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CHAPTER % »'//(_7

THE OBJECTIVES OF A BUSINESS

The fallacy of the objective—The eight key areas of busi-
ness enterpnse-é“g;g@e and (“intangible” obj _objectives—How
to set objectives—The Tow state of the art and science of measure-
ment—Market standing, Innovatior Innovation, Product1v1ty and “Contrib-
uted-Value”—The physical and finaficial resources—How much
Proﬁtablhty?—A rational capltal -investment policy—The remain-
ing key areas. :

A Most of today's lively discussion of management by objectives is
concerned with the search for the one right objective. This search is
@only likely to. be as unproductive as the_quest for the philoso-

her’s stone; it is certain to do harm and to misdirect.

To emphasize only profit, for instance, misdirects managers to
l.nate stl, the point where theymal of the business. To
week e~ obtain profit today they tend to_undermine the future. They may
; push the most easily saleable product lines and slight those that are 3/
lh the market of tomorrow. They tend to short-change research, pro-
]{“ motion and the other postponable investments. Above all, they shy
| away from any capital expenditure that may increase the invested-

,}4 capital base against which profits are measured; and the result is

n dangerous m of equipment. In other words, they are

directed into thie worst practices of management.

!‘ To manage a business is to balance a variety of needs and goals.

‘} This requires judgment. The search for the one objective is essen-

EL tially a search for a magic formula that will make ]udgment un-

necessary. But the attempt to replace ]udgment hy formula is always

L
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_irrational; all that can be done is to make judgment possible by nar-
rowing its range and the available alternatives, giving it clear focus,
a sound foundation in facts and reliable measurements of the effects
and validity of actions and decisions. And this, by the VEry nature
of business enterprise, requires multiple objectives.

- What should these objectives be, then? There is only ¢n
Objectivys are needed in every area where performance and results

irectly and vitally affect the survival and prosperity of the business.

‘These are the areas which are affected by every management de-
cision and which therefore have to be considered In every manage-
ment decision. They decide what it means concretely to manage the
business. ‘They spell out what results the business must aim at and
what is needed to work effectively toward these targets.

Objectives iin e

y.areas should enable us to dﬁm

‘@Dro organize and explain the whole range of business phenomena in
a small number of gineral statements,(’f'_t_)g test these statements in

actual experience; t0¥predict behavior; @ a opraise_the soundness
of decisions when they are still being made! dnd to_enable practic-
ing businessmen to analyze their own experience and, as a result,
@_xp_g_npmm their performance. It is precisely because the traditional
theorem of thg maximization of profits cannot meet any of these
tests—let alone all of them-—that it has to be discarded.

At first sight it might seem that different businesses would have
entirely different key areas—so different as to make impossible any
general theory. It is indeed true that different key areas require
different emphasis in different businesses—and different emphasis at
different stages of the development of each business. But the areas
are the same, whatever the business, whatever the €Cconomic con-
ditions, whatever the business’s size or stage of growth.
mgre are gigh]‘_ama\s_lin which objectives of - performance and
results have to be set: '

“Market standing; 1nnoyatlongploducuwty;%hysmal and financial

resources;%mm&ility;@ a er“1 o) ' t;
‘@EQIkELpetﬁomznce_andmlde,_ ublic responsibility. ¢S4

There should be little dispute over the first five objectives. But
there will be real protest against the inclusion of the j 5
. 'mmanager performance and development; -

. . : & . RT :
" and attitude; and’ public responsibility, e
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Yet, even if managing were merely the application of economics, 3

we would have to include these three areas and would have to
demand that objectives be set for them. They belong in the most
purely formal economic theory of the business enterprise. For neglect
of manager performance and development, worker performance and
public responsibility soon results in the most practical and tangible
loss of market standing, technological leadership, productivity and
profit—and ultimately in the loss of business life. That they look so
different from anything the economist—especiallm
nomic analyst—is wont to deal with, that they do not readily submit
to quantification and mathematical-treatment, is the economist’s
= bad luck; but it is no argument against their consideration.

The very reason for which economist and accountant consider
these areas impractical—that-they deal with principles and values
rather than solely with dollars and cents—makes them central to
the management of the enterprise, as tangible, as practical—and
indeed as measurable—as dollars and cents.

For the enterprise is a community of human beings. Its perform-
ance is the performance of human beings. And a human community
must be founded on common beliefs, must symbolize its cohesion in
common principles. Otherwise it becomes paralyzed, unable to act,
unable to demand and to obtain effort and performance from its
members.

g such considerations ar@, it 1s management’s job to

‘make them tangible by its deeds. To neglect them is to risk not
only business incompetence but labor trouble or at least loss of
worker productivity, and public restrictions on business provoked
by irresponsible business conduct. It also means risking lack-luster,
mediocre, time-serving managers—managers who are being condi-
tioned to “look out for themselves” instead of for the common good
of the enterprise, managers who become mean, narrow and blind
for lack of challenge, leadership and vision.

LHow To Set Objective.s.:]

The rea diﬂiculty lies indee@ in determining what objectives_
we need{ but in deciding how to set them.

" There is only one fruitful WAy to ‘make_ thls decision: by deter-
mining what shall be measured in-each area and what the yardstick

nf maaenramant chanld ha Taw tha cnnnciscncn s connd Dol
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CHAPTER 8 . b

TODAY’S DECISIONS
FOR TOMORROW’S RESULTS
- gty

bl

Management must always d@nticipate the future—Getting around
the business cycle—Findin range of fluctuations—Finding
economic bedrock—Trend analysis—Tomorrow’s managers the

only real safeguaré. P A AA g
. }Z \fﬂ F v

T | P
@ AN OBJECTIVE, a goal, a target serves to determine what action to
take today to obtain results tomorrow. It is based on anticipating
/sy [the future. It requires action to mold the future. It always balances
: present means and future results, results in the immediate future
and results.in the more distant future. |
bslanles This is of particular importance in managing a business. In the
first place, practically every basic management decision is a long-
range decision—with ten years a rather short time-span in these
days. Whether on research or on building a new plant, on designing
a new marketing organization or a new product, every major
management decision takes years before it is really effective. And
it takes years for it to be productive, that is, to_pay off the invest-
ment of men or money. frras A poy it
Management has no choice but to anticipate the future, to attempt
to mold it and to balance short-range and long-range goéals. It is
not given to mortals to do either of these well. But lacking ‘divine
guidance, business management must make sure that these difficult
repsonsibilities are not. overlooked or neglected but taken care of
as well as is humanly possible. |
[ Predictions concerning five, ten or fifteen years ahead are always
88
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“guesses.” Still, there is a difference between an “educated guess”

