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IR DEE (CHAPTER 13)

THE SPIRIT OF AN ORAGANIZATION [[{~E»H—358 )

To make common men do uncommon tings: the test of performance—Focus
on strength—Practices, not preachments—

RRADY—ITTIRELEZTHLEDSLDIL, BEOXXIETH S,

A saying sum up the “spirit of an organization.” It is the inscription on
Andrew Carnegie’s tombstone:

Here lies a man
Who knew how to enlist
In his service
Better men than himself

It is the purpose of an organization to “make common men do uncommon
things” —this phrasing is Lord Beveridge’s. No organization can depend on
genius; the supply is always scarce and always unpredictable. But it is the
test of an organization that it make ordinary human beings perform better
than they are capable of,

I shall never forget the university president who once said to me: “It is my
job to make it possible for the first-rate teacher to teach. Whether he gets
along with his colleagues or with me—and very few of the really good
teachers do either—is irrelevant. We certainly have a collection of problem
children here—but, boy, do they teach.”

And nothing destroys the spirit of an organization faster than focusing on
people’s weaknesses rather than on their strengths, building on disabilities
rather than on abilities. The focus must be on strength.
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IR DEE (CHAPTER 14)

CHIEF EXECUTIVE AND BOARD (161~E»H—%4H)

The bottleneck is at head of the bottle—Need for work simplification of the
chief executive’s job—The chief-executive job a team job—The demands of
tomorrow’s top-management job—The crisis of the one-man chief-executive
concept—How to organize the chief-executive team—Team, not committee—

Clear assignment of all parts of chief-executive job—How many on the team?
—The Board of Directors—Why a Board is needed.

TEEZEOFRRIZEVNT, F1ICHKaOEEZLEEL L. B 2 (5
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“THE bottleneck is at the head of the bottle,” goes an old saw. No business
1s likely to be better than its top management, have broader vision than its
top people, or perform better than they do.

A business needs a central governing organ and a central organ of review
and appraisal. On the quality of these two organs, which together comprise
top management, its performance, results and spirit largely depend.

But the most important team task in any business is the top-management
task. In scope, as well as in its requirements of skills, temperaments and
kinds of work, it exceeds any one man’s capacity. No matter what the
textbooks and the organization charts say, well-managed companies do not
have a one-man “chief executive.” They have an executive team.
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IR DFFE (CHAPTER 15)
DEVELOPING MANAGERS (182~E»bH—%5/ )

Manager development a threefold responsibility: to the enterprise, to society,
to the individual.

\J
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IAROAMABRLEHIELTETLS, EMTOEEDRREREILD
mEEHLLL, BBELLC LTS,

THE prosperity if not the survival of any business depends on the
performance of its managers of tomorrow.

Management itself is becoming increasingly complex. In addition to a
rapidly changing technology which, at least in the United States, makes
competition daily more important and more stringent, problems—relations
with the government, relations with suppliers and customers, relations with
the employees or with labor unions—all of which require better managers.

In fact, ours is the first society in which the basic question is not: How
many educated people can society spare form the task of providing
subsistence? It is: How many uneducated people can we afford to have?

Manager development from this point of view is little but a technical name
for the means through which we carry out a central and basic part of our
social beliefs and political heritage.
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IR DEE (CHAPTER 16)

WHAT KIND OF STRUCTURE? (193~E»bH—3|H)

Organization theory and the “practical” manager— Activities analysis—
Decision analysis—Relations analysis.

WaET DB ZEED L S ITED D,

UNTIL well into the seventeenth century, surgery was performed not by
doctors but by barbers who, untaught and unlettered, applied whatever
tortures they had picked up during their apprenticeship.

But the practicing manager has only too often felt the barber must have
felt. It is not that he, as a “practical man,” resisted theory. Most managers,
especially in the larger companies, have learned the hard way that
performance depends upon proper organization. But the practicing manager
did not as a rule understand the organization theorist, and vice versa.

First, we must find out what kind of structure the enterprise needs.

Organization is not an end in itself but a means to the end of business
performance and business results. Organization structure is an
indispensable means;

Still, the starting point of any analysis of organization cannot be a
discussion of structure. It must be the analysis of the business. The first
question in discussing organization structure must be.

