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- / Is the supervisor “management to the worker”?—Why the super-

visor has to be a manager—The supervisor’s upward responsibility

—The supervisor’s *—Today's confusion—Cutting down
» ’ . T, .

the supervisor's department the wrong answer—What the super-

visor needs—Objectives for his department—Promotional oppor-

tunities for the supervisor and the worker—His management

status—What the job should be—Managers needed rather than
SUPETrVIsOrs. |

| T

4 @ THE SUPERVISOR /»7 bperticd

' Pochbown ol bear.
/ | \

THE first-line supervisor is as the overworked catch\phrase has
it, “management to the worker.” The engineering of the job and the
organization of people for work; the presence or lack bof proper
motivation; the employee’s economic relations to the enter rise; the
spirit, principles and practices of an_organization, are T-
mined by the supervisor or even greatly influenced by him. They
originate in top management—and the worker knows it. Even the
| best supervisor is substitute for poor principles and practices in
managing workers. To overemphasize his importance, as current
?%nagement oratory tends to do, may cause harm; for it sometimes _
leads management to content itself with haranguing the SUpErvisor 5zeeos-
to do a better job in the mistaken belief that it is thereby discharging
its responsibility for managing workers. _
Yet, the firstline supervisor (whether called “foreman,” “chief
clerk” or “section manager”) alone can really bring to management
what the worker needs for peak performance. On his ability to plan
and schedule depends the worker’s ability to work. His performance.
in training and placing makes the difference between superior and
mediocre performance of the work. |

319
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The first-line supervisor has to schedule so that the work flows
evenly and steadily. He has to see to it that the men have the equip-
-ment to do the work, that they have the proper surroundings to
work in and that they have an organized team of fellow-workers.
He is also responsible for their being willing and capable of doing
the work. He has to set objectives for his group that are focused on
- those of the entire enterprise, From these objectives he has to de-
velop, together with the men themselves, the objective for every
single man’s performance. He has the main responsibility in place-
ment. He has at least the first responsibility for developmg all of
‘the leaders that can be found in the group.

Today's Confusion.

These specifications are much more modest than those often given
today for the supervisor’s job—specifications that call for a universal
- genius. There is no mention here of counseling workers, none of
being competent to impart economic education to them, none of
representing and explaining management to the workers. Yet they
are specifications for a big job requiring a capable man of real
stature.

Few supervisors will be found whose job is so designed as to
enable them to live up to these specifications. For the supervisor’s
job has not been des1gned or even thought through. In American
business at least it is a hodgepodge—the end product of decades
of inconsistency. Everybody knows, or says he knows, what the
supervisior should be doing. He is expected to be a clerk shuffling
papers and filling out forms. He is to be the master technician or the
master craftsman of his group. He is to be an expert on tools and
equipment. He is to be a leader of people. Every one of these jobs
he is expected to perform to perfection—at four thousand dollars
a year.

Worse still, while management tends to preach that the super-
visor’s first duty is human relations, it tends to promote a super-
visor for keeping good records. No wonder that the few attempts
made so far to find out what the supervisor is actually doing have
discovered that he rushes around doing forty to fifty different and
largely unconnected things without knowing which to concentrate
on. We may talk about the supervisor’s being part of management;
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we may paint in glowmg colors the importance and dignity of the
-job. The reality is, alas, much closer to the picture drawn by that
supreme realist, the local union leader, to whom the supervisor is
management’s errand boy who cannot make a decision, who is
always in the wrong and who has to be by-passed to get anything
done.

This confusion has its roots j the or1 in of the supervisory

job. It is a hybrid. One parent is f old who was the
real boss. As recently as 1880 there Were plants in New England
where the first-line supervisor was a genuine entrepreneur bidding
on a job of production, hiring his own men, organizing them for
work as he saw fit and making his living out of the difference be-
tween his bid and his actual costs. But the supervisor’s job also
grew out of the old “lead man” of a gang of ditchdiggers or tow-
rope pullers who was the “fore man” because he had the forward
position in the gang, and whose authority consisted mainly in
chanting the “one, two, three, up” that set the speed for the group.
(The German wor or the British “charge hand” be-
speak this origin evenr more clearly than our “foreman.”) From the
master craftsman the supervisor of today has largely inherited what
is expected of him. From the lead man he has, however, largely in-
herited his actual position.

