s  u s ;

Were sp ace  a v a i l a b l e  we co u ld  w r i t e  a  w hole book 
on th e  in t r o d u c t io n  and  grow th  o f new id e a s  s in c e  th e  
d a y s  o f  T a y lo r  and  th e  o th e r s  who w ere a c t i v e  in  th e  
p io n e e r  p e r io d .  Our s u b j e c t ,  how ever, i s  m a n u fa c tu r
in g  m anagem ent to d a y ,  n o t  y e s te r d a y ,  so  we h ave  to

^ F ran k  G i lb r e th ,  S c ie n c e  in  Management f o r  th e  One B e s t 
Way to  Do Work ( L a f a y e t te ,  I n d . :  E n g in e e r in g  L ib r a r y ,
Purdue U n iv e r s i ty ,  1 9 1 9 ) , P* 72.
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c o n ce rn  o u r s e lv e s  a b o u t p re s e n t-d a y  p r a c t i c e s .  Today’ s  
p r a c t i c e s  d i f f e r  from  th o s e  o f  th e  p a s t  in  s e v e r a l  im
p o r t a n t  a s p e c t s .  H e re , we w ant j u s t  t o  enum erate  and  
comment b r i e f l y  on them .

P a r t i c u l a r l y  s in c e  World War I I ,  m anagers have  b e 
come much more aw are  o f  th e  human r e l a t i o n s  s id e  o f 
m anaging b u s in e s s  o r g a n iz a t io n s .  T h is  i n t e r e s t  h a s  
been  f o s t e r e d  in  p a r t  by th e  work o f b e h a v io r a l  s c ie n 
t i s t s  whose f i n d in g s  have  p o in te d  up th e  n eed  to  re c o g 
n iz e  t h a t  em ployees a r e  p e o p le . They a r e  p e o p le  who 
behave and  r e a c t  l i k e  p e o p le . Today m ost u n i v e r s i t i e s  
have r e q u i r e d  c o u rs e s  in  b u s in e s s  r e l a t i o n s  o r  in  i n 
d u s t r i a l  r e l a t i o n s ,  and  m ost com panies a r e  q u i t e  con
s c io u s  o f  t h i s  f a c e t  o f  th e  jo b  o f m anaging co m p an ies .

A n o th e r  p o s t-W o rld  War I I  developm en t i s  th e  h eav y  
em phasis  we now p la c e  on r e s e a r c h .  Today we sp e n d , in  
th e  U n ite d  S t a t e s ,  n e a r ly  3 p e r  c e n t  o f  a l l  o f  ou r n a 
t i o n a l  incom e on r e s e a r c h .  A good b i t  o f  t h i s  i s  s p e n t  
on moon m i s s i l e s  and  m i l i t a r y  p ro d u c ts .  Many com panies 
n o t  m aking moon m i s s i l e s ,  how ever, spend  from  1 to  2 
p e r  c e n t  o f a l l  th e  money th e y  ta k e  in  on d e v e lo p in g  
new p r o d u c ts ,  m a t e r i a l s ,  and p ro c e s s e s  f o r  t h e i r  r e g 
u l a r  b u s i n e s s . ]

P e rh ap s  th e  m ost r e c e n t  v ie w p o in t i s  g iv e n  by B a t t e n ,% 

He r e j e c t s  th e  id e a  t h a t  s t r u c t u r e  a lo n e  can  manage and  in 

s i s t s  i t  m ust be  com bined w ith  judgm ent.

Time a f t e r  tim e  we se e  s t r u g g l in g  com panies b e in g  
g o v ern ed  by  h u n ch , i n t u i t i o n ,  and  fa n c y . Som etim es 
th e y  h ave  grown r a p i d l y  b e ca u se  o f a  p ro d u c t le a d  on 
t h e i r  c o m p e t i to r s .  Som etim es a  son h a s  ta k e n  o v e r 
from  a  f a t h e r  who p r a c t i c e d  one-man r u l e  in  th e  d ays 
when c o m p e ti t io n  was v i r t u a l l y  n i l .  Such b u s in e s s e s  
seem t o  be up a g a i n s t  c o n s ta n t  c r i s e s .  S a le s  cam
p a ig n s ,  c o s t  r e d u c t io n  cam paigns, and r a s h e s  o f  u n io n  
g r ie v a n c e s  k eep  b o th  to p  and m idd le  management in  a 
s t a t e  o f  c h ro n ic  n e rv o u s n e s s  and  a n x ie ty .

S u r p r i s i n g l y ,  th o u g h , we a l s o  see  s t r u g g l in g  com
p a n ie s  whose e x e c u t iv e s  can g l i b l y  r e c i t e  th e

I p r a n k l in  M oore, M a n u fac tu rin g  Management, 4 th  ed ; 
(Homewood, 1 1 1 .;  R ich a rd  D. I rw in , I n c . ,  1965)» P» l6 2 .

^ J .  D. B a t te n ,  D evelop ing  a  Tough-Minded C lim a te  f o r  
R e s u l ts  (New York: A m erican Management A s s o c ia t io n ,  1965)»
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"p rin c ip le s* *  o f  m anagem ent. I t ' s  when you b e g in  t o  
a s k  p e n e t r a t i n g  q u e s t io n s  a b o u t  th e  su b s ta n c e  and 
f i b e r  o f  p la n n in g ,  f o r  i n s t a n c e ,  t h a t  you o f te n  f i n d  
a  d i s t i n c t  la c k  o f  c o n c e p tu a l  u n d e rp in n in g . Why an d  
how d o es  a  company p la n j  What in fo rm a tio n  i s  n eed ed ?
Who sh o u ld  be in v o lv e d ? !

The above a r e  sam p les  o f  o p in io n  on management from  

many fam ous w r i t e r s ,  a n c i e n t  th ro u g h  m odem . They a l l  gen

e r a l l y  b e l i e v e  in  th e  same sy stem  o f  m anaging; s p e c i f i c a l l y ,  

t h a t  m anaging c o n s i s t s  o f  fo l lo w in g  a  p r e s c r ib e d  h i e r a r c h 

i c a l - a u t h o r i t a r i a n  p ro c e s s  w hich i s  l a r g e l y  u n i v e r s a l .

Human R e la t io n s

Human r e l a t i o n s  have been  a  b a f f l i n g  s tu d y  f o r  hun

d re d s  o f  y e a r s ,  so  i t  i s  n o t  s u r p r i s i n g  t h a t  some c o n s id e r  

i t  th e  m ost im p o r ta n t  a s p e c t  o f  management th o u g h t.  C er

t a i n l y  i f  one i s  to  g e t  t h in g s  done th ro u g h  p e o p le , th e  

b e h a v io r  o f  p e o p le  i s  o f  v i t a l  im p o rta n c e  to  m anaging .

K oontz d e s c r ib e s  th e  human b e h a v io r  v ie w p o in t a s

The Human B eh av io r S c h o o l. T h is  ap p ro ach  to  th e  
a n a l y s i s  o f management i s  b a se d  on th e  c e n t r a l  t h e s i s  
t h a t ,  s in c e  m anaging in v o lv e s  g e t t i n g  th in g s  done 
w ith  and  th ro u g h  p e o p le ,  th e  s tu d y  o f  management m ust 
be  c e n te re d  on i n t e r p e r s o n a l  r e l a t i o n s .  V a r io u s ly  
c a l l e d  th e  "human r e l a t i o n s , "  " l e a d e r s h ip ,"  o r  "b e 
h a v io r a l  s c ie n c e s "  a p p ro a c h , t h i s  s c h o o l b r in g s  t o  
b e a r  " e x i s t i n g  and  new ly  d e v e lo p e d  t h e o r i e s ,  m eth o d s, 
and  te c h n iq u e s  o f  th e  r e l e v a n t  s o c i a l  s c ie n c e s  upon 
th e  s tu d y  o f i n t e r  and  i n t r a p e r s o n a l  phenom ena, ra n g 
in g  f u l l y  from  th e  p e r s o n a l i t y  dynam ics o f  i n d iv id 
u a l s  a t  one ex trem e to  th e  r e l a t i o n s  o f  c u l t u r e s  a t  
th e  o t h e r . "  In  o th e r  w o rd s , t h i s  s c h o o l c o n c e n tr a te s  
on th e  " p e o p le "  p a r t  o f  managem ent and r e s t s  on th e  
p r i n c i p l e  t h a t ,  w here p e o p le  work to g e th e r  a s  g ro u p s  
in  o rd e r  to  a cc o m p lish  o b j e c t i v e s ,  "p eo p le  sh o u ld

! B a t te n ,  pp . 1 8 -1 9 .
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1understand people.

While early writers did not use the term "Human Be
havior," they did show a certain awareness of this factor.
In 1813 Robert Owen said

If then due care as to the state of your inanimate 
machines can produce such beneficial results, what may 
not be expected if you devote equal attention to your 
vital machines, which are far more wonderfully con
structed?

When you shall acquire a right knowledge of these, 
of their curious mechanism, of their self-adjusting 
powers; when the proper main spring shall be applied 
to their varied movements, you will descover that the 
latter may be easily trained and directed to procure 
a large increase of pecuniary gain, while you may also 
derive from them high and substantial gratification.

Owen showed here that he had an appreciation for the human
values in an organization. It appears that his "proper
main spring" suggestion is not at all unlike McGregor's
Theory Y. McGregor's contention that human beings will
respond to positive (leading) motivation rather than negative
(driving) motivation is universally taught.

Fredrick Taylor also considered human problems, if 
not human behavior, in many of his articles.

There is one fact which has been impressed on me 
more than any other during the past six months. It 
is the fundamental and the very sad fact that almost 
every workman who is engaged in the mechanic arts, who

^Harold Koontz, Toward a Unified Theory of Manage- 
ment (New York: McGraw-Hill, 1962), p. 11.

2Harwood Merrill, Classics in Management (New Y o r i . ï  
American Management Association, I960), p. 22, quoting Hebe, 
Owen, To the Superintendents of Manufactories.

3^Douglas McGregor, The Human Side of Enterprise 
(New York: McGraw-Hill, i960), pp. 35-^3»
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i s  engaged in  a n y th in g  l i k e  c o o p e ra t iv e  w ork, lo o k s  
upon i t  a s  h i s  d u ty  to  go slow  in s te a d  o f  to  go f a s t . '

W hile t h i s  i s  a  s t r o n g  s ta te m e n t ,  i t  would s t i l l  be 

a g re e d  to  by many m a n u fa c tu r in g  m anagers to d a y . To T a y lo r 's  

c r e d i t ,  he d id  go on w ith  an  e x p la n a t io n  o f how to  change 

t h i s  t y p i c a l  w orkm an's a t t i t u d e .

Even m i l i t a r y  o r g a n iz a t io n s  m ust c o n s id e r  human be

h a v io r  in  t h e i r  m anagem ent. G e n e ra l w il l ia m  M i tc h e l l  s a id

When o rd e r s  a r e  n o t  obeyed , i t  i s  u s u a l ly  th e  
commanding o f f i c e r  t h a t  i s  a t  f a u l t .  E i th e r  o rd e r s  
have  n o t  been  d e l iv e r e d  o r  th e y  a r e  so  w r i t t e n  t h a t  
no  one c o u ld  u n d e rs ta n d  them . I  a lw ays k e p t  an  o f f 
i c e r  in  my h e a d q u a r te r s ,  whose name I  w i l l  n o t  m e n tio n , 
t o  whom I  had  re a d  a l l  th e  o r d e r s .  I f  he c o u ld  u n d e r
s ta n d  them , anybody c o u ld . He was n o t  p a r t i c u l a r l y  
b r i g h t  b u t  he  was one o f  th e  m ost v a lu a b le  o f f i c e r s  I  
had f o r  t h a t  r e a s o n .%

C e r ta in ly  M i tc h e l l  had  an  a p p r e c ia t io n  f o r  th e  human 

b e h a v io r  f a c t o r  and to o k  r a t h e r  e la b o r a te  s t e p s  to  cope w ith  

i t .

G a n t t ,  w h ile  e s s e n t i a l l y  an  e f f i c i e n c y  e x p e r t ,  showed 

many tim e s  h i s  i n t e r e s t  in  th e  human b e h a v io r  s id e  o f  manage

m en t. F o r  in s t a n c e ,  in  d e s c r ib in g  h i s  bonus system  he s a id

The g e n e r a l  p o l ic y  o f  th e  p a s t  h a s  been  to  d r i v e ,  
b u t  th e  a r e a  o f f o r c e  m ust g iv e  way to  t h a t  o f know
le d g e ,  and th e  p o l ic y  o f  th e  f u tu r e  w i l l  be t o  te a c h  
and  to  l e a d ,  t o  th e  a d v a n ta g e  o f  a l l  c o n ce rn e d . The 
v i s io n  o f workmen in  g e n e r a l  e a g e r  to  c o o p e ra te  in  
c a r r y in g  o u t th e  r e s u l t s  o f  s c i e n t i f i c  i n v e s t i g a t i o n s  
m ust be  d ism is se d  a s  a  dream  o f  th e  m ille n n iu m , b u t  
r e s u l t s  so f a r  a cco m p lish e d  in d ic a t e  t h a t  n o th in g

1 M e r r i l l ,  C la s s ic s  in  Management (New York: A m erican
Management A s s o c ia t io n ,  I 9 6 0 ) ,  p . 82 , q u o tin g  F r r i r i c k  T a y lo r , 
P r i n c ip l e s  o f S c i e n t i f i c  M anagement.

^ G en e ra l W illiam  M i tc h e l l ,  L eaves From My War D ia ry  
(New York: New A m erican L ib r a r y ,  S ig n e t B ooks, 1 9 6 6 ), p . 153*



17

w i l l  do more t o  b r in g  a b o u t  th e  m illen n iu m  th a n  t r a i n 
in g  workmen in  h a b i t s  o f  in d u s t r y  and c o o p e ra t io n .  A 
s tu d y  o f  th e  p r i n c i p l e s  on w hich such t r a i n i n g  h a s  
b e en  s u c c e s s f u l l y  e s t a b l i s h e d  w i l l  c o n v in ce  th e  m ost 
s k e p t i c a l  t h a t  i f  th e y  a r e  c a r r i e d  o u t good r e s u l t s  
m ust f o l l o w .1

Mayo c e r t a i n l y  p io n e e re d  th e  s c ie n c e  o f  human be

h a v io r ,  by  l i n k i n g  i t  t o  h i s  i n d u s t r i a l  e n g in e e r in g  p rob lem s 

a t  W estern  E l e c t r i c ' s  H aw thorne W orks.^ He showed t h a t  

w h ile  many t e c h n i c a l  ch an g es c o u ld  be made in  a  p ro d u c tio n  

p r o c e s s ,  such  a s  l i g h t i n g ,  work p la c e  a rra n g e m e n t, e t c . ,  th e  

r e s u l t i n g  p ro d u c tio n  d id  n o t  v a ry  a c c o rd in g ly .  He deduced 

th e r e  was a  "Human F a c to r "  w hich  n eed ed  s tu d y . In te rv ie w s  

co n d u c te d  among th e  w o rk e rs  t r a c e d  a  c o m p lic a te d  p a t t e r n  o f 

i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  a t t i t u d e s  and  f e e l i n g s .  How 

th e  w o rk -p la c e  was a r r a n g e d ,  th e  a t t i t u d e  to w ard  th e  su p e r

v i s i o n ,  and  o th e r  seem in g ly  non-w ork  r e l a t e d  f a c t o r s  a l l  had  

an  e f f e c t  on th e  p r o d u c t iv i t y  o f  th e  g ro u p . Many m odem  

m anagem ent d o c t r i n e s  can  be t r a c e d  to  M ayo's im p o r ta n t  r e 

s e a r c h .

T o d a y 's  management th o u g h t  i s  a lm o s t to p -h e a v y  w ith  

human r e l a t i o n s  c o n s id e r a t i o n s .  P e rso n n e l m anagers have  be

come e s s e n t i a l ,  h ig h - r a n k in g  p e o p le  in  a l l  i n d u s t r i a l  o rg an 

i z a t i o n s .  T o d a y 's  em ployee m ust o f te n  subm it to  an  e la b o r a te  

s e r i e s  o f  p s y c h o lo g ic a l  " t e s t s "  b e fo re  b e in g  s e l e c te d  by a

^H enry L. G a n t t ,  "A Bonus System  f o r  R ew arding 
L a b o r ."  T ra n s a c t io n s  o f  ASME, X X III, p . 341,

^ M e r r i l l ,  C la s s i c s  i n  Management (New York* A m erican 
Management A s s o c ia t io n ,  1 9 ^ 0 ) , p . 4 l 7 ,  q u o tin g  George Mayo 
in  Management and  th e  W orker.
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p a r t i c u l a r  company. And e v e ry  new la b o r  c o n t r a c t  c o n ta in s  

f f r i n g e "  b e n e f i t s  t h a t  g e n e r a l l y  a r e  r e l a t e d  t o  th e  e a se  

an d  c o m fo rt o f  th e  em ployee . A l l  th e s e  f a c t o r s  s u g g e s t  an  

e x trem e  a w are n ess  o f th e  human f a c t o r .

Some c u r r e n t  rem a rk s  a r e  o f f e r e d  by B a tte n .

I t  c an n o t be s a id  to o  o f te n  t h a t  no m a t te r  how i n 
c i s i v e  th e  a n a l y s i s ,  how th o ro u g h  th e  p la n n in g , how 
l u c i d  th e  memoranda and  p ro c e d u re s ,  o n ly  p e o p le  g e t  
t h in g s  done. I t  i s  t h e  jo b  o f a  m anager to  manage 
p e o p le ,  n o t  to  a d m in i s t e r  th ro u g h  a  p le th o r a  o f  r e 
p o r t s ,  c h a r t s ,  m em oranda, and  th e  l i k e . l

A l l  o f  th e  w r i t e r s  q u o te d  above show a  know ledge o f  

th e  human f a c t o r  in  m anagem ent. C e r ta in ly  a  m anager i s  pow er

l e s s  t o  manage w ith o u t know ledge and c o n t r o l  i n  t h i s  a r e a .

B ut a  c lo s e  a n a ly s i s  o f  a l l  w r i t in g s  seem s to  say  " th e  human 

f a c t o r  i s  im p o r ta n t ,  b u t  i t  i s  m y s te r io u s ,  and  we r e a l l y  

d o n 't  know e x a c t ly  how t o  h a n d le  i t . "

T ru e , th e  modern p s y c h o lo g is t  a t te m p ts  t o  h e lp  th e  

m anager p r e d i c t  th e  a c t i o n s  o f  h i s  p e o p le , b u t  th e  r e s u l t s  

h av e  b een  f a r  from  s p e c t a c u l a r .  The a v e ra g e  m anager may n o t  

h ave  th e  t o o l s ,  t im e , o r  a b i l i t y  t o  make good u se  o f so 

p h i s t i c a t e d  human b e h a v io r  know ledge.

A n o th e r f a c t o r  h a s  te n d e d  to  d i s c r e d i t  th e  human r e 

l a t i o n s  em phasis in  i n d u s t r y .  F in a n c ia l  w r i t e r s  seem to  

b e l i e v e  t h a t  th e  h a r d - b o i l e d ,  p ro d u c tiv ity -m in d e d  com pan ies

^ J .  D. B a tte n ,  D e v e lo p in g  a  Tough-M inded C lim a te  f o r  
R e s u l ts  (New York: A m erican  Management A s s o c ia t io n ,  1 9 6 ^ ) ,
pp . 150 & 199.
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a r e  o f t e n  th e  h ig h  p r o f i t  companies» and th e  r e c o r d s  o f  th e  

m anagers  who w o r r ie d  to o  much a b o u t  t h e i r  employees* happ

i n e s s  and  co m fo rt  a r e  u s u a l l y  d i s m a l . 1

But human r e l a t i o n s  c o n t in u e s  t o  be  th e  p rob lem  a r e a  

i n  management and  t h e r e f o r e  an  im p o r ta n t  v ie w p o in t  i n  man

agem ent th o u g h t .  H ere  i s  a  l i s t  o f  rem ark s  made by t h e  f o r e 

men i n  a  l o c a l  i n d u s t r i a l  p l a n t  i n  j u s t  one d a y . 2

**My men j u s t  d o n ' t  c a r e . "

" I  n eed  an  o f f i c e  where I  can  t a l k  t o  a  man a l o n e . "

"You j u s t  c a n ' t  h i r e  good men anym ore ."

" D o n 't  pay on F r i d a y ,  we w o n ' t  have anyone h e r e  on

M onday."

"You c a n ' t  b e l i e v e  what t h e s e  men t e l l  y o u ."

Y T h a t 's  a  good m ethod, b u t  th e  men j u s t  w o n ' t  do i t . "

These a r e  r e c o g n iz a b le  c l i c h e s ,  b u t  th e y  a r e  p re v 

a l e n t  i n  any fo r e m a n 's  c o n v e r s a t io n  and p ro o f  t h a t  human 

r e l a t i o n s  occupy a  g r e a t  d e a l  o f  h i s  t im e  and th o u g h t .  I t  

i s  no  wonder t h a t  t h e  m anager h a s  t o  g iv e  even more o f  h i s  

th o u g h t  and e n e rg y  t o  t h i s  s u b j e c t .

The human r e l a t i o n s  s c h o o l  o f  management th o u g h t  

h a s  a  n e c e s s a r i l y  b ro ad  a r e a  t o  c o v e r .  I t  seems t h a t  th e  

s c h o l a r s  in  t h i s  a r e a  have u n c o v e re d  much b a s i c  knowledge 

i n  r e c e n t  y e a r s ,  b u t  t h e r e  i s  s t i l l  a  w ide gap be tw een  th o s e  

who s tu d y  th e  s u b j e c t  and th o s e  who p u t  i t  i n t o  p r a c t i c e .

 ̂P e r s o n a l  f i l e s ,  a u t h o r .  

^ I b i d .
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Man i s  becom ing i n c r e a s i n g l y  e x p e n s iv e ,^  so i t  would be w e l l  

i f  t h i s  gap  betw een  knowledge and im p le m e n ta t io n  were c lo s e d .  

C e r t a i n l y  m anagers who u n d e r s ta n d  th e  human r e l a t i o n s  v iew 

p o i n t  can  h e lp .  The e x p e r im e n ta l  d a ta  g a th e r e d  in  c o n n e c t io n  

w i th  t h i s  s tu d y  may i n d i c a t e  w hat e f f e c t  on p r o d u c t i v i t y  can  

b e  e x p e c te d  from  v a r i a t i o n s  i n  management p a t t e r n s .

S o c i a l  System s

J u s t  a s  t h e r e  a r e  th o s e  who see  management a s  e x e r 

c i s e s  i n  human b e h a v i o r ,  t h e r e  a r e  a l s o  th o s e  who se e  i t  a s  

a n  i n t e r p l a y  o f  s o c i a l  sy s te m s .  One s c h o o l  i s  more co n ce rn e d  

w i th  t h e  i n d i v i d u a l ,  t h e  o t h e r  w i th  s o c i a l  and b u s in e s s  

g r o u p in g s .  Koohtz d e s c r i b e s  t h i s  v ie w p o in t  a s

H e a v i ly  s o c i o l o g i c a l  i n  f l a v o r ,  t h i s  a p p ro ach  t o  
management does e s s e n t i a l l y  what any  s tu d y  o f  s o c io lo g y  
d o e s .  I t  i d e n t i f i e s  t h e  n a tu r e  o f  th e  c u l t u r a l  r e l a 
t i o n s h i p s  o f v a r i o u s  s o c i a l  g ro u p s  and a t t e m p ts  t o  show 
t h e s e  a s  a  r e l a t e d ,  and  u s u a l l y  an i n t e g r a t e d ,  sy s tem .

P erh ap s  G a n t t ,  i n  h i s  famous P a r t i n g  of th e  Ways, 3 

s t a r t e d  t h i s  l i n e  o f  t h i n k i n g .  He o p e n ly  a d v o ca te d  t h e  sub 

j u g a t i o n  o f  p r o f i t  t o  s e r v i c e — p r a c t i c a l l y  a  s o c i a l i s t i c  o r  

com m unis tic  s o c i e t y .  T h is  im p o r ta n t  s t a te m e n t ,  made o v e r  50 

y e a r s  a g o ,  went l a r g e l y  unheeded by i n d u s t r i a l  m anagers .

Not u n t i l  r e c e n t l y  have  i n d u s t r i e s  had  t o  con ce rn  th e m s e lv e s  

w i th  t h e  s o c i a l  o r  e n v iro n m e n ta l  im p ac t o f  t h e i r  a c t i v i t i e s .

^Economic I n d i c a t o r s ,  U .S. Government P r i n t i n g  
O f f i c e ,  W ash ing ton , D .C . ,  J a n .  1972, p . 15*

^H aro ld  K oontz .  Toward a  U n i f ie d  Theory o f  Management 
(New York* M cG raw -H ill, l9& 2), p.

^Henry L. G a n t t ,  P a r t i n g  o f  t h e  Ways (New York* 
H a r c o u r t  Brace & Howe, 1919)# pp.
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Now governmental rulings require strict compliance with per
sonal safety and pollution regulations. This indicates that 
managing is linked heavily with all social systems. In 1919» 

Gantt summed it up this way*
The l e s s o n  i s  t h i s *  t h e  b u s in e s s  sys tem  m ust a c c e p t  

i t s  s o c i a l  r e s p o n s i b i l i t y  and  d e v o te  i t s e l f  p r i m a r i l y  to  
s e r v i c e ,  o r  t h e  community w i l l  u l t i m a t e l y  make th e  a t 
tem p t t o  t a k e  i t  o v e r  i n  o rd e r  t o  o p e ra te  i t  i n  i t s  own 
i n t e r e s t . !

A g e n e r a t i o n  l a t e r ,  in  1938» C h e s te r  B arn ard  w ro te  

h i s  F u n c t io n s  o f  t h e  E x e c u t iv e ^ and saw management p a t t e r n s  

i n  t h e  l i g h t  o f  s o c i a l  sy s te m s . F a m i l i e s ,  b u s i n e s s e s ,  p o l i t 

i c a l  o r g a n i z a t i o n s  were a l l  c o n s id e r e d  t h e  m ost im p o r ta n t  

f a c e t s  o f  c i v i l i z a t i ô n .  He s e t  t h e  e x e c u t iv e  f u n c t i o n  

a g a i n s t  a  background  o f  c o o p e r a t io n  be tw een  v a r i o u s  s o c i a l  

u n i t s ,  b o th  fo rm a l  and  in fo r m a l .

I t  i s  i n  m ost c a s e s  e v id e n t  t h a t  th e  s o c i a l  e lem en ts  
a r e  an  im p o r ta n t  a s p e c t  l i k e w i s e  o f  a  c o n c r e t e  coo pera 
t i v e  s i t u a t i o n .  The s o c i a l  f a c t o r s  may be r e g a rd e d  a s  
e n t e r i n g  i n t o  th e  s i t u a t i o n  by s e v e r a l  r o u te s *  (1) 
th ro u g h  b e in g  components o f  th e  i n d i v i d u a l  whose a c 
t i v i t i e s  a r e  in c lu d e d  i n  t h e  sy s te m ; (2) th ro u g h  t h e i r  
e f f e c t  upon i n d i v i d u a l s ,  whose a c t i v i t i e s  a r e  n o t  i n 
c lu d e d ,  b u t  who a r e  h o s t i l e  t o  t h e  system  o f  c o o p e ra t io n  
o r  whose a c t i v i t i e s  p o t e n t i a l l y  a r e  f a c t o r s  in  any way; 
(3 )  th ro u g h  c o n t a c t  o f th e  sys tem  ( e i t h e r  c o o p e ra t iv e  
o r  o th e rw is e )  w i th  o th e r  c o l l a t e r a l  c o o p e r a t iv e  sys tem s 
and e s p e c i a l l y  w i th  (4) s u p e r i o r  sy s te m s;  and (5 )  a s  
i n h e r e n t  i n  c o o p e r a t io n  i t s e l f .  I n d i r e c t l y ,  s o c i a l  
f a c t o r s ,  o f  c o u r s e ,  a r e  a l s o  in v o lv e d  in  th e  changes o f  
th e  p h y s i c a l  e n v iro n m e n t ,  p a r t i c u l a r l y  a s  e f f e c t e d  by 
p r i o r  o r  o t h e r  e x i s t i n g  c o o p e r a t i v e  s y s te m s .3

^Henry L. G a n t t ,  P a r t i n g  o f  t h e  Ways (New York* 
H a rc o u r t  Brace & Howe, 1919)» p .  158.

^ C h e s te r  B a rn a rd ,  The F u n c t io n s  of th e  E x e c u tiv e  
(C am bridge, M a ssa c h u se tts*  H arvard  U n i v e r s i t y  P r e s s ,  1938).

^ B a rn a rd ,  p . 67*
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Barnard's concept of informal organizations is inter
esting, and at first somewhat puzzling. Vfliile not new (Fayol 
had mentioned similar relationships in the l880's), it is 
perhaps the best articulated definition of this phenomenon.

To Barnard, the informal organization was any per
sonal contact or relationship of people inside or outside of 
the ordinary formal units. These groupings did not need a 
common goal to start with, but usually would develop one, or 
else disband. He felt that for every formal organization 
there were usually associated informal groups.

Even though they haven't a formal structure, these 
organizations can affect formal units by the establishment 
of customs, ethics, habits and even superstitions. Every 
industrial plant thinks of itself as formally organized with 
tight rules and regulation of conduct and action. But act
ually much of the activity comes under the heading of "Shop 
Practice," which is just another name for habit. These act
ivities are not covered by any engineering specification or 
company rule book, but they are probably stronger than either. 
Just try to change some process and the answer usually is, 
"we've always done it this way." And persistence usually 
gets the second classic answer, "we tried it your way before, 
and it didn't work."

As mentioned above, Barnard felt that for every for
mal organization there were matching informal organizations.
In fact, he suggested using these units to facilitate action.
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A formal unit in some ways denies effective communication, 
and informal arrangements can take over to fill the gap.
Even military organizations have informal aspects. Often 
the company clerk, while of low rank in the formal organ- 
ication, can exercise much more power and influence than 
some officers. And certainly, much of the communicating is 
done outside official channels. Sometimes such information 
is tagged rumor or scuttlebutt; nevertheless, it often gets 
to the proper place for action.

The concept of informal organization is perhaps the 
reason for the rise of the sociologist and the social system 
approach to management theory. After all, many actions of 
organization cannot be explained through formal lines of 
authority, so the sociologist explains them in terms of social 
units.^ It has helped in the understanding of the ”whys" of 
managed groups, and it certainly should be a part of manage
ment knowledge.

Mayo, in his Hawthorne experiments, found many in
stances of group situations affecting productivity. More 
recently, Simon defined organizational theory as "systems of 
independent activity, encompassing at least several primary 
groups and usually characterized, at the level of conscious
ness of the participants, by a high degree of rational

iRensis Likert, New Patterns in Management (N.Y.i 
McGraw-Hill, 1961), pp. 33-60.
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d i r e c t i o n  of b e h a v io r  to w ard  ends t h a t  a r e  o b j e c t s  o f  common 

kno w led ge ."^

Our s o c i a l  sy s te m s  have become so im p o r ta n t  i n  th e  

m odem  w orld  t h a t  a t  l e a s t  one w r i t e r  a s c r i b e s  a lm o s t  human 

a b i l i t i e s  t o  them. P a rk in s o n ,  when d e s c r i b i n g  (o n ly  p a r t l y  

i n  j e s t )  h i s  famous P a r k i n s o n 's  Law, t e l l s  how s o c i a l  sy s tem s 

t e n d  t o  grow and p e r p e t u a t e  th e m s e lv e s .  Most s t u d e n t s  o f 

t h e  modern American p o l i t i c a l  and i n d u s t r i a l  scene  can  on ly  

a g r e e  t h a t  much o f  h i s  argum ent i s  t r u e .

