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	 Developing Workplace Critical Thinking


Overview of management theorists

There are four schools of management thought.  The classical school of thought, influenced by the tenets of capitalism and the Protestant Ethic, views workers as 'machines' (ie, as a smaller machine inside the big factory machine, as a "cog in the works") and embraces the use of productivity measures, bureaucratic/hierarchical control structures, and scientific management techniques.  The behavioural school of thought views workers as 'people' and embraces the use sociological/psychological techniques.  The modern school of thought avoids bureaucratic/hierarchical control structures, and embraces the use of teams and co-operation as well as sociological/psychological techniques.  The systematic school of thought views organisations as made up of 'input-process-output' building blocks, and embraces techniques that integrate both scientific management and sociological/psychological techniques.
The Protestant Ethic (or 'the work ethic')








Described in the works of Martin Luther and Jean Calvin, early 16th century

· During their earthly life, every person should not passively await the salvation of afterlife

· During their earthly life, every person should work hard

· During their earthly life, every person should accumulate and wisely use wealth

· During their earthly life, every person should live in self-denial

Four Basic Tenets of Capitalism









Described in The Wealth of Nations, Adam Smith, 1776.


1)  The laws of supply and demand will ensure the best use of society's resources


2)  Everyone has the right to accumulate wealth


3)  Everyone has the right to own property


4)  Division of labour yields gains in productivity

In a management sense, classical theorists tried to develop universal principles or models that would apply in all circumstances - in other words, they saw that the truth was out there. They searched for general rules or models which answered all questions as to how organisations worked and how managers should managed.

Essentially they were looking for the one best way which they believed could only be exposed by the use of rational methods.

Two different schools of thought followed this approach - scientific management and administrative management. The first was concerned with how work was actually done at the shop floor level, the second with establishing general principles of management
Scientific Management 

Frederick Taylor 
Description

Frederick Taylor, with his theories of Scientific Management, started the era of modern management. In the late nineteenth and early twentieth centuries, Frederick Taylor was decrying the “awkward, inefficient, or ill-directed movements of men" as a national loss. He advocated a change from the old system of personal management to a new system of scientific management. Under personal management, a captain of industry was expected to be personally brilliant. Taylor claimed that a group of ordinary men, following a scientific method would out perform the older "personally brilliant" captains of industry.
Taylor consistently sought to overthrow management "by rule of thumb" and replace it with actual timed observations leading to "the one best" practice. Following this philosophy he also advocated the systematic training of workers in "the one best practice" rather than allowing them personal discretion in their tasks. He believed that "a spirit of hearty cooperation" would develop between workers and management and that cooperation would ensure that the workers would follow the "one best practice." Under these philosophies Taylor further believed that the workload would be evenly shared between the workers and management with management performing the science and instruction and the workers performing the labour, each group doing "the work for which it was best suited."
Taylor's strongest positive legacy was the concept of breaking a complex task down in to a number of small subtasks, and optimizing the performance of the subtasks. This positive legacy leads to the stop-watch measured time trials which in turn lead to Taylor's strongest negative legacy. Many critics, both historical and contemporary have pointed out that Taylor's theories tend to "dehumanize" the workers. To modern readers, he stands convicted by his own words:

" … in almost all of the mechanic arts, the science which underlies each act of each workman is so great and amounts to so much that the workman who is best suited to actually doing the work is incapable of fully understanding this science, without the guidance and help of those who are working with him or over him, either through lack of education or through insufficient mental capacity."

And:

"to work according to scientific laws, the management must takeover and perform much of the work which is now left to the men; almost every act of the workman should be preceded by one or more preparatory acts of the management which enable him to do his work better and quicker than he otherwise could."

The Principles of Scientific Management

Environment

Taylor's work was strongly influenced by his social/historical period. His lifetime (1856-1915) was during the Industrial Revolution. The overall industrial environment of this period is well documented by the Dickens’s classic Hard Times or Sinclair’s The Jungle. Autocratic management was the norm. The manufacturing community had the idea of interchangeable parts for almost a century. The sciences of physics and chemistry were bringing forth new miracles on a monthly basis.

One can see Taylor turning to "science" as a solution to the inefficiencies and injustices of the period. His idea of breaking a complex task into a sequence of simple subtasks closely mirrors the interchangeable parts ideas pioneered by Eli Whitney earlier in the century. Furthermore, the concepts of training the workers and developing "a hearty cooperation" represented a significant improvement over the feudal human relations of the time.

