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THE ROLE OF MANAGEEJWEE‘_ i
' ' CL MSW—

The dynamic element in every business—A distinct and a leadin
group—Th of ,man_agement—-The free wor‘ld's@j)
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THE manager is the dynamic, life-giving element in every business.

Without his leadership the “resources of production” remain re-

sources and never become production. In a competitive economy,

above all, the quality and performance of the managers determine  »

the success of a business, indeed they determine its_survival. For

the quality and performance of its managers is the only effective

advantage an enterprise in a competitive economy can have.

Management is also a distinct and a leading group in industrial

society. We no longer talk of “capital” and ‘“labor”; we talk of &%L;/ﬁ"r
m“management and “labor.” The “responsibilities of capital”

dlsappeared from our vocabulary together with the “rights-of capi- o

tal”’; we hear of the “responsibilities of m

L (a smgularly(é_aéless) phrase) of the #prerogativéy of management. Jorais

'We are building up a comprehenswe and distinct system of “educa-

.on for management.” And when the Eisenhower Administration

was formed in 1gp2, it was formed onsciously as a “Management
awPhe S74.

Administration.” . o i 575
™ The emergence of management as an essential, a distinct and a
leading institution is a\pivota) event in social history. Rarely, if

ever, has a new basic institution, a new leading group, e¢merged as cons”.
fast as has management since the turn of this century. Rarely in

human history has a new institution provenindispensableso quickly;
papless — WMJ/ ureforrbin e 8 cnecesalf g

in managemen .
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and even less often has a new institution arrived with so little
4}% opposition, so little disturbance, so little controversy.

Management will remain a basic and dominant institution perhaps
as long as Western civilization itself survives. For management is
not only grounded in the nature of the modern industrial system and
in the needs of the modern business enterprise to which an industrial
system must entrust its_productive resources—both human and

Jmaterial. Management also expresses basic beliefs of modern Western

society. It expresses|t in the possibility of controlling man's
livelihood through systematic orgamzatlon of economic resources.
It expresses{the belieflthat economic change can be made into the

most_powerful ggginc.ion_human—_beuennﬂn_and_smmunm—"
that, as Jonathan Swift first overstated it two hundred and fifty
years ago, whoeyv grass grow where only one
swrve grew before deserves better of mankmd than any Beculatlve philo-
—v«é=- sopher or Qetaﬁhisxcal_)s te er. olren ST hpa
*" This belief thfi‘”ﬁfé‘w te;}g}bcan and should be used to advance
the human spiri¢is not jusbthe age-old human he ateris
In fact, it is 1ncompat1b1e with materialism as the term has always
been understood. It is something new, distinctly modern, distinctly
Western and outside of, the modern West, resources have
always been considered a limit to man’s activities, a restriction on
his control over his environment—rather than an opportunity and -~
a tool of his control over nature. They have always been considered
God-given and unchangeabie. Indeed all societies, except the modern
West, have looked upon economic change as a danger to society and
individual alike, and have considered it the first responsibility of
government to keep the economy unchangeable. mb cassotf
Management, which is the organ of society gpéiﬁcally charged
@ | W@Mc that is, with the responsibility for
| organized economic advance, therefore reffects the basic spirit of
the modern age. It is i —and this explains why,
g once begotten it grew so fast and with so little opposition.

The Importance of Managﬁn’g%{/wﬁ Lty T ol st we

Management, its competence; its integrity and its performance

will be decisive both to the United States and to the free world in
oo.oiodoa—

/’-\‘

r~




THE ROLE OF MANAGEMENT 7 ;)

the decades ahead. At the same time the demands on management /=70
will be rising steadﬂy and steeply. |
A “Cold War” of indefinite duration not only puts heavy economic
burdens on the economy, which only continuous economic advance
' can make bearable; it demands ability to satisfy the country’s military
needs while building up, at the same time, an expanding peacetime
economy. It demands, indeed, an unprecedented ability of the
entire_economy to shift back and forth between peacetime and
defense production, practically at an instant’s notice. This demand,
on the satisfaction of which our survival may well depend, is above
all a demand on the gomgeten%c of the managements especially of
our big enterprises. AV oope [‘W"WJ it~ Pt Aot sosn
That the United States is the leader today, f{onomlcally and
socially, will make management performance decisive—and adequate
management performance much harder. From the peak there is only
one easy way to go: downwards. It always requires twice as much

jﬁommgﬁigw;l_as it did to climb up. In other words, there

is real danger that in@etrospectthe United States of 1950 will come
to look like the Great Britain of 1880—doomed to decline for lack

of vision and lack of effort. There are evidences of a tendency in
this country to defend what we have rather than advance further;
capital equipment is getting old in many industries; productivity is
improving fast only in the very new industries, and may be sfagnanp

if not declining in many others. Only superior management com-
petence and continuously improved management performance can
keep us progressing, can_prevent our becoming smug, self-satisfied
and lazy. S~