J a “hunch,” between a guess that is based upon a rational
appraisal of the range of possibilities@ a guess that is simply a
gamble. \ ' ' |

the Business Cycl‘e] % I

Any business exists as a part of a larger economic context; a con- o grnrad
~cern with “general business conditions” ismandatoty to any plan ot NMaur
for the future. However, what management needs is not the “busi-
ness forecast” in the usual sense, that is, a forecast that attempts to
. 3 L4 T . T L . -
Jead tomorrow’s weather and to predict what business conditions

ill be like three, five or ten years ahead.
. : —— - —!
,are tools that enable it to free its thinking and _planning from
ependen the business cycle. : ;
At first sight this may look like a paradox. Certainly the business
cycle is an important factor; whether a decision will be carried out
in a period of boom or in a period of depression may make all the

difference in its validity and success. The standard advice of the
economists to make capital investments at the trough of the de-

pression and to fefrai 'fro_m expansion and new investments at the
peak of a boom seems to be nothing but the most elementary com- :
mon sense. bl pain = S/T"F' "IW*? /@?ag%‘ odatle
Actually it is no more useful and no mor than ‘the adﬁzz
to buy cheap and sell dear. It is good advice; but how is it to be
followed? Who knows in what stage of the cycle we are? The batting
average of the economists has not been impressive—and -the fore-
casting success of businessmen has not been much more so. (Remem-
ber the all but general prediction back in 1944 or 1945 of a major
postwar slump?) Even if it were sound, to play the business cycle
- would be unusable advice. ' ‘ : —
“If people could act according to this advice, we would not have
boom and depression to begin with:. We have extreme fluctuations
{ only because it is psychologically impossible to follow such advice.
In a boom almost everybody is convinced that this time even the
sky will not be the limit. At the bottom of a depression everybody
is equally convinced that this time there will be no recovery but
that we will keep on going down or stay at the bottom forever. As
long as businessmen focus their thinking on the business cycle they
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will be dominated by the business-cycle psychology. They will there-
fore make the wrong decision no matter how good their intentions

and how good the economists’ analytical ability.

Moreover, economists doubt more and more whether there is a
real “cycle.” There are ups and downs, no doubt; but do they
have any @erlodmlti}, any @%ﬁ@%ﬂl@? The greatest
of modern ecdhomists, the late Joseph’rﬁ. “Schumpeter, labored
mightily for twenty-five years to find the “cycle.” But at best, his
“business cycle” is the result of so many different cyclical movements
that it can only be analyzed @L? ‘And a business-cycle

analysis that only tells where the cycle has been but not where it
will go, is of little use in managing a business.

Finally, the business cycle is-too short a period for a good many
business decisions—and for th  10st important ones. A plant ex-
pansion program in heavy indv y, for instance, cannot be founded
on-a forecast for the next four  five or six years. It is a fifteen- or
twenty-year program. And the me is true of a basic change in
product or marketing organizi n, of a decision to build a new
store or to develop a new typ f insurance policy.

What business needs therefc are tools which will enable it to
make decisions without having  try to guess in what stage of the
cycle the economy finds itself. I'nese tools must enable business to
plan and develop for more than the next three or even the next
seven years, regardless of the economic fluctuations to be expected

e

.

over the cyclical period.
We have today'three such tools) In managing a DUSINESS all thiee
are_useful.

| ) In_the first place, we can assume that there will always be fluctua-
lions, without attempting to guess what stage of the cycle the econ-
omy is currently passing through. We can, in other words, free

dectsions from cyclical guesswork by testing the business decision

against the worst possible and the sharpest possible setback that
past experience could lead us to expect.!

This method does not indicate whether a decision is right or

! For most American manufacturing industries this was not the “Great Depres-
sion” of 1929-32, but the much shorter “recession” of 1g37-38. The rate of decline
during the eight months of that depression was the sharpest ever witnessed in
an industrial country other than the collapse following total defeat in war
such us that of Germany or Japan.,
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. tion of the minimum necessary profit.
EJ; The second tool—more difficult to handle but also more produc-

S p

TODAY’S DECISIONS FOR TOMORROW’S RESULTS g1

not. It indicates, however, the extremes of cyclical risk involved.
It is therefore the most important forecasting tool in the determina.

—

" tive=—consists of basing a decision on events which are likely to have

heavy impact upon future economic conditiorf§ byt which have al-
ready happened. Instead of forecasting the future, this method
focuses on past events—events whichhowever, have not yet ex-

E"ressed themselves economically. Instead of atfﬁ?@to _guess
—

economic conditions, this method tries to find the Zbedrock” under-

lying economic conditions, —

We have mentioned before the case of the company which decided
during World War II to turn to the production of fuse boxes and switch
boxes-after the war. This decision was based on such an analysis of the

underlying the economy, namely, the pattern of family forma-
‘tion and population structure that had emerged in the United States
between 1937 and 1943. |

By 1943 it had become clear that something fundamental was happen-
ing to population trends. Even if the population statisticians had turned
out to be right in their forecast that the high birthrate was a wartime
phenomenon and would come to an end with the conclusion of the war
(one of the most groundless, if not frivolous, forecasts ever made), it would
not have altered the fact that from a low point in 1937 the rate of family
formation had risen to where it was significantly above the rate of the
depression years. These new families would need houses, even if the rate
of family formation and the birthrate were to decline again after the
end of the war. In addition, there had been almost twenty years of stagna-
tion in residential building, so that there was a tremendous pent-up de-
mand for houses. From this it could be concluded that there would be
substantial residential building activity in the postwar period. The only
thing that could have prevented it would have been America’s losing
the war. -

If the postwar period had brought a sizable depression, this housing
activity would have been a government project. In fact, population trends
and the housing situation indicated that housing would have to be the
major depression-fighting tool of governmental policy. If the postwar
period were to be a boom period, as it turned out to be, there should be
substantial private housing activity. In other words, housing would be' at
a high level in depression as well as in boom. (In fact, building would
Probably have been on a higher level than the orie we actually experienced
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in the postwar period, had the much-heralded postwar depression actually
come to pass.)

It was on the basis of this analysis of a development that had already
happened and that could be expected to shape the economy regardless of
business conditions, that the company’s management decided to move into
its new business. Management could justifiably claim that, even though
it planned longrange, no forecast regarding the future was actually in-
volved.

“Of course, population structure is only one of th@'(%edroc}ﬂ factory.