Successes

Scientific management met with significant success. Taylor's personal work included papers on the science of cutting metal, coal shovel design, worker incentive schemes and a piece rate system for shop management. Scientific management's organizational influences can be seen in the development of the fields of industrial engineering, personnel, and quality control. 
From an economic standpoint, Taylorism was an extreme success. Application of his methods yielded significant improvements in productivity. Improvements such as Taylor's shovel work at Bethlehem Steel Works (reducing the workers needed to shovel from 500 to 140) were typical. 

Frederick Winslow Taylor (1856-1917)

· saw the principal object of management as securing `the maximum prosperity for the employer, coupled with the maximum prosperity of each employee'

· stressed the mutual interdependence of management and workers

· suggested 3 causes for conflict:

· the erroneous belief of workers that any increase in output would inevitably result in unemployment

· defective management systems leading to soldiering and

· inefficient, effort wasting methods of work (viz rule of thumb)

· Taylor viewed the aim of scientific management as overcoming these obstacles through a systematic study of work to discover the most efficient methods of doing the job, and then a systematic study of management leading to the most efficient methods of controlling the workers.

To achieve this, Taylor outlined four `great underlying principles' of management which were:

1. The development of a true science of work
2. The scientific selection and progressive development of the workman

3. The bringing together of the science of work and the scientifically selected and trained men and finally
4. The constant and intimate co operation of management and men.

5. Underlying these four principles of scientific management is the assumption of economic man - that is, that motivation and control are achieved through the promise of a larger share of the economic rewards. Man was assumed to be an economic unit, motivated by personal interest and striving for, and capable of being satisfied by economic gain alone.

Taylor's methods have been followed by many others, among them Gantt, Frank and Lillian Gilbreth, Bedaux, Rowan and Halsey.

Contemporary reactions

The beliefs of Taylor and his followers led to bitter controversy even during his lifetime over the alleged inhumanity of his system, which was said to reduce men to the level of efficiently running machines.
Regular battles between Taylor and his workers when he became a gang boss led to planned breakdowns in the factories. He was called `speedy' Taylor and was, by many accounts, resented by the workers.
The legacies of Taylor and his followers include:

· task planning of work (e.g. GANTT charts)

· equipment design (ergonomics)

· work study

· managerial responsibility to select, train and motivate workers

· concerns for efficiency

· productivity based pay systems

· scientific selection based on merit

· Development of management science.
Limitations include:

· focussed only on organising work at the lowest level of the organisation

· men were likened to machines - they worked best when well lubricated and maintained

· assumed motivation solely on the basis of financial rewards - did not conceive of the fact the people have different motivations for work and

· Assumed there was one best way of designing work.
Human Relations Movement 
Elton Mayo - Hawthorne Works Experiments

Description

If Taylor believed that science dictated that the highest productivity was found in "the one best way" and that way could be obtained by controlled experiment, Elton Mayo's experiences in the Hawthorne Works Experiments disproved those beliefs to the same extent that Michelson's experiments in 1926 disproved the existence of "ether." (and with results as startling as Rutherford's.) 
The Hawthorne Studies started in the early 1920's as an attempt to determine the effects of lighting on worker productivity. When those experiments showed no clear correlation between light level and productivity the experiments then started looking at other factors. Working with a group of women, the experimenters made a number of changes, rest breaks, no rest breaks, free meals, no free meals, and more hours in the work-day / work-week, fewer hours in the work-day / work-week. Their productivity went up at each change. Finally the women were put back to their original hours and conditions, and they set a productivity record. 
This strongly disproved Taylor's beliefs in three ways. First, the experimenters determined that the women had become a team and that the social dynamics of the team were a stronger force on productivity than doing things "the one best way." Second, the women would vary their work methods to avoid boredom without harming overall productivity. Finally the group was not strongly supervised by management, but instead had a great deal of freedom.
These results made it clear that the group dynamics and social makeup of an organization were an extremely important force either for or against higher productivity. This caused the call for greater participation for the workers, greater trust and openness in the working environment and a greater attention to teams and groups in the work place. 

Environment

The human relations movement that stemmed from Mayo's Hawthorne Works Experiments was borne in a time of significant change. The Newtonian science that supported "the one best way" of doing things was being strongly challenged by the "new physics" results of Michalson, Rutherford and Einstein. Suddenly, even in the realm of "hard science" uncertainty and variation had found a place. In the work place there were strong pressures for shorter hours and employee stock ownership. As the effects of the 1929 stock market crash and following depression were felt, employee unions started to form.