S u rv ey in g  a l l  t h e  above t h i n k i n g ,  i t  i s  e v id e n t  t h a t  

s o c i a l  sys tem s a r e  a n  im p o r ta n t  p a r t  o f  management p a t t e r n s .  

The managing o f  any o r g a n i z a t i o n  m ust n e c e s s a r i l y  in v o lv e  

one o r  more s o c i a l  sy s te m s .

R a t io n a l  D e c is io n

The most im p o r ta n t  s i n g l e  a b i l i t y  of a  m anager i s  

c e r t a i n l y  to  have good judgm ent. Looking a t  s u c c e s s f u l  man

a g e r s ,  n o th in g  i n  t h e i r  background seems to  i n d i c a t e  a 

t r a i n i n g  which co u ld  g iv e  them judgm ent, so p e rh a p s  i t  i s  

so m e th in g  a c q u i r e d  n a t u r a l l y — l i k e  an  " e a r  f o r  m u s ic ."

The im p o rtan c e  o f  judgment i s  r e f l e c t e d  by t h e  amount 

o f  a t t e n t i o n  g iv e n  th e  r a t i o n a l  d e c i s i o n  v ie w p o in t  o f  manage

m en t .  T h is  v ie w p o in t  s u g g e s t s  t h a t  management i s  l a r g e l y  a  

s e r i e s  o f  d e c i s i o n s ,  and  most m anagers would a g re e  w i th  t h i s  

t o  some e x t e n t .  T h e i r  day i s  c o n t i n u a l l y  ta k e n  up w i th

^ H e rb e r t  Simon, "Comments o f  th e  Theory o f  O rgan i
z a t i o n s , "  American P o l i t i c a l  S c ie n c e  Review, New York, 
N ov .,  1952 , p . 11JO
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d e c i s i o n s  a s  t o  when, who* w h a t ,  and w h e re . Koontz expands 

th e  a r e a  t o  in c lu d e  t h e  a p p ro a c h e s  t o  t h e  d e c i s i o n .

A n o th e r  a p p ro a c h  t o  management t h e o r y ,  u n d e r ta k e n  
by a  g row ing  and  s c h o l a r l y  g ro u p , m ig h t  be r e f e r r e d  t o  
a s  t h e  d e c i s i o n  t h e o r y  s c h o o l .  T h is  g ro up  c o n c e n t r a t e s  
on r a t i o n a l  a p p ro a ch  t o  d e c i s i o n — t h e  s e l e c t i o n  from 
among p o s s ib l e  a l t e r n a t i v e s  o f  a  c o u r s e  o f a c t i o n  o r  o f  
an  id e a .*

R ich a rd  F . N euche l s t r e s s e d  th e  im p o rtan ce  o f  de

c i s i o n  making and  p rob lem  s o l v i n g ,  say in g*

Most m anagers f e e l — and th e y  a r e  p ro b a b ly  r i g h t — 
t h a t  t h e i r  m a jo r  c o n t r i b u t i o n  t o  c o r p o r a t e  w e l f a r e  
r e s t s  oh th e  d e c i s i o n s  th e y  make. These d e c i s i o n s  
a r e  a r r i v e d  a t  by some p ro c e s s  o f  p rob lem  s o lv in g .
The p r o c e s s  may be h i g h l y  s t r u c t u r e d  and v i s i b l e  o r  
i t  may be u n s t r u c t u r e d  and q u i t e  p e r s o n a l . ^

As w i th  a l l  t h e o r i e s ,  t h e r e  can be many v a r i a t i o n s  

and  v ie w p o in t s .  S c h l a i f e r  says*

N orm ative  d e c i s i o n  th e o r y  s t a r t s  by c o n s id e r in g  t h e  
prob lem  o f  t h e  d e c i s i o n  maker who i s  c o n s c io u s ly  aw are  
t h a t  more th a n  one c o u rs e  o f  a c t i o n  i s  open t o  him and 
who w ish e s  t o  make a  c o n s c io u s ,  r e a s o n e d  com parison  of 
t h e  a d v a n ta g e s  and d i s a d v a n ta g e s  o f  each  o f  th e s e  c o u r s e s  
o f  a c t i o n  b e fo r e  c h o o s in g  one among them. Observe t h a t  
I  have  n o t  s a i d  t h a t  he  w ish e s  t o  c o n s i d e r  a l l  p o s s i b l e  
c o u r s e s  o f a c t i o n  and  p ic k  th e  b e s t*  a  man cou ld  d e v o te  
h i s  whole l i f e  t o  d e v e lo p in g  th e  b e s t  o f  a l l  p o s s ib l e  
buggy w hips and n e v e r  come t o  a  s o l u t i o n . ^

H ere t h e  d e c i s i o n  th e o r y  h a s  been  narrow ed  down t o  

th e  m aking o f  d e l i b e r a t e  c h o ic e s  i n  t h e  f a c e  o f  u n c e r t a i n t y .

^H aro ld  Koontz and C y r i l  O 'D onnel, Management—A Book 
o f  R ead ings (New York* M cGraw-Hill, 1 9 6 4 ) ,  p. 15 .

^H aro ld  K oontz , Toward U n i f ie d  T heo ry ,p .  1 7 6  q u o t in g  
R ich a rd  F .  N e u sc h e l ,  M anagem ent's  Need f o r  Theory and Re
s e a r c h .

^Koontz, p .  6 9 , q u o t in g  R o bert  S c h l a i f e r ,  D e c is io n  
Theory and  Management T heo ry .
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S c h l a i f e r  goes on t o  d e s c r ib e  t h e  v a r i o u s  t e c h n iq u e s  o f  mak

in g  t h i s  u n c e r t a i n t y  l e s s  u n c e r t a i n .  He p o i n t s  o u t  t h a t  

much o f  management c o n s i s t s  o f  ob v io u s  c h o ic e s ,  and  th e s e  a r e  

e x c lu d e d  from th e  n o rm a t iv e  a r e a .

A l l  t h i s  l e a d s  t o  t h e  c o n c lu s io n  t h a t  d e c is io n -m a k 

in g  i s  an  a c c e p te d  and im p o r ta n t  p a r t  o f  management th o u g h t .  

iRie problem  i s  t h a t  a lm o s t  an y  a c t i o n  can be e x p re s s e d  w i th in  

t h e  c o n ce p t  o f  d e c i s i o n s .  Even th e  s im p le s t  o f  a c t i v i t i e s  

o b v io u s ly  in v o lv e  d e c i s i o n s .  "What t im e  s h a l l  I  g e t  up in  

t h e  m orning? What s t r e e t  w i l l  I  t a k e  t o  work? W il l  I  have 

my c o f f e e  b la c k  o r  w i th  cream ?" Every  day o f  l i f e  i s  f i l l e d  

w i th  d e c i s i o n s ;  b u t  i f  o n ly  one d e c i s i o n  a f t e r  a n o th e r  i s  

s t u d i e d  i t  g iv e s  knowledge o f  t h e  t r e e s  b u t  n o t  t h e  f o r e s t .

I t  i s  i n t e r e s t i n g  t o  s p e c u la te  a t  t h i s  p o i n t  a s  t o  

w h e th e r  management a b i l i t y  i s  an  a c q u i r e d  o r  a  n a t u r a l  t r a i t .  

Looking from th e  judgment o r  d e c i s i o n  p e r s p e c t i v e ,  i t  o f t e n  

a p p e a r s  t h a t  a  p e rs o n  i s  e i t h e r  b o m  w ith  good judgm ent o r  

e l s e  n e v e r  h a s  i t .  Everyone can r e c a l l  i n d i v i d u a l s  w ith  

l i t t l e  o r  no fo rm a l  e d u c a t io n  who had  an u n u s u a l  amount of 

" h o rs e  s e n s e . "  Some o f  o u r e a r l y  i n v e n to r s  and  b u s i n e s s  

l e a d e r s  may have  had  t h i s  a b i l i t y .  C o n v e rse ly ,  i t  i s  easy  

t o  f i n d  exam ples o f  th o s e  who have v a s t  amounts o f  fo rm a l  ed

u c a t i o n ,  b u t  l a c k  th e  judgment t o  r e l a t e  i t  t o  t h e  p r a c t i c a l .

I s  t h i s  judgm ent, t h i s  s p e c i a l  a b i l i t y  t o  r e l a t e  a l l  

p e r t i n e n t  f a c t s  t o  a  problem  and a r r i v e  a t  a  r a t i o n a l  de

c i s i o n ,  t e a c h a b le ?  I f  i t  i s  a  s p e c i a l  m en ta l  p r o c e s s  i t
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m ig h t  p rov e  d i f f i c u l t .  But i n  a c t u a l  p r a c t i c e #  m anagers  can 

a t  l e a s t  improve t h e i r  judgm ent. Modem e n g in e e r in g  s c h o o ls  

t e a c h  o r d e r l y  d e c i s i o n  m aking , t h e  v a l u a t i o n s  o f  v a r i o u s  

d a t a ,  p la n n in g  p r o c e s s e s ,  and  many o t h e r  g u id e s  t o  c o r r e c t  

d e c i s i o n s .

D e c is io n s  seem t o  he  t h e  n u t s  and  b o l t s  w hich h o ld  

management t h e o r i e s  t o g e t h e r  and r e l a t e  them t o  p r a c t i c a l  

a c t i o n .  F o r  t h i s  r e a s o n  th e  d e c i s i o n  v ie w p o in t  i s  im p o r ta n t  

and  u s u a l l y  fou nd  t o  some e x t e n t  i n  a l l  t h e o r y .

O p e ra t io n s  R esearch

S ince  o u r  e a r l y  management w r i t i n g s  w ere u s u a l l y  from 

men who were i n d u s t r i a l  e n g in e e r s ,  i t  i s  n o t  s u r p r i s i n g  to  

f i n d  m a th e m a tic a l  r e f e r e n c e s  f r e q u e n t l y  i n  t h e i r  t h o u g h t s .

But a s  management th o u g h t  b ro a d e n e d ,  so d id  t h e  a p p l i c a t i o n  

o f  m a th e m a tic s .  In  I 832 C h a r le s  Babbage u se d  m a th em a tic s  to  

r e a c h  d e c i s i o n s  f o r  h i s  famous d i v i s i o n s  o f  l a b o r .

That t h e  m a s te r  m a n u f a c tu r e r ,  by d i v i d i n g  t h e  work 
t o  be done e x e c u te d  i n t o  d i f f e r e n t  p r o c e s s e s ,  each  
r e q u i r i n g  d i f f e r e n t  d e g re e s  o f  s k i l l  and f o r c e ,  can  p u r
c h a se  e x a c t l y  t h e  p r e c i s e  q u a n t i t y  o f  b o th  w hich  i s  
n e c e s s a r y  f o r  each  p r o c e s s ;  w h e re a s ,  i f  t h e  whole work 
w ere  e x ec u te d  by one workman, t h a t  p e rs o n  m ust p o s s e s s  
s u f f i c i e n t  s k i l l  t o  pe rfo rm  th e  m ost d i f f i c u l t ,  and 
s u f f i c i e n t  s t r e n g t h  t o  e x e c u te  t h e  m ost l a b o r i o u s ,  o f  
t h e  o p e r a t io n s  i n t o  which th e  a r t  i s  d i v i d e d . 1

S e v e ra l  g e n e r a t i o n s  l a t e r  Thomas E d iso n  expanded th e  

id e a  o f  m a th e m a tic a l  d e c i s i o n  i n t o  what c o u ld  be  te rm ed  op

e r a t i o n s  r e s e a r c h .

^ M e r r i l l ,  C l a s s i c s  in  Management (New York: American
Management A s s o c i a t i o n ,  I 9 6 0 ) ,  pp . 3 3 , ] 4 ,  q u o t in g  C h a r le s  
Babbage, On t h e  D iv i s io n  o f  L abor.
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As e a r l y  a s  World War I ,  Thomas E d ison  was d o in g  
work t h a t  would now be c a l l e d  o p e r a t io n s  r e s e a r c h .
H is  p rob lem , p r e s e n t e d  t o  him by th e  Navy, was t o  
f i n d  o u t  which o f  t h e  p o s s i b l e  m aneuvers o f  m erc h an t  
s h i p s  would be m ost e f f e c t i v e  i n  m in im iz in g  s h ip p in g  
l o s s e s  t o  enemy su b m a r in e s .  In  d o in g  t h i s  w ork, he 
u se d  a  " t a c t i c a l  game b o a rd " ;  he d id  n o t  r i s k  s h i p s  
i n  a c t u a l  e x p e r im e n ta t io n .

While men p ro b a b ly  had been  u s i n g  s i m i l a r  in f o r m a l  

m odels  f o r  some t im e ,  t h e s e  e f f o r t s  by E d is o n ,  G i l b r e t h  and 

o t h e r s  s e r v e d  t o  c o d i f y  t h e  s c i e n c e  t o  some e x t e n t .  Once 

d a t a  c o u ld  be g a th e r e d  and  c o d i f i e d  t o  c o v e r  many v a r i a b l e s ,  

t h e  u se  o f  m a th em a tic s  f o r  a s s i s t i n g  d e c i s i o n  m aking was c e r 

t a i n  t o  i n c r e a s e .  G i l b r e t h  s a i d  i n  1922

T h is  i s  t h e  Age o f  M easurem ent. An epoch in  t h e  de- 
v e lo p m en t o f  a  n a t i o n  i s  marked when i t  i n v e n t o r i e s  i t s  
e f f i c i e n c y  and g a t h e r s  d e t a i l e d  r e c o r d s  o f  s u c c e s s f u l  
m ethods and d e v ic e s  f o r  d o in g  w ork , i n  o r d e r  t h a t  a l l  
may u se  th e  One B e s t  Way a v a i l a b l e ,  o r  e x t a n t ,  w h e rev e r  
i t  be  fo u n d , and im prove c o n s t a n t l y  and  c u m u la t iv e ly  
from  th e  b e s t  t h a t  i s  known a t  any t im e ;  b u t  u n l e s s  
m easurem ent i s  a p p l i e d ,  and t h e  c a u s e s  and r e a s o n s  f o r  
s u c c e s s  o r  e f f i c i e n c y  a r e  r e c o rd e d  s u f f i c i e n t l y  i n  de
t a i l  f o r  o t h e r s  th a n  th o s e  who d id  t h e  r e c o r d i n g  t o  
u n d e r s t a n d ,  r e a l ,  c o n s t a n t ,  c u m u la t iv e ,  and l a s t i n g  
p r o g r e s s  c a n n o t  r e s u l t .

Such th o u g h ts  paved th e  way f o r  th e  m easurem ent o f  

many t h i n g s  u n d e r  management c o n t r o l .  T h is  com ple ted  th e o r y  

i s  p e rh a p s  b e s t  s t a t e d  by Hopf when d i s c u s s i n g  h i s  "manage

ment and  th e  optim um ."

I t  i s  t h e  t h e s i s  o f  t h i s  p a p e r  t h a t  t h e  t im e  i s  
r i p e  f o r  t r a n s f o r m a t i o n  of t h e  s c i e n c e  o f  management 
i n t o  a  new and much more i n c l u s i v e  s c ie n c e — o p tim o lo g y .

^ R ic h a rd  L e v in ,  PhD and C.A. K i r k p a t r i c k ,  B .C .S . ,  
Q u a n t i t a t i v e  A ccro ach es  t o  Management (New York* McGraw-
R'ill,"T96’4T----    ;

2
Harwood M e r r i l l ,  C l a s s i c s  i n  Management, p . 246 , 

q u o t in g  F ra n k  G i l b r e t h ,  Management f o r  t h e  One B e s t  Way.
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t h e  s c i e n c e  o f  t h e  optimum.^

D e f in in g  th e  optimum a s  t h a t  s t a t e  o f  developm ent 

o f  a  b u s i n e s s  e n t e r p r i s e  which te n d s  t o  p e r p e tu a t e  an  e q u i 

l i b r i u m  among t h e  f a c t o r s  o f  s i z e ,  c o s t  and human c a p a c i ty  

an d  t h u s  t o  prom ote in  t h e  h i g h e s t  d e g re e  r e g u l a r  r e a l i z a 

t i o n  o f  t h e  b u s i n e s s  o b j e c t i v e s ,  Hopf d e s c r i b e s  how, i n  th e  

f i e l d  o f  l i f e  i n s u r a n c e ,  he h a s  made e x te n s iv e  m easurem ents 

o f  b u s i n e s s  r e s u l t s  and  m a n a g e r ia l  c a p a c i t y  and e s t a b l i s h e d  

o p t im a l  a r e a s  o f  o p e r a t i o n  f o r  t e n  l a r g e  com panies . He sug

g e s t s  t h a t ,  by th e  a p p l i c a t i o n  o f  s i m i l a r  t e c h n iq u e s ,  th e  

optimum can  and sh o u ld  be a s c e r t a i n e d  f o r  ev e ry  b u s i n e s s  en

t e r p r i s e .

While i t  sh o u ld  be remembered t h a t  t h i s  was w r i t t e n  

i n  193 5* i t  was t h i s  ty p e  o f  t h i n k i n g  which le d  t o  t h e  v a s t  

u s e s  o f  co m pu te rs  to d a y .  T h is  man saw th e  need f o r  t h e  c o l 

l e c t i o n  and e v a l u a t i o n  o f  such d a t a .  But i n  1935 t h e  c o s t  

o f  d o in g  t h i s  by hand would have been  p r o h i b i t i v e .  Undoubt

e d ly  h i s  t h e o r i e s  had  a  c e r t a i n  i m p r a c t i c a l  sound t o  h i s  

. r e a d e r s  th e n ;  to d a y ,  w i th  th e  a v a i l a b i l i t y  o f  t h e  com puter , 

h i s  th e o r y  seems c o m p le te ly  c o m p a tib le  w i th  most management 

t h o u g h t .  Koontz g iv e s  h i s  a s s e s s m e n t  o f  t h i s  v ie w p o in t .

The M a th e m a tic a l  S c h o o l . A lthough  m a th e m a tic a l  
m ethods can be u sed  by any s c h o o l  o f  management t h e o r y ,  
and  have b e en ,  I  have chosen  t o  g roup  under a  s c h o o l  
th o s e  t h e o r i s t s  who see  management a s  a  system  o f  math
e m a t i c a l  m odels and p r o c e s s e s .  P e rh ap s  th e  m ost w id e ly

^ M e r r i l l ,  C l a s s i c s  in  Management, p .  355i q u o t in g  
H a r ry  H opf, Management and th e  Optimum.
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known g roup  I  a r b i t r a r i l y  so  lump a r e  th e  o p e r a t io n s  
r e s e a r c h e r s  o r  o p e r a t i o n s  a n a l y s t s ,  who have som etim es 
a n o in t e d  th e m se lv e s  w ith  th e  r a t h e r  p r e t e n t i o u s  name of 
"management s c i e n t i s t s . "  The a b id i n g  b e l i e f  o f  t h i s  
g ro u p  i s  t h a t ,  i f  management, o r  o r g a n i z a t i o n ,  o r  p la n 
n i n g ,  o r  d e c i s i o n  making i s  l o g i c a l  p r o c e s s ,  i t  can  be 
e x p re s s e d  in  te rm s  o f  m a th e m a tic a l  symbols and r e l a t i o n 
s h i p s .  The c e n t r a l  a c c ro a c h  o f  t h i s  sc h o o l  i s  t h e  m odel, 
f o r  i t  i s  th ro u g h  t h e s e  d e v ic e s  t h a t  th e  problem  i s  ex- 
p r e s s e d  in  i t s  b a s i c  r e l a t i o n s h i p s  and in  te rm s  o f  s e 
l e c t e d  g o a ls  o r  o b j e c t i v e s . !

He goes on t o  n o te  t h a t  m a th em a tic s  i s  a  v a lu a b le  

t o o l  and  t h a t  i t  does t e n d  t o  make m anagers t h in k  l o g i c a l l y  

and d i r e c t l y .  No d o u b t i t  h a s  done much t o  r e p l a c e  t h e  

"hunch" system  o f  d e c i s i o n  which was so  p r e v a l e n t  i n  manage

ment u n t i l  r e c e n t l y .

F r a n k l in  Moore d e s c r i b e s  a t y p i c a l  o p e r a t io n s  r e 

s e a r c h  c l im a te  :

Both com pu ters  and  o p e r a t io n s  r e s e a r c h  k e ep  p u sh in g  
m anagers i n t o  t h i n k i n g  more in  te rm s  of num bers . N e a r ly  
a l l  o f  th e  t h i n g s  a  com puter does  a r e  a r i t h m e t i c .  I t  
a d d s ,  s u b t r a c t s ,  m u l t i p l i e s ,  o r  d i v id e s  and g iv e s  an 
sw e rs .  But i t  n e e d s  numbers t o  work w i th ,  and t h i s  
f o r c e s  m anagers t o  " q u a n t i f y "  t h i n g s  t h a t  th e y  d o n ' t  
n o rm a l ly  e x p re s s  a s  num bers.

Numbers a r e  o n ly  t o o l s  which can  be used  to  make de

c i s i o n s  more a c c u r a t e  and  management more e x a c t .  T ru e ,  w ith  

t h e  a d v e n t  o f  t h e  complex com p u te r ,  m a th em atics  w i l l  p la y  a 

more im p o r ta n t  p a r t  i n  management, b u t  t h i s  i s  o n ly  b e ca u se  

t h e  t o o l s  a r e  b e t t e r  and th e  l a r g e  q u a n t i t i e s  p r e s e n t  in  

mass p ro d u c t io n  le n d  th e m se lv e s  t o  q u a n t i t a t i v e  t e c h n iq u e s .

^Koontz, R ead ings  in  Management (New York* McGraw- 
H i l l ,  1 9 6 4 ) ,  p .  13.

^Moore, M a n u fa c tu r in g  Management, pp. 1 2 -1 3 .
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The f a l l a c y  o f  management by m a th em a tic s  i s  t h a t  th e  

r i g h t  way may n o t  be  t h e  b e s t  way. Those e sp o u s in g  th e  human 

b e h a v io r  and s o c i a l  sy s tem  o u t lo o k  o f t e n  advance t h i s  a rg u 

m en t.  Every m anager knows o f  s i t u a t i o n s  where t h e  num bers 

showed t h a t  a  c e r t a i n  a c t i o n  sh o u ld  be t a k e n .  But due to  

human o r  s o c i a l  c o n s i d e r a t i o n s ,  so m e th in g  l e s s  th a n  optimum 

had  t o  s u f f i c e .  T h is  i s  o f t e n  t r u e  when c o n s id e r in g  p e r 

s o n n e l  re p la c e m e n t  o r  a s s ig n m e n t .

Anyone u s in g  m a th em atics  t o  h e l p  w ith  d e c i s i o n s  

s h o u ld  be c a u t io n e d  a b o u t  such u se  i n  two ways. F i r s t ,  a s  

m en tio n ed  above , th e  r i g h t  way may n o t  be  th e  b e s t  way. And 

se c o n d ,  u n l e s s  t h e  m anager h a s  a  r e a s o n a b le  knowledge o f  

m a th e m a tic s ,  and knows how h i s  d a t a  was p r e p a r e d ,  he  sh o u ld  

be  c a r e f u l  o f  p u r e ly  m a th e m a tic a l  d e c i s i o n s .^

The C h ie f  E x e c u t iv e

The p a r t i c u l a r  s u b j e c t  o f  r e s e a r c h  in  t h i s  p r o j e c t  

w i l l  be th e  c h i e f  e x e c u t iv e  o f  t h e  o r g a n i z a t i o n .  I t  i s  in  

h i s  o f f i c e  t h a t  t h e  f i n a l  c o n t r o l  l i e s ,  and i t  i s  h i s  man

agem ent s t y l e  t h a t  w i l l  most a f f e c t  t h e  f o r t u n e s  o f  t h e  com

pany . % The c h i e f  e x e c u t iv e  h a s  g r e a t  power on l e g a l  g ro u n d s . 

Where he  i s  a l s o  t h e  owner, he h a s  a lm o s t  a b s o lu te  power i n  

b o th  t h e  f i n a n c i a l  and  p e r s o n n e l  a r e a s .  I f  i t  i s  an  i n c o r 

p o r a t e d  company, he  g e n e r a l l y  can r u l e  a s  he w ish e s  w i t h in

^Moore, M a n u fac tu r in g  Management 
2

E rn e s t  D a le ,  Management» Theory and P r a c t i c e , 
2nd e d . (New York; M cGraw-Hill, 3 9 6 9 ) ,  P» Wd.
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broad policies laid down by a board of directors.
The astute chief executive knows how to hold and 

strengthen his power by judicious use of the punishments and 
rewards under his control. Subordinates who please him can 
expect to receive salary increases, bonuses, larger offices, 
and secure tenure. On the other hand, those who oppose him 
would not be surprised to be discharged, or, as is more com
mon in this age, transferred to some sort of "management 
Siberia."^ If the manager uses the powers he has available, 
it is not long before the organization fits into the mold he 
wishes. It is for this reason that he has been chosen as the 
interface point, man vs. organization.

Any research into executive actions or management 
must take into account the environment in which the executive 
operates. His actions and decisions will largely be a series 
of adjustments to this environment.

In the past, managers in this country have done a 
creditable job of environmental adjustment. One need only 
point to the high material standard of living which is en
joyed in the country today. The manager has taken the many 
natural resources available to our society and organized them 
so that they could satisfy the needs not only of our own pop
ulation, but much of the world as well. Peter Drucker tells 
of this important concepti

Ijohn Kenney, interview held at Westinghouse Electric 
Corporation, Norman, Oklahoma, Feb. 3» 1972.
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Management, w hich i s  th e  o rg a n  o f  s o c i e t y  sp e 
c i f i c a l l y  c h a rg ed  w i th  making r e s o u r c e s  p r o d u c t i v e ,  
t h a t  i s ,  w i th  t h e  r e s p o n s i b i l i t y  f o r  o rg a n iz e d  economic 
a d v a n c e ,  t h e r e f o r e  r e p r e s e n t s  t h e  b a s i c  s p i r i t  o f  th e  
modern a g e .  I t  i s  i n  f a c t  i n d i s p e n s a b l e — and t h i s  ex
p l a i n s  why, once b e g o t t e n ,  i t  grew so f a s t  and  w i th  so 
l i t t l e  o p p o s i t i o n . 1

But even a l l o w i n g  f o r  th e  e n v ia b l e  r e c o r d  o f  Am erican 

management so f a r ,  i t  i s  e v id e n t  t h a t  i t  w i l l  f a c e  even  

g r e a t e r  c h a l l e n g e s  i n  t h e  f u t u r e ;  i n  f a c t ,  i t  may be f a c i n g  

them to d a y .  F o r  i n s t a n c e ,  we have  a r r i v e d  a t  t h e  p o i n t  where 

o u r  c i t i z e n s  a r e  becom ing more c o n c e rn e d  w i th  t h e  q u a l i t y  o f  

l i f e  th a n  th e  q u a n t i t y  o f  m a t e r i a l  g o o d s .

T h is  can  o n ly  mean t h a t  t h e  m anager w i l l  be c o n f r o n t 

in g  i n c r e a s i n g l y  dynamic s i t u a t i o n s  i n  th e  f u t u r e .  D rucker 

h a s  o f f e r e d  some i n s i g h t s  i n t o  w hat h i s  new s i t u a t i o n  may b e i

1 . A l l  i n s t i t u t i o n s ,  i n c l u d i n g  b u s i n e s s ,  w i l l  be 
a c c o u n ta b le  f o r  th e  " q u a l i t y  o f l i f e . "

2 .  E n t r e p r e n e u r i a l  i n n o v a t io n  w i l l  become t h e  v e ry  
h e a r t  and  c o re  o f  management.

3 . M anagem ent's  t a s k  w i l l  b e  t o  make knowledge 
more p r o d u c t i v e .

4 . Management w i l l  have t o  be  c o n s id e r e d  b o th  a  
s c i e n c e  and  an a r t .

5. Economic and  s o c i a l  dev e lopm en t w i l l  be  th e  r e 
s u l t s  o f  management.

I n n o v a t io n ,  D r u c k e r 's  seco n d  p o i n t ,  w i l l  be  a  key 

p o i n t  i n  t h e  p ro p o se d  r e s e a r c h .  In n o v a t io n  in v o lv e s  change , 

and  change a lw ay s  in v o lv e s  r i s k .  T h e r e f o r e ,  t h e  m a n a g e r 's  

a b i l i t y  t o  h a n d le  r i s k ,  and in d e e d ,  h i s  a t t i t u d e  tow ard  i t .

3 P e t e r  D ru c k e r ,  The P r a c t i c e  o f Management (New York: 
H a rp e r  and Company, 1 9 5 4 ) ,  p . 4 .

^Peter Drucker, "Management's New Role," Harvard 
Business Review (Nov-Dee, 1969)* 4 9 -6 4 .
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w i l l  v i t a l l y  a f f e c t  t h e  r e s u l t s  a c h ie v e d  by th e  o r g a n i z a t i o n .  

C o n c u r re n t  w ith  h i s  a b i l i t y  t o  h a n d le  r i s k ,  and i n n o v a t e ,  th e  

m odem  m anager w i l l  have  t o  s a t i s f y  i te m  t h r e e  a b o v e ;  he  

w i l l  hav e  t o  make knowledge more p r o d u c t iv e .

H ere th e  sy s te m s  ap p ro a ch  o f  t h e  i n d u s t r i a l  e n g in e e r  

w i l l  come i n t o  p la y .  No m a t t e r  what h i s  a t t i t u d e  to w ard  

r i s k ,  t h e  manager w i l l  s u r e l y  w ish  t o  m inim ize  i t ,  and  i n s u r e  

so  f a r  a s  i s  p o s s i b l e  t h a t  he  w i l l  o b t a i n  optimum r e s u l t s  

from  h i s  d e c i s i o n s .  H is  em phasis  m ust be on t h e  w h o le .  The 

e n t i r e  complex o f  a c t i v i t i e s  m ust be h i s  c o n c e rn ,  r a t h e r  th a n  

th e  i n d i v i d u a l  d e p a r tm e n ts  o r  s u b - s y s te m s .  He m ust o rg a n iz e  

t h e  whole o f  th e  v a r i o u s  a c t i v i t i e s  and  o p e r a t io n s  r e q u i r e d  

t o  a c c o m p lish  th e  o b j e c t i v e  he h a s  s e t  f o r  h i s  p a r t i c u l a r  

o r g a n i z a t i o n .  The d i f f e r e n t  a c t i v i t i e s  o r  d e p a r tm e n ts  w i l l  

be  c o n n e c te d  t o g e t h e r  w i th  s e t  r u l e s  o r  p a t t e r n s  i n  such  a  

m anner t h a t  pe rfo rm ance  a lw ay s  n o t  o n ly  enhances  t h e  i n d i 

v i d u a l  e f f i c i e n c i e s ,  b u t  a l s o  e f f e c t i v e l y  c o n t r i b u t e s  t o  th e  

accom plishm en t o f  th e  t o t a l  o r g a n i z a t i o n  o b j e c t i v e .

Mr. 0 . D. T u rn e r  h a s  s u g g e s te d  t h a t  t h i s  i s  a  f o u r -  

s t a g e  p r o c e s s ;

1 .  In f lo w s  o f  f i n a n c i a l  r e s o u r c e s .
2 .  T ransfo rm  i n t o  p h y s i c a l  r e s o u r c e s .
3 .  Use p h y s i c a l  r e s o u r c e s  t o  p roduce  p h y s i c a l  o u tp u t .
4 .  T ransform  ( th ro u g h  s a l e s ) ,  t o  f i n a n c i a l  o u t f lo w s . !