On top of this we have, over the years, systematlcally taken out
of the job everything that was not nailed fast. The organization of
the work of the men under him has largely become the responsibility
of the industrial engineer. T he management of people, their selec-
tion, their placemént, their training, their payment has been taken
over increasingly by the personnel specialist. Inspection, quality con-
trol, cost accounting have all made inroads on the foreman’s job.
Finally, the coming of the union has deprived him of his discipli-
nary control. What is left is a collection of rambow hued tatters

"that will never make a garment. '
recogmzmg that there was trouble, we have, since the

middle twenties, tried to make the job more manageable by cutting

down on the number of people a supervisor manages. Thirty years

ago the typical supervisor in manufacturing industry was responsible
for the work of sixty or more people. Today the typical production
supervisor has no more than twenty to twenty-five men under him.

/J)"[p
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CHAPTER 26 @

THE PROFESSIONAL EMPLOYEE

Are professional employees part of management?—Professional ,
employees the most rapidly growing group in the working popula-
tion—Neither management nor labor—Professional employee and
manager—Professional employee and worker—The needs of the
professional employee—His objectives—His opportunities—His
pay—Organizing his job and work—Giving him professional recog-
nition. : -

-

p Jepe/
/MM\ N

s are ot aldne in being described as part of management.
e assertion is made for—and usually by——the professional
dloyee. And as in the case of the supervisor, the fact that this
- .assertion has to be made .bespeaks growing uneasiness over the
organization of the work of the professional employee and the way
he is being managed. |

Professional employees constitute the most rapidly growing group
in the business enterprise. At the end of World War 11, for instance,
seventy-five industrial companies in the U.S.A. had research labora-
tories employing more than a hundred professional people apiece.
At that time this was considered by many a wartime phenomenon

%by excess-profits tax_largesse. But five years later, at the
*floutbreak of the Korean War? thé “mimber of such large research
laboratories in American industry had almost doubled. Counting
large and small together, we now have well over three thousand
industrial laboratories engaged in scientific research. |
‘The scope of professional employment has also been widening
steadily. To the layman—and to a great many businessmen—
“professional employe "SHI1 means research engineer or chemist.

But in addition to the physicists who have entered industry so
' %ﬁ%}% asn
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spectacularly during these last ten years, business today is employ-

ing thousands of_geologists, biologists and other natural scientists,
‘and at least hundreds of economists, statisticians, certified public

accountants and psychologists—not to mention lawyers.

The new technology will greatly accelerate the trend and again
widen the scope of professional employment. In addition to creating
entirely new fields of research engineering, it will bring into the
‘business enterprise in large numbers mathematical economists to
study market and income patterns, experts in logical methods and
mathematicians.

Wherever 1 go I find concern thh the proper organization of .
these professional and technical experts.

The article 1 published on the subject (“Management and the Profes
sional Employe,” Harvard Business Review, May-June, 1952) has, for
instance, brought more demands for reprints than almost any other of
my articles on management subjects. After every talk before a business
audience—whatever the subject—somebody asks: “How can we manage

_the professional specialist?” Almost every large company I know is work-

ing on the problem. And it seems to be as acute in nonbusiness organiza-
tions—for instance, in the Armed Services—as it is in business.

Yet so new is the phenomenon that we do not even really know
what to call the professional employee. Only General Electric has
coined a term; it calls these men “individual professional con-
tributors.” Debatable as the term is (for these people usually do not
work individually but in teams), it will have to do until a better one
comes along.

Even the best term for the professional employee would not show
us what the problem is nor how to tackle it; it would show us only
that a problem exists.