Outside the United States management has an even more decisive.
function and an even tougher job. Whether Europe regains her
economic prosperity depénds, above all, on the performance of her
managements. And whether the formerly colonial and raw-material
producing countries will succeed in developing their economies as
free nations or will go Communist, depends to a large extent on
their ability to produce competent and responsible managers in a
hurry. Truly, the entire free world has an immense stake in the
competence, skill and responsibility of management.

e ol kel degvr groct
WMwa fm-n/f' = Aot angiise.

Pyt e ‘”"“‘”? “7

- S/@M,&WA‘,%




HADEE F2EIRDAVFOHEEND)

OXFRTAVIDRE (B — BEMHER
BEOTAXT ALY MIRFOLRBEREFE —FE L, BRFE2ER
ZHIFTHZ LIk TOR, TOFEEHERE EYbEans, &
FBBRE L., HEENEA T It T, BEEOELE
PH—ERXEZR#BEITSLS L TH D,

O 1 OBkEe (BEMBEER)
FHEOTRIA L MIBSREBN R FETIE 22V, v RxTU A b
DRI ORI 2T, FER ORI 22 BdS, (EF ORIy
HIZE o THEDRI AL POMEFENKETE S, LL, =
IV A N OFHEORER 72 I, ik TIiE/e< T, BELED
BETHD, HCETEBTHD, LERSTEEDTRV AL
cEiZ, BEIZEAIARIDAVNTH D,

O% 2 Dee (HER> A8, HHER)

ANHY - HIEIR 2> TEEMGERZ DD ENR, v VA
YEOHEORETH DL, BAERMICIEKREETEEZIROA Vb
THCETHD, BFLIT, TOMRERTLLBROEFTHEY L
REG, FYBREIDEETSHFETHD, Lrdb, BEH
RRGER. Kk EEREZGFTTE L2 LDITIAMERIZT TH S,
LD EPT T~ THMBIEEBHE D,

OF IDHERE (NERXEEDTIARTAUE)
NIERbLET LI I)ICEFEZHML, RbEEN. DIRMIZHESE
MTEBEICANZHBI AN~ TA L MDOMEFETH S,

OZ DD
TR A Y MIohIZ, WEERKEWVWD ZODEFMICA X 2T
Ee sy, RENAGRELBEICL T, BRIOAELZESHTDH
R E BT EiiE by, S, BREREDF-HIZ
JROZBT L OBEBRREIBRTLTHS, BRE LWV EEE
HIFTH, HEIFRZOZT TR EZER L2 TIE, BEE
RKEDNT VDRIZKR LB EL /2R A L N TH D,

RARUAVMERK HRICEALGIDZAIV LTSI ETHS

1-11



S~ v Al A2k

how it acts and why, whether it

X CHAPTER 2

ollomoraions . "
:,.:ﬁjhkﬂy\ > CMM/IW%% S

THE JOBS OF MANAGEMENT
Y A
s, %7

tion3—The

Management the least known of our basic(institutions

organ of the enterpﬁsemm_ﬁuLmnndpaxlliA_ecmmnic_p_enm:m-
ance—The first job: managing a business~~Managing as creative
.action anagement by objectiveézhflanaging managers—The
enterprise as a_genuine whole—Managers must manage—*“It’s the
abilities, not the disabjlities;~that count”—Managing wor d
work-—The two time of management—The¢ntegrate

nature of management:
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DEspiTE its ¢rucial importance, its high visibili
rise, management is the least known and the least understood of our
basic institutions. Even the people in 4 business often do not know
what their management does and what it is supposed to be doing,
es a good job or not. Indeed, the
typical picture of what goes on in the “front office” or on “the four-
teenth floor” in the minds of otherwise sane, well-informed and
intelligent employees (incldding, often, people themselves in re-
sponsible managerial and specialist positions) bears striking re-
semblance to the mediéval geographer’s picture of Africa as the
stamping ground of the one-eyed ogre, the two-headed pygmy, the
immortal phoenix 4nd the elusive unicorn. What then is manage-
ment: What doey’it do? | ‘

There are two popular answers. One is that management is the
people at the top—the term “management” being little more than
euphemismi for “the boss.” The other one defines a manager as
someo i and who, as a slogan puts
it, “does his work by getting other people to do theirs.”