The q u a n t i t a t i v e  t e c h n iq u e s  o f  O p e ra t io n s  R esearch  

w i l l  be  m ost u s e f u l  t o  th e  m anager i n  t h i s  a r e a .  By p r o p e r ly

^ 0 .  D. T u rn e r ,  A C oncept o f  a  T o ta l  Management Sys- 
tem  ( F r e d r i c k ,  M d.; B u s in e s s  S c ie n c e  C o r p o ra t io n ,  1 9 7 0 ) ,  
p p . 2 - 3 .
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a l l o t i n g  h i s  r e s o u r c e s  a c c o rd in g  t o  h i s  q u a n t i t a t i v e  a n a ly 

s i s *  and  m o n i to r in g  th ro u g h  th e  same m etho ds , he can  a t  l e a s t  

come c l o s e r  t o  optimum r e s u l t s  th a n  was fo rm e r ly  p o s s i b l e .

In  t h e  f u t u r e ,  t h i s  r i s k  w i l l  n o t  be l i m i t e d  t o  pure  

f i n a n c i a l  c h a n c e - t a k i n g .  E q u a l ly  im p o r ta n t  w i l l  be o t h e r  

l e s s  q u a n t i f i a b l e  r i s k s .  I n n o v a t io n s  i n  o r g a n i z a t i o n  s t r u c 

t u r e ,  p e r s o n n e l  s e l e c t i o n ,  and m o t i v a t i o n  a r e  s o r e l y  n e ed e d . 

P e rh a p s  some r i s k - t a k i n g  manager w i l l  y e t  r e s c u e  u s  from  th e  

c l u t c h e s  of W eber 's  " B u r e a u c ra t ic  O r g a n iz a t io n " !  and  

G a l b r a i t h ' s  "T e c h n o c ra c y ." ^

The l i t e r a t u r e  s e a rc h  docum ented above c e n t e r s  a round  

m anagers  and  management. I t  i s  b e l i e v e d  t o  r e p r e s e n t  f a i r l y  

c u r r e n t  management t h o u g h t .

The b u lk  o f  t h e  w r i t i n g s  show t h a t  much a t t e n t i o n  h a s  

b e en  d i r e c t e d  to w ard  th e  d i s c o v e ry  o f  management m ethods and 

t e c h n i q u e s .  Most o f  th e  a u th o r s  assum e some s t a n d a r d  l e v e l  

o f  o r g a n i z a t i o n  and  e x e c u t iv e  a b i l i t y ,  th e n  s u g g e s t  c o r r e c t  

d e c i s i o n  m ethods and  c o n t r o l s .  But a l l  o r g a n i z a t i o n s  a r e  

d i f f e r e n t ,  a s  a r e  a l l  m anagers . P e rh a p s  t h i s  a c c o u n ts  f o r  

t h e  d i f f i c u l t y  m anagers e n c o u n te r  when th e y  t r y  t o  a p p ly  th e  

t h e o r i e s  n o te d  ab o v e .

^Max Weber, Essays in Sociology (Fair Lawn, N.J.i 
Oxford University Press, 1 9 5 b )«

^John  K. G a l b r a i t h ,  The New I n d u s t r i a l  S t a t e  ( B oston i 
Houghton M i f f l i n  C o . ,  196?.
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Organization Life-Cycle 
Organizations, like their human counterparts, are 

bom, grow, decline and die. Each year in this country, sev
eral hundred thousand businesses are started, and during the 
same period a similar number fail. Economists have described 
this phenomenon as a life-cycle which can be shown as a graph 
or chart and divided into definable phases.

Rostow^ first identified these stages when describing
Ithe economic growth of nations. As he saw it, nations ad

vanced through these benchmarks:
Traditional Society 
Preconditions for Take-Off 
The Take-Off 
Drive to Maturity 
High Mass Consumption
He traces the progress of Western Europe and the 

United States through these stages, and then asks the ques
tion "Beyond Consumption— What?" He has no data to show 
whether the curve of economic growth will continue upward, 
or trend in another direction.

Rostow’s work provides support for the more micro-
2economic approach to the life-cycle of a single product.

The essentials of this product life-cycle concept are quite 
simple. They are;

^W.W. Rostow, The Process of Economic Growth (New 
York: W.W. Norton & Company, Inc., 2 n d . ,  1 9 6 1 pp.
308-331 .

2Arch Patton, "Top Management's Stake in the Product 
Life-Cycle," The Management Review, 48 (June 1959)» 9 - l 4 .
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I n c e p t io n
Growth
M a tu r i ty
D e c l in e

P ro d u c ts  move th ro u g h  th e  p h a se s  o f  i n c e p t i o n ,  g row th , 

m a t u r i t y  and d e c l in e  a t  d i f f e r e n t  sp e e d s .  The p e r e n n i a l  

exam ple o f  th e  h u la -h o o p  i n d i c a t e s  a  p ro d u c t  w i th  an  ex trem e

l y  s h o r t  l i f e - s p a n .  M obile  homes e x em p lify  a  p ro d u c t  w i th  an 

a p p a r e n t l y  lo n g  span .

The m a n a g e r ia l  em phasis  n e c e s s a r y  o r  d e s i r a b l e  f o r  

s u c c e s s  seems to  v a ry  from  phase t o  p h a s e .  E n g in e e r in g ,  

M a n u fa c tu r in g ,  M a rk e t in g  and F in a n c e  seem to  change i n  t h e i r  

im p o r ta n c e  a s  t h e  l i f e - p h a s e  c h a n g e s .  I t  i s  t o  t h i s  p o i n t  

t h a t  much o f  t h i s  p r o j e c t ' s  r e s e a r c h  w i l l  be d i r e c t e d ,
i

B r i t i s h  e n g in e e r s  s t u d i e d  a number of d i f f e r e n t  

ty p e s  o f  com panies i n  th e s e  g e n e r a l  c a t e g o r i e s :

Job Shops,
P ro c e s s  p r o d u c t io n .
Mass p r o d u c t io n .

The f i r s t  and second ty p e s  o f  com panies te n d e d  to  use  

a  p a r t i c i p a t i v e  a p p ro a ch  t o  management. The f i r s t - l i n e  sup

e r v i s o r s  made many d e c i s i o n s ,  and  where a s t a f f  f u n c t i o n  ex

i s t e d  i t  o f t e n  had l i n e  a u t h o r i t y .  The t h i r d  ty p e  o f  company 

te n d e d  t o  have a  much more a u t h o r i t a r i a n  o r g a n i z a t i o n ,  and 

a b id e d  by th e  c l a s s i c a l  p r i n c i p l e s :  u n i ty  of command, se p a 

r a t i o n  o f  l i n e  and  s t a f f ,  s h o r t  sp a n s  o f  c o n t r o l  f o r  th e  exec

u t i v e s  and a c l e a r  a s s ig n m e n t  o f  r e s p o n s i b i l i t y  and a u t h o r i t y .

^Joan  Woodward, I n d u s t r i a l  O r g a n iz a t i o n s : Theory and
P r a c t i c e  ( F a i r  Lawn, N .jT i  Oxford U n iv e r s i ty  P r e s s ,  1965»
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F o r  th e  p u rp o se s  o f  t h i s  r e s e a r c h ,  th e  c o n c e p t  o f  

t h e  l i f e  c y c le  i s  b e in g  a p p l i e d  d i r e c t l y  t o  th e  f i r m  a s  a  

w h o le ,  n o t  t o  a  s p e c i f i c  p r o d u c t .  D a le l  p u t  f o r t h  a  s i m i l a r  

theme when he d e s c r ib e d  an  o r g a n i z a t i o n  a s  h a v in g  many p ro 

p e r t i e s  i n  common w i th  a  l i v i n g  o rg an ism . To m e n tio n  j u s t  

a  few ; i t  comes i n t o  e x i s t e n c e ,  th e n  g row s, r e a c h e s  a  peak", 

t h e n  o f t e n  ( o r  even u s u a l l y )  d e c l i n e s ,  and f i n a l l y  d i e s .

T h is  com parison  a p p e a rs  v a l i d ,  s i n c e  t h e  p o p u la t io n  o f  b u s i 

n e s s e s  from which d a ta  w i l l  be drawn c o n s i s t s  l a r g e l y  o f  one- 

p r o d u c t  com panies. An e x a m in a t io n  o f  th e  1972 i s s u e  o f  

Oklahoma D i r e c to r y  of M a n u fa c tu re r s  shows t h a t  a p p ro x im a te ly  

e i g h t y  p e r c e n t  a r e  engaged in  th e  m a n u fa c tu re  o f a  s i n g l e  

p r o d u c t  o r  p ro d u c ts  so  s i m i l a r  t h a t  th e y  can be c o n s id e r e d  

a s  one so  f a r  a s  t h e  m ark e t  i s  c o n c e rn e d .

I t  i s  a x io m a t ic  t h a t  i f  t h e  f i r m  makes o n ly  one p ro 

d u c t ,  i t s  l i f e - c y c l e  would be th e  same a s  t h a t  p r o d u c t .  Of 

c o u r s e ,  i f  th e  company ad d s  a n o th e r  p r o d u c t ,  t h e  econom ic r e 

s u l t s  would be a  sum o f  t h e  r e s u l t s  from each p r o d u c t .  T h is  

would c o m p l ic a te  t h e  a n a l y s i s ,  b u t  would n o t  make i t  im poss

i b l e .

The l i f e - c y c l e  model d e s c r ib e d  l a t e r  in  t h i s  c h a p t e r  

w i l l  u se  th e  c h a r a c t e r i s t i c s  l i s t e d  by P a t to n  a s  a  g u id e .

^ E rn e s t  D a le ,  Management; Theory and P r a c t i c e , 2nd 
ed . (New York; M cG raw -H ill, 1969 )*

^ Oklahoma D i r e c t o r y  o f  M a n u fa c tu re r s , Oklahoma In 
d u s t r i a l  Development & P arks  D e p t . ,  Oklahoma C i t y ,  1972.
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R esearch  Needs

From co m p le te  r e a d in g s  o f  t h e  r e s o u r c e s  n o t e d ,  i t  

a p p e a r s  t h a t  no a t t e m p t  h a s  been made t o  d e f i n e  a  r e l a t i o n 

s h i p  be tw een  two v e ry  im p o r ta n t  i n p u t s  which b e a r  on o rgan 

i z a t i o n a l  p r o d u c t i v i t y .  These a r e :

Management s t y l e
O r g a n iz a t i o n a l  l i f e - c y c l e

Yet i t  would seem r e a s o n a b le  t o  assum e, f o r  t h e  p u r

pose  o f  fo rm in g  a  h y p o t h e s i s ,  t h a t  a  change in  one o f  t h e s e  

v a r i a b l e s  would have  e f f e c t s  on t h e  o t h e r  and a l s o  t h e  t o t a l  

sy s tem  o u tp u t .

P e r t i n e n t  c lu e s  i n  t h i s  a r e a  can  be found  i n  r e c e n t

f i n a n c i a l  p e r i o d i c a l s .  Due to  t h e  economic slowdown j u s t

e x p e r ie n c e d  by t h i s  c o u n t r y ,  many com panies have been  f o r c e d

t o  o v e rh a u l  t h e i r  management d r a s t i c a l l y  in  o r d e r  t o  rem ain

p r o f i t a b l e .  T h is  o v e rh a u l  o f t e n  means a  new c h i e f  e x e c u t iv e
1

who makes many m uch-needed ch an g e s .

Why d i d n ' t  t h e  p re v io u s  management make t h e s e  changes?

I t  can  be assumed t h a t  in  many c a s e s  th e  q u a n t i t a t i v e  d a ta

f o r  c o r r e c t  d e c i s i o n s  was a t  h a n d . But were t h e  management 

p a t t e r n s  i n a p p r o p r i a t e  f o r  th e  s i t u a t i o n ?  The r e s e a r c h  p ro 

posed  may g iv e  i n s i g h t  i n t o  t h i s  p rob lem .

I n d u s t r i a l  m anagers have so p e r f e c t e d  t h e i r  t e c h n iq u e s

"B o ise  C ascade L oses P r o f i t a b i l i t y , "  Wall S t r e e t  
J o u r n a l  (December 2 9 , 1 9 7 1 ) ,  I 61 "Road t o  th e  T op,"  Wall 
S t r e e t  J o u r n a l  ( J a n .  6 , 1 9 7 2 ) ,  p .  1 ; Dr. Roger P . M urray, 
"Make Management Do I t s  J o b ,"  F o rb e s  ( J a n .  15 , 1 9 7 2 ) ,  34; 
"N orton  Simon C o .;  What Makes Dave Mahoney Run," F o rb e s  
(F eb . 1 5 ,  1972 ) ,  26 .
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o v e r  t h e  p a s t  50 y e a r s  t h a t  th e y  can c a l c u l a t e  o p t im a l  s o l u 

t i o n s  t o  a lm o s t  e v e ry  b u s i n e s s  o r  i n d u s t r i a l  s i t u a t i o n .  They 

can  compute t o  t h e  s p l i t  second  how lo n g  a  c e r t a i n  t a s k  w i l l  

t a k e  t o  p e rfo rm . The h i g h e s t  p r o f i t  p ro d u c t  mix can  be  a s 

c e r t a i n e d  by th e  use  o f  complex l i n e a r  programming. The same 

t e c h n iq u e  can be u se d  t o  s e t  up th e  c o r r e c t  i n v e n to r y  c o n t r o l  

and  p r o d u c t io n  s c h e d u le s .  Economic a n a l y s i s  can  show t h e  

b e s t  in v e s tm e n t  a l t e r n a t e s  f o r  y e a r s  i n  t h e  f u t u r e .

But b o th  b u s i n e s s  and i n d u s t r y  e x p e r ie n c e  th e  u tm o s t  

d i f f i c u l t y  in  a p p ly in g  t h i s  e x p e r t  know ledge. A lth oug h  new 

m ethods and  t e c h n iq u e s  a r e  b e in g  d i s c o v e r e d  a t  an  i n c r e a s i n g  

r a t e ,  o u r  n a t i o n a l  p r o d u c t i v i t y  h as  p r a c t i c a l l y  s to p p e d  i t s  

h i s t o r i c  i n c r e a s e .^  T h is  f a c t  i s  r e n d e r e d  a l l  t h e  more un

p a l a t a b l e  by lo o k in g  a t  o t h e r  n a t i o n s :  Our p r o d u c t i v i t y

grow th  now com pares u n fa v o ra b ly  w i th  Japan  and W estern  E urope.

E x e c u t iv e s  who a r e  employed in  i n d u s t r y  would n o t  be 

s u r p r i s e d  by t h e s e  s t a t i s t i c s .  W herever th e y  g a t h e r ,  t h e  

c o m p la in t s  r i s e  l i k e  a  Greek c h o ru s :

"We've s e t  a c c u r a t e  t im e s t a n d a r d s ,  b u t  th e y  w o n ' t  

u se  th e m ."

" P ro d u c t io n  C o n t ro l  s e t s  up an  optimum p r o d u c t io n  

r u n ,  b u t  th e  S a l e s  D epartm en t changes i t . "

"We r a n  a  co m p le te  j u s t i f i c a t i o n  s tu d y  f o r  new ma

c h i n e r y ,  b u t  th e y  b u i l t  a  new o f f i c e  i n s t e a d , "

The p l a i n  f a c t  i s  t h a t  much o f  th e  t e c h n i c a l

^ P r o f e s s io n a l  E n g in e e r , VI (Dec. 1 9 7 1 ) ,  20.
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knowledge now available to industrial management cannot be 
used, due to management and organization failures. If it 
were possible, a manager would like to select the appropriate 
management pattern for each industrial situation. At present, 
he does not have adequate guidance available, yet he knows 
that success comes only when the correct technique is applied 
in the correct organization pattern by a manager whose manage
ment style allows for optimum decisions.

Reflection upon actual business situations suggests 
that the decision maker's management style may change during 
the life phase of his organization. It seems plausible that 
during the earlier, and riskier, life of the company, the 
manager will take a number of calculated risks if the dollar 
returns are vital to growth. But after maturity is reached, 
along with his own personal, comfortable security; perhaps 
the onus of any failure will weigh greater with him than the 
possible dollar gain for the company. If such a relationship 
between the life-phase and management style could be estab
lished, it might explain why many firms fail, or why a new 
chief executive is often the only answer to the need for new 
vitality.

American business has an almost deathly fear of the 
"declining" phase of organization life, and rightly so. Wit
ness the "Annual Report" of any corporation. All results are 
represented as compared to the year before, same quarter last 
year, etc. If misfortune has allowed the volume or profit to 
decline slightly, the most eloquent explanations are made.
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a lo n g  w i th  a s s u r a n c e s  t h a t  t h e  n e x t  y e a r  w i l l  b r i n g  h i g h e r  

r e s u l t s .  Growth a p p e a r s  t h e  o n ly  way a  b u s in e s s  o r g a n i z a t i o n  

c an  ju d g e  i t s  lo n g - te r m  a c t i o n s .

Of c o u r s e ,  i t  i s  n o t  i n e v i t a b l e  t h a t  a  company r e a c h  

t h e  d e c l i n i n g  phase  and  th e n  d i e .  The DuPont Company i s  one- 

h u n d re d  and  s i x t y - n i n e  y e a r s  old^ and h a s  s u rv iv e d  by  c o n t i n 

u a l l y  r e v i v i n g  i t s e l f  w henever s ig n s  o f  d e c l in e  were e v i d e n t .  

However, i t  i s  i n t e r e s t i n g  t o  n o te  t h e  m a n i f e s t a t i o n s  o f  t h i s  

r e n e w a l  p r o c e s s .  B a s i c a l l y ,  i t  i n v o lv e s  th e  p l a c in g  o f  a  new 

man a t  t h e  head  o f  t h e  o r g a n i z a t i o n ,  a  man who w i l l  l e a d  i n  

new d i r e c t i o n s ,  away from  th e  d e c l i n i n g  p h a se .  S p e c i f i c a l l y ,  

i n  D u P o n t 's  c a s e ,  th e  l a t e s t  d e c l i n e  s e t  i n  i n  1965» Between 

1965  and  1970 e a r n in g s  p e r  s h a r e  f e l l  from $8 .63  t o  $6 . 76 .

The p r i c e  o f th e  s to c k  f e l l  from $26l p e r  s h a re  t o  $151 d u r 

i n g  t h e  same p e r io d .

The answ er was t r a d i t i o n a l .  A new c h i e f  e x e c u t iv e  

was named, Mr. C h a r le s  McCoy, and h i s  a c t i o n s  were p r e d i c t 

a b l e  f o r  such s i t u a t i o n s ;

One o f  Mr, McCoy's f i r s t  o r d e r s  was to  c u t  c o s t s .
I n  l i n e  w i th  t h e  new em phasis  on p r o f i t  c e n t e r s ,  he  
l e f t  s p e c i f i c s  up t o  h i s  s u b o r d i n a t e s .  Among th e  r e 
s u l t s :  D om estic  employment r o l l s  have been s l a s h e d
by 9% i o r  a b o u t  7 ,500  p e o p le .

2
The management s t y l e  changed t o  a more a u t h o r i t a r 

i a n  mode, a s  e v id e n c e d  by t h i s  o r g a n i z a t i o n a l  change .

^John £ .  Cooney, "A G ia n t  S t i r s , "  Wall S t r e e t  
J o u r n a l  ( J a n .  2 0 , 1 9 7 2 ) ,  1 .

2
Douglas McGregor, The P r o f e s s i o n a l  Manager (New 

York: M cGraw-Hill, 1 9 o 7 ) ,  p . 70.
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Mr. McCoy h a s  a l s o  revamped t h e  d u t i e s  o f  D u P o n t 's  
e x e c u t iv e  co m m ittee ,  a  body t h a t  was i n s t i t u t e d  i n  
1921 u n d e r  t h e  p r e s id e n c y  o f  I r e n e  DuPont.

The new e x e c u t iv e  com m ittee  c o n s i s t s  o f  Mr. McCoy 
and e i g h t  v i c e  p r e s i d e n t s ;  each  v i c e  p r e s i d e n t  i s  a s 
s ig n e d  t o  a c t  a s  a  " p r im a ry  l i a i s o n "  w i th  one o r  more 
o f  t h e  o p e r a t i n g  o r  s t a f f  d e p a r tm e n t s .  The n e w - s ty le  
e x e c u t iv e  co m m ittee , one DuPont o f f i c i a l  s a y s ,  " t a k e s  
t h e  com m ittee  members i n t o  th e  g u t s  o f  th e  o p e r a t i o n  
and makes t h e  com m ittee  l e s s  o f  an  a b s t r a c t  d e b a t in g  
team .

But t h e  most i n t e r e s t i n g  change i s  th e  d i f f e r e n c e  i n  

t h i n k i n g  r e g a r d i n g  r i s k s .  The new p r e s i d e n t  i s  t a k i n g  

"gam bles"  i n  many f i e l d s  c o m p le te ly  new t o  th e  company, b u t  

w hich  may p rov e  t o  be e x tre m e ly  u s e f u l  f o r  f u t u r e  e x p a n s io n  

and  p r o f i t  p o t e n t i a l .

One o f  Mr. McCoy's f i r s t  a c t s  was t o  o u t l i n e  h i s  
g o a l  f o r  DuPont: " q u i c k e r ,  b e t t e r  d e c i s i o n s .  . . . "
And one o f  t h e s e  d e c i s i o n s  h a s  b e en  to  l e a d  th e  company 
i n  new d i r e c t i o n s .

DuPont, t o  be s u r e ,  overw he lm ing ly  rem a in s  a  manu
f a c t u r e r  o f  ch em ic a l  p r o d u c t s ,  such  a s  a c i d s ,  weed 
k i l l e r s ,  d y e s ,  t e x t i l e  f i b e r s  and  p l a s t i c s .  The company, 
h ow ever, h a s  r e c e n t l y  expanded i n t o  such d i v e r s e  a r e a s  
a s  consum er s e r v i c e s ,  i n c l u d i n g  a v a r i e t y  o f  i n s t r u c t i o n  
c o u r s e s  o f f e r e d  t o  s c h o o l s ,  p r i s o n s  and  o t h e r  com panies 
on t o p i c s  such  a s  c h e m is t ry  and w a te r  t r e a tm e n t ;  and 
f i n i s h e d  p r o d u c t s ,  such  a s  a  l i n e  o f  window s h u t t e r s .

The a c t i o n s  o f  a n o th e r  i n d u s t r i a l  g i a n t .  G e n e ra l  

M o to rs ,  a l s o  f i t s  t h i s  p a t t e r n .  A r e c e n t  a r t i c l e  "A Sw inger 

T r i e s  t o  Cure C h e v r o l e t ' s  I l l s "  d e s c r i b e s  th e  t r a i t s  o f  a  

new c h i e f  e x e c u t iv e  who h a s  t u r n e d  a ro u n d  a  s e v e n - y e a r  s a l e s  

d e c l i n e ,  s p e c i f i c a l l y  t h e  r e t u r n  t o  t i g h t e r  a u t h o r i t a r i a n  

c o n t r o l s .

D e lo re a n  h a s  trimmed o f f  l a y e r s  o f  management f a t  
and g iv e n  th e  l e a n e r  e x e c u t iv e  body a  t r a n s f u s i o n  
o f  young b lo o d .  He h a s  i n s t a l l e d  t i g h t e r  c o n t r o l s  and
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s h o r te n e d  com m unication  l i n e s  i n  ev e ry  a r e a  from  ma
t e r i a l s  f low  t o  a d v e r t i s i n g .

I f  t h e  r e l a t i o n s h i p s  such  a s  su g g e s te d  above  be tw een  

management s t y l e  and  o r g a n i z a t i o n  l i f e - c y c l e  were i d e n t i f i e d ,  

two b e n e f i t s  would a c c ru e *

1 .  M anagers w i th  t h e  a p p r o p r i a t e  s k i l l s  a n d  m anager

i a l  s t y l e s  c o u ld  be m atched t o  p a r t i c u l a r  i n d u s t r i a l  s i t u a 

t i o n s .

2 .  P r e s e n t  m anagers c o u ld  b e t t e r  u n d e r s t a n d  t h e i r  

own b e h a v io r  and m odify  i t  t o  a c h ie v e  o p t im a l  o r g a n i z a t i o n a l  

r e s u l t s .

The v a lu e  and  n eed  f o r  t h i s  s p e c i f i c  a r e a  o f  r e s e a r c h

was e x p lo re d  w i th  Lord W il f r e d  Brown d u r in g  a  se m in a r  on 
2

March 2 1 , 1971. He c o r r o b o r a t e d  th e  l a c k  o f  d a t a  r e l a t i n g  

t o  th e  a p p l i c a t i o n  o f  management th e o r y  t o  s p e c i f i c  s i t u a 

t i o n s ,  and s p e c i f i c a l l y  n o te d  t h e  l a c k  o f  A m erican w r i t i n g s  

on th e  s u b j e c t .  D e t a i l s  o f  h i s  rem ark s  a r e  r e p o r t e d  in  t h e  

a p p e n d ix .

F i n a l l y ,  i t  i s  hoped  t h a t  th ro u g h  t h i s  know ledge, 

some o f  t h e  gap be tw een  t h e o r y  and  a p p l i c a t i o n  may be c lo s e d .  

I f  t h e  manager u n d e r s t a n d s  t h e  i n t r i c a t e  r e l a t i o n s h i p  be tw een  

h i s  own a t t i t u d e s  and  t h e  s p e c i a l  management s i t u a t i o n  i n  

w hich he f i n d s  h i m s e l f ,  p e rh a p s  he can  b e t t e r  a p p ly  t h e  v a lu 

a b l e  t h e o r i e s  and t e c h n iq u e s  o f  i n d u s t r i a l  management.

^ B u s in e ss  Week ( S e p t .  18 , 1 9 7 1 ) ,  6 0 -6 4 ,

^Lord W 
March 2 1 ,  1971.

2
Lord W il f re d  Brown, Sem inar l e c t u r e ,  C h ica g o , 1 1 1 . ,



CHAPTER I I I

DESIGN OF MANAGEMENT STYLE 

AND LIFE-CYCLE MODELS

Management S t y l e

The f o r e g o in g  re v ie w  o f  o r g a n i z a t i o n  th e o r y  w r i t i n g s  

i n d i c a t e s  a  con tinuum  o f  th o u g h t ,  from  t h e  s t r i c t  a u t h o r i 

t a r i a n  o r  c l a s s i c a l  a p p ro a c h  t o  th e  p a r t i c i p a t i v e  o r  h e -  

h a v i o r i s t  v ie w p o in t .  The a u t h o r i t a r i a n s  a r e  n o t  so p rev a 

l e n t  i n  modern w r i t i n g s ,  b u t  t h e i r  i d e a s ,  a s  e x p re s s e d  by 

F a y c l  and o t h e r s ,  a r e  q u i t e  d e f i n i t e .  Those who f a v o r  th e  

b e h a v i o r a l  ap p ro a ch  a r e  w e l l  r e p r e s e n te d  i n  r e c e n t  w r i t i n g s ,  

b u t  t h e i r  i d e a s  a r e  somewhat l e s s  e x a c t .

Lynda1 Urwick e x p re s s e d  th e  ex trem e  o f  th e  a u t h o r i 

t a r i a n  view when he s a y s :

There  a r e  p r i n c i p l e s  which sh o u ld  g overn  a r r a n g e 
m ents f o r  human a s s o c i a t i o n s  o f  any k in d .  These 
p r i n c i p l e s  can  be  s t u d i e d  a s  a  t e c h n i c a l  q u e s t io n  i r 
r e s p e c t i v e  o f  t h e  p u rp o se  o f  t h e  e n t e r p r i s e ,  t h e  p e r 
so n n e l  com posing i t ,  o r  any  c o n s t i t u t i o n a l ,  p o l i t i c a l  
o r  s o c i a l  t h e o r y  u n d e r ly in g  i t s  c r e a t i o n .

The o p p o s in g  view  p u t  f o r t h  by t h e  b e h a v i o r a l i s t s  

i s  t h a t  th e  u n d e r ly in g  s c i e n c e s  a r e  s o c io lo g y  and p sy c h o lo g y .

" R e l a t i o n s h i p s  i n  O r g a n iz a t i o n , "  i n  L u th e r  G u lick  
and L y n d a l l  Urwick ( e d s . ) .  P ap e rs  on t h e  s c ie n c e  o f  Adm inis
t r a t i o n ,  I n s t i t u t e  o f  P u b l i c  A d m i n i s t r a t i o n ,  New York 1931»
p . 4 9 .
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n o t  t h e  o r g a n i z a t i o n  i t s e l f .  S in ce  th e  o r g a n i z a t i o n  must be 

made up o f  human b e in g s ,  th e  b e s t  way t o  r e a c h  th e  o rg a n i 

z a t i o n ' s  o b j e c t i v e  i s  i n  some way to  maximize t h e  c o o p e r a t io n  

o f  th e  human com ponents .

O rg a n iz a t io n  th e o r y  r e s e a r c h  i n  r e c e n t  y e a r s  h a s  ob

v i o u s l y  moved away from  th e  c l a s s i c a l  p o in t  o f  v iew . I n 

s t e a d  o f  em phasis  on t h e  o b j e c t i v e s  o f  th e  o r g a n i z a t i o n ,  much 

a t t e n t i o n  h a s  been g iv e n  t o  t h e  m orale  and m o t iv a t i o n  o f  th e  

i n d i v i d u a l  members.

McGregor seems t o  have  been th e  f i r s t  w r i t e r  t o  u se  

t h e  te rm  "Management S t y l e . H e  s t a t e s  t h a t  i t  i s  p o s s ib l e  

t o  g rou p  t o g e t h e r  m ost o f  t h e  m a n a g e r ia l  s t y l e s  i n  t h e  U n ited  

S t a t e s  to d a y  i n t o  t h r e e  c a t e g o r i e s :  h a r d ,  f i r m  b u t  f a i r ,  and

s o f t .  While th e s e  can be u sed  a s  a  g u id e ,  th e y  do n o t  r e l a t e  

e x a c t l y  t o  th e  r e s e a r c h  p roposed  h e r e .  The ty p e  o f  o rg a n iz a 

t i o n  s t r u c t u r e ,  t h e  d e c i s i o n  making p r o c e s s e s ,  and o t h e r  f a c 

t o r s  c o u ld  n o t  be  i d e n t i f i e d  i n  such g r o s s  g ro u p in g s .  T here

f o r e ,  t h e  model c o n s t r u c t e d  f o r  use  in  t h i s  p r o j e c t  w i l l  

s y n th e s i z e  th e  continuum  o f  o r g a n iz a t io n  th e o r y  i n t o  f o u r  

c a t e g o r i e s  :

A u t h o r i t a r i a n  
M o d e ra te ly  A u t h o r i t a r i a n  
M o d era te ly  P a r t i c i p a t i v e  
P a r t i c i p a t i v e

D ouglas McGregor, The P r o f e s s io n a l  Manager (New 
York: M cGraw-Hill, 1 9 o 7 ) ,  p.

2
C e r t a in  c h a r a c t e r i s t i c s  of management s t y l e s  ta k e n  

from c l a s s  n o t e s  i n  P r o f .  S c a n lo n 's  Management 5243 "O rgan i
z a t io n  B eh av io r"  c l a s s .  S p r in g  '7 1 ,  Oklahoma U n i v e r s i t y .
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The c h a r a c t e r i s t i c s  o f  each  c a t e g o r y  o f  t h e  model a r e  l i s t e d  

below I

A u t h o r i t a r i a n  

T h is  s t y l e  o f  management i s  t y p i f i e d  by t h e  manager 

who c o m p le te ly  d o m in a tes  t h e  d e c is io n -m a k in g  f u n c t i o n  o f  th e  

o r g a n i z a t i o n .  O rde rs  a r e  i s s u e d  th ro u g h  a  r i g i d  fo rm a l  

s t r u c t u r e  and  l i t t l e  d i a l o g  c o n c e rn in g  o b j e c t i v e s  i s  a l lo w e d .  