Neither Management nor L Labor 9312{2 Joar Aot

Whenever it is asserted that the professional employee is “a
part of management,” the purpose is to emphasize that the profes- ...
sional employee is not “labor.” If a manager makes the assertion, W
he usually means that professional employees must not be permitted | /)" |
to unionize. If a professional makes the assertion, he usually means
that the promotional opportunities, pay and status ought to be -
equal to that of a manager rather than of a hlghly skllled worker

-~ a _u - [ B
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‘thing as “labor,” that is, human beings considered as a purely
material, if not inanimate, resource, It is its thesis that management
of worker and work has as its ultimate goal the realization of the
managerial vision for all members of the enterprise, and as its major
means the assumption of significant responsztblhty and decision-
making power by every worker.

Altogether therefore it is spurious logic to divide industrial socicty
into managers and labor, and to assume that anyone who is not a
manager must be a worker and vice versa. It is essential to realize,
first, that everybody in the enterprise is a worker, that is, that
managing is in itself a distinct kind of work; and also that
everybody in the enterprise, whatever his work, requires the man- |
agerial vision. It is equally essential to realize, second, that the
professional employee represents a distinct group which, though it
partakes of the characteristics of both manager and worker, has
distinct traits of its own. For only if we understand what the profes-
sional employee is can we organize his job properly and manage
him adequately.

[ In fact it is becoming increasingly clear that the modern business )
enterprise requires at least three distinct kinds of workers for its
success and performance. It requires managers. It requires the
ordinary worker, skilled or unskilled, manual or clerical. And
finally it requires mcreasmgly the individual professional con-
tributor.

‘What distinguishes the professional employee from the manager?
+ It is not that he does not work with other people. A market-research

man, for instance, may well have no one to manage but his secre-
tary. And yet, though his job requires high technical skill, it may
be a genuine managerial job, and should be organized on the
basis of functional decentralization. The head of a metallurgical
laboratory may have fifty people working under him; and yet,
though his job requires administrative skill, it may be the job of an
individual professional spec1ahst
Like the manager the professional has both “work” and “team
work” responsibilities, in other words.

The difference lies elsewhere. The manager is responsible for the
results of a component. He is therefore of necessity accountable for
| the work of other people.
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CHAPTER 294 g
=7

THE MANAGER AND HIS WORK

“Long white beard” or “universal genius”?>—How does the man-
ager do his work>—The work of the manager—Information: the
tool of the manager—Using his own time—The manager's re-
source: man—The one requirement; _integrity—What makes a

[~  manager?—The manager as an educator—Vision and moral re-
sponsibility define the manager.

IT was Bismarck, I believe, who said: “It’s easy enough to find a )
Minister of Education; all the job needs is a long white beard. But )
a good cook is different; that requires universal genius.” Adf%//,?am
We have so far in this book discussed what management’s job is—
to the point where it should be evident that it takes more than a
.ong white beard to discharge it, Clearly to be a manager it is not
sufficient to have the title, a big office and other outward symbols of
rank. It requires competence and performance of a high order. But
is the job, then, one demanding universal genius? Is it done by
intuition or by method? How does the manager do his work? And
what in his job and work distinguishes the manager from the non-
manager in the business enterprise? | (

A manager ha@Nobody else in the business
enterprise discharges Sks.-And everyone charged with them
ks as a manager. T foh sH o g oo o CF AT o
@ he manager has th}c(/task f creati G &5 ole-that isJarger)
maLLhMu-m_oLﬁs_pamMdeh&emhy—thaHunML@
Lhan—the—sum—ef—da&msmmces_pm_into_it. One analogy is the con-




. EMENT
342 o THE PRACTICE OF MANAGEM | yo &

ductor of a symphony orchestra, through whose effort, vision and
leadership individual instrumental parts that are so much noise by
themselves become the living whole of music. But the conductor
has the composer’s score; he is only interpreter. 'The manager is

. _both composer and conductor.

This task requires the manager to bring out and make effective
whatever strength there is in his resources—and above all in the
human resources—and neutralize whatever there is of weakness,

" This is the only way in which a genuine whole can ever be created.

It requires the manager to balance and harmonize three major
functions of the business enterprise: managing a pusiness, manag.
ing madnagers and managing worket and, work. A decision or action
that satisfies a need in one of these functions by weakening per-
formance in another weakens the whole enterprise. One and the
same decision or action must always be sound in all three areas.