There are three specific ways to find out what kind of a structure is needed
to attain the objectives of a specific business: activities analysis; decision
analysis; relations analysis.
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(conventional organization any starts with functions inside a business)
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IR DFRE (CHAPTER 17)
BUILDING THE STRUCTURE (202~E7bH—15] )

The three structural requirements of the enterprise— Organization for
performance—The least possible number of management levels—Training
and testing tomorrow’s top managers—The two structural principles—
Federal decentralization—Its advantages—Its requirements—Its limitations
— The rules for its application — Functional decentralization — Its
requirements and rules—Common citizenship under decentralization—The
decisions reserved to top management — Company-wide promotions —
Common principles.

HBOBEIVWNELEIRERERERICLETNETE S0,

THE first concern in building a management structure is the requirements
it has to satisfy. What are its typical stresses and strains? What performance
does it have to be capable of?

There are three major answers to these questions.

1. It must be organization for business performance.

2. Hardly less important is the requirement that the organization
structure contain the least possible number of management levels, and
forge the shortest possible chain of command.

3. Organization structure must make possible the training and testing of
tomorrow’s top managers. It must give people actual management
responsibility in an autonomous position while they are still young
enough to acquire new experience.
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IR DEE (CHAPTER 18)

THE SMALL, THE LARGE, THE GROWING BUSINESS (227~EHbH—3F)

The four stages of business size—How big is too big? —The unmanageable
business—The problems of smallness—The lack of management scope and
vision—The family business—What can the small business do? —The
problem of bigness—The chief executive and its job.

FNEROBEIL. AFICHT 2DENDH D,

The worst examples of poor spirit are usually found in a small business
run by a one-man dictator who brooks no opposition and insists on making
all decisions himself. I know no poorer communications than those of the all
too typical small business where the boss “plays it close to the chest.”

Size, then, does not change the nature of business enterprise nor the
principles of managing a business. It does not affect the basic problems of
managing managers. It in no way affects the management of work and
worker.
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IR DFFE (CHAPTER 19)
THE IBM STORY (255~EnH—%5f)

The human resource the one least efficiently used—The one holding greatest
promise for improved economic performance—Its increased importance
under Automation—IBM’s innovations—Making the job a challenge—The
worker’s participation in planning— “Salaries” for the workers—Keeping
workers employed is management’s job.

TENMRRZHToNINENE. BALLICHRZHITSES
TERODEN. TEHEHAFEOSEATVLDAICHN DTS, 2T,
AERBEDIROAVRIE, IRTDAVIDEELGHETH S,

IT HAS become almost a truism in American management that the human
resource is of all economic resources the one least efficiently used, and that
the greatest opportunity for improved economic performance lies in the
improvement of the effectiveness of people in their work.

But Automation derives its efficiency and productivity mainly from the
substitution of highly trained, high-grade human work for poorly trained or
semi-skilled human work.

There are, indeed, differences between workers according to kind of work,
age, sex, education—but basically they are always human beings with
human needs and motivations,

FEIZHED M L & ERDIEKRIBM)
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IR DFEE (CHAPTER 20)

EMPLOYING THE WHOLE MAN (262~EH5H—13| )

The three elements in managing worker and work—The worker as a
resource—Human resource and human resource—Productivity is an attitude
—Wanted: a substitute for fear—The worker and the group—Only people
develop—The demands of the enterprise on the worker—The fallacy of “a fair
day’s labor for a fair day’s pay’—The worker’s willingness to accept change—
The worker’s demands on the enterprise—The economic dimension—Wage
as seen by enterprise and by worker—The twofold meaning of profit.

AD—EEED CEIXTET . ARRZEDODLGITNIEXLZELEDS
CF. ADEEHDRLEDR, ZOFEFLEORREEEBED-OHDOES
DL D,

IN Hiring a worker one always hires the whole man. It is evident in the
IBM story that one cannot “hire a hand”; its owner always comes with it.
Genesis informs us, “In the sweat of thy brow shalt thou eat thy bread” was
both the Lord’s punishment for Adam’s fall and His gift and blessing to make
bearable and meaningful man’s life in his fallen state.