Successes

While Taylor's impacts were the establishment of the industrial engineering, quality control and personnel departments, the human relations movement's greatest impact came in what the organization's leadership and personnel department were doing. The seemingly new concepts of "group dynamics", "teamwork" and organizational "social systems" all stem from Mayo's work in the mid-1920's. 

Max Weber - Bureaucracy

Description

At roughly the same time, Max Weber was attempting to do for sociology what Taylor had done for industrial operations. Weber postulated that western civilization was shifting from "wertrational" (or value oriented) thinking, affective action (action derived from emotions), and traditional action (action derived from past precedent to "zweckational" (or technocratic) thinking. He believed that civilization was changing to seek technically optimal results at the expense of emotional or humanistic content. Viewing the growth of large-scale organizations of all types during the late nineteenth and early twentieth centuries, Weber developed a set of principles for an "ideal" bureaucracy. These principles included: fixed and official jurisdictional areas, a firmly ordered hierarchy of super and subordination, management based on written records, thorough and expert training, official activity taking priority over other activities and that management of a given organization follows stable, knowable rules. The bureaucracy was envisioned as a large machine for attaining its goals in the most efficient manner possible. 

Weber did not advocate bureaucracy; indeed, his writings show a strong caution for its excesses:

"…the more fully realized, the more bureaucracy "depersonalizes" itself, i.e., the more completely it succeeds in achieving the exclusion of love, hatred, and every purely personal, especially irrational and incalculable, feeling from the execution of official tasks"

Or:

"By it the performance of each individual worker is mathematically measured, each man becomes a little cog in the machine and aware of this, his one preoccupation is whether he can become a bigger cog."
Weber (1930) also argues that 'the work ethic' and capitalism are mutually supportive
Environment

Weber, as an economist and social historian, saw his environment transitioning from older emotion and tradition driven values to technological ones. It is unclear if he saw the tremendous growth in government, military and industrial size and complexity as a result of the efficiencies of bureaucracy, or their growth driving those organizations to bureaucracy.

Successes

While Weber was fundamentally an observer rather than a designer, it is clear that his predictions have come true. His principles of an ideal bureaucracy still ring true today and many of the evils of today's bureaucracies come from their deviating from those ideal principles. Unfortunately, Weber was also successful in predicting that bureaucracies would have extreme difficulties dealing with individual cases. 

It would have been fascinating to see how Weber would have integrated Mayo's results into his theories. It is probable that he would have seen the "group dynamics" as "noise" in the system, limiting the bureaucracy's potential for both efficiency and inhumanity.

Henri Fayol – Administrative management

Description

With two exceptions, Henri Fayol’s theories of administration dovetail nicely into the bureaucratic superstructure described by Weber. Henri Fayol focuses on the personal duties of management at a much more granular level than Weber did. While Weber laid out principles for an ideal bureaucratic organization Fayol’s work is more directed at the management layer.

Fayol believed that management had five principle roles: to forecast and plan, to organize, to command, to co-ordinate and to control. Forecasting and planning was the act of anticipating the future and acting accordingly. Organization was the development of the institution's resources, both material and human. Commanding was keeping the institution’s actions and processes running. Co-ordination was the alignment and harmonization of the groups’ efforts. Finally, control meant that the above activities were performed in accordance with appropriate rules and procedures.

Fayol developed fourteen principles of administration to go along with management’s five primary roles. These principles are enumerated below:

 

Specialization/division of labour 

Authority with responsibility 

Discipline 

Unity of command 

Unity of direction 

Subordination of individual interest to the general interest 

Remuneration of staff

Centralization 

Scalar chain/line of authority 

Order 

Equity 

Stability of tenure 

Initiative 

Esprit de corps

 

The final two principles, initiative and esprit de corps, show a difference between Fayol’s concept of an ideal organization and Weber’s. Weber predicted a completely impersonal organization with little human level interaction between its members. Fayol clearly believed personal effort and team dynamics were part of a "ideal" organization.

Environment

Fayol was a successful mining engineer and senior executive prior to publishing his principles of "administrative science." It is not clear from the literature reviewed if Fayol’s work was precipitated or influenced by Taylor’s. From the timing, 1911 publication of Taylor’s "The Principles of Scientific Management" to Fayol’s work in 1916, it is possible. Fayol was not primarily a theorist, but rather a successful senior manager who sought to bring order to his personal experiences. 