The task of creating a @cn whole also requires that the
manager in every one og fiis acts consi

s"acts Consider simultaneously the per-
formance and results of the enterprise as a whole and the diverse
activities needed to achieve synchronized performance. It is here,
perhaps, that the comparison with the orchestra conductor fits
best. A conductor must always hear both the whole orchestra and
the second oboe. Similarly, a manager must always consider both
the over-all performance of the enterprise and, say, the market-
research activity needed. By raising the performance of the whole,
he creates scope and challenge for market research. By improving
the performance of market research, he makes possible better over-
all business results. The manager must continuously ask two double-
barreled questions in one breath: What better business performance

is needed(anfl what does this require of what activitiegd @: What

‘better performance are the activities capable of and what improve-

- ment in business results will it make possibl@
() Whe secod specific task of the manager is to harmonize in every

decision and action the requirements of immediatee

future. He cannot sacrifice either without endangering the enter-

prise. He must, so to speak, keep his nose to the grindstone while
lifting his eyes to the hills—which is quite an acrobatic feat. Or,
to vary the metaphor, he can neither afford to say: “We will cross
this bridge when we come to it,” nor “It’s the next hundred years

N b
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_that count.” HE@ has towm es
th re. And if he does not

take care of the next hundred days, there will be no next hundred
years; indeed, there may not even be a next five years. Whatever the
manager does should be sound in expediency as well as in basic long-
range objective and principle. And where he cannot harmonize
the two time dimensions, he must at least balance them. He must
_carefully calculate the sacrifice he imposes on the long-range future
of the enterprise to protect its immediate interests, or the sacrifice he
makes today for the sake of tomorrow. He must limit either sacri-
fice as much as possible. And he must repair the damage it inflicts
as soon as possible. He lives and acts in two time dimensions, and
he is responsible for the performance of the whole enterprise and of

his component.
CGRER o A 0 T
The Work of the Manager ]c

Every manager does many /things - that are not managing. He
may spend most of his time/on them. A sales manager makes a
statistical analysis or placates an important customer. A foreman
repairs a tool or fills in a production report. A manufacturing man-
ager designs a new plant layout or tests new materials. A company
president works through the details of a bank loan or negotiates a
big contract—or spends dreary hours presiding at a dinner in honor
of long-service employees. All these things pertain to a particular
function. All are necessary, and have to be done well.

But they are apart from that work which every manager does
whatever his function or activity, whatever his rank and position,
work which is common to all managers and peculiar to them. The
best proof is that we can apply to the job of the manager the sys-
tematic analysis of Scientific Management. We can isolate that
which a man does because he is a manager. We can divide it into

the basic constituent operations. And a man can improve his per-

formance as a manager by improving his performance of these con-
_stituent motions, MR | perkS - ompoment—

——

here are five such basic operations in the work of the manager.
Together they result in the integration of resources into a hvmg and
growing organism.

A manager, in the first place, sets . He determines what
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the objectives should be. He determines what the goals in each area
of objectives should be. He decides what has to be done to reach
these objectives. He makes the objectives effective by communicat-
ing them to.the people whose performance is needed to attain them.
Secondly, 2 manag er’ . He analyzes the activities, decisions
and relations needed. He classifies the work. He divides it into
manageable activities. He further divides the activities into man-
_ageable jobs. He groups these units and jobs into an organiza-
tion structure. He selects people for the management of these units
and for the jobs to be done. |
Next a manager . He makes a team
out of the people that are respon31ble for various ]obs. He does that
through the practices with which he manages. He does it in his
own relation to the men he manages. He does it through incentives
and rewards for successful work. He does it through his promotion
policy. And he does it through constant communication, both from
the manager to his subordinate, and from the subordinate to.the
manager.
The fourth basic element in | A2 ab
t, The manager establishes measurmg vardstlcks—and '
there are few factors as important to the performance of the organ-
ization and of every man in it. He sees to it that each man in the
organization has measurements available to him which are focused
on the performance of the whole organization and which at the same
time focus on the work of the individual and help him do it. He
analyzes performance, appraises it and interprets it. And again, as
in every other area of his work, he communicates both the meaning
of the measurements and their findings to his subordinates as well
as to his superiors.