T here  i s  minimum d e le g a t i o n  o f  a u t h o r i t y .  Key c h a r a c t e r i s 

t i c s  a r e :

S t r i c t  a d h e re n c e  t o  s t r u c t u r a l  r e l a t i o n s h i p s .

S t a f f  u sed  o n ly  f o r  s p e c i a l i s t  a d v ic e .

Wide span  of c o n t r o l  a t  t o p .

Communication m o s t ly  downward.

O r g a n iz a t io n  o b j e c t i v e s  a r e  param ount c o n c e rn .  

O b je c t iv e s  e s t a b l i s h e d  by i s s u i n g  o r d e r s .

D e c i s io n s  made a t  to p .

S p e c i a l i z e d  knowledge f o r  d e c i s i o n s  comes from to p .  

S u b o r d in a te s  n o t  in v o lv e d  i n  d e c i s i o n s .

L i t t l e  c o n f id e n c e  i n  s u b o r d i n a t e s .

S u b o r d in a te s  n o t  f r e e  t o  t a l k  t o  s u p e r i o r s  a b o u t  jo b .  

C o n t r o l  e f f e c t e d  by f e a r ,  t h r e a t s  o r  p u n ish m en t.  

R e s p o n s i b i l i t y  f e l t  o n ly  a t  t o p  o f  o r g a n i z a t i o n .  

C o n t r o l  and rev iew  c o n c e n t r a t e d  a t  to p .

In f o r m a l  o r g a n i z a t i o n  ( i f  p r e s e n t )  r e s i s t s  fo rm a l .  

C o n t r o l  d a ta  used  o n ly  f o r  p o l i c i n g  and p u n ishm en t.
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M o d e ra te ly  A u t h o r i t a r i a n

M anagers u s in g  t h i s  s t y l e  a r e  n o t  a s  r i g i d  o r  dogma

t i c  a s  th e  A u t h o r i t a r i a n ,  b u t  s t i l l  d e l e g a t e  l i t t l e  r e a l  

a u t h o r i t y .  They would u s u a l l y  have  a  s t a f f  and t h e i r  s t a f f  

w ould  a d v is e  t h e  m anager, b u t  he  s t i l l  makes most o f  th e  

d e c i s i o n s .  When o r d e r s  a r e  s e n t  down th e y  would som etim es 

be  accom panied  by m odest e x p la n a t i o n s  o f  o b j e c t i v e s .  Key 

c h a r a c t e r i s t i c s  a r e :

O c c a s io n a l  r e l a x i n g  o f  s t r u c t u r e  f o r  com m unica tion .

S t a f f  a d v ic e  som etim es so u g h t  by m id d le  management.

Span o f  c o n t r o l  m o d e ra te ly  wide a t  t o p .

Communications som etim es upward a s  w e l l  a s  downward.

O rg a n iz a t io n  o b j e c t i v e s  e x p la in e d  a s  r a t i o n a l .

Some comments i n v i t e d  when o b j e c t i v e s  a r e  s e t .

D e c is io n s  o c c a s i o n a l l y  made a t  m id d le  l e v e l s .

S p e c i a l i z e d  know ledge a v a i l a b l e  a t  m idd le  l e v e l s .

D e c is io n s  a r e  e x p la in e d  t o  s u b o r d i n a te s .

C ondescend ing  a t t i t u d e  tow ard  s u b o r d i n a t e ' s  a b i l i t y .

S u b o r d in a te s  can  u se  s u g g e s t io n  box .

C o n t r o l  by  t h r e a t s  and  pun ishm ent w i th  some re w a rd s .

R e s p o n s i b i l i t y  f e l t  by t o p  and m idd le  l e v e l s .

C o n t r o l  and  re v ie w  a t  t o p  and m id d le  l e v e l s .

In fo rm a l  o r g a n i z a t i o n  u s u a l l y  r e s i s t s  f o rm a l .

C o n t r o l  d a ta  u se d  t o  b o th  rew ard  and p u n is h .

M o d e ra te ly  P a r t i c i p a t i v e

T h is  manager would n o t  be bound by th e  t r a d i t i o n a l
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s t r u c t u r e ,  b u t  he  would n o t  c o m p le te ly  d i s c a r d  i t .  He would 

have  a  sm a l l  sp an  o f  c o n t r o l  and  w ould g e n e r a l l y  a t t e m p t  t o  

f o r c e  d e c i s i o n s  down t o  low er l e v e l s .  Communication would be 

en co u rag ed  be tw een  o r g a n i z a t i o n a l  l e v e l s ,  b u t  o f t e n  i n  fo rm a l  

modes. S p e c i a l i s t s  would be u se d  a s  s t a f f  p e r s o n n e l  and  p a r 

t i c i p a t e  i n  l i n e  d e c i s i o n s .  Key c h a r a c t e r i s t i c s  a r e :

S t r u c t u r e  n o t  param ount i n  o r g a n i z a t i o n .

S t a f f  in v o lv e d  in  l i n e  d e c i s i o n s .

C om m ittees o f t e n  u se d  f o r  n o n - r o u t in e  d e c i s i o n s .

Span o f  c o n t r o l  m o d e ra te ly  low .

Com munication f r e e  b o th  ways (u p  and down).

O r g a n iz a t io n  o b j e c t i v e s  i s s u e d  a f t e r  much d i s c u s s i o n .

Some d e c i s i o n s  lo w er  l e v e l s ,  b u t  o f t e n  bucked upward.

Some s p e c i a l i z e d  knowledge a v a i l a b l e  th r o u g h o u t .

S u b o r d in a te s  c o n s u l te d  b e f o r e  d e c i s i o n s  a r e  made.

C o n s id e r a b le  c o n f id e n c e  i n  a b i l i t y  o f  low er l e v e l s .

Form al and  in fo rm a l  com m unica tion  a b o u t  jo b s .

C o n t ro l  u s u a l l y  by re w a rd ,  som etim es by pun ishm en t.

R e s p o n s i b i l i t y  f e l t  a t  a l l  b u t  low er l e v e l s .

C o n t r o l  and rev iew  down t o  1 s t  l e v e l  s u p e r v i s o r s .

I n f o r m a l  o r g a n i z a t i o n  r e c o g n iz e d  a s  somewhat h e l p f u l .

C o n t r o l  d a ta  used  to  rew ard  and t o  g u id e .

p a r t i c i p a t i v e

The p a r t i c i p a t i v e  m anager s e e s  h i s  r o l e  a s  one o f  a s 

s i s t a n c e  and  c o a c h in g ,  n o t  o f  d e c i s io n - m a k in g .  Com mittees 

a r e  u se d  t o  make most d e c i s i o n s  a t  a l l  l e v e l s  o f  th e
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o r g a n i z a t i o n .  Form al a n d  in f o rm a l  com m unica tions a r e  a l lo w e d  

and enco u rag ed  th ro u g h  a l l  l e v e l s .  O ften  t h e r e  a r e  s p e c i a l  

a b i l i t i e s  o r  s k i l l s  a t  a l l  l e v e l s  and  t h e s e  s p e c i a l i s t s  a r e  

c o n t r o l l e d  by rew ard s  a n d  in v o lv e m en t  i n  d e c i s i o n  m aking.

Key c h a r a c t e r i s t i c s  a r e :

S t r u c t u r e  o f t e n  changed and  n o t  e n fo r c e d .

S t a f f  and l i n e  f u n c t i o n s  b le n d e d .

Com m ittees u s e d  f o r  m ost d e c i s i o n s .

Span o f c o n t r o l  a t  t o p  a b o u t  3»

O b je c t iv e s  s e t  by  com m ittee  a c t i o n .

D e c is io n s  made th r o u g h o u t  o r g a n i z a t i o n .

S p e c i a l  a b i l i t i e s  and  knowledge a v a i l a b l e  th r o u g h o u t .  

S u b o r d in a te s  in v o lv e d  in  d e c i s i o n s  a f f e c t i n g  them . 

F re e  com m u n ica tions  f o r  a l l  s u b j e c t s  a l l  w ays.

C o n t r o l  a t t e m p t e d  th ro u g h  rew ard s  and in v o lv e m e n t .  

R e s p o n s i b i l i t y  f e l t  by a l l  l e v e l s .

S e l f - r e v i e w  by a l l  l e v e l s .

In fo rm a l  o r g a n i z a t i o n s  have  same g o a l s  a s  f o r m a l .  

C o n t ro l  d a t a  u s e d  f o r  g u id an ce  and  problem  s o l v i n g .

The O r g a n iz a t io n  L i f e - C y c le  

The c o n s t r u c t i o n  o f  an  o r g a n i z a t i o n  l i f e - c y c l e  model 

would n a t u r a l l y  f o l lo w  t h e  human l i f e  c y c l e .  There  a r e  many 

p o i n t s  o f  s i m i l a r i t y ;  a n  o r g a n i z a t i o n  i s  b o m ,  i t  grows 

q u i c k l y ,  i t  a t t a i n s  a dynam ic m a t u r i t y ,  th e n  o f t e n  grows o ld  

and  d i e s .  As w i th  hum ans, some n e v e r  r e a c h  m a t u r i t y .  The
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c a s u a l t y  r a t e  among new b u s in e s s  e n t e r p r i s e s  i s  l a r g e . ^

But t h e r e  a r e  a l s o  im p o r ta n t  d i f f e r e n c e s  be tw een  th e  

o r g a n i z a t i o n ' s  c y c le  and  th e  human. Whereas a  human c y c le  i s  

o f  more o r  l e s s  s t a n d a r d  l e n g t h ,  t h e  o r g a n i z a t i o n  can  n o t  be 

judged  by  c a l e n d a r  t im e .  The l i f e  e x p e c ta n c y  can v a ry  w id e ly ,  

d e p en d in g  on th e  ty p e  o f o b j e c t i v e s  t h a t  have  been  s e t .  The 

l e n g th  o f  each  c y c le  can  v a ry  from  months t o  many y e a r s .

The i d e n t i f i e d  p h a ses  o f  th e  l i f e - c y c l e  a r e  l i s t e d  be low , 

a lo n g  w i th  t h e i r  key  c h a r a c t e r i s t i c s .

I n c e p t io n

T h is  ph ase  d e s c r i b e s  t h e  o r g a n i z a t i o n  i n  i t s  f i r s t  

s t a g e s  o f  l i f e .  In  th e  American sys tem  t h i s  u s u a l l y  means 

an  e n t e r p r i s e  s t a r t e d  by an  e n t r e p r e n e u r  who i s  r i s k i n g  h i s  

own c a p i t a l .  O ften  i t  i n v o lv e s  a  new o r  n o v e l  p ro d u c t  o r  

p r o c e s s .  The economic r e s o u r c e s  a r e  sm a ll  a s  i s  t h e  number 

o f  em ployees . Key c h a r a c t e r i s t i c s  a re*

T o ta l  s a l e s  volume low.

T o t a l  p r o f i t  low o r  l o s s .

G ro ss  p r o f i t  p e r  u n i t  h ig h .

Management em phasis  on R & D and E n g in e e r in g .

S a l e s  o f t e n  d i r e c t  t o  u s e r .

C o n s ta n t  r e v i s i o n  o f  p r o d u c t .

D i r e c t  l a b o r  c o n te n t  h ig h .

I n d i r e c t  l a b o r  c o n te n t  low.

^Arch P a t to n ,  Top M anagem ent's  S tak e  i n  t h e  P rodu c t 
L i f e - C y c le ,  The Management R e v ie w , XLVIII ( J u n e ,  1959)» 1^- 
19.
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"O verhead" p e r  u n i t  h ig h .

Young c a l e n d a r  age  ( v a r i e s ) .

In v es tm e n t  p e r  employee low.

Growth

I n  t h i s  p h a se ,  t h e  o r g a n i z a t i o n  h a s  b ro k en  o u t  o f  i t s  

i n c u b a t i o n  p e r io d  and i s  e n jo y in g  an  i n c r e a s i n g  volume o f  

p r o d u c t io n  and s a l e s  a c t i v i t y .  The number o f  em ployees h a s  

grown, a n d ,  f o r  th e  f i r s t  t im e ,  th e  m anager m ust manage 

th ro u g h  o t h e r  p e o p le .  The o r g a n i z a t i o n  i s  n o t  s t a b l e .  New 

p o s i t i o n s  and r e l a t i o n s h i p s  a r e  c o n s t a n t l y  b e in g  c r e a t e d .

Key c h a r a c t e r i s t i c s  a r e :

T o ta l  s a l e s  volume i n c r e a s i n g  r a p i d l y .

T o ta l  p r o f i t  h ig h  and r i s i n g .

G ross p r o f i t  s t a b l e  p e r  u n i t .

Management em phasis  on p r o d u c t io n .

M ark e tin g  system  d e v e lo p e d .

P ro d u c t  d e s ig n  s t a b i l i z e d .

C o m p eti t io n  n o t  c o n s id e r e d  a  t h r e a t .

D i r e c t  l a b o r  c o n te n t  f a l l s .

I n d i r e c t  l a b o r  c o n te n t  s t a b l e .

"Overhead" p e r  u n i t  s t a b l e  o r  f a l l i n g .

"Ad Hoc" d e c i s i o n s  i n  a l l  a r e a s .

E vidence  o f  crowded o f f i c e ,  p l a n t ,  e t c .

R isk s  a c c e p te d  by management.

Working c a p i t a l  s h o r t a g e s  ( o r  i n c r e a s e d  n e e d s ) .

C a le n d a r  age 1 t o  5 y e a r s  ( v a r i e s ) .
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M a tu r i ty

T h is  o r g a n i z a t i o n  f i n d s  i t s  volume s t i l l  r i s i n g ,  b u t  

a t  a  d e c r e a s i n g  r a t e .  I t s  f i e l d  o f  e n d ea v o r  h a s  become 

h ig h ly  c o m p e t i t i v e ,  and l e s s  e f f i c i e n t  o r g a n i z a t i o n s  a r e  

f a i l i n g .  M a rk e t in g  and p ro d u c t io n  a c t i v i t i e s  have become 

t i g h t l y  s t r u c t u r e d  and e f f i c i e n t  so f a r  a s  c o s t  p e r  u n i t  i s  

c o n c e rn e d .  The o r g a n i z a t i o n  t a k e s  on a  t r a d i t i o n a l  form .

Key c h a r a c t e r i s t i c s  a r e :

T o ta l  s a l e s  volume r i s e s  a t  a  s t e a d y  r a t e .

T o ta l  p r o f i t  s t a b l e .

G ross  p r o f i t  p e r  u n i t  f a l l s .

Management em phasis  on m a rk e t in g .

D esign  changes  a r e  s l i g h t .

Com plete  m a rk e t in g  s t r u c t u r e  a c h ie v e d .

C o m p e t i t io n  m ajor f a c t o r  i s  most d e c i s i o n s .

D i r e c t  l a b o r  c o n te n t  s t a b i l i z e s .

I n d i r e c t  l a b o r  c o n te n t  r i s e s ,

"O verhead"  p e r  u n i t  s t a b l e  o r  r i s i n g .

T r a d i t i o n a l  o r g a n i z a t i o n  s t r u c t u r e .

Perm anen t p h y s i c a l  p l a n t ,  ample sp ace  e t c .

Changes made o n ly  a f t e r  e x a m in a t io n  o f  a l l  e f f e c t s .  

Working c a p i t a l  a d e q u a te .

C a le n d a r  age  3 t o  20 y e a r s  o r  more.

D e c l in e

O r g a n iz a t io n s  which have n o t  in n o v a te d  o r  r e a c t e d  to  

t h e i r  m ark e t  f i n d  th e m se lv e s  i n  t h i s  unhappy s t a g e .  The
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s a l e s  volume d e c l i n e s  and p r o f i t s  a r e  r e p l a c e d  by l o s s e s .

The o r g a n i z a t i o n  becomes lo c k e d  i n t o  a t r a d i t i o n a l  mode, 

o f t e n  to p -h e a v y  w i th  n o n - p r o d u c t iv e  s t a f f  o p e r a t i o n s .  Man

agem ent i s  p r e o c c u p ie d  w i th  m a in ta in in g  c o n t r o l s ;  a c t i o n s  

u s u a l l y  a r e  r e l a t e d  t o  c o s t  c u t t i n g .  Key c h a r a c t e r i s t i c s  

a r e  I

T o ta l  s a l e s  volume d e c l i n e s .

T o ta l  p r o f i t  d e c l i n e s  o r  t u r n s  t o  l o s s .

G ross  p r o f i t  p e r  u n i t  m a rg in a l .

Management em p hasis  on f i n a n c e .

Few c h an g es  i n  p ro d u c t  d e s ig n .

C o s t  o f  m a r k e t in g  re d u c e d  p e r  u n i t .

C o m p e t i t io n  r e d u c e d  b u t  s t i l l  c o n t r o l s  p r i c i n g .  

D i r e c t  l a b o r  p e r  u n i t  s t a b l e .

Number o f  d i r e c t  l a b o r  em ployees re d u c e d .

I n d i r e c t  l a b o r  p e r  u n i t  r i s e s .

"O verhead" p e r  u n i t  r i s e s .

T r a d i t i o n a l  o r g a n i z a t i o n  s t r u c t u r e .

Management p o s i t i o n s  u s u a l ly  o f  lo n g  t e n u r e .

Most c h an g e s  in v o lv e  c o s t - c u t t i n g .

Working c a p i t a l  d e f i c i e n t ,  h ig h  i n v e n t o r i e s ,  e t c .  

C a le n d a r  age  3 0 o r  more y e a r s .

The f o r e g o i n g  d e s c r i p t i o n s  o f  th e  o r g a n i z a t i o n  l i f e -  

phase  and management s t y l e  c o n c e p t  s e t  f o r t h  th e  c h a r a c t e r 

i s t i c s  t o  be e x p e c te d  o f  e a c h .  They a r e  e x h i b i t e d  a s  i n d i 

v i d u a l  t h e o r i e s ,  no c o n s i d e r a t i o n  h a v in g  been g iv e n  t h e i r
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r e l a t i o n s h i p  t o  each  o t h e r .  The f o l lo w in g  c h a p t e r s  w i l l  ex

p l o r e  su c h  r e l a t i o n s h i p s .



CHAPTER IV 

CONSTRUCTION OF THE MODEL

There was much academ ic  m a t e r i a l  a v a i l a b l e  which r e 

l a t e d  t o  t h e  two v a r i a b l e s .  M a n a g e r ia l  S ty l e  and O r g a n iz a t io n  

L i f e - C y c le .  I t  w i l l  be t h e  p u rp o se  o f  t h i s  c h a p te r  t o  re v ie w  

t h e  p r i n c i p l e s  found  in  t h e  v a r i o u s  d i s c i p l i n e s ,  and t o  form  

a n  h y p o th e s i s  c o n c e rn in g  th e  i n d i c a t e d  r e l a t i o n s h i p s .  To 

s y s te m a t i z e  th e  m ethodology o f  t h i s  r e s e a r c h ,  d i s c i p l i n e s  

w ere rev iew ed  s e p a r a t e l y ,  th e n  t h e  r e s u l t s  were combined i n t o  

a  c o n c lu s io n .  In  o r d e r  t h e s e  w ere Management T heory , P sy ch o l

ogy, A n th ropo logy  and S o c io lo g y .

Management Theory d id  n o t  o f f e r  e x a c t  r e f e r e n c e s  to  

t h e  h y p o th e s i s  s u b j e c t ,  b u t  u s u a l l y  r e c o u n te d  a c t u a l  r e s u l t s  

i n  b u s in e s s  s i t u a t i o n s .  T h is  was e s p e c i a l l y  t r u e  o f  th e  p e r 

i o d i c a l  r e f e r e n c e s .

Psycho logy  o f f e r e d  a n  i n s i g h t  i n t o  th e  p e rso n  o f  th e  

e x e c u t iv e ;  w hat w i t h in  him made him o p e ra te  in  e x p e c te d  o r  

p r e d i c t a b l e  ways.

A n th rop o lo gy  and S o c io lo g y  co v ered  th e  a c t i o n s  and 

in t e r c h a n g e s  o f  men and a n im a ls  i n  s o c i a l  g ro u p in g s .  Such , 

s t u d i e s  l o g i c a l l y  shed  l i g h t  on th e  o p e r a t io n  o f  an  i n d u s t r i a l

56
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o r g a n i z a t i o n  which was i t s e l f  a  s o c i a l  g ro u p in g .

A lthough  Economic Theory b o re  h e a v i l y  on th e  d e f i n i 

t i o n s  and  c o n d i t i o n s  o f  t h e  firm s*  l i f e  c y c l e ,  i t  was t r e a t e d  

a s  t h e  in d e p e n d e n t  v a r i a b l e  and was a c c e p te d  " a s  i s "  from 

th e  p o p u la t io n  sam ple .

In  o r d e r  t o  form  a  h y p o th e s e s  u s in g  in f o r m a t io n  from  

n o n - e x a c t  s c i e n c e s  a s  l i s t e d  ab o v e ,  c e r t a i n  a s su m p tio n s  w ere 

made by  th e  a u th o r .  These m ain ly  o c c u r r e d  when t h e  e n v i r o n 

ment o f  t h e  manager was r e l a t e d  t o  h i s  s t y l e .  For i n s t a n c e ,  

t h e  f i r s t  and f o u r t h  s t a g e s  o f  o r g a n i z a t i o n ' s  c y c le  c o u ld  

r e a s o n a b ly  be assumed t o  have  more o f  a  " c r i s i s "  en v iro n m en t 

th a n  s t a g e  2 and 3» T h is  a ssu m p tio n  was p a r t i a l l y  s u b s ta n 

t i a t e d  by S tienm etz^  in  h i s  a r t i c l e  " C r i t i c a l  S ta g e s  o f  B u s i

n e s s  G row th ,"  b u t  o t h e r  such  a s su m p t io n s  w ere  made w i th o u t  

academ ic  s u p p o r t .

Management Theory ^

How can  o r  sh o u ld  m anagers be e x p e c te d  t o  a c t  i n  c e r 

t a i n  s p e c i f i c  e n v iro n m e n ta l  s i t u a t i o n s ?  W hile most w r i t e r s  

in  t h i s  a r e a  te n d  t o  ig n o re  t h e  e n v iro n m en t o r  o r g a n i z a t i o n a l  

c l im a te  i n  which th e  m anager o p e r a t e s ,  t h e r e  i s  some d a ta  

o f f e r e d  t h a t  can  s e r v e  a s  a  b a s i s  f o r  r e a s o n a b le  c o n c lu s io n s  

t o  s u p p o r t  th e  h y p o th e s i s  o f  r e l a t i o n s h i p .  Most d a ta  q u o te d  

comes from  o b s e r v a t io n  o f  e x i s t i n g  com pan ies ,  w i th o u t  t h e  

r e q u i s i t e  c o n t r o l  o f  a  s c i e n t i f i c  e x p e r im e n t .  However

^Lawrence L. S t ie n m e tz ,  B u s in e s s  H o r iz o n s  (F e b ru a ry ,
1969 ) .  p . 22.
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u n r e l i a b l e  t h i s  may b e ,  i t  was t h e  b e s t  a v a i l a b l e ,  and was 

u sed  and  q u o te d  by t h e  r e c o g n iz e d  w r i t e r s  i n  t h i s  f i e l d .  

E s s e n t i a l l y ,  t h e  t h e o r y  must p r e d i c t  two t h i n g s i  

w hat method would th e  m anager u se  t o  r e a c h  d e c i s i o n s ,  and 

w hat m ethod would he u se  t o  implement t h e  d e c i s i o n s ,

McGregor^ s t a t e d  t h a t  h i s  a c t i o n s  would be a  f u n c t i o n  o f  h i s  

k n ow ledge , s k i l l s ,  m o t i v a t i o n ,  a t t i t u d e s  and  c e r t a i n  a s p e c t s  

o f  t h e  e n v iro n m e n ta l  s i t u a t i o n .  I f  t h e s e  a s p e c t s  were d e f i n 

ed a s  l i f e - p h a s e  c r i t e r i a ,  some p r e d i c t i o n s  m ig h t th e n  be made. 

O rg a n iz a t io n  s t r u c t u r e  may have  an  e f f e c t  on mana

g e r i a l  s t y l e s  i n  v a r i o u s  s t a g e s .  As th e  o r g a n i z a t i o n  i s  

form ed i t  p ro b a b ly  h a s  o n ly  two l e v e l s ,  and  n a t u r a l l y  h a s  a 

s u p e r i o r - s u b o r d i n a t e  r e l a t i o n s h i p .  But a s  i t  p a s s e s  t o  

S ta g e s  I I  and I I I ,  more l e v e l s  a r e  bound t o  be im posed. T h is  

i n  i t s e l f  would s t i l l  a l lo w  f o r  an  a u t h o r i t a r i a n  sy s te m , i f  

n o t  f o r  t h e  h o r i z o n t a l  e f f e c t  o f  t e c h n o lo g y .  Whereas t h e  

v e r t i c a l  o r g a n i z a t i o n  r e q u i r e s  o r d e r s  t o  go down and r e p o r t s  

t o  go u p ,  t h e  r e q u i r e m e n ts  o f  t e c h n o lo g y  c u t  a c r o s s  th e  

s u p e r i o r - s u b o r d i n a t e  r e l a t i o n s h i p ,  and a f f e c t s  a l l  ty p e s  o f  

p e o p le  i n  d i f f e r e n t  d e p a r tm e n ts  and work g ro u p s .  Thus au

t h o r i t y  i s  t o  some e x t e n t  t a k e n  from t h e  m anager and g iv e n  to  

t h e  t e c h n i c i a n .

Such a  s i t u a t i o n  i s  o f t e n  found  i n  t h e  modern a s 

sem bly p l a n t .  Because o f  t h e  i n t r i c a t e  t e c h n i c a l  r e l a t i o n 

s h i p s ,  m anagers m ust g e t  d e c i s i o n s  from  a l l  l e v e l s  and a c r o s s

^D ouglas McGregor, The Human S id e  o f  E n t e r p r i s e  (New 
York I M cG raw -H ill, i 9 6 0 ) ,  pp . 33-^3*
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l i n e s  o f  a u t h o r i t y .  Q u a l i t y  c o n t r o l  d e p a r tm e n ts  a r e  ty p 

i c a l  ex am ples .  F o rm a l,  e s t a b l i s h e d  r o u t e s  o f  com m unication  

c o u ld  be to o  t im e  consum ing to  be p r a c t i c a l .  These h o r i z o n 

t a l  and d i a g o n a l  com m unica tions a r e  u s u a l l y  n o t  c h a r t e d ,  b u t  

a r e  n e c e s s a r y  t o  t h e  p ro p e r  f u n c t i o n i n g  o f  a  t e c h n i c a l  p r o 

c e s s .

Modem m anagers  who f i n d  th e m s e lv e s  i n  s t a g e s  I I ,

I I I  o r  IV o f  an  o r g a n i z a t i o n ,  m ust have  d e v e lo p e d  a te c h n iq u e  

t o  o p e ra te  o u t s i d e  o f  t h e  fo rm a l  com m unication  n e tw o rk .  They 

c o n s u l t  w i th  and a c c e p t  d e c i s i o n s  from  s u b o r d i n a t e s ,  s u p e r i 

o r s ,  e q u a l s  and  even  o t h e r s  w i th  whom th e y  have no d i r e c t  

a u t h o r i t y  r e l a t i o n s h i p .  Joseph  L i t t e r e r ^  s a y s :  "Managers

have r e c o g n iz e d  th e  d i s c r e p a n c y  be tw een  o r g a n i z a t i o n  and  

t e c h n o lo g y ,  and have  ta k e n  s t e p s  t o  i n t e g r a t e  th e  two. They 

have a c h ie v e d  such  i n t e g r a t i o n  i n  a  v a r i e t y  o f  w ays, which 

e s s e n t i a l l y  may be c l a s s i f i e d  a s :

1 .  Changing th e  te c h n o lo g y  to  conform  w ith  th e  e x i s t 

in g  o r g a n i z a t i o n a l  s t r u c t u r e .

2 .  Changing t h e  o r g a n i z a t i o n  so  a s  t o  d e f in e  and 

f o r m a l iz e  th e  r e l a t i o n s h i p s  r e q u i r e d  by t h e  te c h n o lo g y .

3 . M a in ta in in g  b o th  th e  e x i s t i n g  o r g a n i z a t i o n  and  

th e  e x i s t i n g  te c h n o lo g y  b u t  i n t r o d u c in g  mechanisms to  re d u c e  

o r  m in im ize  th e  d i s c r e p a n c i e s  betw een th e  tw o ."

From t h i s  i t  was co n c luded  t h a t  a s  t h e  o r g a n i z a t i o n

^ Jo se p h  b i t t e r e r ,  O r g a n iz a t i o n - S t r u c t u r e  and Be
h a v io r  (New York: John Wiley & Sons, I n c . ,  1965)» P» 555.
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p a s s e d  i n t o  s t a g e s  I I ,  I I I ,  and IV t h e  te c h n o lo g y  w i l l  c a u se  

p r e s s u r e s  f o r  o r g a n i z a t i o n  s t r u c t u r e  and s t y l e  c h an g e .  And 

b e c a u se  o f  th e  c o n s u l t a t i v e  n a tu r e  o f  many of th e  communi

c a t i o n s ,  a  p a r t i c i p a t i v e  s t y l e  may be  e x p e c te d  t o  emerge a s  

a  m a t t e r  o f  c o u rs e  and  in v o lv e m e n t .  But a g a i n ,  i f  s t a g e  IV 

r e s u l t s  i n  a  c r i s i s ,  t h e  m atch in g  s t y l e  c a n n o t  e a s i l y  b e  p r e 

d i c t e d .  C u r re n t  p e r i o d i c a l s  i n d i c a t e d  t h a t  a u t h o r i t a r i a n  

a t t i t u d e s  were common among new e x e c u t iv e s  b ro u g h t  i n  t o  

" s a v e "  f a l t e r i n g  co m p an ie s .  Note t h e  a c t i o n s  o f A. L.

Feldman when he to o k  o v e r  F r o n t i e r  A i r l i n e s ;

Then Vol i b r e c h t  b ro u g h t  i n  h i s  own p r e s id e n t*  A. L* 

Feldm an, a  s t r a p p i n g ,  6 - f o o t ,  4 - in c h  s t a r  o f  th e  A e r o j e t  

team . And i n  a tw o -h o u r  m e e t in g  w i th  th e  a i r l i n e ' s  33 to p  

e x e c u t i v e s ,  Feldman l a i d  down th e  r u l e s  o f  th e  new o r d e r .

" I 'm  s u re  t h e r e  a r e  34 d i f f e r e n t  ways t o  manage i n  t h i s  room, 

b u t  we v e ry  d e m o c r a t i c a l l y  have e l e c t e d  t o  fo l lo w  m in e ,"  he 

b e g an .

The c o n c e p ts  I  i n t e n d  t o  fo l lo w  a r e  e a sy  to  u n d e r s t a n d .  
Tenure w i l l  be b a se d  on p e rfo rm a n c e ,  n o t  p o l i t i c s .
W e're  i n  th e  a i r l i n e  b u s in e s s  t o  make a  p r o f i t ,  n o t  f o r  
t h e  s p i r i t u a l  a s p e c t s  o f  i t ,  n o t  f o r  t h e  fun  o f  i t .  I  
s o l i c i t  to  th o s e  o f  you who f i n d  t h i s  th o u g h t  r e p u g n a n t  
t h a t  t h e r e  a r e  a l l  k in d s  of p l a c e s  you sh o u ld  be work
i n g  o t h e r  th a n  h e r e — and I  s o l i c i t  t h a t  you s t a r t  lo o k 
in g  a ro u n d .