In the period 1mmed1ately following World War IT it was probably
a dominant factor in the American economy. In other times, how-

ever, it might well be secondary, if not m
However, the basic method used is universally applicable: to

find events that have alreadz occurred, events that lie outside o
economic conditions, but in turn shape those conditions, thus basing
a decision for the future on events that haye.al dv happened.
But though the best tool we have, ( nalWis is far from
perfect. Exactly the same bedrock analysis o populatmn trends
with the same conclusion for a postwar housing boom could have
been made in 1944 for France. The analysis would have been right;
but the French housing boom never occurred. Of course, the
reasons may be totally outside of the economic system proper. Per-
haps they are to be found in strangulation by rent controls and
by a vicious tax system. The boom may only be delayed and may
still be “just around the corner.” And the lack of any appreciable
postwar residential building in France may be a major cause of the
French political and economic._sickness, and therefore should not
have been allowed to happen. This would have been cold comfort
to the businessman, however. In France the decision to go into fuse
boxes and switch boxes, though based on rational premises, would
still have been the wrong decision. _—

g2 THE PRACTICE OF MANAGEMENT

[ In other words, one cannot say that anything will Qneyuabﬂ

happen in the future. Even if the inevitable does happen, one does
not know when. Bedrock analysis should therefore never be used
alone. It should always be tested by ird and final method of
limiting the risks of making predictior?*I'rend analysis-—the most
widely used of the three tools in this country today. Where bedrock
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analysis tries to find the “why” of future events, trend analysis asks
“how likely” and “how fast.” |

‘Irend analysis rests on the assumption that economic phenomena
-—say, the use of electric power by a residential customer or the
amount of life insurance per dollar of family income—have a long-
term trend that does not change quickly or capriciously. The trend
may be confused by cyclical fluctuations; but over the long run it

- will reassert itself. To express it in the terms of the statistician: the

“trend line” will tend to be a “true curve” over a ten-, fifteen- or
twenty-year period. .

Trend analysis thus tries to find the specific trends that pertain
to the company’s business, It then projects them in such a form that
decisions can be taken for the long term without too much atten-
tion to the business cycle.

As a check of the results of bediock analysis, trend analysis is in-

valuable. But it, too, should never be used by itself lest it become
blind reliance on the past or on a rather mythical “law of social
inertia.” In fact, though quite different in techniques, the two
analyses are really the two jaws of the same vise with which we

- attempt to arrest fleeting time long enough to get a good look at it.

Despite their shortcomings, the three methods sketched here, if
used consistently; skillfully and with full realization of their limita-
tions, should go a long way toward converting management deci-
sions from “hunch” into “educated guess.” At least they will enable
management to know on what expectations it founds its objectives,
whether the expectations are reasonable, and when to review an
objective because the expected has not happened or has happened
when not expected.

Tomorrow’s Managers the Only Real Sd egu

- But even with these improved methods, decisions concerning the
tuture will always remain anticipations; and the édgs*,will always be
against their being right. Any management decision must therefore

tontain provision for change, adaptation and . Management
must with every decision make provision for molding the future as

far as possible toward the predicted shape of things to.come. Other-
wise, despite all technical brilliance in forecasting, management

WI&L
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decisions will be merely wishful thinking—as all decisions based
on long-range prediction alone inevitably are. . _ #o.oiof

[ Concretely this means that TodaY s YTaTmagers st -Systenmatically )

provide for tomorrow’s managers. Tomorrow’s managers alone can
adapt today’s decision to tomorrow’s conditions, can convert the
“educated guess” into solid achievement. They alone can to-
morrow’s conditions to conform to the decisions made today. 7

94 THE PRACTICE OF MANAGEMENT

In our discussions of manager development we tend to stress that
provision must be made for managers capable of making the deci-
sions of tomorrow. This is true; but systematic manager develop-
ment is first needed for the sake of the decisions made today. It
must, above all, provide for men who know and understand these
decisions and the thinking behind them, so that they can act intel-

ligently when the decisions of today will have become the headaches
of tomorrow.

In the last analysis, therefore, managing a business always comes
back to the human element—no matter how sound the business

economics, how careful the analysis, how good the tools.
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THE PRINCIPLES OF PRODUCTION
sl

_Ability to produce always a determining and a limiting factor—
Production is not the appllcauon of tools to materials but the
.application of logic to work—Fach system of production has its -
own logic and makes its own demands on business and manage-
ment—The three systems of production—Is mass production “new
style a fourth?-—Umque—product production—Mass produgtion,
“old style” and “new style’ -—-P@twn—What manage-
ment should demand of its production people—What production
systems demand of management—*“Automation”; revolution or

gradual change?——Understandxng the principles of production
required of every manager in the decades ahead.

| Wit MMW
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MANUFACTURING management, as the term is commonly understo
is not the concern of this book any more than the management o
selling, finance; engineering or insurance- -company investments. But
Mmmust be a serious concern of top man-
.agement in any business that produces or distributes physical goods.
For in every such business the ability to attain performance goals
depends on the ability of production to supply the goods in the

required volume, at the required price, at the required quali itk
at the required time or with the required flexibilityfTn any taanu
facturing enterprise, ability to produce physically has to be taken T

into account when setting business objectives. Management’s job is “f She
always to push back the limitations set by the hard reality of phys-
ical production facts. It must so manage its business as to_convert /
e physical limitations into opport
There is, of course, nothing new in this. But 'traditionally manage-

qkR
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ment reacts to the physical limitations of production by putting
pressure on its manufacturing function: there are few areas in which
“management by drives” is as common. And production people
themselves see the answer in a number of techniques and tools,
ranging from machine design to industrial engineering, .
| Neither, however, is the key. To push back the physical limita-
tions or to convert them into opportunities requires(first that man.
agement understand what system of production its operations re-

quire and what the principles of th m are; an that
it apply these principles consistently and thoroughly. Production is
not the application of tools to materials. It is the application of
1ogic_to_wovhk. 'The more clearly, the more consistently, the more
rationally the right logic is applied, the less of a limitation and the
more of an opportunity production becomes.
Each system)of production makes its own demands on the manage—
ment of the business—in all areas and on all levels. Each requires
different competence, skill and performance. One set of demands is
not necessarily “higher” than another, any more than non-Euclidian
geometry is higher than Euclidian geometry. But each is different.
And unless management understands the demands of its system of
production, it will not manage well. |

~This 1s particularly imporfant today- when many busmesses are |
movmg from one system of production into another. If this move
1s considered a mere matter of machines, techniques and gadgets,

| the business will inevitably reap only the difficulties of the new
system. To reap its benefits management must realize that the new
system involves new principles, and must understand what these

\arg. e ,
The Three Systems of Production i‘

Ther are (three basic systems ofﬁ%"ﬂ\nal productlon kn wn to
us so farfunique-product productionfmass production] and%ﬂ
roduction/ We may perhaps count four systems; for mass produc-
tion “old style,” that is, the productmn of uniform products, is
different from mass production ‘new style,” which manufactures
uniform parts but assembles them into diversified products.

‘Each of these systems has its own basic pr1nc1ples and each makes
specific demands on management.
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investment to be disbanded; it can normally only be created
within the company and with years of effort. It is neither accident
nor philanthropy that the oil companies—typical process businesses
—nhave tried so hard to keep employment steady even in bad depres-
sion years.

Under Automation there are few “workers.” As said before,
Automation will not (in the traditional sense of the word) cut down
the total number of people employed—just as mass production did
not do so. What we can see so far in the process industries shows
clearly that the total work force does not shrink. On the contrary,
it tends to expand. But Automation requires totally different workers
who are actually much closer to the professional and technical
specialist than to today’s production worker. This creates a problem
~of managing people that is quite different from any “personal man-
agement problem” businessmen are normally familiar with.