: 6
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But these are at best merely efforts to tell us who belongs in
management (as we shall see, they don’t even tell us that). They
do not attempt to tell us what management is
These questions can only be answered by anal

Ing management’s

- function. For management is an organ; and organs can be_described
.and defined only through their function,

Management is the specific organ of the business enterprise.
Whenever we talk of a business enterprise, say, the United States
Steel Company or the British Coal Board, as deciding“to build a
new plant, laying off workers‘7 reating its customers fairly, we

actually talk of a management decision, a manageinent action, a
management behavior. The enterprise can decide, act and behave
only as its managers do—Jpy itseli the enterprise has no effective
existence. And @€onversely any business enterprise, no matter what
its legal structure; ave a management to be alive and function-
' (In this respect’there is no difference between private enter-
prise, the nationalized industries of Great Britain, such old-estab-
lished governmefit monopolies as a Post Office, and the “ministries”
and “trusts” of Communist Russia.)

‘That mapagement i3 the specific organ of the business enterprise
is so obvigas that it tends to be taken for granted. But it sets manage-
ment apdrt from all other governing organs of all other institutions.
The Government, the Army or the Church—in fact, any major
institution—has to have an organ which, in some of its function, is
not unlike the management of the business enterprise. But manage-

ment as such is the management of a business enterprise. And the

reason for the existence of a business enterprise is that it supplies

economic goods and servicesJ To be Sure, INe Dusiness enterprise

T’;ﬁ.ust.@h: %@ its economic rgsponsibility 50 as to strengthen society,

and in accordance with society’s political and ethical beliefs. But
these are (to use the logician’s term) accidental conditions limiting,
modifying, encouraging or retarding the economic activities of the

business enterprise. The essence of busmgg en terprise, the vital

L \ principle that g.l_ig;gmgg;; pature, is economic performance.

- Management must always, in every decision and action, put

economic performance first. It can only justify its existence and its

/13
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authority by the economic results it produces. There may be great
non-economic results: the happiness of the members of the enter-

Pprise, the contribution to the welfare or culture of the community, _
/\ etc] YeT miariagement has failed if it fails to Bl;o_duce_emnmc_r_e- ]
- [ sults. It has failed if it does not supply goods and services desired
by the consumer .ﬂ_a_.pg.ce_thﬁ_com_nwlmg_m_pay It has
failed if it does not improve or at least maintain the wealth-pro-
ducin&capacit of the economic re d to it
b In this management is unique. A General Staff will ask itself quite
legitimately whether its basic military decisions are compatible with
the economic structure and welfare of the country. But it woul would be
greatly remiss in its duty were it to start its mllltary
with the needs of the economy. The economic consequences of
mlhtary decisions are a secondarx a limiting factor in these deci-
stons, not their starting point or their rationale. A General Staff,
being the specific organ of a military organization, must, by neces-
sity, put military security first. To act differently would be a betrayal
of its responsibility and dangerous malpractice.{Similarly, manage-
ment, while always taking 1nio comsideration the impact of its
decmons on society, both within and without the enterprise, must

“always put economic performance first. ool iboyallsm — G&»MJM s 2 =,

L

The first definition of management is therefore that it is an
economic organ, indeed the specifically economic organ of an in-

—~ dustrial society. Every act, every decision, everym

management has as its first dimension an_economic

.y

Management’s first job is managing a business S ——lL T

This apparently obvious statement leads to conclusmns that are
far from being obvious or generally accepted It % both severe
limitations on the scope of management and manager, and a major
L | responsibility for creative action.

It means in the first place that the skills, the competence, the ,
experience of management cannot, as such, be transferred and ap-
plied to the organization and running of other institutions.{Tn
particular a man’s success in manageﬁm:se
—let alone a guarantee—of his being successful in government. A
career in management is, by itself, not a preparation for major
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The new industrial revolution—Automation: science fiction and
reality—What is Automation—Conceptual principles, not tech-
niques or Automation and the worker—Automation,
planning and monopoly—The demands on the manager.

process hemortorellision %MA&Z(;
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MANAGEMENT faces the first great test of i and its hard-
est task in the um industrial revolution which we call “Au-
tomation.” e ey S -
—A lot of rather lurid “science fiction” is being written today abétit
Automation. The “push-button factory’ is the least fantastic of
them (though it, too, is largely nonsense). The coming of the new
technology has revived all the slogdns of the “planners” of the
thirties. It is producing a new crop, f penny-dreadfuls purporting to
give us a glimpse of that nigh¢are, the technocrat’s paradise, in
which no human decisions, o human responsibility, no human
management is needed, and in which the push button run by its
own “electronic brain” produces and distributes abundant wealth.
Specifically we are peing told in these mathematical romances
that the new technoldgy will require such capital investments as to
make impossible alf but the giant business. We are told—in Europe
even more thap here—that it will make almost inevitable the
elimination ‘of ‘competition and will make both possible and nec-
essary the n tionalization of the resulting giant monopolies. We are

told that the push-button factory of the future will have practically
wn wrarlare fthomoh who will buv the unlimited supply of goods