H is  r e s u l t s  have been  im p r e s s iv e .  He changed th e  

p r o f i t  p i c t u r e  o f  F r o n t i e r  from s u b s t a n t i a l  l o s s e s  t o  a  sm a ll  

p r o f i t  in  j u s t  one y e a r .

^Newsweek (May 15# 1 9 7 2 ) ,  82 .
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L e a d e r s h ip  p a t t e r n s  have been  d e s c r ib e d  by 

Tannenbaum^ and Schm idt a s  p r o g r e s s i n g  from  b o s s - c e n te r e d  

l e a d e r s h i p  t o  s u b o r d in a te  c e n te r e d  i n  a  s t e p - b y - s t e p  con

t in u u m , much a s  t h e  management s t y l e  d e s c r ib e d  in  C h a p te r  I .  

They n o t e  t h a t  th e  s t y l e  o r  p a t t e r n  t h a t  may be b e s t  u se d  i s  

d e p e n d e n t  on:

1 .  Type o f  o r g a n i z a t i o n .

2 .  Group e f f e c t i v e n e s s .

3 .  The s p e c i f i c  problem  ( a r e  s p e c i a l i s t s  r e q u i r e d ) .

4 .  The p r e s s u r e  o f  t im e .

Prom t h e i r  a n a l y s i s  i t  c o u ld  be  deduced t h a t  i n  th e  

b e g in n in g  o f  an  o r g a n i z a t i o n ,  b e f o r e  t h e  g roup  had b e en  a b l e  

t o  d e v e lo p  i t s  own e f f e c t i v e n e s s ,  t h e  l e a d e r  would have  t o  

make m ost o f  th e  d e c i s i o n s ;  and p e rh a p s  i n  a  c r i s i s  ( a s  Phase 

IV i n  d e c l in e )  th e  p r e s s u r e  o f  t im e m igh t n o t  a l lo w  f o r  com

m i t t e e s ,  r e p o r t s ,  e t c . ,  and an  a u t h o r i t a r i a n  mode would be 

a p p r o p r i a t e .  But in  s t a g e s  I I  and I I I ,  t h e  more p a r t i c i p a 

t i v e  a p p ro a ch  m igh t be th o u g h t  b e s t .
2R e c e n t ly ,  Ju rg e n se n  (5 966) a sk e d  s e v e r a l  g ro u p s  o f  

p e r s o n n e l  men and e x e c u t iv e s  t o  s o r t  120 words which d e s c r i b e  

t h e  ty p e  o f  p e rs o n  m ost l i k e l y  t o  su c c e e d  a s  a  key e x e c u t iv e  

in  to p  management. The tw e lv e  words r a t e d  a s  most

^ R o b ert  Tannebaum, Warren S c h m id t ,  H arvard  B u s in e s s  
Review (M arch, A p r i l ,  1958)» 95 -101 .

2
0 .  E. J u rg e n s o n ,  "R e p o rt  t o  P a r t i c i p a n t s  on an  Ad

j e c t i v e  Word S o r t . "  M in n e a p o l is ,  M in n e a p o l is  Gas Company 
(U n p u b lish e d  R e p o r t ,  1 9 66 ) .
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d e s c r i p t i v e  and t h e  tw e lv e  re g a rd e d  a s  l e a s t  d e s c r i p t i v e  of

such a  p e rso n  a r e  shown below i

Most d e s c r i p t i v e  o f  l e a s t  d e s c r i p t i v e  o f
s u c c e s s f u l  key e x e c u t iv e  s u c c e s s f u l  key e x e c u t iv e

D e c is iv e  Am iable
A g g re ss iv e  Conform ing
S e l f - s t a r t i n g  N eat
P ro d u c t iv e  R eserved
Well in fo rm ed  A g re ea b le
D eterm ined  C o n se rv a t iv e
E n e r g e t i c  K in d ly
C r e a t iv e  M annerly
I n t e l l i g e n t  C h e e r fu l
R e sp o n s ib le  Form al
E n t e r p r i s i n g  C ourteo us
C l e a r - t h i n k i n g  Modest

I t  i s  e v id e n t  t h a t  m a n a g e r ia l  s u c c e s s  r e q u i r e s  i n t e l 

l i g e n c e  and o r i g i n a l i t y ,  a lo n g  w i th  s t a b i l i t y ,  good judgm ent, 

e n th u s ia s m , d e t e r m i n a t i o n ,  f o r c e f u l n e s s ,  and  p e r s i s t e n c e .  

These t r a i t  d e s c r i p t i o n s  a r e  l o o s e ly  d e f in e d ,  and th e y  do n o t  

e x a c t l y  d e s c r ib e  th e  e le m e n ts  making up a  management s t y l e .  

However, th e  g e n e r a l  t r e n d  i n d i c a t e s  an  a u t h o r i t a r i a n  mana

g e r  would be s u c c e s s f u l  w h i le  a  p a r t i c i p a t i v e  one m ig h t n o t .

England^ (1 966 , 196?) su rveyed  1 ,07 2  m anagers th ro u g h 

o u t  th e  c o u n try ,  a s k i n g  them t o  i n d i c a t e  which o f  e i g h t  o r 

g a n i z a t i o n a l  g o a l s  a r e  m ost im p o r ta n t  and  which c o n n o te  

g r e a t e s t  s u c c e s s .  The p e rc e n ta g e s  o f  m anagers who s a i d  t h a t  

a  g o a l  was b o th  im p o r ta n t  and h ig h ly  s u c c e s s f u l  a r e  shown in  

t h e  t a b l e  below :

^G. W. E ng land , P e r so n a l  Value System s o f  Am erican 
M anagers, Academy o f  Management J o u r n a l  (1 9 6 ? ) ,  1 0 , 5 3 -6 8 .
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Goal P e r c e n t

O r g a n iz a t i o n a l  e f f i c i e n c y  60
H igh P r o d u c t i v i t y  60
P r o f i t  m ax im iz a t io n  48
O r g a n iz a t i o n a l  g row th  43
I n d u s t r i a l  l e a d e r s h i p  38
O r g a n iz a t i o n a l  s t a b i l i t y  17
Employee w e l f a r e  4
S o c i a l  w e l f a r e  2

E v id e n t ly  m ost m anagers  a r e  s t r i v i n g  to w ard  h ig h  p ro 

d u c t i v i t y ,  maximum p r o f i t s ,  and  o r g a n i z a t i o n a l  e f f i c i e n c y .  

These a r e  t h e  i te m s  which p resum ab ly  i n d i c a t e  e f f e c t i v e  man

a g in g  an d  a r e  t y p i c a l  o b j e c t i v e s  o f  a u t h o r i t a r i a n s .  In  th e  

lo n g e r  t e r m ,  v a lu e d  g o a ls  a r e  o r g a n i z a t i o n a l  g row th  commen

s u r a t e  w i th  i n t e r n a l  o r g a n i z a t i o n a l  s t a b i l i t y  w i th  a  view 

o f  p r o b a b ly  a t t a i n i n g  i n d u s t r y  l e a d e r s h i p . ^  From th e  e i g h t  

g o a l s  l i s t e d ,  i t  seems r e a s o n a b le  t o  assume t h a t  t h e  f i r s t  

f o u r  o r  f i v e  would be u p p e r-m o s t  in  th e  m inds o f  m anagers  i n  

S ta g e  I  an d  IV.
2

S ay l e s  w r i t e s ,  "The a d m i n i s t r a t i v e  p a t t e r n s  o f  a  

m anager a r e  c o n s t a n t l y  c h a n g in g ,  and th e s e  changes  t a k e  p la c e  

w h e th e r  o r  n o t  t h e r e  a r e  fo rm a l  changes  i n  h i s  job  d u t i e s . "

The m anager a c c o m p l ish e s  t h i s  by s u b t l e  t r a n s fo r m a 

t i o n s  o f  t h e  f u n c t i o n s  o f  h i s  d e p a r tm e n t  and by s h i f t s  i n  t h e  

a c t u a l  b o u n d a r i e s  o f h i s  own j u r i s d i c t i o n s ,  i n  h i s  p o s i t i o n  

i n  t h e  seq u en c e  o f  v a r i o u s  work f lo w s ,  and in  t h e  i n t e r n a l

John P. C am pbell, M arvin D. D u n n e t te ,  Edward E. 
L a w le r ,  I I I ,  K a r l  E, Weick, J r . ,  M a n ag e r ia l  B e h a v io r ,  P e r 
fo rm a n c e ,  and E f f e c t i v e n e s s  (New York: M cG raw -H ill, 1 9 7 0 ) ,
p . 9 .

2
L. R. S a y le s ,  M a n a g e r ia l  B e h a v io r : A d m in i s t r a t io n  i n

Complex O rg a n iz a t io n s  (New York: McGraw H i l l ,  1 9 6 4 ) ,  p .  l 2 6 .
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d i f f e r e n t i a t i o n s  ( i n  t h e  d i v i s i o n  o f  l a b o r )  w i t h i n  h i s  own 

g ro u p  o r  a r e a .

The way t h a t  each  m anager goes  a b o u t  accom m odating 

t o  t h e  p r e s s u r e s  o f  t h e  o r g a n i z a t i o n  can  c au se  c o n f l i c t  w i th  

h i s  s u b o r d i n a t e s .  The r e s u l t  i s  a  dynamic and o f t e n  ambig

uous o r g a n i z a t i o n  s t r u c t u r e .  O ften  l e v e l s  o f  t h e  o rg a n iz a 

t i o n  a r e  b y p a sse d  in  t h e  h a s t e  o r  u rg en c y  o f  " g e t t i n g  t h i n g s  

d o n e ."  T h is  p o i n t  was o f t e n  made in  r e s p o n s e s  t o  t h e  r e 

s e a r c h  i n t e r v i e w s .  Any r e a l i s t i c  m anager m ust t a k e  i n t o  

a c c o u n t  t h i s  movement and  c o n f l i c t  and u se  a p p r o p r i a t e  t e c h 

n iq u e s  f o r  com prehend ing  and d e a l in g  w i th  t h e  o r g a n i z a t i o n  

a s  a  p r o c e s s  o r  sy s tem  o f  human r e l a t i o n s .  He m ust have  th e  

s k i l l s  o f  q u ic k  judgm en t, h o n e s ty ,  and f l e x i b i l i t y ,  b u t  a l l  

w i t h i n  t h e  c o n te x t  o f  a  r e a l i s t i c  a n a l y s i s  o f  h i s  p o s i t i o n  

in  t h e  o r g a n i z a t i o n .

Much o f  t h e  academ ic  l i t e r a t u r e  on th e  t o p i c  o f  mana

g e r i a l  e f f e c t i v e n e s s  was b a se d  on l i t t l e  more th a n  p e r s o n a l  

e x p e r i e n c e s  o r  o p in io n s  a b o u t  t r a i t s  p o s s e s s e d  by "good" man

a g e r s ,  w hat th e y  m ust do t o  be e f f e c t i v e ,  o r  what t h e  p ro d 

u c t s  o f  t h e i r  e f f e c t i v e  b e h a v io r  may b e .  Much o f  th e  l i t e r a 

t u r e  was o n e - s id e d ,  e m p h a s iz in g  o n ly  t h e  p e r s o n s ,  o n ly  th e  

p r o c e s s e s ,  o r  o n ly  t h e  p r o d u c t s  r e l a t e d  t o  e f f e c t i v e  manag

in g .  Few, i f  a n y ,  c o n s id e r e d  th e  e n v iro n m en t o f  t h e  a c t i o n s . ^

F i n a l l y ,  a  r e q u i r e m e n t  f o r  good management i s  th e  

c o r r e c t  p e r c e p t i o n  o f  t h e  o r g a n i z a t i o n  o b j e c t i v e .  In  s t a g e  I

^ W il f re d  Brown, in te r v ie w  d u r in g  se m in a r ,  C h icag o ,
1 1 1 . ,  March 22 , 1972.
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o f  t h e  o r g a n i z a t i o n ’ s g row th , th e  o b j e c t i v e  i s  p ro b a b ly  e v i 

d e n t  t o  a l l ,  and  t h e r e  would be no n eed  f o r  p a r t i c i p a t i v e  

a r r a n g e m e n ts  i n  g o a l  s e t t i n g .  I t  c o u ld  j u s t  be " s t a y i n g  

a l i v e , "  a s  S t ie n m e tz  s u g g e s t s .^

S ta g e s  I I  and  I I I  m igh t l e n d  th e m se lv e s  t o  more p a r 

t i c i p a t i v e  means o f  o b j e c t i v e  s e l e c t i o n .  The o r g a n i z a t i o n  

would be l a r g e r  and  th e  members would t e n d  t o  f e e l  rem ote  

from  management. Goal a l ig n m e n t  c o u ld  be  f a c i l i t a t e d  by p a r 

t i c i p a t i o n  in  g o a l  s e l e c t i o n .  But th e  s i t u a t i o n  i n  S ta g e  IV 

i s  l e s s  c l e a r .  I f  t h e  same m anager i s  s t i l l  r e s p o n s i b l e  

( f rom  s t a g e s  I I  and  I I I )  i t  seems r e a s o n a b le  t o  assume t h a t  

he  m ig h t s t i l l  be u s in g  p a r t i c i p a t i v e  management. But i f  a  

new e x e c u t iv e  h a s  r e c e n t l y  been a p p o in t e d ,  c u r r e n t  l i t e r a t u r e  

q u o te d  i n  e a r l i e r  c h a p t e r s  i n d i c a t e s  an  a u t h o r i t a r i a n  mode o f  

o p e r a t i o n .  Thus i t  may be  n e c e s s a r y  t o  d iv id e  th e  S tag e  IV 

d a t a  i n t o  two c l a s s e s ,  o ld  management and  new management.

The q u e s t i o n n a i r e  d e s ig n  w i l l  a l lo w  t h i s .

T h is  h y p o t h e s i s  p r e s e n t s  a  m odel o f  m a n a g e r ia l  s t y l e  

w hich  may be used  a s  a  c h e c k l i s t  t o  a i d  in  i n t e r p r e t i n g  c u r 

r e n t  i n d u s t r i a l  and  governm ent p r a c t i c e s  f o r  i d e n t i f y i n g ,  

n u r t u r i n g ,  and m o t i v a t i n g  m anagers and  f o r  i n t e r p r e t i n g  r e 

s e a r c h  on m a n a g e r ia l  b e h a v io r  and  m a n a g e r ia l  e f f e c t i v e n e s s .  

The model s p e c i f i e s  t h a t  m a n a g e r ia l  s t y l e  sh o u ld  be a  f u n c 

t i o n  o f  t h e  o r g a n i z a t i o n ' s  l i f e  phase  c h a r a c t e r i s t i c s .

^Lawrence L. S t ie n m e tz ,  B u s in e s s  H orizons  (F e b r t .d ry ,
1969).
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M a n a g e r ia l  s t y l e  can  be a  f u n c t i o n  o f  complex i n t e r a c t i o n s  

b e tw een  a b i l i t y ,  m o t i v a t i o n ,  and o p p o r tu n i ty  v a r i a b l e s .

The m odel im p l i e s  t h e  im p o rtan c e  o f  r e j e c t i n g  s t a t i c  

c o n c e p ts  o f  p e r s o n s ,  work e n v iro n m en ts  and t h e i r  i n t e r a c t i o n .  

To be  p r e d i c t i v e ,  p r a c t i c e s  b e a r i n g  on m a n a g e r ia l  s t y l e  and 

t h e  r e s e a r c h  c o n c e rn in g  i t  must r e c o g n iz e  t h e  ch an g e s  o c cu r

r i n g  i n  p e o p le ,  th ro u g h  e x p e r i e n c e ,  e d u c a t io n ,  g ro w th ,  and 

i n  o r g a n i z a t i o n s  by  t h e i r  p r o g r e s s  th ro u g h  v a r i o u s  l i f e -  

p h a s e s .

Psycho logy

The a c c u m u la te d  knowledge o f  p sy cho logy  i s  d i f f i c u l t  

t o  a p p ly  d i r e c t l y  i n  t h e  p lacem en t o f  a  c h i e f  e x e c u t iv e  i n t o  

an  o r g a n i z a t i o n a l  l i f e - c y c l e  and m a n a g e r ia l  g r i d  c a t e g o r y .

The q u e s t io n  f i r s t  a r i s e s  a s  t o  w h e th e r  an  e x e c u t iv e  would 

change h i s  management s t y l e  in  r e s p o n s e  t o  th e  c h a n g in g  needs  

o f  h i s  o r g a n i z a t i o n ,  o r  w h e th e r  h i s  s t y l e  would be so i n 

g r a in e d  i n t o  h i s  p e r s o n a l i t y  t h a t  he  c o u ld  n o t  c h an g e ,  and 

w ould t h e r e f o r e  push t h e  company i n t o  r e p l a c i n g  h im . Con

f l i c t i n g  t h e o r e t i c a l  in f o r m a t io n  o f f e r s  no p r a c t i c a l  u t i l i t y .

I t  i s  known t h a t  i n d i v i d u a l s  p o s s e s s  a  g e n e r a l  r e 

s i s t a n c e  t o  ch an g e . The more d o g m a tic ,  t h e  g r e a t e r  th e  r e 

s i s t a n c e  (R obeach, 1 9 6 0 ) ;^  b u t  a  p e rv a s iv e  s tu d y  o f  execu

t i v e s  on t h i s  p o i n t  h a s  n o t  been  done to  th e  knowledge o f  th e  

a u t h o r .  By a n a l y s i s ,  how ever, i t  would a p p e a r  t h a t  th e

^ M ilto n  Robeach, The Open and C losed  Mind (New York* 

B a s ic  Books, i 960 ) .
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s u c c e s s f u l  e x e c u t iv e  would have o n ly  an  a v e ra g e  amount o f  

dogm atism . I f  he were v e ry  low in  dogm atism , i t  i s  c o n c e iv 

a b le  t h a t  h i s  p e r s o n a l i t y  f o r c e f u l n e s s  would be to o  low t o  

have p la y e d  any r e a l  p a r t  i n  g e t t i n g  him i n t o  th e  c h i e f  e x ec 

u t i v e  p o s i t i o n .  On t h e  o t h e r  h a n d , i f  i t  were to o  h ig h  i t  i s  

u n l i k e l y  he would be f l e x i b l e  enough t o  s u r v iv e  i n  h i s  p o s i 

t i o n  lo n g .  Perhaps t h i s  i s  th e  phenomenon b e in g  s tu d ie d *  

th e  man who i s  u n a b le  t o  change , and c o n se q u e n t ly  p u sh e s  th e  

company i n t o  d e c l in e  and h im s e l f  o u t  o f  a jo b .

The second q u e s t i o n  would b e ,  how would a  c h i e f  ex

e c u t i v e  re c o g n iz e  a  n eed  to  change h i s  s t y l e ?  The answ er 

would be t h a t  when s t r e s s e s  o f  t h e  jo b  r i s e  above t h e  t o l e r 

ance  th r e s h o ld  of t h e  e x e c u t iv e  due t o  i n a p p r o p r i a t e  mana

g e r i a l  s t y l e ,  a t  t h a t  p o in t  th e  e x e c u t iv e  must e i t h e r  make 

h i s  change to  l e s s e n  th e  s t r e s s  o r  l e a v e  th e  f i e l d .  I n  any 

c a se  he re sp o n d s  by h i s  a c t i o n s ,  e i t h e r  p o s i t i v e  a c t i o n  o r  

e sca p ism . I f  he c h o o ses  e s c a p e ,  t h e  p roblem  of change th e n  

becomes one of r e c o g n i t i o n  o f  th e  n eed  by th e  b o a rd  o f  d i 

r e c t o r s ,  and th e  s a t i s f a c t i o n  o f  t h a t  need  th rough  s e l e c t i o n  

o f  a  new e x e c u t iv e .

I f  t h e  e x e c u t iv e  choo ses  p o s i t i v e  a c t io n  a s  opposed 

t o  e sc a p ism , what d i r e c t i o n  does he t u r n ,  toward more a u th o r 

i t a r i a n i s m  o r  more p a r t i c i p a t i o n ?  At t h i s  p o in t  h i s  own p e r 

s o n a l  p e r c e p t io n  o f  th e  s i t u a t i o n  p l a y s  a  v i t a l  p a r t .  What 

he d o es  t o  a l a r g e  p a r t  depends on how he has  h a n d le d  s i m i l a r  

s i t u a t i o n s  in  th e  p a s t .  I f  he h as  h a n d le d  a n o th e r  s i m i l a r



68

s i t u a t i o n  w i th  p o s i t i v e  r e s u l t s  i n  one way, th e n  he i s  q u i t e  

l i k e l y  t o  r e v e r t  t o  t h i s  p r e v io u s ly  l e a r n e d  b e h a v io r  p a t t e r n .

I f  he h a s  p r e v i o u s ly  f a i l e d ,  th e n  h i s  c h o ic e  f i e l d  i s  much 

b r o a d e r ,  and t h e  s t r e s s  h ig h e r  due t o  t h e  l a c k  o f  e x p e c ta n c y  

o f  s u c c e s s .

Under m odera te  s t r e s s  s i t u a t i o n s  an  i n d i v i d u a l  b e 

comes l e s s  s p o n ta n e o u s ,  and more r i g i d ,  d e v e lo p s  a  n a r ro w in g  

and  d i s t o r t i o n  o f  p e r c e p t i o n ,  and e x h i b i t s  more o f  a  r e l i a n c e  

on " s a f e "  h a b i t u a l  r e s p o n s e s  i f  t h e y  a r e  a v a i l a b l e  i n  h i s  r e 

sp o n se  r e p e r t o i r e .  I f  r e l i e f  i s  n o t  g a in e d ,  and a n x i e t y  be

comes more s e v e r e ,  he w i l l  b e g in  t o  d e v e lo p  a d i s o r g a n i z a t i o n  

o f  b e h a v i o r ,  m a n i f e s te d  i n  s t e r e o t y p e d ,  u n a d a p t iv e ,  and  random 

p a t t e r n s  o f  r e s p o n s e s ,  and  e x h i b i t  i r r i t a b i l i t y  and d i s t r a c t -  

a b i l i t y .  T h is  ty p e  o f  b e h a v io r  would o b v io u s ly  be r e f l e c t e d  

in  h i s  e f f i c i e n c y ,  and  s i g n a l  a need  f o r  change in  m anagem ent.^

I t  i s  d i f f i c u l t  f o r  th e  d i s c i p l i n e  o f  p sy ch o lo g y  to  

o f f e r  v a l i d a t e d  p r e d i c t i v e  in f o r m a t io n  on th e  q u e s t i o n  o f  

management v / s .  o r g a n i z a t i o n  l i f e - c y c l e  due t o  th e  m u l t i p l i 

c i t y  o f  v a r i a b l e s - i n v o l v e d .  However, th e  p ro b a b le  a c t i o n s  o f 

a  p e r s o n  u n d e r  s t r e s s  m igh t be s i g n i f i c a n t .  In  s t a g e  IV, 

when t h e  m ost s t r e s s  a p p e a re d  t o  t a k e  p la c e  i n  th e  e x e c u t iv e  

p o s i t i o n ,  d r a s t i c  moves were common. T h is  was n o t  a t  v a r i 

a n ce  w i th  t h e  h a b i t u a l  r e s p o n s e s  t o  s t r e s s  r e p o r t e d  ab o v e .

Such in f o r m a t i o n  a s  c o u ld  be g a in e d  from  th e  s u g g e s te d  r e 

s e a r c h  w ould  be  a v a lu a b l e  a d d i t i o n  t o  th e  f i e l d s  o f  o rg a n 

i z a t i o n a l  and i n d u s t r i a l  p sy cho lo gy .

^ P r o f e s s o r  P a u l  D. J a c o b 's  l e c t u r e s  in  P sy ch o lo gy  4610
c l a s s ,  s p r i n g  1971
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A n th ro p o lo g y  and S o c io lo g y  

The A m erican  s o c i a l  s t r u c t u r e  h a s  assum ed f o r  g e n e ra 

t i o n s  t h e  p o s s i b i l i t y  o f  upward m o b i l i t y .  E d u c a t io n  i s  one 

o f  t h e  f a c t o r s  c o n s i d e r e d ,  a lo n g  w i th  b u s i n e s s  s u c c e s s ,  

w e a l t h ,  e t c .  S in c e  m ost o f  t h e  p o p u l a t i o n  can  a t  l e a s t  hope 

f o r  t h i s  upward p r o g r e s s i o n ,  i t  seem s l o g i c a l  t h a t  l e s s  em

p h a s i s  would be p u t  on s t a t u s  i n  t h i s  c o u n t r y .  I n  such  s i t u 

a t i o n s ,  a  more p a r t i c i p a t i v e  management s t y l e  c o u ld  be ex

p e c t e d .  S o c i o l o g i s t s ^  b e l i e v e  t h a t  a s  t h e  Am erican s o c i e t y  

m a tu re s  and  becomes l e s s  m o b ile  from  c l a s s  t o  c l a s s  (such  a s  

i n  Europe) th e  rew ard  o f  s t a t u s  w i l l  become more im p o r t a n t .

They a l s o  h ave  p o in te d  o u t  t h a t  many g e n e r a l  execu

t i v e s  have  a  "demand f o r  c o n t r o l , "  and  t h a t  t h i s  c a u s e s  them

t o  make r u l e s  f o r  u n i f o r m i ty  and s e t " u p  s t a n d a r d s  f o r  meas- 
2

u r i n g  r e s u l t s .  G iven th e  n e c e s s i t y  f o r  t e c h n o l o g i c a l  co

o r d i n a t i o n ,  t h e  e x e c u t i v e  i s  much more s e c u re  i f  h e  can  p r e 

d i c t  w hat p e o p le  w i l l  do i n  t h e  o r g a n i z a t i o n  and  i f  he h a s  

u n ifo rm  s t a n d a r d s  and  p o l i c i e s  so  t h a t  n o t  a l l  p a r t s  and 

p e o p le  n eed  be v iew ed  i n d i v i d u a l l y .  Throughout t h e  w r i t i n g s  

o f  B a rn a rd ^  t h i s  n e e d  was e x p re s s e d  i n  o r d e r l y  p r o c e d u r e s ,  

p o l i c i e s ,  and  s t a n d a r d s .

 ̂T. Caplow, The S o c io lo g y  o f  Work (M in n e a p o l is ,  Minn
e s o t a !  U n i v e r s i t y  o f  M inneso ta  P r e s s ,  l 9 6 ? .

2
Hampton, Summer, W ebber, O r g a n iz a t i o n a l  B e h av io r  

an d  th e  P r a c t i c e  o f  Management ( S c o t t ,  Poresman and  Company, 
G lenv iew , 1 1 1 . ) ,  p .  57&.

^ C h e s te r  B a rn a rd ,  The F u n c t io n s  o f  th e  E x e c u t iv e  
(C am bridge , M a s s a c h u s e t t s :  H a rv a rd  U n i v e r s i ty  P r e s s ,  1938 ) .
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One o f  th e  im p o r ta n t  o b j e c t i v e s  i n  any  o r g a n i z a t i o n  i s  

t h e  c o o r d i n a t i o n  o f  t h e  v a r i o u s  a c t i v i t i e s  which o c c u r  w i th in  

i t .  T h is  c o o r d i n a t i o n  f u n c t i o n  i s  n o rm a l ly  p e rfo rm ed  by th e  

c h i e f  e x e c u t iv e  o f  t h e  o r g a n i z a t i o n .  The m a n a g e r ia l  s t y l e  o f  

t h i s  p e rso n  i s  an  im p o r ta n t  d e p en d e n t  v a r i a b l e  i n  much o f  th e  

o r g a n i z a t i o n  t h e o r y .  In  p a r t i c u l a r ,  t h e  c o o r d i n a t i o n  o f  a c 

t i v i t i e s  i s  a l l e g e d  t o  become r e l a t i v e l y  more d i f f i c u l t  ( r e 

q u i r i n g  a  more th a n  p r o p o r t i o n a t e l y  g r e a t e r  e x p e n d i tu r e  o f  

t im e  o r  e n e rg y  o r  b o th )  w i th  an  in c r e a s e d  number o f  p e r s o n n e l  

and  w i th  a g r e a t e r  v a r i e t y  o f  r o l e  a c t i v i t i e s  o r  t a s k s .

F o r  exam ple , Durkeim r e p o r t e d  t h a t  g row ing  d e n s i t y  o f 

p o p u la t io n  i n  a s o c i e t y  r e s u l t s  i n  i n c r e a s i n g l y  com plex  form s 

o f  o r g a n i z a t i o n . ^  S i m i l a r l y ,  b o th  S p en ce r  and Simmel p ro 

po sed  t h a t  an  i n c r e a s e  o f  s i z e  n e c e s s i t a t e s  more complex
2

fo rm s o f  com m unica tion . I t  i s  commonly c la im ed  t h a t ,  i n  

a d d i t i o n  t o  i t s  e f f e c t  on o r g a n i z a t i o n a l  c o m p le x i ty ,  growth 

a l s o  b r i n g s  a b o u t  a  d i s p r o p o r t i o n a t e  i n c r e a s e  i n  th e  s i z e  o f  

t h e  a d m i n i s t r a t i v e  com ponen t.^  F i n a l l y ,  more and  more com

p l e x  t a s k s  may r e q u i r e  t h a t  th e  c o o r d i n a t i o n  o f  an  o rg a n iz a 

t i o n ' s  d i f f e r e n t i a t e d  com ponents be a cc o m p lish e d  b y  an

Emile Durkeim , On th e  S o c i a l  D iv i s io n  o f  L abor in  
S o c i e t y , t r a n s l a t e d  by George Sim pson, P a r t  i  (New York: 
M acm illan , 1933)»

2
H e r b e r t  S p e n c e r ,  P r i n c i p l e s  o f  S o c io lo g y ,  V ol. I  

(New York; A p p le to n ,  I 898 ) ,  pp. 525-528» George Simmel, "The 
Number o f Members a s  D e te rm in in g  t h e  S o c i o l o g i c a l  Form o f  th e  
G ro u p ,"  t r a n s l a t e d  by A. W. S m a ll ,  American J o u r n a l  o f  S o c i
o lo g y , 8 ( 1902- 1903 ) ,  1 -4 6 .

^Theodore Caplow, " O r g a n iz a t io n a l  S i z e , "  A d m in is t r a 
t i v e  S c ie n c e  Q u a r t e r l y , I  (M arch, 1 9 5 7 ) ,  484 -505 .
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i n c r e a s i n g l y  l a r g e r  a d m i n i s t r a t i o n . ^  A l l  t h e s e  f a c t o r s  c o u ld  

f o r c e  a  more p a r t i c i p a t i v e  s t y l e  on t h e  m anager.

T e r r i e n  and M i l l s  made th e  P a r k in s o n ia n  p r o p o s a l  t h a t  

" th e  r e l a t i o n s h i p  be tw een  th e  s i z e  o f  t h e  a d m i n i s t r a t i v e  com

p o n en t  and  th e  t o t a l  s i z e  o f  i t s  c o n t a i n i n g  o r g a n i z a t i o n  i s  

such t h a t  th e  l a r g e r  t h e  s i z e  o f  th e  c o n ta in i n g  o r g a n i z a t i o n ,

th e  g r e a t e r  w i l l  be t h e  p r o p o r t i o n  g iv e n  o ver  t o  i t s  adm in-
2

i s t r a t i v e  com ponent."