Automation—Revolution or Gradual 'Change?, wsnate
Oled A

) %_I/; ?Jave lefgf%:g | to. be extremely :skfpucaj_of any prediction of
o t revolution or of sweeping changes in technology or
business organization. After all, today, two hundred years since the
frst Industriai Revolution, there still flourishes in our midst the
cJgﬁ%‘ﬁféw York garment industry, a large industry organized on the
., putting-out” system which, the textbooks tell us, had become
4 <7 dhsolete by 1750. It would not be difficult to find other examples of
f‘ﬂz such living ancestors who are blissfully (indeed profitably) un-
f*—-?,%aWare that they died a long time ago.
.44+ Certainly the obstacles to the Automation revolution are great—
;":%:%‘f_’f'above all, the lack of men properly trained in the new concepts and
-.:13,‘55; skills. Also it has been estimated that only one tenth of America’s
;- industries could readily benefit from Automation at the present state
“of its technology. Even a real “Automation revolution” would be
‘4 a gradual and highly uneven process.
Still revolutions do happen. And in the American economy there
. will be one powerful force pushing toward an Automation revolution

in the next decade: the rtage of workers. As a result mainly of
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Managers the basic resources of a business, the scarcésy, the most
expensive and most perishable—Henry Ford’s attempt to do with-
out managers—The 1féar-collapse of the Ford Motor Company—
Rebuilding Ford management—What it means to manage man-

7  agers—Management not by The six requirements

g of managing managers. ' :
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- Tue fundamental problems of order, structure, motivation and
‘ leadership in the business enterprise have to be solved in the

1 "'managing of[ managers.] Managers are the basic resource of the &
i busi enterprise its. In a fully automatic factory there
may be almost no rank-and-file employees at all. But there will be
managers—in fact, there will be many times the number of man-

7. ‘agers there are in the factory of today. |

d7y.. Managers are the most expensive resource in most businesses—and
. the one thafﬁﬁ“ﬂn@ preciates’ the and needs the most constant
%’_ It takes years to build a management team; but it

. can be destroyed in a short period of misrule. The number of man-

'%’g‘ers as well as the capital investment each manager represents are
shound to increase steadily—as they have increased in the past half
Eentury. with this will go an increase in the demands of

Ehe enterprise on the ability of its managers. These demands have

g loubled in every generation; there is no reason to expect a slowing
_idown of the trend during the next decades.

i How well managers are managed determines whether business
joals will be reached. It also largely determines how well the
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_as a personal delegate of the owner has been replaced by the con-
‘cept of the manager whose authority is grounded in the objective
responsibility of the job. Arbitrary orders have been replaced by per-
formance standards based on objectives and measurements.
The greatest change perhaps—certainly the most visible—is in
organization structure. .
The old Ford Motor Company was rigidly centralized. Not only
was all power and decision in the hands of old Henry Ford; but

~ there was only one set of figures for the whole, complex operation.

The Ford Motor Company owns its own steel mill, for instance. With a .

capacity of 1.5 million tons a year, it is one of the country’s largest. Yet it
was an open secret in Detroit that the cost figures of the steel mill dis-
appeared in the over-all cost figures for the company. The mill superin-
tendent for instance, did not know what price the company paid for the
coal he wused. Purchase contracts under the old regime were usually
“top secret.” ’

By contrast Ford today is decentralized into fifteen autonomous
divisions, each with its own complete management fully responsible
for the performance and results of its business and with full author-
ity to make all decisions to attain these results. The steel mill, in-
cidentally, is among these divisions, along with major automobile-
producing divisions like Ford and Mercury-Lincoln, parts and
equipment divisions and one division in charge of international
and export business. | |

(Henry Ford Egid not, of course, invent his concepts of man-
agement and organization, He took most of them—along with his

top managers—from his big competitor, General Motors. They are
~ the concepts on which General Motors was built,2 and which under-
lay General Motors’ rise to the position of largest manufacturing
enterprise in the country. But Henry Ford II is unique in that he
started our with a complete set of principles rather than develop
them imperceptibly Em.jHis experience is therefore
of particular significance as a test of these concepts. Here was a
company that seemed headed for almost certain decay, if not ruin, a

- 2For full description of General Motors’ management concepts and practice
see my book The Concept of the Corporation (New York, John Day, 1946).
This book presents the results of a two-year analysis undertaken at the request
of General Motors’ top management.



VN =

118 PME PRACTICE OF MANAGRMENT 1

company without any management, demoralized and leaderless lf
Ten years later, Ford’s share of the market is climbing steadily. It
has joined battle with General Motors’ Chevrolet car for first place
in the automobile market. From being _moribund it has become
a major growth company. And thg miracle——for miracle it is—has
‘been brought about by a complete change in the principles of the

management of managers.
,,’—‘g ——g M?,a]bdm—_fwﬂ? 5&9-!]05-0?\5 wan ke

' | 5% Canslonfiin
[l/[ha_t It Means to Manage Managers_] hnbpers, Mm;z;:/{
The Ford story enables us to say dogmatically that the enterprise,

cannot do without managers. One cannot argue that management
does the owner’s job by delegation. Management is needed not only
because.the job is too big for any one man to do himself, but because

nning an enterprise is something essentlally dlﬁerent from run _@
_hing one’s own property,

~ The older Ford ran his company quite consciously as a single
proprietorship. His experience proves that, whatever the legal rules,
the modern business enterprise cannot be run this way. The
resources_entrusted to it can produce wealth only if they are main-
_tained’beyond the lifespan of one man. The enterprise must there-
“fore be capable of perpetuating itself; and to do this it must have
managers. The complexity of the task is such, even in a small busi-
ness, that it cannot be discharged by one man working with helpers
and assistants. It requires an organized and integrated team, each
member of which does his own managerial job.

_It is therefore the definition of m@mh&sﬁ%@zﬂ:it
_requires a management—that is, an organ which rules and runs
the enterprise. The functions and duties of this organ are deter-
mined by only one thing: the objective needs of the enterprise.
Owners may legally be the “employers” of management; they may
even be omnipotent in a given. situation. But the nature, functions
and responsibilities of management are always determined by the
task rather than by delegation, W . A5sA5Tant

It is true that in its genetic origin management grows out of the
delegation to assistants of those tasks which the owner of a small but
growing business can no longer discharge himself. But while growth
in size, that is_quantitative change, makes management necessary
the change itself is qualitative in its effects. Once there is a business




KZ v hA—~Dlk
GmoBEANOBMBE NAEEZT-ED)

B V=7 A VAR R RBRT 009830 REST VT MAYY I 24T 4 THRASHER

£71E BHABFHFERO2HE (137T~HAEHAT)

[HATHREZFRANT D] ETH] EWIREIL, RT7 v I—Dn
) =Xy =D 2LV HiFsTLE D, ¥R b, X
Uy —TbldkR, T80 BT EECT20Ilh b b8 5T 5 &
I EHZLNTEY, MrEETHIDITZOHZITKTHDT
HbH, EIANZNIL, REMGHARIZI -G8, iRo7=-%5 2
Th b,