Successes

Fayol’s five principle roles of management are still actively practiced today. The author has found "Forecast & Plan, Organize, Command, Co-ordinate and Control" written on one than one manager’s whiteboard during his career. The concept of giving appropriate authority with responsibility is also widely commented on (if not well practiced.) Unfortunately his principles of "unity of command" and "unity of direction" are consistently violated in "matrix management" the structure of choice for many of today’s companies.

Classical Theorists - Conclusion

It is clear that modern organizations are strongly influenced by the theories of Taylor, Mayo, Weber and Fayol. Their precepts have become such a strong part of modern management that it is difficult to believe that these concepts were original and new at some point in history. The modern idea that these concepts are "common sense" is strong tribute to these founders. 

In addition to the classical management theorist make others have developed their own management theories some of whom themselves have become familiar names to the students and practitioners of management across the globe. Their contribution to the understanding and practice of management has been significant and include such contributors to management theories as, Deming, Drucker, McGregor, Covey, Kotter and Follett.  

Peter Drucker (1909 -2005)

Drucker claims that he was the first to see that the “purpose of a business lies outside of itself....and that structure must follow strategy”. For many decades Drucker has been a key management thinker and has published scores of books and articles on the subject. Drucker (1954) is the original exponent of Management by Objectives (MBO) stating that, “Management by objective works - if you know the objectives. Ninety percent of the time you don't” and that management has to be management by objective measures and self control.(1946). He purported that a company's prime responsibility is to serve its customers adding that profit is not is primary goal but is an essential condition for the company's continued existence. The notion that satisfying the customer is one that was taken up by Peters & Waterman (1982) in their book, “ In Search For Excellence” which became an international best seller. The focus on customers through decentralisation, became a central them in Drucker’s writings saying that businesses work better when the focus on what they are good at an not be tempted to produce to many products, hire employees they don't need  and expand into economic sectors that they should avoid.

Stephen Covey 

“Dependent people need others to get what they want. Independent people can get what they want through their own efforts. Interdependent people combine their own efforts with the efforts of others to achieve their greatest success”. The Seven Habits model of management and leadership Covey is a theory that Covey (1990) says is applicable to our personal, social, as well as our working life and that the Seven Habits framework is highly applicable for leaders and managers. According to Covey, our paradigms will affect how we interact with others, which in turn will affect how they interact with us. So, Covey argues, any effective self-help program must begin with an "inside-out" approach, rather than looking at our problems as "being out there" (an outside-in approach). We must start by examining our own character, paradigms, and motives. 
 The Seven Habits of Covey are:
1. Be proactive. This is the ability to control one's environment, rather than have it control you, as is so often the case. Managers need to control their own environment, using self-determination and the power to respond to various circumstances.
2. Begin with the end in mind. This means that the manager needs to be able to see the desired outcome and concentrate on activities which help in achieving that end.
3. Put first things first. Managers need to personally manage themselves and implement activities which aim to achieve the second habit – looking to the desired outcome. Covey says that habit 2. is the first, or mental creation; habit 3 is the second, or physical creation.
4. Think win-win. This is the most important aspect of interpersonal leadership because most achievements are based on cooperative effort; therefore the aim needs to be win–win solutions for all.
5. Seek first to understand and then to be understood. By developing and maintaining positive relationships through good communications, the manager can be understood, and can understand the subordinates.
6. Synergize. This is the habit of creative cooperation - the principle that collaboration often achieves more than could be achieved by individuals working independently towards attaining a purpose.
7. Sharpen the saw. Learning from previous experience and encouraging others to do the same. Covey sees development as one of the most important aspects in being able to cope with challenges and aspire to higher levels of ability
Douglas McGregor (1906 – 1964)

McGregor purported that they way an organisation was managed and run is driven by the belief of its managers and that behind every action that a managers takes or decision they make lies an assumption about human nature and behaviour.  McGregor’s   (1960) theory X links closely with the management thinking of Fayol , stating that people are lazy and that they have an inherent dislike of work  and as such management should concentrate on the human tendency to avoid work and thus manage the business accordingly. In contract to the theory X approach to management is the theory Y which implies, that people will exercise self control and self direction in achieving organisational objectives and thus management policy and practices reflect the degree of commitment that they give to achieving the objectives. 

	 
	Theory X
	Theory Y

	Assumptions
	Humans inherently dislike working and will try to avoid it if they can.
	People view work as being as natural as play and rest. Humans expend the same amount of physical and mental effort in their work as in their private lives.

	 
	Because people dislike work they have to be coerced or controlled by management and threatened so they work hard enough.
	Provided people are motivated, they will be self-directing to the aims of the organization. Control and punishment are not the only mechanisms to let people perform.