D e s p i te  th e  a p p a r e n t l y  w id e sp re a d  i n t e r e s t  i n  t h e  

o r g a n i z a t i o n  and i t s  c o m p l e x i t i e s ,  no s y s te m a t i c  e f f o r t  h a s  

been  u n d e r ta k e n  to  m atch  th e  e x e c u t iv e  s t y l e  t o  th e  o r g a n i 

z a t i o n  e n v iro n m en t.  T here  a r e  few c o m p a ra t iv e  s t u d i e s  o f  

members o f  d i f f e r e n t  o r g a n i z a t i o n s ,  p resum ab ly  b e c a u se  o f  t h e  

expense  o f  g a th e r in g  d a t a .  The te n d e n c y  in  r e s e a r c h  h a s  

b e en ,  i n s t e a d ,  t o  f o c u s  a t t e n t i o n  upon one o r  a t  m ost a  v e ry  

few o r g a n i z a t i o n s .  These s t u d i e s  p r e s e n te d  i l l u s t r a t i v e  ma

t e r i a l  a n d ,  a t  t im e s ,  s u g g e s t iv e  c o n c l u s i o n s ,  b u t  th e y  d id  

n o t  r e p r e s e n t  t e s t s  o f  t h i s  h y p o th e s i s  o r  i t s  c o n c lu s io n s .

S e v e r a l  b a s i c  t e n e t s  o f  a n th ro p o lo g y  gave i n s i g h t  

i n t o  t h e  p ro b a b le  m a n a g e r ia l  s t y l e s  t h a t  co u ld  be  e x p e c te d  

u n d e r  c e r t a i n  e n v iro n m e n ta l  c o n d i t i o n s .  Among them w ere 

m an 's  a t t i t u d e  to w a rd s  a u t h o r i t y ,  h i s  a t t i t u d e  to w a rd s  w ork .

Max Weber, The Theory of S o c i a l  and Economic O rgan i
z a t i o n , t r a n s l a t e d  by A. M. H enderson and T. P a rso n s  (New 
York; Oxford U n i v e r s i ty  P r e s s ,  1 9 ^ 7 ) ,  pp. 32^-337»

^F. C. T e r r i e n  and D. C. M i l l s ,  "The E f f e c t  o f  
C hanging S iz e  Upon th e  I n t e r n a l  S t r u c t u r e  o f  an  O r g a n iz a t i o n , '  
A m erican S o c i o lo g i c a l  Review, 20 (F e b ru a ry ,  1955)» 11.
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and  h i s  b e h a v io r  u n d e r  s t r e s s  o r  ch ang ing  c o n d i t i o n s .

Man n a t u r a l l y  a c c e p t s  a u t h o r i t y  and p ro b a b ly  d oes  n o t  

d i s l i k e  o r  r e s e n t  i t  a s  m ight be e x p e c te d .  From in f a n c y  on, 

a n  i n d i v i d u a l  i s  t r a i n e d  t o  a c c e p t  a u t h o r i t y ,  and  a s  he ma

t u r e s  h e  d e v e lo p s  a  p a t t e r n  of dependency and a c c e p ta n c e  of 

t h e  a u t h o r i t y  o f  p a re n th o o d ,  e x p e r i e n c e ,  know ledge, power, 

and  s t a t u s . ^

A u th o r i ty  i n c lu d e s  l e g a l ,  m o ra l ,  p s y c h o lo g ic a l  s t a t u s  

and  t e c h n i c a l  f a c t o r s .  T h e ir  r e l a t i v e  w e ig h ts  v a ry  w i th  th e  

p a r t i c u l a r  s i t u a t i o n ,  m a in ly  depend ing  on how p r e v a l e n t  and 

c o m p e l l in g  th e  a u t h o r i t a t i v e  s t i m u l i  a r e .  T his l e a d s  t o  th e  

s u p p o s i t i o n  t h a t  th e  more obv ious and p o w e rfu l  ( s t r u c t u r e d )  

t h e  s t i m u l i  i n  a  g iv e n  i n t e r p e r s o n a l  s i t u a t i o n  a r e ,  t h e  more 

p r e d i c t a b l e  and c o n s t a n t  th e  r e s p o n s e .  T h is  s u g g e s t s  th e  

a u t h o r i t a r i a n  method c o u ld  e l i c i t  a  u n ifo rm ly  p r e d i c t a b l e  

a c t i o n  by s u b o r d i n a t e s .

The m anager who h a s  th e  b e a r in g  and i n n e r  d r i v e  o f  a

l e a d e r  en h ances  com p liance  w ith  h i s  w ish e s .  H ay tho rn  found

t h a t  "when one member o f a  group  was a g g r e s s iv e ,  s e l f -

c o n f i d e n t ,  i n t e r e s t e d  in  an  i n d i v i d u a l  s o l u t i o n  t o  a  t a s k ,

and  showed i n i t i a t i v e ,  th e  o t h e r  members o f  th e  g rou p  showed
2

l e s s  o f  such  b e h a v io r  th a n  th e y  n o rm a lly  d id .* ' Thus a new

A. I n k e l e s  and D. J .  L ev in so n , " N a t io n a l  C h a r a c te r ;  
The S tu d y  of Model P e r s o n a l i t y  and S o c i o c u l t u r a l  S y s te m s ,"  in  
G ardner L in d zey , e d . , Handbook of S o c ia l  Psychology  
(C am bridge , M ass .;  1954), pp. 990-993»

2
C ite d  in  L. P. C a r t e r ,  " L e a d e rsh ip  and Sm all-G roup  

B e h a v io r ,"  in  M. S h e r i f  and M. 0. W ilson , e d s . .  Group R ela 
t i o n s  a t  t h e  C ro s s ro a d s  (Norman, Oklahoma; 1953)» P* 273*
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m anager co u ld  use  a u t h o r i t a t i v e  management w i th o u t  f e a r  o f 

r e v o l t .

S tu d e n ts  o f  a n th ro p o lo g y  and  s o c io lo g y  have o b se rv ed  

t h e  e f f o r t s  o f  many o c c u p a t io n s  t o  become " p r o f e s s i o n a l .

In  t h e  o r g a n i z a t i o n ,  a  p r o f e s s i o n a l  i s  an  e x p e r t  whose de

c i s i o n s  a r e  n o t  c h a l l e n g e d ,  who h a s  l i m i t e d  i n i t i a t i o n s  made 

t o  h im , and  who i s  a s s u r e d  o f  a  d e s i r a b l e  r e s p o n s e  when he 

i n i t i a t e s .  The r e s e a r c h  q u e s t i o n n a i r e  would i d e n t i f y  such 

men a s  " s t a f f . "  The s a f e t y  e n g in e e r  w an ts  t o  be r e c o g n iz e d  

a s  a  p r o f e s s i o n a l ,  b e c a u se  t h i s  means t h a t  o th e r s  c a n n o t  go 

t o  him and t e l l  him w hat t o  do; when he s e e s  a h a z a rd  t h a t  

n e e d s  c o r r e c t i o n ,  t h e  l i n e  manager t o  whom he se n d s  a  n o t i 

f i c a t i o n  w i l l  r e s p o n d .  These s i t u a t i o n s  i n d i c a t e  a  grow ing 

b u r e a u c r a c y .

The means o f  a t t a i n i n g  t h i s  i n c r e a s e d  s t a t u s  a r e  

many, and th e  modern " o r g a n i z a t i o n  man" i s  a d e p t  a t  t h e i r  

m a n ip u la t io n .  D ropping  a c t i v i t i e s  t h a t  do n o t  enhance  p r e s 

t i g e  i s  one such t e c h n iq u e ,  and c la im in g  t a s k s  t h a t  th e  

o r g a n i z a t i o n  a l r e a d y  a c c e p t s  a s  i n d i c a t i v e  of s t a t u s  i s  

a n o t h e r .  He can a t t e m p t  t o  r e s t r i c t  t h e  job  to  t h o s e  w ith  

r e c o g n iz e d  " p r o f e s s i o n a l "  t r a i n i n g  and  f a c i l i t a t e  t h e  c la im  

t o  such  p r e s t i g e  ( i . e .  job  d e s c r i p t i o n s ) .  In  a d d i t i o n ,  mov

i n g  o n e 's  p o s i t i o n  i n  th e  work f lo w  from  a  p o s i t i o n  where 

d e c i s i o n s  a r e  a c c e p te d  up to  a  p o s i t i o n  where one m ust be

^Conrad A re n sb e ry  and D ouglas  McGregor, "D e te rm in a 
t i o n  o f  M orale i n  an  I n d u s t r i a l  Company," A p p lied  A n th ro -  
p o lo g y ,  I  (1 9 4 2 ) ,  1 2 -3 4 .
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c o n s u l t e d  i s  a  u s e f u l  t a c t i c .

F i n a l l y ,  Max Weber h a s  g iv e n  p e rh a p s  t h e  b e s t  i n s i g h t  

i n t o  t h e  s o c i o l o g i c a l  p r e d i c t o r s  when he  c o n t r a s t e d  t h e  bu - 

r e a u r o c r a t i c  i n s t i t u t i o n  w i th  th e  " a u t h o r i t a r i a n "  o r  t r a d i 

t i o n a l .

A b u r e a u c r a c y  te n d s  t o  be c h a r a c t e r i z e d  by*
a.  D e f in e d  r i g h t s  and d u t i e s ,  which a r e  p r e s c r i b e d  

i n  w r i t t e n  r e g u l a t i o n s ;
b .  A u t h o r i t y  r e l a t i o n s  be tw een  p o s i t i o n s  w hich  a r e  

o rd e r e d  s y s t e m a t i c a l l y ;
c .  A ppo in tm en t and p ro m o tio n  w hich  a r e  r e g u l a t e d  

and  a r e  b a s e d  on c o n t r a c t u a l  a g re e m e n t;
d .  T e c h n ic a l  t r a i n i n g  o r  e q u i v a l e n t  e x p e r i e n c e  a s  

a  fo rm a l  c o n d i t i o n  of employment;
e .  F ix e d  m o n e ta ry  s a l a r i e s ;
f .  A s t r i c t  s e p a r a t i o n  o f  o f f i c e  and  in cum ben t in  

t h e  s e n s e  t h a t  th e  employee does n o t  own th e  
"means o f  a d m i n i s t r a t i o n "  and c a n n o t  a p p r o p r i a t e  
t h e  p o s i t i o n ;

g .  A d m i n i s t r a t i v e  work a s  a  f u l l - t i m e  o c c u p a t io n .
These c h a r a c t e r i s t i c s  s t a n d  f o r  c o n d i t i o n s  o f  em

p lo y m e n t which h av e  been more o r  l e s s  s u c c e s s f u l l y  i n 
s t i t u t e d  in  modern economic e n t e r p r i s e s  and g o v e rn 
m e n ta l  a g e n c ie s  i n  t h e  c o u rse  o f  r e c e n t  d e v e lo p m en ts  
o f  W este rn  c i v i l i z a t i o n .  To u n d e r s ta n d  th e  c o n c e p t  
" b u r e a u c r a c y "  f u l l y ,  i t  i s  n e c e s s a r y ,  t h e r e f o r e ,  t o  
c o n t r a s t  t h e s e  c h a r a c t e r i s t i c s  w i th  t h e  c o r r e s p o n d in g  
a s p e c t s  o f  an  a d m i n i s t r a t i v e  s t a f f  u n d e r  t r a d i t i o n a l  
a u t h o r i t y .

a .  In  p l a c e  o f  a  w e l l - d e f i n e d  im p e rso n a l  s p h e re  
o f  com p e ten ce , t h e r e  i s  a  s h i f t i n g  s e r i e s  o f  
t a s k s  and  powers com m issioned and g r a n t e d  by 
a  c h i e f  th ro u g h  h i s  a r b i t r a r y  d e c i s i o n  o f  th e  
moment.

b .  The q u e s t i o n  who s h a l l  d e c id e  a  m a t t e r - - w h ic h  
o f  h i s  o f f i c i a l s  o r  th e  c h i e f  h im s e l f  . . .  i s  
t r e a t e d  . . . ( e i t h e r )  t r a d i t i o n a l l y ,  on t h e  
b a s i s  o f  t h e  a u t h o r i t y  o f  p a r t i c u l a r  r e c e i v e d  
l e g a l  norm s o r  p r e c e d e n t s  (o r )  e n t i r e l y  on th e  
b a s i s  o f  t h e  a r b i t r a r y  d e c i s i o n  o f  t h e  c h i e f .

c .  As opposed  to  th e  b u r e a u c r a t i c  sy s tem  o f  f r e e  
a p p o in tm e n t ,  h o u se h o ld  o f f i c i a l s  and f a v o u r i t e s  
a r e  v e r y  o f t e n  r e c r u i t e d  on a  p u r e ly  p a t r im o n 
i a l  b a s i s  from among th e  s l a v e s  o r  s e r f s  o f  th e  
c h i e f .  I f  t h e  r e c r u i tm e n t  h a s  been  e x t r a -  
p a t r i m o n i a l ,  th e y  have te n d e d  to  be h o l d e r s  o f
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b e n e f i c e s  w hich  he h a s  g r a n t e d  a s  an  a c t  o f  
g ra c e  w i th o u t  b e in g  bound by any  fo rm a l  r u l e s .

d .  R a t io n a l  t e c h n i c a l  t r a i n i n g  a s  a  b a s i c  q u a l i f i 
c a t i o n  f o r  o f f i c e  i s  s c a r c e l y  t o  be found  a t  
a l l  among h o u se h o ld  o f f i c i a l s  o r  th e  f a v o u r i t e s  
o f  th e  c h i e f .

e .  In  p la c e  o f  r e g u l a r  s a l a r i e s ,  h o u se h o ld  o f f i c i a l s  
and  f a v o u r i t e s  a r e  u s u a l l y  s u p p o r te d  and eq u ip p ed  
i n  th e  h o u se h o ld  o f  t h e  c h i e f  and  from h i s  
p e r s o n a l  s t o r e s .  G e n e r a l l y ,  t h e i r  e x c lu s io n  
from  th e  l o r d ' s  own t a b l e  means th e  c r e a t i o n  o f  
b e n e f i c e s .  . . .  I t  i s  e a sy  f o r  th e s e  t o  become 
t r a d i t i o n a l l y  s t e r e o t y p e d  i n  amount and k in d .

The a r b i t r a r y  d e c i s i o n  and e s t a b l i s h m e n t  o f  "h o u se 

h o ld  o f f i c i a l s "  i s  n o t  a r c h a i c  a s  i t  so u n d s .  The m a n u fa c tu r 

i n g  e x e c u t i v e  who b r i n g s  h i s  own s t a f f  w i th  him t o  a  new po

s i t i o n ,  o r  t h e  u n i v e r s i t y  e x e c u t iv e  who t a k e s  h i s  f a v o r i t e  

s e c r e t a r y  a lo n g  t o  a  new o f f i c e  a r e  p r a c t i c i n g  th e  game o f  

" h o u s e h o ld  o f f i c i a l s  an d  f a v o u r i t e s "  j u s t  a s  s u r e l y  a s  t h e  

k in g s  a n d  s u l t a n s  o f  o l d .  And even tho ugh  th e y  m igh t be  i n  

a  b u r e a u c r a t i c  e n v iro n m e n t ,  t h e r e  would be  a u t h o r i t a r i a n  

o v e r t o n e s  t o  t h e i r  m etho ds .

S o c io lo g y  and a n th ro p o lo g y  d id  n o t  g iv e  c l e a r  d e f i n i 

t i o n s  o f  m a n a g e r ia l  s t y l e  e x p e c t a t i o n s .  But s e v e r a l  h i n t s  

w ere  o f f e r e d .  As th e  o r g a n i z a t i o n  g row s , and a  s t a f f  i s  

n e c e s s a r y  f o r  t e c h n i c a l  com m unication , t h e  e x e c u t iv e  may be 

f o r c e d  i n t o  a  more p a r t i c i p a t i v e  mode by  th e  " p r o f e s s i o n a l "  

r e q u i r e m e n t s  o f  h i s  s t a f f .  Because o f  t h e i r  s o c i a l  d e s i r e s  

and  e x p e c t a t i o n s ,  th e y  c o u ld  r e q u i r e  a  p a r t  i n  d e c i s i o n  mak

i n g ,  an d  more i m p o r t a n t ,  demand t r e a tm e n t  a s  e q u a l s .

^Max Weber, The Theory o f  S o c i a l  and  Economic Orga n i -  
z a t i o n ,  (New York: O xford U n iv e r s i ty  P r e s s ,  1 9 ^ 7 ) :  PP* 5^3»
544, 3 4 5 .
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A u t h o r i t a r i a n  a c t i o n s  m igh t n o t  be a c c e p te d .

C o n v e rse ly  t h e r e  c o u ld  be e x p ec te d  a  c e r t a i n  t o l e r 

ance  o f  th e  a u t h o r i t a r i a n  mode, due t o  th e  c o n d i t i o n in g  a l l  

p e o p le  r e c e i v e  from  in f a n c y  on. P a r t i c u l a r l y  l i k e l y  would be 

a  h ig h  a c c e p ta n c y  and  even d e s i r e  f o r  a u t h o r i t y  i n  t im e s  o f  

c r i s i s  and s t r e s s .

Prom t h e s e  s u g g e s t i o n s ,  i t  a p p e a re d  t h a t  a  p a r t i c i p a 

t i v e  management may be  fo r c e d  on o r g a n i z a t i o n s  d u r in g  s t a g e  

I I  an d  I I I .  S tag e  IV m igh t l i k e l y  have an  a u t h o r i t a r i a n  

s t y l e ,  i f  i t  was o b se rv ed  a f t e r  a c r i s i s  was r e c o g n iz e d  by 

th e  members o f  t h e  o r g a n i z a t i o n .

Summary and th e  Model 

The p r e v io u s  s e a r c h e s  th ro u g h  th e  d i s c i p l i n e s  o f  

Management T heo ry , P sy ch o lo gy , S o c io lo g y  and A n th ro p o lo g y , 

o f f e r e d  c e r t a i n  p r i n c i p l e s  which can  a i d  i n  p r e d i c t i n g  man

agem ent s t y l e s  u n d e r  c e r t a i n  c o n d i t i o n s .

S ta g e  I  o f  o r g a n i z a t i o n a l  grow th o f f e r s  a  r e l a t i v e l y  

s im p le  s tu d y .  With o n ly  few peop le  t o  work w i th ,  t h e  owner- 

m anager i s  o b v io u s ly  t h e  l e a d e r  and th e  p e rso n  who s e t s  th e  

o b j e c t i v e s .  No b u re a u c ra c y  h as  been  s e t  up, and t h e  n eeds  

f o r  a  t e c h n i c a l  s t a f f  a r e  n o t  y e t  f e l t .  The m anager h im s e l f  

m ust be a  r a t h e r  s t r o n g  p e r s o n a l i t y  i n  o r d e r  to  assume th e  

r i s k s  o f  a  new v e n t u r e .  So i t  i s  l i k e l y  t h a t  more a u t h o r i 

t a r i a n  s t y l e s  w i l l  be found  i n  t h i s  p h a se .

S ta g e  I I  f i n d s  t h e  o r g a n i z a t i o n  o u tg row ing  t h e  f i r s t  

l e v e l  a r ra n g e m e n t  and  th e  b e g in n in g  o f  "managing m a n a g e rs ."
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The c h i e f  e x e c u t iv e  c a n n o t  know f i r s t  hand a l l  i n f o r m a t io n  

needed  t o  make d e c i s i o n s .  He b e g in s  t o  r e l y  on o t h e r s ,  a n d ,  

i n  d o in g  s o ,  must l e t  them " p a r t i c i p a t e "  in  th e  management 

p r o c e s s .  And i n s t e a d  o f  managing f i r s t  l e v e l  l a b o r e r s ,  he  i s  

now m anaging a g roup  o f  p e o p le  w i th  c e r t a i n  management s k i l l s  

th e m s e lv e s .  The i n t e r a c t i o n  s t y l e  m ust change b e c a u se  th e  

p e r s o n a l i t i e s  o f  th e  p e o p le  b e in g  managed a r e  d i f f e r e n t .

They a r e  u sed  to  m aking d e c i s i o n s ,  and  w ould , by t h e i r  n a t u r e ,  

w ish  t o  be  c o n s u l te d  a b o u t  o b j e c t i v e s  c o n c e rn in g  t h e i r  " t e r 

r i t o r y . "

S ta g e  I I I  would be e x p e c te d  t o  have s i m i l a r  demands 

i n  s t y l e  t o  S tag e  I I .  However, th e  p r o f e s s i o n a l  s t a t u s  o f 

t h e  s t a f f  may be i n t e n s i f i e d ,  and  t h u s  co u ld  f o r c e  an  even 

g r e a t e r  amount o f  p a r t i c i p a t o r y  s t y l e  on th e  e x e c u t i v e .  And 

i t  c o u ld  be t h i s  l o s s  o f  a u t h o r i t y  t h a t  u l t i m a t e l y  c o u ld  

l e a d  t h e  o r g a n i z a t i o n  i n t o  S ta g e  IV and a  d e c l i n e .  The seem

in g  i n e v i t a b i l i t y  o f  such  a  c y c le  i s  ev id en ced  in  t h e  a c t i o n s  

o f  c e r t a i n  governm ent a g e n c ie s  and s i m i l a r  o r g a n i z a t i o n s .

S tag e  IV c o u ld  be exam ined i n  two p a r t s ,  and  m ight 

th e n  show two d i f f e r e n t  s t y l e s .  I f  t h e  o r g a n i z a t i o n  i s  ex

am ined b e f o r e  i t  r e c o g n iz e s  a  c r i s i s ,  p a r t i c i p a t i v e  manage

ment m ig h t  s t i l l  be u s e d ,  a s  a  c a r r y - o v e r  from S ta g e  I I I .

But a f t e r  a  c r i s i s ,  a  d i f f e r e n t  s i t u a t i o n  e x i s t s .  W hether i t  

i s  a  new c h i e f  e x e c u t i v e ,  o r  th e  o ld  one w ith  new m andates  

upon h im , we can e x p e c t  a u t h o r i t a t i v e  s t y l e s .  The demand 

w i l l  be f o r  q u i c k ,  e f f e c t i v e ,  d r a s t i c  and d e m o n s tra te d
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a c t i o n s .  These a r e  n o t  l i k e l y  t o  be a t t a i n e d  by com m ittee  

d e c i s i o n s  o f  th e  o ld  " s t y l e s "  u sed  i n  S ta g e  I I  and I I I .  

A u t h o r i t a t i v e  Management would be demanded o f  th e  e x e c u t i v e ,  

b o th  by th e  s i t u a t i o n ,  and  by h i s  s u b o r d i n a t e s .

The model i n d i c a t e d  by th e  above r e s e a r c h  s u g g e s te d  

a u t h o r i t a t i v e  management i n  S ta g e  I  and  h ig h ly  l i k e l y  in  

S ta g e  IV. S ta g e s  I I  and  I I I  would be e x p e c te d  t o  have p a r 

t i c i p a t i v e  management p a t t e r n s .  T h is  i s  shown by th e  c u rv e ,  

C h a r t  I I I  f o l lo w in g .



79

Chart III

THEORETICAL RELATIONSHIP CURVE

MANAGEMENT STYLE 
v / s

ORGANIZATION LIFE-CYCLE

•H

•H

I I I I I I IV

L i f e - p h a s e



CHAPTER V 

THE EXPERIMENT

In  o r d e r  t o  v e r i f y  th e  m odel c o n s t r u c t e d  i n  C h a p te r  

IV, i t  was f e l t  n e c e s s a r y  t o  o b t a i n  a s  much d a t a  a s  p o s s i b l e  

from  c u r r e n t  o p e r a t i n g  m anagers . T h e i r  m ethods o f  o r g a n iz 

i n g  s t a f f i n g ,  and c o n t r o l l i n g  would show th e  a c t u a l  c o n d i 

t i o n s  now p r e v a i l i n g  in  i n d u s t r y .  A t th e  same t im e ,  f a c t s  

c o n c e rn in g  t h e  econom ic s i t u a t i o n  o f  th e  f i rm  would have  to  

be  r e c o r d e d ,  so t h a t  t h e  l i f e - c y c l e  phase  co u ld  be i d e n t i f i e d .

The o n ly  f e a s i b l e  method o f  d a ta  g a th e r in g  a v a i l a b l e  

t o  t h e  a u t h o r  a p p e a re d  t o  be i n t e r v i e w s .  To s y s te m a t i z e  th e  

i n p u t ,  a  co m p reh en s iv e  q u e s t i o n n a i r e  was d e s ig n e d  c o v e r in g  

th e  s a l i e n t  p o i n t s  o f  management s t y l e  and o r g a n i z a t i o n  l i f e -  

p h a s e .  I t  i s  d e s c r i b e d  below .

Q u e s t io n n a i r e

The d e s c r i b e d  q u e s t io n n a i r e ^  e l i c i t e d  in f o r m a t io n  in  

a  r e a s o n a b l y  s h o r t  t im e  from busy  i n d u s t r i a l  e x e c u t i v e s .  The 

la n g u a g e  u se d  had t o  be f a m i l i a r  t o  them and u sed  in  everyday  

b u s i n e s s  c o n t e x t .  Time and e x p en se  c o n s i d e r a t i o n s  made d a ta

The q u e s t i o n n a i r e  d e s ig n  was a c c o m p lish e d  w i th  th e  
a s s i s t a n c e  o f  Mr, P r e s to n  H orstm an, Oklahoma U n i v e r s i t y ,  
Norman, Oklahoma

80
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g a t h e r i n g  by  h i r e d  (and u n s k i l l e d )  t h i r d  p a r t i e s  e s s e n t i a l . ^  

These p e o p le  had l i t t l e  knowledge o f  t h e  r e s e a r c h  s u b j e c t ,  

and  t h u s  e s t a b l i s h e d  an  " e x p e r im e n te r  b l i n d "  on th e  q u e s t i o n 

n a i r e  a d m i n i s t r a t i o n .  T h is  had th e  e f f e c t  o f  e l i m i n a t i n g  

e x p e r im e n te r  b i a s .

A f o r c e d  c h o ic e  s i t u a t i o n  was u sed  f o r  a l l  b u t  t h e  

f i r s t  few q u e s t i o n s ,  a l l o w in g  o n ly  r e s p o n s e s  t h a t  f i t  i n t o  

t h e  e x p e r im e n ta l  d e s ig n  c r i t e r i a  c l a s s e s .  T h is  e l im in a te d  

e x p e r im e n te r  s u b j e c t i v i t y  when e v a l u a t i n g  th e  an sw ers  and  

c l a s s i f y i n g  th e  v a r i o u s  r e s p o n d e n t s .

The f i r s t  q u e s t i o n s  were open r e s p o n s e ,  used f o r  ob

j e c t i v e  d a t a  c o n c e rn in g  t h e  o r g a n i z a t i o n :  a g e ,  number o f

e m p lo y ee s ,  and th e  l i k e .  I t  was f e l t  t h e s e  q u e s t i o n s ,  due to  

t h e i r  e a s e  o f  a n sw e r ,  w ould r e a s s u r e  b o th  th e  i n t e r v i e w e r  

and  t h e  r e s p o n d e n t .

Q u e s t io n s  r e v e a l i n g  management s t y l e  were s i m i l a r  to

th o s e  s u g g e s te d  by Dr. B u r t  S can lon  in  h i s  l e c t u r e s  o f  A p r i l ,  
2

1971. They fo l lo w e d  c l o s e l y  th e  c h a r a c t e r i s t i c s  l i s t e d  in  

C h a p te r  IV. The o r g a n i z a t i o n a l  l i f e - c y c l e  in fo rm a t io n  was a s  

l i s t e d  by  P a t to n .^  Most were s t r a i g h t f o r w a r d ;  a sm a l l  p e r 

c e n ta g e  were m i ld ly  d i s g u i s e d  t o  p r o t e c t  a g a i n s t  r e s p o n d e n t

^R. L. Kahn and C. F. Cannell, The Dynamics of Inter
viewing (New York: John Wiley and Sons, Inc., 195?)•

2
C h a r a c t e r i s t i c s  o f management s t y l e s ,  t a k e n  from  

c l a s s  n o t e s  in  P r o f .  B u r t  S c a n lo n 's  Management 52^3» "Organ
i z a t i o n  B e h a v io r ,"  A p r i l ,  1971» Oklahoma U n iv e r s i ty .

^Arch P a t to n ,  Top M anagem ent's  S ta k e  i n  th e  P ro d u c t  
L i f e - C y c l e ,  The Management Review, V o l. 48 (Ju ne  1 9 5 9 ) ,  9 -1 4 .
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b i a s .  A com ple te  q u e s t i o n n a i r e  i s  re p ro d u c e d  in  t h e  appen 

d i x .

D esign  C r i t e r i a  f o r  D ata  C o l l e c t i o n

The c h o ic e  f o r  each  q u e s t io n  was coded so  t h a t  th e  

r i g h t - h a n d  answ er had  th e  g r e a t e s t  n u m e r ic a l  v a lu e ,  l e f t - h a n d  

t h e  l e a s t .  By a d d in g  th e  t o t a l  v a lu e  o f  a l l  a n sw e rs ,  an  

in d e x  number r e s u l t e d  t h a t  c o u ld  c a t e g o r i z e  th e  r e s p o n d e n t .  

A n a ly s i s  p la c e d  th e  m anager i n  a  s p e c i f i c  • • s ty le ” p h a se .

A s p e c i a l  q u e s t i o n n a i r e  d e s ig n  was p r e f e r r e d  f o r  t h i s  

p r o j e c t ,  s in c e  no " s t a n d a r d "  t e s t  seemed a p p r o p r i a t e  f o r  to p -  

management r e s p o n s e s .  Because th e  q u e s t i o n n a i r e  u sed  was 

new, i t  was p r e - t e s t e d  on f i v e  c h i e f  e x e c u t iv e s  t o  d i s c o v e r i

1 .  Ease o f  i n t e r v i e w e r  a p p l i c a t i o n .

2 .  Ease o f  r e s p o n d e n t 's  r e p l y .

3 . R e l i a b i l i t y  o f  re s p o n s e  i n t e r p r e t a t i o n  w i th  r e f 

e re n c e  t o  r e s p o n se  e l i c i t e d .

S t a t i s t i c a l  P ro c e d u re s  

E x p e r im e n ta l  S t a t i s t i c a l  D esign

The e x p e r im e n ta l  d e s ig n  was used  t o  t e s t  th e  h y p o th 

e s i s :  do o r g a n i z a t i o n s  show a  te n d e n cy  tow ard  m a tch in g  th e

m ost e f f e c t i v e  management s t y l e  w i th  th e  p a r t i c u l a r  phase  of 

o r g a n i z a t i o n a l  l i f e - s t y l e  e x h ib i t e d  by th e  o r g a n iz a t i o n ?

The sam ple o f  o r g a n i z a t i o n s  used  in  th e  e x p e r im e n t  

was d e te rm in e d  by random ly s e l e c t i n g  com panies from th e  

Oklahoma D i r e c to r y  o f  M a n u fa c tu re r s ,  1972 which s a t i s f i e d  th e
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other experimental parameters. This generally consisted of 
discarding all firms not obviously engaged in traditional 
industrial activties. Firms engaged in food service, ad
vertising, and the like were not contacted. A stratified 
random sample was attempted to insure that an equal number of 
companies were selected in each phase of life-cycle, so that 
the results could be generalizable to companies in all phases 
of the cycle. The population did not offer randomly suf
ficient numbers of organizations; therefore some pre-selec
tion devices were necessary to get representative data.

In all cases, firms with less than five employees 
were deleted. . Firms with out-of-state management were found 
to be unresponsive so none were used. These exceptions, 
along with the inclusion of only traditional industries effec
tively limited the sample to the list remaining in the direc
tory.