Finally, a manager develoés Eeoék Through the way he manages
he makes it easy or difficult for them to develop themselves. He
directs people or misdirects them. He brings out what is in them or
he stifles them. He strengthens their integrity or he corrupts them.
He trains them to stand upright and strong or he deforms them.

Every manager does these things when he manages—whether he
knows it or not. He may do them well, or he may do them wretchedly.
But he always does them.

Every one of these categories can be divided further into sub-

rateonriece and sarh af the cohirateonriac Franld he Adiericesd In
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(; CHAPTER 238 '

MAKING DECISIONS

“Tactical” and *“strategic” decision—The fallacy of “problem-
solving”—The two most important tasks: finding the right ques-
tions, and makmg the solution effective—Defining the problem—
What is the “critical factor”?—What are the objectives>—What are
the rules—Analyzing the problem—Clarifying the problem—
Finding the facts—Defining the unknown—Developing alterna-
tive solutions—Doing nothing as an alternative—Finding the best
- solution—People as a factor in the decision—Making the decision
effective—"Selling” the decision—The two elements of effective-
ness: understanding and acceptance—Participation in decision-
making—The new tools of decision-making—What is “Operations
Research”?»—Its dangers and limitations—Its contribution—7Train-
ing the imagination—Decision-making and the manager of to-
morrow. ‘ "

WHATEVER a manager does he does through making decisions. Those

~decisions may be made as a matter of routine. Indeed, he may not

even realize that he is making them. Or they may affect the future
existence of the enterprise and require years of systematic analysis.
But management is always a decision-making process.

The importance of decision-making in management is generally
recognized. But a good deal of the discussion tends to center
on problem-solving, that is, on giving answers. And that is the
wrong focus. Indeed, the most common source of mistakes in man-

agement decisions is the emphasis on finding the right answer rather

than the right question.
The only kind of decision that really centers in problem-solving is

- the unimportant, the routine, the tactical decision. If both the

I 4 PU L T L N
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conditions of the situation and the requirements that the answer has
to satisfy, are known and simple, problem-solving is indeed the only
thing necessary. In this case the job is merely to choose between a
few obvious alternatives. And the criterion is usually one of
economy: the decision shall accomplish the desired end with the
minimuin of effort and disturbance. LAy

In deciding which of two secretaries
" ing to get coffee for the office—to pake the simplest . example—the one
question would be: What is the pfevailing social or cultural etiquette?
In deciding the considerably more complex question: Shall there be a
“coffee break” in the morning, there would be two questions: Does the
“break” result in a gain or in a loss in work accomplished, that is, does the
gain in working energy outweigh the lost time? And (if the loss outweighs
the gain): Is it worth while to upset an established custom for the sake

of the few minutes? .

Of course, most tactical decisions are both more complicated
and more important. But they are always one-dimensional, so to
speak: The situation is given and the requirements are evident.
The only problem is to find the most economical adaptation of

ould go downstairs every morn-

- known resources. Abwetim, — o wawm}f'@f

. G o es—
But the important decisions, the decisions that really matter, are
strategic. They involve either finding out what the situation is, or
changing it, either finding -out what the resources are or what they
should be. These are the specifically managerial decisions. Anyone
who is a manager has to make such strategic decisions, and the
higher his level in the management hierachy, the more of them he
must make.

Among these are all decisions on business objectives and on the means

to reach them. All decisions affecting productivity belong here: they
always aim at changing the total situation. Here also belong all organiza-
tion decisions and all major ‘capital-expenditures decisions. But most of
the decisions that are considered operating decisions are also strategic in
character: arrangement of sales districts or training of salesmen; plant lay-
out or raw-materials inventory; preventive maintenance or the flow of
payroll vouchers through an office,

~Strategic decisions—whatever their magnitude, complexity or

h | T 1 -
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deed, in these specifically managerial decisions, the important and
difficult job is never to find the right answer, it is to find the right
question. For there are few things as uselem
ous—as the right answer to the wrong question.