RZ v —id, BEVIZEZL DR T v —T72bR, BEIZLHA
DE, TORR, FEAEXKESHETLEL-TWND, BTV,
WNHETHD DD R ICWOETHIED DSIT 200,
INTTA 7SIV BNE XTI EFOFEIIMHELS, BELERANTEL
WK, WThBERICRYESNS E, FSyh—IELEVYICZE
AT =, (138~139 H/> 551 )

BREHEBOE—F

RT o B—ILZ 5FNTNWD, THEEKOE—SHX, oot
mﬂﬁ@ﬁ#ﬁ%%ié:kf%ﬁwxFE@“%#bﬁ@T«%#ﬂ
TE. ROINCERZDRERNTH D, BENPKETDHZDITIE. KE
L& o720, RHGENIZ 2 - 7208 E?ﬁwb#%ﬁw SN
BWVNCHORT 20020 <0 | KRR ZRERIE 2 ZL 7572 < TIXWNT 72
Y

21 DI U, TH—FK - E—H2—E GM T L biC, BREEER
DY LR Y U A O @IS 0 0b T, BREDEN A
R— 2 4 7% BHESUV)DAFEIC#E L TV,

FAFBEEITENERE C, RN T U REAT OB
WCHEFEE, TV TRREDONAT Y v REZ KD AX THLFED
i <A CHZIZEY T Z kB Lz, b I X OEMEIL,
A7V REZIZDRBHADOHHEEZI 2, BEREEZR O T 72
DOV FLIZEED . ARWFRSRICI 2 208 6. #HIEMICH DA
7V Rt ) —&—% B LT, (141 E» 551 4)

5-20



R

WFR:. LEBAMEE, H82E SAmIE Bast,
ZEZR, TEEZHWMENE, FESE. EXHRM, 0B
mnE, EERi,

REE, HES, UFHE, HEHETE, £F50XH, Fib
WiTH, AWER, AERE, BWMEE ONEH, SFLE,
HEZE, THERE, 68X 8HE, EEZE, TUMERE, K
AEEH, ARZE, FAESE, FRFLHE, FE2T, &
RS, FERE, WMAZTH, RS2

HkZR, ETERE, B, BEZE ETRHE, ¥

B, EREHE, HBE, HHE. B0YE, FwEl.
. B, SEMATEM, BEEE, REmAET R,
BLETFE, BETE BETFE. RE, M6, Bk, 86 8
58, B, HEFHHE. Bz, TLMZ, Tz, BHEZ, M
Wz, HUEFZ, |
. WERE, RZTH, FHETA HEEATES. £8%F,
HitAtd, mEAR, AR RWE BNz, AWk, H
MiT. REZAZE, NBARFFMZUE, .



i e D EURX ' 2012505918

ArontB W, WL L A
b %
:‘. el §
| | s A TR
L =18 ]
WY HiKgH : B :
B47H : 2012/8/28 :
E .
: :
%Wbﬁwmm-r.wam&ﬁaamvwm;—;;a;:.«m:mmmwmmmmwmmmwmm % .J;

AR ILHSEBREREEZIIHOTE, FHEH>TEN, SCBREF LWL, BEEEALY— T4
—RKANEREF—TR" I:‘J‘/:/:ﬁ\l‘oﬁ?ﬁfhﬂb\t‘iﬁ’féi-&:&bf’*%’_ﬁfﬁéo SEFRELTHESA
- A EOEEIZOEM ERICHIEEN., BETIRMMAIC—EPRSATIS,

- R ERERAOE . D EE FAHTORETHOTHAL, 20%. BUNEALLT. 55
WOEEERIFEIE LT, E*’L&U‘»‘Eiﬁé‘—ﬁifto

ZADABADHIFEESETHLY, T3 ‘).xlivﬂ’?ﬁ%&ﬁbtﬂ_mOOOE'gﬁﬁﬁxﬁf,gmﬁ
HERLEMAO AMIOOA I TE—ITELTNG, B0 BRIGNEEOREREO TV TH
Y. TV Ol 2 b HEEAICEE LSS Z = AIEERAEL, 73—FHI5EHIT
FENTND KESEAREHISE, 200 TR U S OBRBE BV, ST D2~ 1441
SN T AP — b R EBRROHBEENET. ERRIIRRT LI, D5 —FlETOVY
[CRCPIEERL LTS RETIESH S5, BRALIETMSHICREER TS,

T —RET SR DH CEEF S HE RO ISR OERES TH T,
SRERVMREEAOEEN AV YT T BRLER DTV S AHHOTHEEREL

Tl 46 BBFRIZBL T, TATOBSEMESERTESLO MIMHLOSOPE
EHRBLDFENEREL T, LAL, ZH—FREMNESEHBLENE VU B£8R
Thvi=,

SBOBD. T5—NEA AV EEEL Y, SBESNEICREL: IDVUREILFEST
(MBS ROARER L AR THOR) . T CEETH I BEITTUE T,

T —HIzEoT, PEREHSEELL AN B S ORTEER SRBOF v R ot To—

RiZzSvo e OBRORE. $_RTRYYFIZLTEZ . FLT. BBEORDICEEZ b
SyuhbBRBERE R,

[, ThItk, ot h, HAZoTHEIFESL, BREHE F B FoO
HAICBRTFRIEREE0, HuTFU—I1ZBTEDS, (PEIEHFOBRHEERATE

http://honz.jp/14996

AN



EESCIEIVZ— AWKV HER £ /AR FEAOL Y I ERLY -
FASTINE—EROB ABBERA T D—AEE LT LS, ELE -

HERU, £$OoTAz, MAILYHELY, | ( '
I 2 e

ELNEFBULDDE RS SR T T —FloéoT, HETRLBE Dot L AT AE
%Ifiyyﬁ‘ﬁm—'@?—%l:gﬁﬂﬁh\ Eﬁhﬁfﬁﬁ%liﬁﬂﬁbf:a T NEREOHEES, T2 )
YonDREODEREODSECLTND,

SHALSABRELFATNSLOORBERD KT, OV Idd~LlE
BHShRITAEEDEN,

Ti—FlRPEFRMLOENITLEFELT . EET DV ADBURIH, 7H—FBHOTEMR
W, TSV O—EEBEL, O REN ET ARITRE CLITTRILE—E F 0, BTE
LAV NA—IFRRERBIC, TV NBILERBR PR EERICEH L=, EEIC
(TR EREER AW, IOV QS EROFNBERNRRREHTTAEY., 2OFRIC
8L,

CCETHENCESMUABLALLVES., BB CIZRB DA~ R T OVt iss L5, 255
BELTOREE R BERPREELLTOILIYACE I ~BRAELTTIND, 74—
BHRLEESNARBEE AR, TOVVHECRGULLORLE OB FERoTSAL
B

FTWESMBERD ., FIRFEOFTTREERICI>TIRAM ILEEME L
CSEETSLERDEOIRESEMTRECOA TN, TSV T T e FIC?
hEDLITUL: . '

BARHBIOVL DS ERAIEEIAE-TELI LA TNSLIT. BRI LTSV &k
BLAFERASNRBETEM TS, LML, ZRORBHET+—FICkoTERIEShTNDES
[CELAD T, Wikipedia®BIERNE | AEDDITEERTTHT S, Wikipedia THHE R T HIE
HENHIN. FREThTERSEEEHS.