And the human being has one set of qualities possessed by no other
resource: it has the ability to co-ordinate, to integrate, to judge and to
imagine. In fact, this is its only specific superiority.
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HARDFEE (CHAPTER 21)

IS PERSONNEL MANAGEMENT BANKRUPT? (Q73~E)H—3H)

Personnel Administration and Human Relations— What has personnel
Administration achieved? —Its three basic misconceptions—The insight of
Human Relations—And its limitations— “Scientific Management,” our most
widely practiced personnel-management concept.

There has been so little building on the foundations of Personnel
Administration and Human Relations is not that the foundations themselves
were inadequate.

Some wit once said maliciously that it puts together and calls “personnel
management” all those things that do not deal with the work of people and
that are not management.

One reason is the belief in “spontaneous motivation.” “Remove fear,” the
Human Relations people seem to say, “and people will work.”

Human Relations also lacks an adequate focus on work. Positive
motivations must have their center in work and job, yet, Human Relations
puts all the stress on inter-personal relations and on the “informal group.”

The second blind spot of Scientific Management is the “divorce of planning
from doing”

Planning and doing are separate parts of the same job; they are not
separate jobs. There 1s no work that can be performed effectively unless it
contains elements of both.
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IR DEE (CHAPTER 22)

HUMAN ORGANAIZATION FOR PEAK PERFORMANCE  (289~E /5 —3| )

EEDEEOE-OHOMBEESICE

THE title of this chapter is a manifesto. By proclaiming peak performance
to be the goal—rather than happiness or satisfaction—it asserts that we
have to go beyond Human Relations. By stressing human organization, it
asserts that we have to go beyond traditional Scientific Management.

It can be argued convincingly that our difficulties and failures here are not
the result of ignorance but of refusal to accept our own knowledge.

Again and again they found themselves frustrated by fungus infestations
that killed the bacteria. For decades they regarded the fungus as a nuisance,
threw away the infested cultures and sterilized the equipment anew. It took
genius to see that the infested culture rather than the pure one offered the
clue to bacteria control.
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(Employee satisfaction is an almost meaningless concept.)
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IR DFRE (CHAPTER 23)
MOTIVATING TO PEAK PERFORMANCE (302~E»bH—5] )

What motivation is needed— “Employee satisfaction” will not do—The
enterprise’s need is for responsibility —The responsible worker — High
standards of performance—Can workers be managed by objectives?—The
performance of management.

MEELEEEOFLELTHES TS, BREEFZTEOREFTH
Bo MREBELVSHDIX, FHENTERETH > TEKRL G,

WHAT motivation is needed to obtain peak performance from the worker?
The answer that is usually given today in American industry is “employee
satisfaction.” But this 1s an almost meaningless concept.

We also have no standards to measure what degree of satisfaction is
satisfactory. If 70 per cent of the employees answer “yes” to the question: “Do
you think the company is a good place to work in?’—is that “high
satisfaction,” “low satisfaction” or what? and what does the question mean?
Could any manager answer it with “Yes” or “No”?

But what does the man do who is satisfied? After all, the enterprise must
demand of the worker that he do something, willingly, and with personal
involvement. It must have performance—not just acquiescence.
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IR DEZE (CHAPTER 24)

THE ECONOMIC DIMENSION (312~E b —2| )

Financial rewords not a source of positive motivation—The most serious
decisions imminent in this area—An insured expectation of income and
employment—The resistance to profit—Profit-sharing and share ownership
— “No sale, no job.”

AL, (DBHEAIASOBRTE QFVWEETHEL,

But financial rewards, as already indicated, are not major sources of
positive motivation in the modern industrial society, even though discontent
with them inhibits performance. The best economic rewards are not
substitutes for responsibility or for the proper organization of the job. Yet,
conversely, non-financial incentives cannot compensate for discontent with
economic rewords.

The first of these is the conflict between the enterprise’s view of wage as
cost and its demand for wage flexibility, and the employee’s view of wage as
income and his demand for wage stability. This conflict can be resolved only
by a predictable wage and employment plan.
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