Nor is it enough to find the right answer. More important and
more difficult is to make effective the course of action decided upon.
Management is not concerned with knowledge for its own sake; it

-1s concerned with performance. Nothing is as useless therefore as the
right answer that disappears in the filing cabinet or the right solu-
tion that is quietly sabotaged by the people who have to make it
effective. And one of the most crucial jobs in the entire decision-
making process is to assure that decisions reached in various parts
of the business and on various levels of management are compatible
with each other, and consonant- with the goals of the whole busi-
' ness.

Decision-making has five distinct phases: Defining the problem
analyzing the Qroblem developmg alternate_solutions; deadmg

upon the best solution; converting the decision into effective aetion.

Fach phase has several steps.

Making decisions can either be time-wasting or it can be the
manager’s best means for solving the problem of time utilization.
Time should be spent on defining the problem. Time is well spent
on analyzing the problem and developing alternate solutions. Time
Is necessary to make the solution effective. But much less time
should be spent on finding the right solution. And any time spent
on selling a solution after it has been reached is sheer waste and
evidence of poor time utilization in the earlier phases.

Defining the Problem

Practically no problem in life—whether in business or elsewhere
—ever presents ‘itself as a case on which a decision can be taken.
What appear at first sight to be the elements of the problem rarely
are the really important or-relevant things. They are at best
symptoms. And often the most visible symptoms are the least re-
vealing ones.

Management may see a clash of personalities; the real problem

a— e e 21T L
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©® THF. MANAGER OF TOMORROW

The. new demands—T'he new tasks—But no new man—Exit the
“intuitive” manager—The preparation of tomorrow’s manager—
General education for the young—Manager education for the ex-
perienced—But central will always be integrity. '
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Tre demands on the skill, knowledge, performance, responsibility
and integrity of the manager have doubled in every generation dur-
ing the past half century. Things which in the twenties only a few
pioneers in top management were aware of we now expect young
men straight out of school to be able to do. Daring innovations of
yesterday—market research, product planning, human relations, or
trend analysis, for instance—have become commonplace. Operations
Research is fast becoming so. Can we expect this almost explosive
increase in the demands on the manager to continue? And what
can we expect to be demanded of the manager of tomorrow?
Throughout this book we have repeatedly referred to the new
pressures, the new demands on the manager. Let me refer again 3
briefly to the most important ones: '
The new technology will demand the understanding of the
(Eii_r_}giples of production and their consistent application by all
managers. It will require that the entire business be seen, under-
stood and managed. as an integrated process. Even if distribution
of the product is carried on in physical separation from production
and by a legally distinct and independent distributor, it will have
to be considered an integral part of the process. And the same
applies to raw-materials procurement or to customer Service. "
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THE MANAGER OF TOMORROW /gyl ¢
This process requires a maximum of stability and of ability to
anticipate future events. Hence it must be based on careful objec-
tives and on Iong-range decisions in all key areas. But it also requires
great internal flexibility and self-guidance. Hence managers on all
Jevels must be able to make decisions which adapt the whole process

to new circumstances, changes in the environment and disturbances,
“and yet maintain it as a going process. | |

In particular the new technology demands that management
create. markets. Management can no longer be satisfied with the
market as it exists, it can no longer see in selling an attempt to find
a purchaser for whatever it is that the business produces. It must
create customers and markets by conscious and systematic work.
Above all, it must focus continuously on creating mass purchasing
power and mass purchasing habits. | B
" Marketing itself is affected by the basic concepts of the new
technology. We have, on the whole, discussed Automation as if it
were exclusively a principle of production. It is, however, a principle
of work in general. Indeed, the new methods of mass marketing
may require greater application of the principles of Automation
than the automatic factory, even though not one single automatic
machine or electronic relay may be used. Marketing itself is becom-
ing an increasingly integrated process. And increasingly it requires
close integration with all other phases. of the business. Instead of
putting the emphasis on selling the individual customer, marketing
centers more and more in product and market planning, product
design and styling, product development and customer service.

Instead of the individual sale, the creation of mass demand will be
the pay-off. Television advertising is as much Automation, in other
words, as is a mechanized machine feed. And the technological
changes in- distribution and marketing have as much impact as the
technological changes in production.