BERABN - AOHSV TEBEE 74— AES T B BINEE] - HONZ 1/3 R

EZRAEZRBIhEEH!

HONZkf LE=P—Faze—iL fE~% Sauib—§ HEWS— ALRHDR ESEREPOP .@E n ﬁ




11.

12.

HLLES® (11~12) dkmaA KL oA
(=R AL FOBE

AEMGHEZELTRRZHIT. £E£S LB

FRIRFD, I E oD W E o TWE—BRIE, 55 L TH
HEEAMTH, BIFEITFIZMTHEEL T NS, ETHHLAR
TWART7Z -7,

MR~ DLTENEVZ, THWVODY & Tk, BERZRATR- T
SNV E, HVDITEBEDOZE L2V EHEETLHIIICE
>7,

I T, TESP=08EREBICHEEHITEIESLN] W
I bE, ToLEX

RATA D FDEEIE EFEMR

T— A DB ~D 3 RIEEVEEN K - TZEICIE, R
HAMNCI > T, KICHRBBRD AT OE, TRHRT Ay
DLl THoT, FHITTF—2fb, IRTDA U FF—LT
b5, T~ HOEEREBROMMAESMS BV E BT,

IHISCFmY | FMHETHY, v xovy— TEE] Tho,
H & ORIk L BEN 2 BERDRRICHE RS 52 L 22, THET
HOVHBEHTHD ] EMFICE > THRRKOMETH D, INMHDOR
i, Masaz=s—2av] Thol, EMRIPIURNTH D
F=OIZIE,. ~ XV vy — DT RNLETH D,

BB WA ESL LD 8 H 31 H, A7z £ -
THADIRE LGV, F Al & 72 I DA 2 W T, Nl
72T, WTRIZLA, STLENTNDLH EVNIDHEELRND
Wignolcl] EE o7, W GEENOHEAEWVTWS &1X
WXL SRICHIEERH o T,

FIp T, AV —DHEFEE LB VYo T, BEBICENE s
27T

BRI —5F Thb, €9 EEXIET T SLRNo
7=,



(XA A BRIyt )LER 25, 57. 73~74, 92~95, 125 H)

TEFANESEESLBSILELRUITHAN., RAFIC. HRZEH
IFTEEMICIThhRIEE 5L,

OFFAVALMEI, EEMGEFZEL T, B ALBICERRZH
FESERT TR SR,

eHen, EERTRTTIERWS, BN ETE—TH 5B,

OBMEANEEZLITIE. EFLOLDICRELR-ERTITR
S0, ZD7OIZiE, OEEMBGHEE. @7 1 — RNy V1R,
QMIEFEE N R AT K Th D,

OFELIF, TOERADHETHD, ZHUTEMIZ L HEFHITS
WTWZ D, flilx DIEEEZ—ANOEYDHEFIZ, ZLT—ADE
D OEFEERE T o' R THAT- TR 5720,

(EELHBDEN)
TEFERERLESGIDOTHRICEONS, FEUEC L) EF.
TEEFEST, HBICFBLSLAVABRT, AMI—DE>= TA
[FFLITZES CEETEGL] EVSFEICERNATLS,

BN TNS THEELNTELG L, HEICBEDDOLESEMNEAITHY.
REEEDESICHALTHEORREZHITHENEEZ LR ITNIER
B7ELY,

OEMRIZEIADY—DURETHD, HOOMH LS 22D
RANCHRE DT HZ 2%, HARICE > THRROBETH 5,
HFICoTiTala=lr—arRNHETHSH, BHDT 7
N7y hMLDEZEDA T MR BN NED | REIEHNS
R, HAEOT T Ry BRI THVIERTH D, HHE
FARDT IR Ty hafli)_REEFN, #ioDEBI>LELTWVDH D
ELITBO L LTWAZ LA LT IR S0,

6-2



HRRDOEE FNE BERELBCEEITEDIIRTDADE)

OFBEMNREZHITAH7-DICIL. — DO DODHFAL2FHEELEKO BE
ZTAZEDBMNETH A,

ORREEHEZRH>TARDITSI=Z=DDER
(1) fEEFEDHMHE
(2) v~V A MEEDOREAL,
(3) L DOD RGO FHDE

O ERNC & D RE - 7207 /D1 OFfR
REEHEC LFIORZ, ThETho Lz TiER, £EH1HE
RIDBLDIZHITSHED,

REEHAEOEEE. EXOBEDERICLELGREICI>THE
Sh, HFOBERICE > THRDFENGITNIELE S L,
TEDOREFE, BICRZASEM. FHERE. BIEGHER

&Eﬁ?#%ﬁﬁ4f%h% ®EH. £E. BR5E. RLEAWNGL
EFZTODIF. ﬁ@ﬁ%mﬂﬁfﬁé FEDBREEEEDIL
$@ﬁ$MT%U ﬁ@ﬁ%mﬂ%®&$éﬁﬂéﬁwkﬂ§
T, €2 T, %b@%ﬁﬁtaﬁﬁ —RICERSEDHEN
LETH D,

O BEOHE—EWS &N, MBICIIRETHS. TLTE2HRDHK
MZERZEHE D

6-3~5



CHAPTER 11

3

-
‘.
i

MANAGEMENT BY OBJECTIVES
AND SELF-CONTROL

The forces of fmisdirection[—Workmanship - a necessity and a
danger—Misdirection by the boss—What should the ob]ectwes
be?—Management by “drives”’—How should managers’ objec-
tives be set and by whom?—Self-control through measurements
—The proper use of reports and procedures—A philosophy of
- management.

nte
; ANY business enterprise must build £ true team and @ individual

. efforts into a Each member of the enterprise con-
i tributes something dlfferent, but they must all contribute toward

& a common goal. Their efforts must all pull in the same direction,
r and their contributions must fit together to produce a whole—with-
i out gaps, without friction, without unnecessary duplication of effort.

toward the objectives of thecwhole business. And in particular each
i manager’s job must be_focused on the success of the(whold. The
8" performance that is expected of the manager must be @erived from
& the performance goals of the business, his results must be measured
& by the contribution they make to the success of the enterprise. The
" manager must@ and u tand what the business goals demand
.. of him in terms of performance, and his superior must know what
i contribution to demand and expect of him—and must judge him
| accordingly. If these requirements are not met, managers are mis-
. directed. Their efforts are wasted. Instead of team work, there is
’-' frlctmn frustration and conflict.