The score determined on each questionnaire placed the 
chief executive and his organization in a particular cell.
The null hypothesis of the design stated there was no rela
tionship between management style and organizational life
cycle. Thus under this null situation the probability of an 
organization and its chief executive falling into a partic
ular cell is the same as any other cell. The chi-square 
design required expected cell numbers be determined by the 
null hypothesis; thus all expected cell numbers were equal 
under the null.
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4 X 4  CHI-SQUARE CONTINGENCY TABLE

A u th o r i 
t a r i a n

M o d e ra te ly
A uth .

M o d era te ly
P a r t .

Management S t y l e

P a r t i c i 
p a t i v e

Sample S iz e

D e te r m in a t io n  o f  sam ple s i z e  f o r  a  c h i - s q u a r e  d e s ig n  

i s  p r o b a b ly  th e  m ost d i f f i c u l t  p rob lem  a s s o c i a t e d  w i th  i t s  

u s e .  I t  i s  g e n e r a l l y  a c c e p te d  t h a t  t h e  l a r g e r  th e  sam ple 

s i z e  f o r  c h i - s q u a r e  t h e  b e t t e r  th e  a p p ro x im a t io n  o f  th e  c h i -  

s q u a re  d i s t r i b u t i o n  u se d  i n  th e  a n a l y s i s  f o r  s i g n i f i c a n c e .

Due t o  t h e  f a c t  t h a t  power d e t e r m i n a t i o n s  on c h i - s q u a r e  de

s i g n s  a r e  con founded  by t h e  problem  o f  h a v in g  a  s u f f i c i e n t  

e x p e c te d  number i n  each  c e l l  t o  u se  th e  c h i - s q u a r e  t a b l e s ,  an  

e x a c t  c a l c u l a t i o n  o f  sam ple  s i z e  n e c e s s a r y  t o  a c h ie v e  a  p r e 

d e te rm in e d  power l e v e l  was f o r  a l l  p r a c t i c a l  p u rp o se s  impos

s i b l e .  By r e f e r e n c e  (M en d en h a ll ,  1967 and Hays, 1 9 6 3 ) ^ '^  i t  

was d e te rm in e d  t h a t  a  minimum sam ple s i z e  o f t h r e e  p e r  c e l l ,  

o r  a  t o t a l  n  o f  48 o b s e r v a t i o n s  would y i e l d  a c c e p t a b l e  power

L. H ays, S t a t i s t i c s  (New York: H o l t ,  R i n e h a r t ,
and  W inston , I n c . ,  1 9 6 3 ) ,  pp. 584 and 597.

2
W. M en d en h a ll ,  I n t r o d u c t i o n  t o  P r o b a b i l i t y  and  S ta 

t i s t i c s  (B e lm o n t,  G a l . :  Belmont P u b l i s h in g  C o . ,  I n c . ,  1 9 6 ? ) ,
p .  251.
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u n d e r  t h e  d e s ig n .  The d e s ig n  a s  s t a t e d  would y i e l d  n i n e  de

g r e e s  o f  freedom .

D ata  A n a ly s i s

The d a ta  a n a l y s i s  i n  th e  c h i - s q u a r e  d e s ig n  i s  a c 

co m p lish ed  by a  s t a t i s t i c a l  com p arison  o f  th e  s q u a re d  d e v ia 

t i o n s  from th e  i n d i v i d u a l  c e l l  e x p e c te d  v a lu e s .  The f i n a l  

r e s u l t  o f  a  c h i - s q u a r e  a n a l y s i s  y i e l d s  a  v a lu e  which m ust be 

com pared t o  a  c h i - s q u a r e  s t a t i s t i c  t a b l e  t o  d e te rm in e  th e  

p r o b a b i l i t y  o f  ty p e  I  e r r o r  ( a lp h a )  f o r  t h e  v a lu e  o b t a i n e d .

A c h i - s q u a r e  v a lu e  o f  s u f f i c i e n t  a lp h a  l e v e l  (0 .0 5  o r  above) 

i n d i c a t e s  a  h ig h  p r o b a b i l i t y  t h a t  t h e r e  i s  a r e l a t i o n s h i p  be

tw een  th e  e x p e r im e n ta l  v a r i a b l e s ,  r e j e c t i n g  th e  n u l l  h y p o th 

e s i s .

A d d i t i o n a l l y ,  i f  s i g n i f i c a n c e  i s  found v i a  th e  c h i -  

s q u a re  s t a t i s t i c ,  t h e  c o n t in g e n c y  c o e f f i c i e n t  sh o u ld  be com

p u te d  t o  g iv e  an  i n d i c a t i o n  o f  th e  d e g re e  o f  r e l a t i o n s h i p .

The c o n t in g e n c y  c o e f f i c i e n t  i s  s i m i l a r  i n  i n f e r e n t i a l  m eaning 

t o  t h e  c o r r e l a t i o n  c o e f f i c i e n t .

S t a r t i n g  i n  l a t e  May, 1972 , i n t e r v ie w  a p p o in tm e n ts  

w ere  made w i th  e x e c u t iv e s  i n  t h e  Oklahoma C ity  and T u lsa  

a r e a .  In  o r d e r  t o  g iv e  com ple te  c r e d u l i t y  to  th e  r e q u e s t  f o r  

a n  i n t e r v i e w ,  a  l e t t e r  from th e  S cho o l o f  I n d u s t r i a l  E n g in e e r 

i n g ,  s ig n e d  by th e  D i r e c t o r ,  was u se d .^

• As th e  i n t e r v i e w s  p r o g r e s s e d ,  i t  became e v id e n t  t h a t  

t im e  and expense  l i m i t a t i o n s  would p r o h i b i t  g a th e r in g  a l l

^Appendix.
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data personally. Therefore, beginning July 1, questionnaires, 
with an explanatory letter,^ were mailed to qualified execu
tives statewide. The returns averaged about 30% per mailing, 
which was considered good. Examination of the questionnaires 
from personal interviews and mailed-in samples showed no 
discernible differences in answer patterns.

The personal interviews did offer one ancillary ad
vantage. In the course of the conversations, the executives 
involved would give their opinions on a wide range of sub
jects not always covered by the bare questions. This addi
tional information added a great deal of depth and background 
to the data. Extensive notes were taken during these con
versations, and the more salient points are covered later in 
this chapter.

In all, 48 questionnaires were completed. This re
sulted in a comprehensive documentation of current management 
thought, over 1900 individual question responses in all. Pew 
references to such extensive direct research have been noted 
in recent academic literature.

In order to divide the responses evenly into organi
zational life phase categories, the responses were scored and 
rank ordered along the life phase continuum. The first 
twelve respondents were placed in phase one, or inception; 
the next twelve in phase two, growth; the third group into 
phase three, or maturity; and the last twelve into the fourth

^Letter copy Appendix.
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p h a s e ,  d e c l i n e .  The management s t y l e  s c o r e s  were s i m i l a r l y  

a r r a y e d .

The r e s p o n s e s  w ere  th e n  p la c e d  i n t o  c e l l s  o f  a  c h i -  

sq u a re  c o n t in g e n c y  t a b l e  f o r  a n a l y s i s .  (C h a r t  IV, f o l l o w in g . )  

C om puta tion  o f  t h e  c h i - s q u a r e  s t a t i s t i c  y i e l d e d  a  v a lu e  o f  

5 . 29060 . The v a lu e  was compared t o  a  c h i - s q u a r e  c r i t i c a l  

v a lu e  t a b l e  w here  i t  was d e te rm in e d  t h a t  a  v a lu e  o f  1 6 .9  was 

n eed ed  t o  y i e l d  s i g n i f i c a n c e  a t  t h e  O.05  a lp h a  l e v e l .  From 

t h i s  i n f o r m a t i o n ,  and e x t r a p o l a t i o n  from th e  t a b l e ,  i t  was 

d e te rm in e d  t h a t  th e  computed l e v e l  o f  s i g n i f i c a n c e  was 0 . 2 5 , 

i n d i c a t i n g  a  n o n -ch a n ce  s u p p o r t  o f  th e  a l t e r n a t e  h y p o th e s i s  

25 p e r c e n t  o f  t h e  t im e  i n  r e p l i c a t i o n s .  Computed a lp h a  l e v e l  

was 0 .75»

The c o n t in g e n c y  c o e f f i c i e n t  was computed from th e  

d a t a ,  a n d  a v a lu e  o f  0 .32021 was o b ta in e d .  T h is  v a lu e  i n d i 

c a t e d  a  p o s i t i v e  c o r r e l a t i o n  i n  th e  ne ig h b o rh o o d  o f  0 .3 2  be 

tw een l e v e l  o f  a u t h o r i t a r i a n  management and o r g a n i z a t i o n a l  

l i f e  p h a s e .  The p e rc e n ta g e  o f  v a r i a b i l i t y  a c c o u n te d  f o r  by 

th e s e  two v a r i a b l e s  was found  t o  be 9.901  p e r c e n t .

I n d i v i d u a l  c e l l  v a lu e s  were a n a ly z e d  e m p i r i c a l l y ,  

and s e v e r a l  s i g n i f i c a n t  d e p a r t u r e s  from th e  e x p e c te d  c e l l  

v a lu e  r a n g e  w ere  fo u n d . In  t h e  i n c e p t i o n  phase  o f  t h e  o rgan 

i z a t i o n a l  c y c l e  i t  was found  t h a t  a l l  s t y l e s  o f  management 

were i n d i c a t e d  by th e  r e s p o n d e n t s ,  a  random s i t u a t i o n .  In  

th e  d e c l i n e  p h a se  an  u n u s u a l  d e v i a t i o n  was fou nd . S e v en ty -  

f i v e  p e r c e n t  o f  th e  r e s p o n d e n t s  in  t h i s  phase i n d i c a t e d
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e i t h e r  ex trem e  a u t h o r i t a r i a n  s t y l e ,  o r  ex trem e p a r t i c i p a t i v e .  

A d d i t i o n a l  g r a p h i c a l  r e p r e s e n t a t i o n s  o f  th e  d a ta  a r e  shown on 

C h a r ts  V, V I, V I I ,  and  V I I I .

The mean s c o r e  f o r  management s t y l e  was 2 .4 0 5 5  w i th  

a  s t a n d a r d  d e v i a t i o n  o f  O .3032 . The mean o r g a n i z a t i o n a l  

l i f e - p h a s e  s c o r e  was 2 . 3316 , w h i le  i t s  s t a n d a r d  d e v i a t i o n  

computed a s  O .3162 . A c o r r e l a t i o n  be tw een  th e  r e s p o n d e n t s '  

judged  s t y l e  and  h i s  o r g a n i z a t i o n ' s  phase  by means o f  t h e  

P ea rso n  P ro d u c t  Moment method was com puted. The a n a l y s i s  

y i e l d e d  a  n e g a t i v e  O.O818 c o r r e l a t i o n .  F o r  s i g n i f i c a n c e  a t  

t h e  0 .0 5  a lp h a  l e v e l  a  c o r r e l a t i o n  o f  0.2875  was n e e d e d .^

In  v ie w in g  l i f e  c y c le  a s  a  f u n c t i o n  o f  management 

s t y l e  i t  was n o te d  t h a t  o v e r  o n e - h a l f  o f  t h e  t o t a l  c h i - s q u a r e  

v a lu e  was c o n t r i b u t e d  by th e  l e v e l  t h r e e  management s t y l e  

com ponent, m o d e ra te  a u t h o r i t a r i a n .

As n o te d  e a r l i e r  i n  t h e  c h a p t e r ,  th e  p e r s o n a l  i n 

t e r v ie w s  o f f e r e d  l u c i d  management comments on many o r g a n iz a 

t i o n a l  s u b j e c t s .  Some o f  t h e  more i n t e r e s t i n g  a r e  q u o te d  

h e r e .

The n e ed  f o r  a c c u r a t e  management d a ta  was f e l t  by 

m ost m anagers ;  how ever, t h e y  to o k  w id e ly  d i v e r s e  ways to  

a c c o m p lish  com m unica tion . One m anager ( an e n g in e e r  by p ro 

f e s s i o n ) ,  had  a  d a i l y  r e p o r t  s u m b i t t e d  t o  him show ing a l l  

p r o d u c t io n  p l a n s  f o r  up t o  f o u r  m onths in  a d v an c e .  T h is ,  he 

s a i d ,  k e p t  him from  h a v in g  any  u n p le a s a n t  s u r p r i s e s .

^W. G. C ochran , "The C h i - s q u a re  T es t  o f  Goodness o f 
F i t , "  A nna ls  o f  M a th em atic s ,  23 ( 1 9 5 2 ) ,  p. 2 57 .
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Chart II

LIFE-PHASE DISTRIBUTION
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Chart VIII

MANAGEMENT STYLE DISTRIBUTION
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The V i c e - P r e s i d e n t  o f  a  v e ry  l a r g e  company had  j u s t  

i n s t i t u t e d  a  s e r i e s  o f  c o f f e e  cup m e e t in g s .  Groups o f  6 -8  

men, fo rem en and  2nd l e v e l  m an ag ers ,  would m eet w i th  him 

u n d e r  a  n o - h o l d s - b a r r e d  s e t  o f  r u l e s .  A l l  g r i p e s  c o u ld  be 

a i r e d  and  no r e p r i s a l s  w ould r e s u l t .  When q u e r i e d  a b o u t  t h e  

a t t i t u d e  o f  t h e  b y -p a s s e d  u p p e r  l e v e l  m anagers he s a i d ,  "Ah, 

t h e i r  n o s e s  g e t  b e n t  o u t  o f  shape  a  l i t t l e ,  b u t  i t ' s  w orth  

i t  f o r  me t o  g e t  t h e  f i r s t  hand i n f o r m a t i o n . "

The te rm  " p a r t i c i p a t i v e  management" was n o t  unknown 

t o  t h e s e  i n d u s t r y  l e a d e r s .  P ro m in e n t ly  d i s p l a y e d  i n  one 

lo b b y  was a  s t a te m e n t  o f  management p h i lo s o p h y  which s a i d  i n  

p a r t :

We o f  t h e  b la n k  d e p a r tm e n t  s t a n d  f o r  p a r t i c i p a t i v e  
management s t y l e  th u s  p r o v id in g  room f o r  c r e a t i v i t y ,  
o p p o r t u n i t y ,  e f f e c t i v e n e s s  and s a t i s f a c t i o n  f o r  a l l  
em ployees .

But th e y  a l s o  r e m o n s t r a te d :

We u rge  management d i s c i p l i n e  th ro u g h  commitment 
t o  o u r  p u b l i s h e d  s t a n d a r d  o p e r a t in g  p ro c e d u r e s .

A n o th e r  i n t e r e s t i n g  com parison  o f  t h e o r y  t o  c u r r e n t  

p r a c t i c e  was t h a t  o f  o r g a n i z a t i o n  s t r u c t u r e  and  span  o f  con

t r o l .  Q u e s t io n  number 8 a s k s  "How l a r g e  i s  y o u r  span  o f  con

t r o l ? "  F o r t y - e i g h t  p e r c e n t  o f  a l l  r e s p o n d e n ts  i n d i c a t e d  a  

p e r s o n a l  span  o f  c o n t r o l  o f  6 o r  m ore. T h is  i s  t h e  above 

ra n g e  s u g g e s te d  by m ost o f  th e  academ ic  l i t e r a t u r e .  For i n 

s t a n c e ,  E r n e s t  Dale^ q u o te s  F ayo l a s  s t a t i n g  f l a t l y  "no su 

p e r i o r  s h o u ld  have more th a n  s i x  im m ediate  s u b o r d i n a t e s . "  I t

^ E r n e s t  D a le ,  Management Theory and P r a c t i c e  (2nd e d . j  
New York: M cGraw-Hill, 19&9), p. 190.



95
i s  q u i t e  common t o  se e  a  t y p i c a l  o r g a n i z a t i o n  c h a r t  o f  a  man

u f a c t u r i n g  company which shows f o u r  d i v i s i o n s  ( S a l e s ,  P roduc

t i o n ,  E n g in e e r in g ,  and F in a n c e )  r e p o r t i n g  to  th e  g e n e r a l  

m an ag er .  However, d u r in g  c e r t a i n  o f  t h e  p e r s o n a l  i n t e r v i e w s  

i t  became e v id e n t  t h a t  t h e  " e f f e c t i v e "  span o f  c o n t r o l  m ig h t 

b e  e v en  l a r g e r  th a n  th e  f o r m a l .  The e x e c u t iv e s  i n d i c a t e d  

t h a t  some f u n c t i o n s  r e q u i r e d  more o f  t h e i r  p e r s o n a l  a t t e n t i o n  

and  t h u s  e x te n d e d  t h e i r  p e r s o n a l  sp a n .

There  was a  te n d e n c y  among o r g a n i z a t i o n s  t o  e n la r g e  

t h e  e x e c u t i v e  span  o f  c o n t r o l  and th u s  re d u c e  th e  l e v e l s  o f  

o r g a n i z a t i o n .  R ecent f o r c e d  econom ies was t h e  u s u a l  r e a s o n  

g i v e n ,  b u t  t h i s  move a l s o  a p p e a re d  t o  improve co m m unica tions .

One l a r g e  company was m in u te ly  s tu d y in g  t h e i r  fo rm a l  

o r g a n i z a t i o n  s t r u c t u r e  w i th  t h e  g o a l  o f  e l i m i n a t i n g  a t  l e a s t  

one c o m p le te  l e v e l ,  a s  w e l l  a s  e f f e c t i n g  a 10 t o  15 p e r c e n t  

r e d u c t i o n  i n  a d m i n i s t r a t i v e  c o s t s .  They e x p e c te d  t o  i n c r e a s e  

lo w e r  l e v e l  s u p e r v i s o r y  sp a n s  from 10 to  13 o r  l 4  and t o  i n 

c r e a s e  h i g h e r  l e v e l  sp an s  by p r o p o r t i o n a l  am ounts.

Such a  move was n o te d  r e c e n t l y  i n  B u s in e ss  Week, 

when th e  o r g a n i z a t i o n a l  changes  made by K a i s e r  A lum inum 's 

new p r e s i d e n t ,  C o r n e l l  M a ie r ,  were d e s c r i b e d .

He s t a r t e d  b e l t  t i g h t e n i n g  e a r l y .  K a i s e r ' s  o v e r 
h ead  c o s t s  a r e  down 10^ t h i s  y e a r  from l a s t ,  and  em
p loym en t h a s  b een  trim m ed l i #  i n  t h r e e  y e a r s .  The new 
p r e s i d e n t  h a s  a l s o  c u t  away s e v e r a l  management l a y e r s  
t o  c r e a t e  w hat he c a l l s  a  " f l a t "  o r g a n i z a t i o n a l  s t r u c 
t u r e .  "T h a t  means I  have  a  l o t  o f  p e o p le  r e p o r t i n g  to  
m e,"  he s a y s .

^ B u s in e s s  Week (A ugust 5» 1 9 7 2 ) ,  24 .
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S e v e r a l  o f  t h e  m anagers  in te r v ie w e d  had  an  o b v io u s  

f l a t  2 - l e v e l  o r g a n i z a t i o n  a t  t im e s .  They were o b se rv ed  

h a n d l in g  p rob lem s d i r e c t l y  w i th  l i n e  p e r s o n n e l ,  c o m p le te ly  

g o in g  a ro u n d  m id d le  management. I t  a p p e a re d  t h e s e  m anagers 

a l lo w e d  m id d le  management t o  ru n  o n ly  t h e  " r o u t i n e " ;  th e y  

th e m s e lv e s  made a l l  s p e c i a l  o r  n o n - r o u t in e  d e c i s i o n s .

Q u e s t io n  2 8 j "Where do you p la c e  management empha

s i s ? "  was a s k e d  a s  a  p a r t  o f  t h e  f i r m ' s  l i f e - c y c l e  p r o f i l e .  

But t h e  r e s p o n s e s  i n  t h e  i n t e r v i e w s  e l i c i t e d  i n t e r e s t i n g  man

agem ent s t y l e  i n f o r m a t io n .

One p r e s i d e n t  o f  an  o b v io u s ly  w e l l  managed company 

s a i d  " I  d o n ' t  r e a l l y  l i k e  t o  manage a t  a l l .  I  j u s t  a r r a n g e  

t h i n g s  so  my p e o p le  can do t h e i r  w o rk ."

A n o th e r  m anager o f  a  l a r g e  company i n d i c a t e d  t h a t  he 

p la c e d  h i s  p e r s o n a l  em phasis  i n  a r e a s  where he f e l t  h i s  s t a f f  

was n o t  c o m p le te ly  c o m p e te n t .  In  o t h e r  w o rd s ,  i f  a  man had 

th e  c o n f id e n c e  o f  t h e  m anager, he was g iv e n  much freedom  o f  

a c t i o n .  I f  t h e  m anager had some d o u b ts  a b o u t  an  a r e a ,  he 

lo o k ed  v e ry  c l o s e l y  o v e r  t h a t  m a n a g e r 's  s h o u ld e r .

I t  w ould  be e x p e c te d  t h a t  th e  m anagers would w atch  

most c l o s e l y  t h e  a r e a  i n  w hich  th e y  were t r a i n e d  ( i . e .  

E n g in e e r s  w a tch  e n g in e e r i n g ,  e t c . ) ;  b u t  t h i s  was n o t  shown by 

th e  r e s p o n s e s .  The o n ly  p a t t e r n  n o te d  was t h a t  t h e  m anagers 

a l l  t e n d e d  t o  p u t  t h e i r  e f f o r t s  tow ard  th e  a r e a s  w i th  im

m e d ia te  and c u r r e n t  p ro b le m s .  The c o l l e g e  b re d  m anagers (a  

l a r g e r  g ro u p  o f  th e  r e s p o n d e n t s )  u s u a l l y  worked w i th  t h e i r
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im m edia te  s u b o r d i n a t e s .  The u p - f r o m - th e - r a n k s  m anagers 

te n d e d  t o  go  f u r t h e r  down i n t o  t h e  o r g a n i z a t i o n  and h a n d le  

more d e t a i l .



Chapter VI

CONCLUSIONS AND RECOMMENDATIONS

New Knowledge 

The r e s e a r c h  r e p o r t e d  above h a s  i n d i c a t e d  c e r t a i n  

a r e a s  o f  new knowledge i n  d e v e lo p in g  an  e x te n s i o n  o f  o rgan 

i z a t i o n  t h e o r y .

1 . There i s  a  s t r o n g  p o s s i b i l i t y  t h a t  a  r e l a t i o n s h i p  

e x i s t s  be tw een th e  c h i e f  e x e c u t i v e ' s  " s t y l e "  and  t h e  l i f e -  

phase  o f  h i s  o r g a n i z a t i o n .  R esea rch  o f  academ ic  l i t e r a t u r e  

would i n d i c a t e  t h e  e x e c u t iv e  m ight be e x p e c te d  t o  u se  a u th o r 

i t a r i a n  m ethods d u r in g  th e  i n c e p t i o n  and d e c l i n e  p h a se s  o f  

o r g a n i z a t i o n  l i f e .  A more p a r t i c i p a t i v e  mode m ig h t  be u se d  

d u r in g  th e  grow th and m a tu r i t y  p h a s e s .

These chan ges  in  t h e  m a n a g e r ia l  m ethods a p p e a r  t o  be 

i n t r i n s i c  i n  th e  o r g a n i z a t i o n a l  s i t u a t i o n ,  and  a r e  i n e v i t a b l y  

f o r c e d  on th e  e x e c u t iv e  by s o c i a l  and economic f o r c e s  beyond 

h i s  c o n t r o l .  I f  i t  i s  an  a c c e p te d  f a c t  t h a t  o r g a n i z a t i o n s  

must grow, th e n  t h e r e  a r e  p r e d i c t a b l e  ch anges  i n  t h e s e  s o c i a l  

and economic f o r c e s .

A t i n c e p t i o n ,  th e  o r g a n i z a t i o n  i s  s im p le ,  u s u a l l y  

one l e v e l ,  and a u t h o r i t a r i a n  methods would be b o th  n a t u r a l

98
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and  e f f e c t i v e .  But a s  t h e  num ber o f  p e o p le  in v o lv e d  g e t s  

l a r g e r »  many i n t e r r e l a t i n g  p r e s s u r e s  b e g in  t o  demand c h an g es  

i n  t h e  method o f  com m un ica tio n , c o n t r o l ,  m o t i v a t i o n ,  o r g a n iz a 

t i o n  s t r u c t u r e ,  and  th e  s e t t i n g  o f  o b j e c t i v e s .

T h e re fo re  th e  g row th  and  m a t u r i t y  p h a se s  o f  o r g a n i z a 

t i o n  l i f e  r e q u i r e ,  by th e  n a t u r e  o f  t h e s e  p r e s s u r e s ,  an  

i n c r e a s i n g l y  p a r t i c i p a t i v e  s t y l e  o f  m anaging . The p e o p le  

managed a r e  a l s o  m anagers i n  t h e i r  own r i g h t ,  and  have  a  

b u i l t  i n  p s y c h o lo g ic a l  and  s o c i a l  r e s i s t a n c e  t o  a u t h o r i t a r 

i a n  m e th o d s . Com m ittees r u l e  t h e  d ay .

But i t  a p p e a r s  t h a t  many o r g a n i z a t i o n s  u l t i m a t e l y  

f i n d  th e m s e lv e s  i n  t h e  d e c l i n e  phase  o f  l i f e .  H ere th e  s o c i a l  

and  econom ic p r e s s u r e s  som etim es a c t  i n  random d i r e c t i o n s .

The o r g a n i z a t i o n  r e s i s t s  c h a n g e ,  and y e t  change i s  v i t a l  t o  

i t s  econom ic e x i s t a n c e .  The p s y c h o lo g ic a l  make-up o f  t h e  

e x e c u t iv e  may f o r c e  him t o  c o m p le te ly  p a r t i c i p a t i v e  o r  h e a v i 

l y  a u t h o r i t a r i a n  m ethods a s  a  means o f  r e l i e v i n g  h i s  p e r s o n a l  

s t r e s s .  Some i n d i c a t i o n  o f  e x tre m e s  in  method w ere n o te d  i n  

t h e  e x p e r im e n ta l  d a ta  on t h i s  p h a se .

Examples o b ta in e d  from  c u r r e n t  b u s i n e s s  s o u r c e s  b e a r  o u t  

t h e  c o n c lu s io n  t h a t  t h e  u l t i m a t e  s o l u t i o n  t o  t h e  S ta g e  IV 

trau m a  i s  an  a u t h o r i t a r i a n  method o f  c o n t r o l  t o  i n s u r e  r a p i d  

c h a n g e .  Once t h i s  change i s  a c c e p te d  by th e  ( re m a in in g )  mem

b e r s  o f  t h e  o r g a n i z a t i o n ,  e f f i c i e n t  and  p r o f i t a b l e  o p e r a t i o n s  

a r e  p o s s i b l e .

Thus a t  any  s t a g e  o f  o r g a n i z a t i o n  l i f e  an  e x e c u t iv e
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whose p e r s o n a l  s t y l e  i s  n o t  c o m p a t ib le  w i th  th e  o r g a n iz a 

t i o n ' s  l i f e - c y c l e  m ig h t f i n d  l e s s  s u c c e s s  th a n  one w i th  an  

a p p r o p r i a t e  s t y l e .

2 ,  The span  o f  c o n t r o l  o f  t h e  t y p i c a l  i n d u s t r i a l  ex

e c u t iv e  was foun d  t o  be l a r g e r  t h a n  a n t i c i p a t e d .  A p prox i

m a te ly  f i f t y  p e r c e n t  o f  t h e  r e s p o n d e n t s  c la im ed  a  span  o f  s i x  

o r  m ore, and o t h e r  i n d i c a t o r s  s u g g e s te d  an a c t u a l  span  even  

h i g h e r .

T h is  c o u ld  be c o n s t r u e d  a s  i n d i c a t i n g  a  much h i g h e r  

i n c id e n c e  o f  a u t h o r i t a r i a n  b e h a v io r  th a n  r e p o r t e d  i n  th e  

f i e l d  r e s e a r c h .  The span  o f  c o n t r o l  o f  a  p a r t i c i p a t i v e  man

a g e r  i s  s u g g e s te d  a s  b e in g  t h r e e ,  y e t  m ost m anagers i n t e r v ie w 

ed r e p o r t e d  a  sp an  of f i v e  o r  m ore. The t r e n d  a t  a l l  l e v e l s  

was to w ard  h i g h e r ,  n o t  lo w e r ,  s p a n s .  While t h e  r e a s o n s  g iv e n  

were econom ic , t h i s  c o u ld  a l s o  p r e d i c t  a  r e t u r n  t o  more a u th 

o r i t a r i a n  m e th o d s . A ga in , t h i s  o r g a n i z a t i o n a l  change a p p e a r 

ed to  be f o r c e d  on th e  e x e c u t iv e s  in v o lv e d .  Not o n ly  would 

th e  w id e n in g  o f  c o n t r o l  sp an s  a f f e c t  needed  econo m ies , i t  

would a l s o  re d u c e  t o  some e x t e n t  t h e  com m unication p rob lem s 

o f  a  m an y - la y e re d  s t r u c t u r e .  Many e x e c u t iv e s  c i t e d  t h i s  a s  

one o f  t h e i r  m a jo r  p rob lem s.

3» The in c id e n c e  o f  t h e  i n c e p t i o n  and  d e c l i n e  p h ases  

o f  o r g a n i z a t i o n  l i f e  i s  e v i d e n t l y  s m a l l  compared t o  th e  t o t a l  

p o p u la t io n .  The a c c u r a t e  i d e n t i f i c a t i o n  o f  l i f e - p h a s e  c a l l s  

f o r  d e t a i l e d  and  c o n f i d e n t i a l  econom ic in f o r m a t io n  n o t  

u s u a l l y  a v a i l a b l e  t o  t h e  academ ic  r e s e a r c h e r .
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T h is  l i f e - p h a s e  i d e n t i f i c a t i o n  c o u ld  be f a c i l i t a t e d  

by  r e s e a r c h  h a v in g  a  t im e  d im en s io n  o f  s e v e r a l  y e a r s  o r  m ore. 

The t r e n d  l i n e  o f  p r o f i t s ,  s a l e s  volume and  l a b o r  s t a t i s t i c s  

a r e  much more im p o r ta n t  th a n  th e  o n e - t im e  r e c o r d i n g  o f  c u r 

r e n t  o p e r a t i n g  c o n d i t i o n s .  The s t a t e  o f  t h e  n a t i o n a l  economy 

h a s  a n  e f f e c t  on t h e s e  s t a t i s t i c s ,  and c o u ld  g iv e  a  f a l s e  

r e a d i n g  o f  th e  l i f e - p h a s e  i n  c e r t a i n  s i t u a t i o n s .  In  t h i s  i n 

s t a n c e  t h e  f i e l d  r e s e a r c h  was co n duc ted  a t  t h e  e v id e n t  end 

o f  a n  economic d o w n - tu rn .  Some f i r m s  were ex p an d in g  t o  m eet 

t h e  demands o f  i n c r e a s e d  s a l e s ,  w h i le  o t h e r s  were s t i l l  t r y 

i n g  t o  i n s t i t u t e  econom ies t o  a v o id  l o s s e s .  A l l  t h e s e  f a c t 

o r s  i n d i c a t e d  a  c o m p l ic a te d  r e l a t i o n s h i p  n e e d in g  d e t a i l e d  

in f o r m a t io n  f o r  a c c u r a t e  a n a l y s i s .