This will demand that tomorrow’s managers, regardless of their
level and function, understand the marketing objectives and policies
of their company, and know what they have to contribute to them.
Business management will have to be able to think through long-
range market objectives and to plan and build a long-range market-
ing organization. . |

The new technology will make new demands for innovation. Not
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only must the chemist, designer or engineer work closely with
production and marketing men, but there will have to be the kind
of systematic approach to@ that Sears, Roebuck, - for
instance, applies to its merchandise planning and its development of .
suppliers. Innovation will have to be managed by objectives that
reflect long-term market goals. It will also have to attempt much
fnore systematically to foresee the inherent possibilities of tech.
nological and scientific development and to shape manufacturing
and marketing policies accordingly.

The new technology will result in greater competition. True, it
will broaden the market and raise the level of production and
consumption, but these new opportunities will also demand con-
sistent efforts to do better on the part of the enterprise and its
managers.

'Both because the new technology requires it and because social
pressures demand it, the manager of tomorrow will have to make
it possible to anticipate employment and to maintain it as close to
stability as possible. At the same time, as today’s semi-skilled ma-
chine operator becomes tOmMOITOW'S highly trained maintenance
man, and today’s skilled worker tomorrow’s individual professional
contributor, labor will become a more expensive resource—a capital
investment of the business rather than a current cost. And its
performance will have a much greater impact on the performance
of the whole business. '

Finally, the manager will have to acquire 2 whole new set of tools
—many of which he will have to develop himself. He needs to
acquire adequate yardsticks for performance and results in the key
areas of business objectives. He needs to acquire economic .tools
to make meaningful decisions today for a long-range tomorrow. He
will have to acquire the new tools of the decision-making process.

The New Tasks |

We can summarize by saying that the new demands require that
the manager of tomorrow acquit himself o@ |

1. He must manage by objectives.

o. He must take more risks and for a longer period ahead. And

- e
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risk-taking decisions will have to be made at lower levels in the
organization. The manager must therefore be able to calculate each
risk, to choose the most advantageous risk-alternative, to establish
in advance what he expects to happen and to “control” his sub-
sequent course of action as events bear out or deny his expectations.

3. He must be able to make strategic decisions.

4. He must be able to build an integrated team each member
of which is capable of managing and of measuring his own perform-
- dnce and results in relation to the common objectives. And there is
a big task ahead in developing managers equal to the demands of
tomorrow. |

5. He will have to be able to communicate information fast and
clearly. He will have to be able to motivate people. He must, in
other words, be able to obtain the responsible participation of
other managers, of the professional specialists and of all other
workers. } '

6. Traditionally a manager has been expected to know one or
more functions. This will no longer be enough. The manager ot

/!" 1?"

tomorrow must be able to see the business as a whole and to

integrate his function with it.

7. Traditionally a manager has been expected to know a few
products or one industry. This, too, will no longer be enough. The
manager of tomorrow will have to be able to relate his product and
industry to the total environment, to find what is significant in it
and to take it into account in his decisions and actions. And in-
creasingly the field of vision of tomorrow’s manager will have to
. take in developments outside his own market and his own country.
Increasingly he will have to learn to see economic, political and
social developments on a world-wide scale and to integrate world-
wide trends into his own decisions.

But No New Man|

But there will be no new men to do these staggering tasks. The
manager of tomorrow will not be a bigger man than his father
was before him. He will be possessed of the same endowments,
beset by the same frailties and hedged in by the same limitations.
‘There is no evidence that the human being has altered much in the
course of recorded history, certainly none that he has grown in
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CONCLUSION 30 70)

THE RESPONSIBILITIES
'OF MANAGEMENT

Enterprise and society—The threefold public responsibility of
management—The social developments that affect the enterprise
—The social impact of business decisions—Making a profit the
first social responsibility—Keep opportunities open—Manage-
ment as a leading group——Asserting responsibility always implies
authority—What is management’s legitimate authority>—Manage-
ment and fiscal policy—The ultimate responsibility: to make
what is for the public good the enterprises’ own self-interest.

