Workshop Activity 2a

The Scientific Approach

F. W. Taylor (1856-1915) experimented with a worker called ‘Schmidt’ at the Bethlehem Iron Works in the late 1880’s. He persuaded Schmidt that if he followed his instructions to the letter he could become a ‘high-priced man’ and earn significantly higher wages. Schmidt had to follow precise instructions with regard to when he could work, when he could rest etc. By working to Taylor’s methods Schmidt was able raise his productivity by a factor of four and increase his wages by 60%. Taylor’s methods became famous as the ‘scientific approach’ to work management.

Tasks 
In small groups:

1. List what you think are a) the advantages of being a ‘high-priced man’ and b) the disadvantages.

2. Outline some reasons why you think Taylor’s proposals received a hostile reception from some quarters.

3. Discuss with the rest of the group any personal experience you have had with ‘Taylorism’ at work. Does it still have a role in the 21st Century?

Workshop Activity 2b
Formal Organisation Theory and Bureaucracy

Tasks 
1 Which of Fayol’s principles of management relate to:
· Human Relations
· Production Efficiency
· Administration/Organisational Aspects
Where do you think the overall emphasis lies?

2 With reference to any large-scale organisation of your choice list some of the characteristics it displays of a bureaucracy. 

3 What do you think are the advantages and disadvantages of these characteristics?


Refer to Supplementary Notes for Activity 3.





















Workshop Activity 2a Notes
DEVELOPMENT OF ORGANISATIONAL STUDIES

Although writing on organisations can be traced back thousands of years, the systematic development of theory began to develop in the early part of this century. Complex business organisations had grown as a result of the industrial revolution. 

The theorists sought to be able to understand, explain and predict human behaviour in these organisations. In our consideration of the subject we will be looking at theoretical thinking under four headings;


Classical
Human Relations
Systems
Contingency

CLASSICAL ORGANISATIONAL THEORY

The desire to understand organisations led theorists to try and develop a scientific basis, looking at the organisation as you would a machine and trying to ensure smooth running. Three examples of this approach are given.

SCIENTIFIC MANAGEMENT – F.W. TAYLOR (1856-1917)
Taylor produced a number of guidelines for managers to follow, sometimes called 'task management'. He used scientific methods such as time and motion studies to find what he saw as the most efficient methods of getting the job done.

This is a 'Mechanistic' approach, treating humans like machines, expecting people to behave in an economically rational way and work harder for more reward.

A micro approach to the study of organisations, seeking to improve performance at shop floor level.

Early theorists saw incentive pay schemes as a way to maximise output. Later research showed this was not always the case.

FORMAL ORGANISATION THEORY - FAYOL

Universal principles can be applied to organisation structure.

Specialisation - division of labour
Chain of Command - moving downwards
Unity of Command - employees have one boss
Span of Control - optimum level of supervision
Chain of Command - Vertical Communication channel
Minimum Authority Levels making control easier
Line responsibility for production
Staff - giving advice and service

This is a more macro approach with great emphasis on structure but little on sociological and psychological factors.

This approach was questioned by others who saw that different types of technology or production required different types of organisational structure.

BUREAUCRACY - WEBER

Weber depicted the Bureaucratic model as the most appropriate form of organisation for large scale and complex concerns.  The bureaucratic model was based upon the notion of Rational - Legal Authority. Employees accept a person’s authority because of the position held in the hierarchy.

Bureaucratic structures include many of the attributes of Formal Organisation Theory.

		Routinised 	- tasks organised in an ongoing pattern
		Specialised 	- tasks distributed functionally
		Hierarchical - arranged in ranks or levels of responsibility
		Expert 	- each person trained in skills/knowledge required
		Corporate 	- organisation has legal entity, not individuals within it
		Documented - all transactions by written record

Bureaucracy emphasises Rules and Procedures - each position in the hierarchy has its own carefully defined duties and rights, with an equally carefully defined system of procedures to ensure authority is exercised.  Again, this is a mechanistic, macro view, with a neglect of psychological and sociological factors.

Many have since pointed out the dysfunctional consequences of bureaucratic organisation and today it is used as a term of abuse. It must be stressed however that Weber did not advocate or promote bureaucracy but saw it as an ‘ideal type’ – it does not describe any particular existing organisation but can act as a model against which to check organisations. To an extent all organisations have bureaucratic features – it is the ‘degree of bureaucratisation’ that varies. 