Business performance therefore requires that each job be directed.
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Management by objectives requires major effort and special instru.
ments. For in the busi rprise managers are not automatically |
directed toward a(common goal. On the contrary, business, by its ;
very nature, @ntainrrﬁfemierfui factors of misdirection@‘m_,tllg :
specialized-work of most manager$7 in_the hierarchical structure of |
management; and’in_the differences in vision and work and the
resultant insulation of various levels of management.

A favorite story at management meetings is that of the three
stonecutters who were asked what they were doing. The first replied:
“I am making a living.” The second kept on hammering while he
said: “I am doing the best job of stonecutting in the entire county.”
The third one looked up with a visionary gleam in his eyes and said:
“I am building redr; esdne Sl ik

The third man is, of course, the true “manager.” The first man
knows what he wants to get out of the work and manages to do so.
He is likely to give a “fair day’s work for a fair day’s pay.” But
he is not a manager and will never be one. 3

It is the second man who is 8 problem. Workmanship is essential;
without it no work can flourishifrrfact, an organization demoralizes
if it does not demand of its members the most scrupulous work-
manship they are capable of. But there is always a danger that the
true workman, the true professional, will believe that he is accom-
plishing something when in effect he is just polishing stones or
collecting footnotes. Workmanship must be encouraged in the busi-
ness enterprise. But it must always be related to the needs of the
whole. '

The majority of managers in any business enterprise are, like
the second man, concerned with specialized work. True, the number
of functional managers should always be kept at a minimum, and
there should be the largest possible number of “general” managers
who manage an integrated business and are directly responsible for
its performance and results. Even with the utmost application of this
- principle the great bulk of managers will remain in functional jobs,
however. This is particularly true of the younger people.

A man’s habits as a manager, his vision and his values, therefore,
will as a rule be formed while he does functional and specialized
work. And it is essential that the functional specialist develop
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LMisdz’rection by the Bossl e FSe

The hierarchical structure of management@@ the danger.
What the “boss” does and says, his most casual remarks, his habits,

even his mannerisms, tend to appear to his gibordinated as cal-
culated, planned and meaningful. _Rats pomai—

“All you ever hear around the place is human-relations talk; but

. when the boss calls you on the carpet it is always because the
burden figure is too high; and when it comes to promoting a guy,
the plums always go to those who do the best job filling out
accounting-department forms.” This is one of the most common
tunes, sung with infinite variations on every level of management.
It leads to poor performance—even in cutting the burden figure.
It also expresses loss of confidence in, and absence of respect for,
the company and its management,

Yet the manager who so misdirects his subordinates does not
intend to do.so. He genuinely considers human relations to be the
most important task of his plant managers. But he talks about the
burden figure because he feels that he has to establish himself with
his men as a “practical man,” or because he thinks that he shows
famﬂlarlty with their problems by talking their *“shop.” He stresses
the accounting-department forms only because they annoy him as
much as they do his men—or he may just not want to have any
more trouble ‘with the comptroller than he can help. But to his
subordinates these reasons are hidden; all they see and hear is the
question about the burden figure, the emphasis on forms.

The solution to this problem requires a structure of management

Qwhich‘ focuses both the manager’s and his bess’s eyes on what the
To stress behavior and atti-
tudes—as does a good deal of current management literature—can-
not solve the problem. It is likely instead to aggravate it by making
managers self-conscious in. their relationships. Indeed, everyone
familiar with business today has seen situations in which a manager’s
attempt to avoid misdirection through changing his behavior has

- converted a fairly satisfactory relationship into a nightmare of em-
barrassment and misunderstanding. The manager himself has be-
come so self-conscious as to lose all easy relationship with his men.
And the men in turn react with: “So help us, the old man has

PR

R T




6-10~12

(FRRADORE F12FE BEEEBLEIIRIVALFT D)

O #&E B HE ORINCKT D EHELE BICH X D 3HmllE, #2552
FEMWM BB 0FEBICEK T 2 B4%1%. (clearly measurable
contribution) (H D ffE(b & M) BB E LS O IXT — A1
ftfr 3¢5 L)

O F—2Ih EEHM &AM () OE WX A, (Team tasks) (V —& —
DB FIRERE & 1340 D)

O F—Lu LA & BEDOR, F— 2O E &1L, (an executive
team) (F— L&l ) NE{HHEERMAF LI, ) (F—L2IIBITD
B DO&E % £ ) A3 257

O LrL, BREEHEDHENEBN=—XITLo THES ., ¥
FIZR > TRMliEN 2D ThiuX, HTICHER L, ESE5 L
W) BB OMEN 2 T2 %, TEBOMRSA | o RBE— & 131D,
EHH Z L, (to span of control(to span of managerial
responsibility)

O BEEOFF &3 ), BEEO®EFHAO K Loy, &= o x ORY
BELEANTWDDTIEERW) (HERE), HIBEEEE W IR,
TMERR | DI [T 13Kk 22 A DO TlE 720y, (it is not
fixed)

O GE OREBEIIHEL TBW T H FOEMTZBRTHZ &iCiX
725720 )y, (the management charter of G.E.) (55— DB E
HFE L EAEEEOLEND) (R, fEEHRETOMFIT, T~
OIEHIEEE, BiE. kD)

ORI —DREEIE, AIRELGRBYIIRBLEVNELDTHINELHD, T L
TIYxxor—IE, LTAIZE>TTIREL, fEOBEIZE>TARD
(TEniEThEE S0,



CHAPTER 1 9

MANAGERS MUST MANAGE

What is a2 manager's job?—Iidual tasks and feam tasks—The
span of managerial responsibility—The manager’s authority—The

‘manager and his @. .}m-éff‘-“-h /'.)ag,;,'&‘;%

—> rfercon

[;Wmt Is a Manager’s ]obﬂ |

A manager’s job should be based on a task to be performed in
order to attain the company’s objectives. It should always be a real
job—one that makes a visible and, if possible, clearly measurable
contribution to the success of the enterprise. It should have the
broadest rather than the narrowest scope and authority; everything
not expressly excluded should be deemed to be within the man-
ager’s authority. Finally, the manager should be directed and con-
trolled by the objectives of performance rather than by his boss.

What managerial jobs are needed and what each of them is should
always be determined by the activities that have to be performed,
the contributions that have to be made to attain the company’s
objectives. A manager’s job exists because the task facing the enter-
prise demands its existence—and for no other reason. It has its
own necessity; it must therefore have its own authority and its own
responsibility.

It should always be a job of managerial proportions. Since a
manager is someone who takes responsibility for, and contributes to,
the final results of the enterprise, the job must have sufficient scope.
It should always embody the maximum challen e, carry the maxi-
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mum responsibility and make the maximum contribution. And that

ld be visible and measurable. The manager should

be able to pomt at the final results of the entire business and say:
“This part is my contribution,” :

There are some tasks which are too big for one man and which
can still not be cut up into a number of mtegrated (finite) jobs.
These should be organized asm | oo

Outside of busmess,orgahn’zﬁ_tiﬁﬁ is widely recognized. Al-
most any scientific paper, for instance, bears the names of three
or four men. Every one of the four—the biochermist, the @hysiologist;
the pédiatrician and the surgeony—does a specific kind of work. Yet
though each contributes only his own skill, each is responsible for
the entire job. There is, of course, always a leader to the team;
but though his authority is great, it is guidance rather than super-
vision or command. It derives from knowledge rather than from
~rank. - _ |

In business@ are used a good deal more than the literature
indicates. They are regularly employed for short-term assignments

in every large comi any. They are common in research work, Team

organization, ¢ the hierarchy of rank shown on the organ-
ization chart, is the reality in the well-run manufacturing plant,

especially in respect to the relationship between the plant manager
and the heads of the technical functions reporting to him. Many
tasks in process manufacturing or in mass production new style can
only be done if organized on a team basis.