	 
	Average employees want to be directed.
	Job satisfaction is key to engaging employees and ensuring their commitment.

	 
	People don't like responsibility.
	People learn to accept responsibility and seek responsibility. Average humans, under the proper conditions, will not only accept, but even naturally seek responsibility.

	 
	Average humans are clear and unambiguous and want to feel secure at work.
	People are imaginative and creative. Their ingenuity should be used to solve problems at work.

	Application
	Shop Floor, Mass Manufacturing. Production workers.
	Professional Services, Knowledge Workers. Managers and Professionals.

	Conducive to
	Large scale efficient operations.
	Management of Professionals, Participative Complex Problem Solving.

	Management Style
	Authoritarian, Hard Management.
	Participative, Soft Management.


 McGregor sees Theory Y as the preferable model and management method, however he thought Theory Y was difficult to use in large-scale operations.

W. Edwards Deming
Deming's ideas were first put into practice in Japan during the 1950s, where they were considered to have contributed significantly to the country's industrial resurgence since World War II. It was not until the 1980s that the US business community began to adopt his ideas and accept the principle that it was the executive function to ‘manage quality’ He stated the “'In the future there will be two kinds of company - those who have implemented Total Quality and those who have gone out of business. You do not have to do this. Survival is not compulsory.' Deming was a mathematician and his approach to quality control was that of a statistician recognising also that quality is about people. He asserted that 85 % of all faults in manufacturing were caused by the management. Deming is well known in Japan having spent considerable time there supported by the US Government. His prime task in Japan was to improve the Japanese reputation for poor quality. The practical application of his two theories is now universal called the Management Circle (PDAC Cycle) in Japan it is known as the Deming Circle and his 14 point plan for management, details of which are below.

The PDCA Cycle
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Plan

To plan successfully we must understand the process we are looking at.  This will involve...

· Knowing what the purpose of the process is.

· Who are suppliers to the process and what do they input to the process?

· What are the outputs of the process?

· Who are the customers who receive these outputs and what do they do with them?

· Defining an end goal i.e. what we are trying to achieve in terms of customer satisfaction or the elimination of waste.  This will usually be an improvement target.

· Establish how we are going to measure the success of what we are doing.  What process data do we have? 

Do

Carry out the planned actions
        Check

Measure and analyse the results

Act

Implement any required changes by standardising the new process or looking to see what other things might work if no improvement is achieved

Deming’s 14 points

The 14 points apply anywhere, to small organisations as well as to large ones, to the service industry as well as to manufacturing. They apply to a division within a company.

 Create constancy of purpose toward improvement of product and service, with the aim to become competitive and to stay in business, and to provide jobs.

1. Adopt the new philosophy. We are in a new economic age. Western management must awaken to the challenge, must learn their responsibilities, and take on leadership for change.

2. Cease dependence on inspection to achieve quality. Eliminate the need for inspection on a mass basis by building quality into the product in the first place.

3. End the practice of awarding business on the basis of price tag. Instead, minimise total cost. Move towards a single supplier for any one item, on a long-term relationship of loyalty and trust.

4. Improve constantly and forever the system of production and service, to improve quality and productivity, and thus constantly decrease costs.

5. Institute training on the job.

6. Institute leadership. The aim of supervision should be to help people and machines and gadgets to do a better job. Supervision of management is in need of an overhaul, as well as supervision of production workers.

7. Drive out fear, so that everyone may work effectively for the company.

8. Break down barriers between departments. People in research, design, sales, and production must work as a team, to foresee problems of production and in use that may be encountered with the product or service.

9. Eliminate slogans, exhortations, and targets for the workforce asking for zero defects and new levels of productivity. Such exhortations only create adversarial relationships, as the bulk of the causes of low quality and low productivity belong to the system and thus lie beyond the power of the work force.

10. a. Eliminate work standards (quotas) on the factory floor. Substitute leadership.
b. Eliminate management by objective. Eliminate management by numbers, numerical goals. Substitute leadership.

11. a. Remove barriers that rob the hourly paid worker of his right to pride in workmanship. The responsibility of supervisors must be changed from sheer numbers to quality.
b. Remove barriers that rob people in management and engineering of their right to pride in workmanship. This means, inter alia, abolishment of the annual or merit rating and management by objective.

12. Institute a vigorous program of education and self-improvement.

13. Put everybody in the company to work to accomplish the transformation. The transformation is everybody's job.
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