Our discussion has so far treated the business enterprise as primarily

existing by and for itself. True, we have stressed the relationship
to the outside—to customers and market, to the labor union, to the

social, economic and technological forces at work in our society.

But these relations have been viewed somewhat like the relation-

ship between a ship and the sea which engirds it and carries it,

which threatens it with storm and shipwreck, which has to be

crossed, but which is yet alien and distinct, the environment rather |
than the home of the ship.

But society is not just the environment of the enterprise. Even
the most private of private enterprises is an organ of society and
.serves a social function. A

Indeed the very nature of the modern business enterprise imposes
responsibilities on the manager whichi are different in kind and
scope from those of yesterday’s businessman.

Modern industry requires an organization of basic resources

nlla
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which is radically different from anything we have known be.
fore. In the first place, the time span of modern production and
of business decisions is so long that it goes way beyond the life span
of one man as an active factor in the economic process. Secondly,
the resources have to be brought together into an organization
—both of material objects and of human beings—which has tq
have a high degree of permanence to be productive at all. Next,
_resources, humanl and material, have to be concentrated in large
aggregations—though there is of course a question how large they
have to be for best economic performance and how large they should
be for best social performance. This in turn implies that the people
who are entrusted with the direction of this permanent concentra.
tion of resources—the managers—have power over people, that
their decisions have great impact upon society, and that they have
to make decisions that shape the economy, the society and the lives
of individuals within it for a long time to come. In other words,
modern industry requires the business enterprise, which is some-
thing quite different and quite new.

Historically, society has always refused to allow such permanent
concentrations of power, at least in private hands, and certainly for
economic purposes. However, without this concentration of power
which is the' modern enterprise, an industrial society cannot possibly
exist. Hence society has been forced to grant to the enterprise what
it has always been most reluctant to grant, that is, first a charter
of perpetuity, if not of theoretical imih(grtality to the “legal person,”
and second a degree of authority to thesmanagers which corresponds
to the needs of the enterprise.

This, however, imposes upon the busiefsg.s_ and its managers a
responsibility which not only goes far beyond any traditional re-
sponsibility of private property but is altogether different. It can
no longer be based on the assumption that the self-interést of the
owner of property will lead to the public good,&or,#tthat self-interest
and public good can be kept apart and considered to have nothirig tel. "
do with each other. On the contrary, it requires of the managc;‘;gh%t@
he assume responsibility for the public good, that he subordinate
his actions to an ethical standard of conduct, and that he restrain
his self-interest and his authority wherever their exercise would
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infringe upon. the commonweal and upon the freedom of the in-
dividual.

And then there is the fact that the modern business enterprise
for its survival needs to be able to recruit the ablest, best educated
and most dedicated of young men into its service. To attract and
to hold such men a promise of a career, of a living, or of economic

success is not enough. The enterprise must be able to give such

men a vision and a sense of mission. It must be able to satisfy their
desire for a meaningful contribution to their community and society.
It must in other words embrace public responsibility of a high order
to live up to the demands the manager of tomorrow must make on
himself. a

No discussion of the practice of management could therefore
leave out those functions and responsibilities of management that
arise out of the social character and the public existence of even
the most private of enterprises. In addition the enterprise itself must
demand that management think through its public responsibilities.
For public policy and public law set the range for the actions and
activities of the enterprise. They decide what forms of organization
are open to it. They prescribe marketing, pricing, patent and
labor policies. They control the ability of the enterprise to obtain
cap1tal and its price. They decide altogether whether private enter-
prise is to remain private and autonomous and to be governed
by managements of its own choosing.

The responsibility of management in our society is decisive not
only for the enterprise itself but for management’s pubhc standing,
its success and status, for the very future of our economic and social
system and the survival of the enterprise as an autonomous institu-
tion. The public responsibility of management must therefore
underlie all its behavior. Basically it furnishes the ethics of manage-
ment.

/E=/2T

The discussion of management’s public responsibility tends today, .

at least in this country, to begin with the consideration of manage-
ment as a leading group in society. But properly-it should begin
with management’s responsibility to the enterprise of which it is
an organ. This responsibility cannot be compromised or side-stepped.
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