4 .  A need  e x i s t s  f o r  an e x te n s io n  o f  o r g a n i z a t i o n  

t h e o r y  i n t o  th e  a p p l i c a t i o n  f i e l d ,  p a r t i c u l a r l y  i n  th e  c a se  

o f  an  o r g a n i z a t i o n  i n  d i f f i c u l t y ,  such a s  S ta g e  IV. The 

i n d u s t r i a l  e x e c u t iv e s  in te r v ie w e d  were n e a r l y  unanim ous in  

t h e i r  i n t e r e s t  i n  t h i s  s u b j e c t ;  m ost showed e v id e n c e  o f  r e 

c e n t  ex p o su re  to  academ ic  w r i t i n g s  c o v e r in g  o r g a n i z a t i o n  

t h e o r y .  T h is  i n t e r e s t  was f u r t h e r  e v id e n c e d  by t h e  f a c t  t h a t  

t h e y  w ished  t o  re v ie w  r e s u l t s  o f  t h i s  r e s e a r c h  a s  soon a s  i t  

was a v a i l a b l e .  T h e i r  a c t i o n s  and rem arks  n o te d  i n  C h a p te r  IV 

c o r r o b o r a t e  t h i s  n eed  f o r  more e x a c t  knowledge i n  t h i s  a r e a .

E x p e r im e n ta l  R e s u l t s

The d a ta  o b ta in e d  from th e  f i e l d  e x p e r im e n t  gave o n ly  

m in im al s u p p o r t  t o  t h e  h y p o t h e s i s .
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An e x a m in a t io n  o f  t h e  s t a t i s t i c a l  e v id e n c e  shows a  

p o s s i b i l i t y  t h a t  t h e r e  i s  a  r e l a t i o n s h i p  betw een  Management 

S ty le  and  O r g a n iz a t i o n a l  L i f e - P h a s e .  But th e  com ple te  p a t 

t e r n  o f  t h e  r e l a t i o n s h i p  i s  n o t  c l e a r .  F o r  i n s t a n c e ,  th e  

m a t r ix .  C h a r t  ]V shows t h a t  75 p e r c e n t  o f  th e  m anagers o f 

Phase I I  o r g a n i z a t i o n s  a r e  l i k e l y  t o  u se  m o d e ra te ly  a u th o r 

i t a t i v e  o r  m o d e ra te ly  p a r t i c i p a t i v e  m ethod s, and o n ly  12 p e r  

c e n t  would te n d  t o  be p a r t i c i p a t i v e .  But th e  d a ta  on Phase 

I  and I I I  shows a  p a t t e r n  o f  r e s p o n se  s u p p o r t in g  a  n u l l  hy

p o t h e s i s .

The n o n s i g n i f i c a n t  c h i - s q u a r e  s t a t i s t i c  d e r iv e d  from  

th e  d a t a  sh o u ld  be v iew ed i n  te rras  o f  t h e  s i g n i f i c a n c e  r e a c h 

e d ,  r a t h e r  th a n  of t h a t  n o t  re a c h e d .  A d e p a r tu r e  from th e  

n u l l  h y p o th e s i s  was n o te d  a t  a  0.25  l e v e l  o f  s i g n i f i c a n c e .

The c o n t in g e n c y  c o e f f i c i e n t  i n d i c a t e d  an i n t e r r e l a t i o n s h i p  

betw een th e  two v a r i a b l e s  o f  management s t y l e  and o r g a n iz a 

t i o n a l  l i f e - p h a s e  am oun ting  t o  an  e q u iv a l e n t  O.32  c o r r e l a t i o n .

The f i n d i n g  t h a t  a  l a r g e  p o r t i o n  o f  th e  c h i - s q u a r e  

v a lu e  was c o n t r i b u t e d  by th e  m o d e ra te ly  a u t h o r i t a r i a n  s t y l e  

component i n d i c a t e s  a  s t r o n g  i n t e r a c t i o n  e x i s t i n g  between 

o r g a n i z a t i o n a l  l i f e - p h a s e  and m odera te  a u t h o r i t a r i a n  manage

ment s t y l e .  A n e a r  a b sen c e  o f  t h i s  s t y l e  was n o te d  in  th e  

d e c l i n e  p o r t i o n  o f  th e  l i f e - c y c l e  p h a se .

The ra n k  o r d e r  d e te r m in a t io n  o f  which re sp o n d en ts*  

o r g a n i z a t i o n s  f e l l  i n t o  w hich l i f e - p h a s e  c a te g o r y  q u i t e  

l i k e l y  i n f lu e n c e d  t h e  s t a t i s t i c a l  r e s u l t s .  As shown in
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t a b l e s  V I, V I I ,  and V I I I ,  r e s p o n d e n ts  f e l l  i n t o  a  h e a v i ly  

c e n t e r  lo ad e d  p l o t .  By ra n k  o r d e r  d i v i s i o n  th e  hom ogeneity  

was on ly  expanded , down g r a d in g  th e  power o f  t h e  s t a t i s t i c s  

employed. In  a c t u a l i t y ,  w i th o u t  b e n e f i t  o f  r a n k  o r d e r  d i 

v i s i o n ,  t h e  number o f  r e s p o n d e n ts  i n  each  phase  was f a r  from 

e q u a l .

The g r e a t e s t  p roblem  i n  th e  d a ta  g a th e r in g  (which 

c o u ld  a f f e c t  th e  r e s u l t s )  was th e  d e te r m in a t io n  o f  o r g a n i 

z a t i o n  l i f e - p h a s e .  The q u e s t i o n s  were l a r g e l y  non-econom ic  

( f o r  p r o p r i e t a r y  r e a s o n s ) ,  and  y e t  th e  l i f e - p h a s e  i s  a lm o s t  

a  w h o lly  economic c o n d i t i o n .  P a r t i c u l a r l y  d u r in g  some o f  th e  

p e r s o n a l  i n t e r v i e w s ,  th e  w r i t e r  f e l t  s e r i o u s  d o u b ts  c o n ce rn 

in g  t h e  whole c o n c e p t  of l i f e - p h a s e .  P e rhaps  i t  i s  on ly  a 

t h e o r e t i c a l  p a t t e r n  t o  which no r e a l  b u s in e s s  e n t i t y  can  

p r o p e r ly  be f i t .  Or, j u s t  a s  p o s s ib l y .  Phase I  and  IV a r e  

r a r e  in  a c t u a l  l i f e ,  w i th  t h e  b u lk  of b u s i n e s s e s  a lw ays  f a l l 

in g  i n  S ta g e  I I  and I I I .

The la c k  o f  s u p p o r t  f o r  th e  h y p o th e s i s  sh o u ld  n o t  

come a s  a  com ple te  s u r p r i s e  i f  th e  r e s e a r c h  c o v e re d  in  Chap

t e r  V i s  re v ie w e d .  While management th e o ry  w r i t i n g s  i n  some 

d i s c i p l i n e s  g iv e  c e r t a i n  s u p p o r t ,  l i t t l e  c o u ld  be found  in  

t h e  f i e l d  o f  p sy c h o lo g y . T hus, i t  m igh t be a rg u e d  t h a t  

management s t y l e  i s  a  p e r s o n a l  t h in g ;  a  p a r t  o f  an  i n d i v i d u a l ,  

and n o t  r e l a t e d  t o  an o r g a n i z a t i o n  l i f e - p h a s e  i n  any  way. I t  

does seem f e a s i b l e  t h a t  an  i n d i v i d u a l  m igh t a s  l e a s t  th in k  

o f  h i s  management a s  b e in g  a  c e r t a i n  t y p e ,  th u s  g iv in g  u n re 

l i a b l e  d a ta  a s  to  th e  r e a l  s i t u a t i o n .
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A n o th e r  d i s c r e p a n c y  in  d a ta  c o u ld  be cau se d  by th e  

a c c u r a c y  ( o r  h o n e s ty )  o f  t h e  i n d i v i d u a l  r e s p o n s e .  D uring  

s e v e r a l  o f  t h e  p e r s o n a l  i n t e r v i e w s ,  i n d i c a t i o n s  o f  a u t h o r i 

t a r i a n  b e h a v io r  w ere  o b se rv e d ,  w h i le  t h e  answ ers  t o  q u e s t i o n s  

w ere  i n d i c a t i n g  p a r t i c i p a t i v e  b e l i e f s .  Some m anagers  may 

p re a c h  p a r t i c i p a t i o n  b u t  p r a c t i c e  a u t h o r i t a r i a n i s m .

F o r  exam ple , a s  th e  i n t e r v i e w e r  l e f t  f o r  lu n c h  w i th  

a  company p r e s i d e n t ,  th e  s a l e s  s e c r e t a r y  a sk e d  th e  p r e s i d e n t  

i f  she  c o u ld  change h e r  v a c a t io n  s c h e d u le .  The p r e s i d e n t  

sa x d  " y e s ,  o f  c o u r s e . "  The s a l e s  m anager was in  h i s  o f f i c e  . 

and  th e  g e n e r a l  m anager was p r e s e n t ,  b u t  t h e  p r e s i d e n t  made 

t h i s  r a t h e r  i n s i g n i f i c a n t  d e c i s i o n  h i m s e l f  w i th o u t  c o n s u l t i n g  

a n y o n e .  T h is  c u t t i n g  a c r o s s  l i n e s  o f  a u t h o r i t y  i n d i c a t e d  a 

c o m p le te ly  a u t h o r i t a r i a n  b e h a v io r  which was e v i d e n t l y  h a b i t 

u a l .  The th o u g h t  a r o s e  a t  th e  t im e ,  "w hat i f  t h e  g i r l  had 

a l r e a d y  been r e f u s e d  by th e  o t h e r  two l e v e l s  o f  a u t h o r i t y ? "  

T h is  and c e r t a i n  o t h e r  i n c i d e n t s  l e d  t h e  i n t e r v i e w e r  t o  su s 

p e c t  t h a t  many m anagers  u sed  a  more a u t h o r i t a r i a n  mode th a n  

th e y  a d m i t te d .

Recommendations f o r  A d d i t io n a l  R esearch

Any f i n i t e  r e s e a r c h  p r o j e c t  m ust n e c e s s a r i l y  l i m i t  

i t s  o b j e c t i v e s  t o  t h e  s p e c i f i c  knowledge s o u g h t ,  b u t  t h e  d a ta  

o b t a in e d  by th e  above  r e p o r t e d  p r o j e c t  s u g g e s te d  a  number of 

i n t e r e s t i n g  and u s e f u l  p o s s i b i l i t i e s  o f  i n q u i r y  t h a t  would 

adv an ce  th e  a r t  o f  o r g a n i z a t i o n .

R esearch  in  th e  a r e a  o f  o r g a n i z a t i o n  s t r u c t u r e  c o u ld



105

p ro v e  f r u i t f u l .  A t r e n d  m igh t be d i s c o v e r e d  by q u e s t i o n i n g  

t h e  same g rou p  o f  r e s p o n d e n t s  in  s u c c e e d in g  y e a r s  on t h e  sub

j e c t  o f  span  o f  c o n t r o l .  From th e  d a t a  examined so  f a r ,  i t  

can  b e  co n c lu d ed  t h a t  most b u s i n e s s e s  have  t r a d i t i o n a l  o rg an 

i z a t i o n a l  s t r u c t u r e ,  b u t  t h e r e  was a  te n d e n c y  t o  e n l a r g e  

s p a n s  o f  c o n t r o l  f o r  t h e  sa k e  o f  economy and e f f i c i e n c y .

Management s t y l e  c o u ld  be r e l a t e d  t o  p r o f i t a b i l i t y .  

W hile  t h i s  was n o t  s p e c i f i c a l l y  s o u g h t  i n  t h i s  r e s e a r c h ,  i t  

w ould  make an  i n t e r e s t i n g ,  and  p ro b a b ly  c o n t r o v e r s i a l  r e p o r t .  

The d e f i n i t i o n  o f  p r o f i t a b i l i t y  would c au se  some d i f f i c u l t y ,  

b u t  i t  c o u ld  be s o lv e d .  I f  t h e  r e s p o n d e n t s  i n  t h i s  e x p e r i 

ment w ere  q u e s t io n e d  in  su c c e e d in g  y e a r s ,  some t r e n d  m ig h t  

become e v id e n t .

Does th e  s p e c i f i c  e d u c a t i o n a l  d i s c i p l i n e  o f  t h e  ex

e c u t i v e  i n d i c a t e  t h e  l i k e l i h o o d  o f  h i s  u s in g  a  c e r t a i n  

management s t y l e ?  There  d id  a p p e a r  a  t r e n d  tow ard  d e t a i l  

among t h e  m anagers w i th  l e s s  fo rm a l  t r a i n i n g .  But no  e v i 

den ce  o f  more o r  l e s s  s u c c e s s  c o u ld  be  n o te d .

The same q u e s t i o n n a i r e  c o u ld  be a d m in i s t e r e d  t o  th e  

same r e s p o n d e n t s  o v e r  a  p e r io d  o f  y e a r s .  T h is  would g iv e  

t im e - f r a m e  t r e n d s  o f  th e  management p a t t e r n s  u se d .

The same q u e s t i o n s  co u ld  be  a sk e d  2nd l e v e l  m anagers 

i n  t h e  re s p o n d in g  o r g a n i z a t i o n s .  How would t h e i r  v iew  o f  

t h e i r  c h i e f  e x e c u t i v e ' s  s t y l e  compare t o  h i s ?  T h is  c o u ld  

g iv e  a n  i n t e r e s t i n g  and  u s e f u l  i n d i c a t o r  o f  th e  a c c u ra c y  o f  

t h e  e x e c u t i v e ' s  s e l f - a p p r a i s a l .
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O th e r  p a ra m e te r s  o f  t h e  o r g a n i z a t i o n  co u ld  be m atched 

w i th  t h e  m a n a g e r 's  s t y l e  by s i m i l a r  r e s e a r c h .  Among th e  p a r 

a m e te r s  c o u ld  be o r g a n i z a t i o n  s i z e ,  a g e ,  ty p e  o f  te c h n o lo g y ,  

and  p u b l i c  o r  p r i v a t e  o w n e rsh ip .  Such d a t a  would be o f  g r e a t  

v a lu e  t o  th o s e  who w ish  t o  a p p ly  o r g a n i z a t i o n  th e o r y  c o n c e p ts  

t o  a c t u a l  b u s in e s s  s i t u a t i o n s .

Of i n t e r e s t  t o  l o c a l  b u s i n e s s  r e s e a r c h e r s  m igh t be 

t h e  a n sw e rs  to  q u e s t i o n  number 35» "Would you say  y o u r  

p h y s i c a l  p l a n t  i s  O .K .,  to o  s m a ll  f o r  p r e s e n t  o p e r a t i o n s ,  

ample?** A s u r p r i s i n g  f o r t y - o n e  p r e c e n t  i n d i c a t e d  t h a t  t h e i r  

f a c i l i t i e s  were to o  s m a l l  and  a  number w ro te  n o te s  such  a s  

" e x p a n d in g  now," e t c .  Such d a ta  m igh t be  c o n s id e re d  a s  a  

l e a d i n g  economic i n d i c a t o r ,  s in c e  i t  w ould show p ro b a b le  f u t 

u r e  e x p e n d i tu r e s  f o r  p l a n t  and e q u ip m en t.  A p e r i o d i c  su rv e y  

o f  t h e s e  same r e s p o n d e n t s  m igh t b r in g  o u t  u s e f u l  economic 

d a t a .

P e rh ap s  t h e  g r e a t e s t  v a lu e  o f  t h e  r e s e a r c h  r e p o r t e d  

a b o v e ,  a s  w e l l  a s  t h a t  s u g g e s te d ,  would be th e  open in g  t o  

acad em ic  s c r u t i n y  th e  v a r i o u s  r e l a t i o n s h i p s  betw een  th e  

o r g a n i z a t i o n ' s  c h a r a c t e r i s t i c s  and th o s e  o f  i t s  c h i e f  execu

t i v e ' s .  None o f  t h e  p r e c e p t s  o f  o r g a n i z a t i o n  th e o r y  can  be 

p r o p e r l y  u sed  i n  a  vacuum; th e y  must be  t e s t e d  i n  o p e r a t i o n .  

The in f o r m a t io n  so f a r  d e v e lo p ed  c o u ld  s e rv e  a s  a  c o n v e n ie n t  

s t a r t i n g  p la c e  f o r  more d e t a i l e d  e x a m in a t io n s .

F i n a l l y ,  t h e  r e s e a r c h  showed t h a t  th e  p r i n c i p l e s  of 

p a r t i c i p a t i v e  management w ere e v i d e n t l y  known and p r a c t i c e d
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t o  some e x te n t  by m ost modern e x e c u t i v e s .  But u n d e r ly in g

many o f  t h e i r  comments a p p e a re d  a  d e s i r e  to  r e t u r n  t o  th e

s i m p l i c i t y  o f  th e  a u t h o r i t a r i a n  mode, a s  d e c s c r ib e d  th o u sa n d s

o f  y e a r s  ago by M atthew .—

I  am a man u n d e r  a u t h o r i t y  . , . and I  say  t o  t h i s  
man, go and he g o e th ;  and to  a n o t h e r ,  come, and he . 
com eth , and t o  my s e r v a n t  do t h i s  and he d o e th  i t .

^Matthew 8:9.
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APPENDIX A

NOTES FROM INTERVIEW WITH LORD WILFRED BROWN

CHICAGO, IL L . ,  MARCH 2 2 , 1972

The w r i t e r  had t h e  o p p o r tu n i ty  t o  a t t e n d  a  se m in a r  

c h a i r e d  by  Lord Brown. D uring  th e  s e m in a r ,  and a t  th e  

lu n ch e o n  i t  was p o s s i b l e  t o  exchange v iew s w ith  Lord Brown 

on s u b j e c t s  b e a r in g  on t h i s  d i s s e r t a t i o n  r e s e a r c h .  The i n 

f o r m a t io n  p r e s e n te d  below  i s  t a k e n  from  p e r s o n a l  n o t e s  o f  

t h e s e  c o n v e r s a t io n s .

When a sk ed  th e  d i r e c t  q u e s t i o n ,  "Can management t h e 

o ry  be m e a n in g fu l ly  s t u d i e d  u n l e s s  th e  s p e c i f i c  o r g a n i z a t i o n  

i s  a l s o  s t u d i e d  a t  t h e  same t im e ?"  Lord Brown r e p l i e d ;

" A b s o lu te ly  n o t ,  and I 'm  d i s t r e s s e d  t h a t  n o t  one man

agem ent w r i t e r  i n  y o u r  c o u n try  h a s  r e c o g n iz e d  t h i s  f a c t .

1*11 g iv e  you an  exam ple; I f  you were t o  i n v e s t i g a t e  t h e

p r o p e r t i e s  o f s t e e l  w i th o u t  r e g a r d  t o  t h e  env ironm ent (tem p

e r a t u r e ,  p r e s s u r e ,  e t c . )  t h e  r e s u l t s  would be m e a n in g le s s .

So i t  i s  when you s tu d y  a  management th e o r y  o r  s t y l e .  You 

m ust r e l a t e  i t  to  th e  i n s t i t u t i o n  in  which i t  i s  u se d ,  t h e  

e n v iro n m e n t .  (Lord Brown u se s  th e  word i n s t i t u t i o n  i n  t h e  

same c o n te x t  a s  o r g a n i z a t i o n  i s  used  i n  t h i s  w r i t i n g — CLP).
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I  know o f  no book w hich  c o n s id e r s  t h e  s o c i a l  i n s t i t u t i o n s  

and  t h e  u se  t o  w hich  t h e  management t h e o r y  i s  t o  be p u t . "

T h is  d i r e c t  s t a te m e n t  seems t o  c o n firm  th e  w r i t e r ' s  

l i t e r a t u r e  s e a rc h  r e s u l t s .  Most w r i t e r s  i n  management th e o ry  

do n o t  m atch th e o r y  t o  s p e c i f i c  o r g a n i z a t i o n a l  s i t u a t i o n s .  

T h is  r e s e a r c h  w i l l  a t t e m p t  such a  m atch .

Throughout t h e  se m in a r .  Lord Brown and  c e r t a i n  o th e r  

p a r t i c i p a n t s  s t r e s s e d  th e  im p o rtan ce  o f  th e  c h i e f  e x e c u t iv e  

r o l e .  T h is  a l s o  s u p p o r t s  t h i s  r e s e a r c h  scheme o f  s e l e c t i n g  

o n ly  c h i e f  e x e c u t iv e s  f o r  s tu d y .



APPENDIX B

CHIEF EXECUTIVE QUESTIONNAIRE
1. How long has your organization been established?
2. How long have you been chief executive? _______
3 . How many employees does your organization employ?
h. How many formal organizational structure changes in the

last 5 years? _____________________________________
5 . Would you estimate the dollar volume of your company?

6 . The percentage return on investment?
7 . The productivity in units etc.? ____
8 . How large is your span of control?

6 or more 1 2  3 ^ - 5

9 . How important do you consider the formal structure of 
your organization?

Very Important Not Very Of No Consequence

10. Where are organizational objectives set?

Pres Exec. Comm P re s -S u p r All Set

11. Where are routine line decisions made?

Pres Top Mgt Mid Committee 1st Sup Line

1 2. Where are non-routine line decisions made?

Pres Top Mgt Mid Committee 1st Sup Line

1 1 5
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13» How frequently do you receive communication from your 
1st line supervisors?

Never Some Often Very Often

l4-. Where are persons with specialized knowledges found?

Staff Line All Through

15» How frequently are subordinates consulted about decisions 
effecting them?

Never Some Often Very Often

16. How much confidence do you place in the ability of your 
organization’s lower levels?

None Some Average Much A Great Deal

17* In regard to discussing their jobs, how are employees 
handled?

Not Allowed Discouraged From Allowed To Encouraged

What method do you use for employee control?

Punishment
Punishment Reward
Some Reward Some Punishment Reward

Where is responsibility felt in your organization? 

your personal

Top Top“Staff Top-SupV. All Through

How deep into the organization do you extend 
control and review of performance?

V.P. Only Through-Staff Through Supv. All Through

18.

19.
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21. Where are the review and control functions concentrated?

Highly at Ton
Relatively Highly 
at Too

Moderate Delegation 
To Lower Levels

Quite Widely Shared
your

company?

No Yes
2 3. How much do you think the objectives of the informal and 

formal organizations agree?

O pposite D i s s i m i l a r  j Some S i m i l a r i t y S i m i la r Same

24. How is production (Control) data used?

Punish and Police Reward and Punish Reward and Guide
Self-guidance and Problem Solving

2 5. Would you characterize your sales volume as:

Low
Increasing 1 Rising at a 
Rapidly 1 Steady Rate Stable Declining

26. What does your total profit picture look like?

Low or Loss High and Rising Stable Declining

2 7. How about your gross profit per unit?

High Stable Falling Marginal

2 8. Where would you say management emphasis is being placed?

R & D and Engineering Production Marketing Finance
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29* In reference to your sales, are they predominately.

Direct to User To Wholesaler

3 0. Is your product stable, or being revised?
Design Changes slight from Few

Constantly Stabilized market Pressure Changes
3 1. Direct Production Labor Content

High I Falling Stabilized
Direct employees 
being reduced

3 2. Indirect Labor

Low Stable Rising

3 3. Would you say in reference to your "overhead" per unit 
it is...

High Falling Stable Rising

3̂ . Could you describe your level of investment per employee?

Low Moderate High

35* Would you say your current physical plant is...

OK Too Small for Present Operations Ample (permanent)

3 6. How would you characterize the effect of your competition?

Not a Threat
Major factor in 
Most Decisions Controls Pricing

37* Regarding risks in making changes are...

Risks accepted by Management
Made only after Thorough 
Examination

Mostly Cost Cutting
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38. Would you describe your organizational structure as 
traditional?

Yes No

3 9 . In what condition is your working capital?
Deficient (high 
inventory)_____

Short (increased Adequate (taking
needs)___________ discounts etc.)

•̂0. Are your management positions mostly of long tenure?

Yes No



APPENDIX C

The
^Diversity'of Oklsbows 202 w est Boyd, Suite 124 Norman, Oklahoma 73069

College of Engineering 
School of
Industrial Engineering July 5 , 1972

Mr. John E. Mahaffey, President
The Happy Company
5500 East Independence
P. 0 . Box 770
Tulsa, Oklahoma 74101

Dear Mr. Mahaffey:

An important purpose o f the U niversity o f Oklahoma i s  to a s s i s t  the business  
and in d u str ia l community of the s ta te  wherever p o ss ib le . Our School of 
In d u stria l Engineering does th is  through in s t itu t in g  research p rojects de
signed to produce new and valuable information for various in d u str ie s .

One of these research p rojects i s  currently under way. Mr. Chester Peek, a 
Doctoral candidate, i s  studying the organizational patterns o f severa l 
hundred Oklahoma b u sin esses . In particu lar he i s  attempting to develop in 
formation concerning the managerial pattern ch ie f executives use during 
various stages o f organization  l i f e .  From the data c o lle c te d , he hopes to 
id en tify  the most p ro fita b le  organizational system for certa in  business or 
in d u str ia l s itu a t io n s .

May we ask fo r  your help? To confirm some of h is  fin d in g s, Mr. Peek needs to 
interview  a sm all se lec ted  group of ch ie f ex ecu tives. The interview s w i l l  be 
held in  your o f f ic e  and w i l l  take about 30 minutes of your tim e.

Of course a l l  inform ation w i l l  be co n fid en tia l and no ind iv idu al w i l l  be iden
t i f i e d .  A copy o f th is  research e ffo r t  w i l l  be ava ilab le  i f  you would lik e  to 
have i t .

I hope we can count on your help . Mr. Peek w i l l  be conducting h is  research in  
the Tulsa area on July 19, 20, 21. Could you see him on one of these dates?

S in cerely ,

R. A. Shapiro, Ph.D. 
D irector

RASimw
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APPENDIX D

Norman, Oklahoma 
June 28, 1972

Hr. Don Adams, President 
Adams Hard Facing Company 
503 N. Elm Avenue 
P.O. Box 1031 
Guymon, Oklahoma 73942

Dear Hr. Adams;

In  important purpose o f the U niversity  o f  Oklahoma i s  to  a s s is t  the 
b u sin ess and in d u str ia l community o f the s ta te  wherever p o ss ib le .
Our School o f In d u str ia l Engineering docs th is  through in s t itu t in g  
research pro jects  designed to  produce new and valuable inform ation  
for various in d u s tr ie s .

One o f  th ese  research p rojects i s  cu rrently  under way. As a Doctoral 
can d id ate , I  am studying the organ ization al patterns o f  Oklahoma bus
in e s s e s .  In p a rticu la r  I am attempting to  develop inform ation concern
ing the m anagerial pattern c h ie f  execu tives use during various stages  
o f organ ization  l i f e .  From the data c o lle c te d , I hope to id e n tify  
the most p ro fita b le  organization al system for  cer ta in  business or  ̂
in d u s tr ia l s itu a t io n s .

On the pages fo llow ing you w il l  find questions which are considered  
Important from a research point o f  view in  determining "How an exec
u tiv e  r e a lly  fu nctions as opposed to  theory." We would g rea tly  appre
c ia te  your a ss is ta n ce  in  th is  task by answering them to the best o f  
your a b i l i t y .  The time necessary to complete i t  would be le s s  than 
20 m inutes.

P lease be assured o f the complete c o n fid e n tia lity  o f  your responses. 
They are only to  be used as research s t a t i s t i c a l  data, and w i l l  not 
be re lea sed  to  anyone, nor l e f t  in  an unsccure p lace. I f  you d es ire , 
a copy o f  the s t a t i s t i c a l  r e su lts  w i l l  bo mailed to  you when the 
p roject i s  completed.

S in cere ly ,

Chester L. Peek

CLPtmp

121



APPENDIX E 

A NOTE CONCERNING CHART IV

I t  was r e c o g n iz e d  by th e  a u t h o r  t h a t  by r a n k in g  th e  

r e s p o n d e n t s  i n  a  con tinuum  and th e n  a r b i t r a r i l y  d i v i d i n g  them 

i n  g ro u p s  of tw e lv e ;  a  r e c t a n g u l a r  d i s t r i b u t i o n  was fo r c e d  

w hich d e c re a s e d  t h e  v a l i d i t y  o f  t h e  C h i-S quare  t e s t s .  How

e v e r ,  t h e  d a ta  was a r r a n g e d  in  t h i s  manner i n  an  a t t e m p t  to  

d i s c o v e r  any p o s s i b l e  r e l a t i o n s h i p s .

T h is  a r b i t r a r y  a s s ig n m e n t  i n t o  l i f e - p h a s e  c a t e g o r i e s  

w i th o u t  q u e s t i o n  in f lu e n c e d  th e  s t a t i s t i c a l  r e s u l t s .  As can 

b e  s e e n  from  th e  s c a t t e r  d iag ram . C h a r t  V, th e  r e s p o n d e n ts  

f e l l  i n t o  a h e a v i l y  c e n t e r - l o a d e d  p l o t .  The assum ed homogen- 

i t y  o f  t h i s  d a ta  was g iv e n  a  ra n k  o r d e r  d i v i s i o n  i n t o  q u a r t -  

i l e s ,  b u t  t h i s  re d u c e d  th e  a b i l i t y  o f  th e  e x p e r im e n ta l  d e s ig n  

t o  d i s c r i m i n a t e  i n  a  s t a t i s t i c a l l y  s i g n i f i c a n t  s e n s e .

This measure was employed because of two constraints. 
First, as stated in Chapter V, page 83, the available respon
dents were practically exhausted by the time forty-eight had 
been interviewed. This precluded any possibility of a pre
selection arrangement which insured twelve respondents in 
each life-phase. Second, it became apparent, as the data
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was b e in g  a n a ly z e d ,  t h a t  few re s p o n d e n ts  c o u ld  be e x p e c te d  

from  S t a t e s  I  and IV. S ta g e  I  r e s p o n d e n ts  would n o rm a l ly  n o t  

y e t  be l i s t e d  i n  an y  d i r e c t o r y ,  s i n c e  th e  c o m p i la t io n  o f  such 

a  l i s t  t a k e s  tw e lv e  t o  e ig h te e n  m onths , a  p e r io d  n o rm a l ly  con

s i d e r e d  a s  th e  l e n g th  o f  th e  i n c e p t i o n  l i f e - p h a s e .  S ta g e  IV 

q u i t e  p o s s ib l y  t a k e s  p la c e  i n  a  r e l a t i v e l y  s h o r t  sp a n  o f  t im e ,  

t h u s  r e d u c in g  th e  p o s s i b i l i t y  o f chance  i n c l u s i o n  i n t o  th e  

sa m p le .

However, s e v e r a l  in - d e p th  a n a ly s e s  o f S ta g e  I  f i r m s  

have been  observed  by th e  a u th o r .  In  t h e s e  c a s e s ,  th e  c h ie f  

e x e c u t iv e  a lw ays e x h i b i t e d  a  c o m p le te ly  a u t h o r i t a r i a n  manage

ment s t y l e ,  which s u p p o r t s  th e  h y p o t h e s i s .  E x p e r ie n c e s  o f  

t h e  a u t h o r ' s  A dv iso ry  Committee members con firm ed  t h i s  o b se r 

v a t i o n .

A ls o ,  c u r r e n t  p e r i o d i c a l  r e f e r e n c e s  a s s o c i a t e d  w i th  

S ta g e  IV management a c t i o n s  were c o n s id e r e d  to  be  th e  o n ly  

a v a i l a b l e  way to  a n a ly z e  th e  phenomenon o f  " D e c l in e . "  The 

r e f e r e n c e s  c i t e d  i n  C h a p te rs  IV and  V p ro v id ed  s u b s t a n t i a l  

s u p p o r t  f o r  t h i s  p o r t i o n  o f  th e  h y p o t h e s i s .