But the most 1mportant‘ 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 a@(‘e?l;tlve team> o

It is therefore of genuine importance that management under-
stand what team organization is, when to use it and how. Above all,
it is important that management realize that in any real team each
member has a clearly assigned and clearly defined role. A team is not
just chaos made into a(virtud. Teamwork requires actually more
internal organization, mp?é”cnéz’cﬁieration and greater definiteness of
individual assienments than work organized in individual iobs.
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E@ Managerial Responsibility\

In discussing how big a manager’s job should be, the textbooks
start out with the observation that one man can superpise only a
very small number of people—the so-called
this in turn leads to that deformation of man evels upon e

Vide

M‘;Llevels, which dinped® co-operation and communication, Gtifie) the
- development of tomorrow’s managers and €rode) the meaning of the

management jOb.' ‘ 0&7/‘&407/ '
If the managex@, is controlled by the objective require-

ments of his own job and measured by his results, there is no need

for the kind of supervision that consists of telling a subordinate

what to do and then making sure that he does it. There is no span

of control. A superior could theoretically have any number of sub-

ordinates reporting to him. There is, indeed, a limit set by -the
span _of managerial resp@(the ' term was coined, 1 believe,

by Dr. H. H. Race of General Electric): the number of people whom @
Jne superior can assist, teach and help to reach the objectives of

+heir own jobs. This is a real limit; but it is not ﬁxez.) -

The span of control, we are told, canne X Or eight sub-
ordinates. The span of managerial responsibility, however, is deter-
mined by the extent to which assistance and teaching are needed. It
can only be set by a study of the concrete situation. Unlike the Lo
span of control, the span of managerial responsibility broadens as we
move upward in the organization. Junior managers need the most
assistance; their objectives are least easy to define sharply, their
performance least easy to measure concretely. Senior men, on the
other hand, have supposedly learned how to do their job; and their
objectives can be defined as directly contributing to the business,
their performance measured by the yardsticks of business results.

£Lhe span of managerial responsibility is therefore wider than.
th ~{ ace thir i Imit_is
around a hundred.) And where good practice would counsel against

stretching the span of control, a_manager should always_have

responsibility for a few more men than he can really_tgkeiar{of.
Otherwise the temptation is to supervise them, that is, to take over
their jobs or, at least, to breathe down their necks.?

1'This point has been made with a wealth of supporting evidence by James
‘-‘. A awtTaae L W _£s o~ — - - _




KZ v hA—~Dlk
GmoBEANOBMBE NAEEZT-ED)

B V=7 A VAR R RBRT 009830 REST VT MAYY I 24T 4 THRASHER

F60E HESFEFEFEITDLH (I15~HZWAT)

FRT AV ARFEH, D277V URREERIL. AL
FO RTTROMANZEAL L, ALOEHDOTDIZHARTHZS
&) EEEEY NT T

BEFIX, ERRTILETAIE, BHBOEETHEL,

[ BEFNOIERAETEELES, OLODHFELITH 92 TEHLL
VB RAFAET L 7 872 TIEWT 2V, FD 9 2 TRAEHEIT, F
B AERES AR T AIVNELD D,

N7 —1%, ki@ T2 i~ E AEHEE T &
T AFDIT TR TFITEL R T IUE R S0 &Rk~

DFED, BEELIEAMIT (zd &) 208 TWT, b

SO LTI R TEHETCEHIDE, (135 b5 H)

6-16



IMFE, LELRMTERER BERLGmMAaRES. &
ErE BATREFA. : ,
| seima A BEE, )z, BERATSEE, Bz, &
WA, WY, ReEHzE, HEHMMEE, TTEM
FisE FFREAZME, AHLIRE, REFRASL; WL
B, TERLEHE. |

WERE, RTOERT, BTE, BRTFWEMAK, MFH
T, ZFREY: HEHT, ETES, BELIBZIG. HWF
THE, shEmt, BRATEE, EWMATEL, SHEAKH,
W BRELER, FEFASHEE, KERLEE BFIRE, B
C MITSZ, RABSREE RERZE,

M ATRER, WREmHRS BEI— AT, 2
DATE—, MEATRE, SEUAXATES WEZHSHEHE,
Wk, ERSEZHFTMN, TN, WHAEES, AMESE
% MEBHEHEEL, WEAVWEE, SRUWHE, &FEUNA
B SENEE THAE, WERTFE. BE #AFEE X
# EASCEHR. | o

Mgz, Mgz E, WETEWME, Tk, T8
B, MERENA, EF6ERE, WRERE, BREHKEN, m
EEEE, EEHET, UEEZ, BAZERS, FE=S
TR, WE, HThE, AKX WELL.

W TSR 2, EzMAzRZE, BIMMLEZ
W fATTWOERAEZL, SHEZHR, ETER ZE, W
S ETREEE, BETNHE, REMEMTA, ATEM AEH
W, MENERUGNIE, SEREFE, MERT
55, . '
x EREk, k=17, BEWET, i, BEXTEHE.
KEMTET, SRR, REXTRS, TiER. EERE
AR, Bz, -

WETREEE, MREEM, BEEK, ABRE.



REEREDTSvoa7vT FE

HARE : H26. 1~3

M

i

55 10 [A]

75 11 [A]

5512 [A]

55 13 [A]

1/1

13

20

27

2/3

10

17

24

3/3

10

17

24

H26.03.06
H26.02.17
H26.01.14
H26.01.01
H25.12.23
WETH H25.12.11

HLF7@OO0 (bihvbhOBEITHED?)

FRWA & R (SHEoE - FEREEZ T000)

HEDIEROKE (AARREF~DA 37 1)

TN—TIENBOBE & 25t GEa3 B & )

HEBUEBL & #E5 (RERRE~DA /37 b)

I

FRfge R AT & B fffiks (FRelE 5 & 36/ E)

]

(5

Bt & PR ORER (R B & B i)

G DFE L BB (T, ARFEEM ORFHOBLE 13 457

B & Fehi o 6% i (b BiL & o )

H AR OB &t oo #% 3 (Bl il oD FE A% 59)

DIVOIVORBEK TN 2 (Mg 51 4R

bbb OFEEIIMN? (BREDOWEHE1T)

PUNERFADRE (REARIETA KT A )

ToDo : (1) ZEH|DHELY IAH
(2) FHTET