A
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being told) . And those people that are still needed.will be pure tech- | /(; |
nicians—electronics engineers, theoretical pHysicists, mathematicians
——or janitors. But managers will not be Mfieeded. Indeed, however o - 7 .
much the prophets disagree on other points, they seem to be, in
emphatic agreement that managers will not be needed.

It is no accident that so much of this speculation comes from the
advocates of controlled economy/and central planning—especially
in Europe. For every item in fhe present prediction of things to
come is straight out of the prescription the planners urged us to
swallow yesterday. Now that we in the free world no longer accept Q |

3

the planners’ remedies/as good for us, an attempt is being made
to make us swallow the same nostrums under the pretext that they

‘ What Is Automation?

Yet every one of these assertions, conclusions and fears is the
direct opposite of what the new technology really means. Indeed,
we have enough examples of it around—in an oil refinery, for in-
stance, or in a synthetic rubber plant—so that we do not have to
@ We can show what Automation is and what its effects
will be.  spreclalic (yl b lilly suess

Automation is not “technical” in character. Like every technol-
ogy it 'iIs primarily a system of concepts, and its technical aspects
ag resultf rather ythatnycauses. ' ’*TW'/’%":“‘*""P _:;‘:‘f:’a‘”ﬁ’
~ The first concept is@:‘ﬁfat there is a basic pat-
tern_of stability and predictability- behind the seeming flux of
phenomena. The second concept is one 6f the nature of work. The
new technology does_not, as did early’individual production, focus
on skill as the integrating princip}lé of work. Nor does it, as did
Henry Ford’s concept of mass pfoduction, focus on the product
as_the organizing principle. It focuses on the process, which it sees
as an integrated and harmonious whaole. Its aim is to arrive at the
best_process—the process thfat will produce the greatest variety of
goods with the greatest sfability, at the lowest cost and with the
least effort. Indeed theless variety and fluctuation there is in the -
process, the greater mg y be the variety of goods that can be produced.

1ok ac new fechnology has a concept of control to maintain
the equilibrium bétween ends and means, output and effort. Auto-

/ .




and to move it from one machine to the next. All materials han-
dling—which contributes the bulk of unskilled repetitive work 4
under mass production—can be mechaniZed. So can changes in e
machine setting and routine judgments {for instance, whether the £
machine has become too hot or the togl bit too blunt).
This mechanization is not, howevey, Automation itself. It is only

.the result of Automation and it j§ not essential to it. We have @
plenty of examples of effective miass production without a single
conveyor belt; for instance, the sorting of checks in a clearing house.

We will see examples of Autbomation without a single “automatic

tool,” let alone a single “pdsh button.”

' Techniques, tools and” gadgets are thus in Automation, as in

every technology, specific to ‘the task and determined by it. They

do not constitute Aufomation; nor does Automation consist in their
application. Autgrhation is a concept of the organization of work. .

It is therefore as applicable to the organization of distribution or

of clerical work as to that of industrial production.

Tlﬁlutomatzon and the Worker |

The popular belief that the new technology will replace human
labor by robots is utterly false.
“I was in charge of an analogue computer for some time,” one
of my students told me. “I am still appalled by the number of busi-
nessmen who believe that the machine was in charge of me.’
Actually the new technology (though there will certainly be
problems of displacement) will employ more people and, above all,
more people who are highly skilled and highly trained.

A scant twenty years ago, it was widely believed that the mass-
production technology—yesterday’s industrial revolution—threw
people out of work. Today we know that wherever it has been intro-
duced, it has rapidly increased the number of job opportunities in
industry. But it is still widely believed that mass production re-
places skilled labor by unskilled labor. We know this today to be a |
Jfallacy. In the United States, for instance, where mass-production
methods have been applied on the broadest scale, the class of em-
ployess that has been growing most rapidly in numbers and propor-
tion is that of skilled and trained people. And the truly unskilled
laborer of yesterday, who contributed only his brawn, has become

|
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Tew technology will @ the utmost in decentralization, in| = - z- /é
flexibility and in management autonomy. Any society in the era| ~ .

- of the new technology would perish miserably were it to attempt to

| get rid of free management of autonomus enterprise so as to run
the economy by central planning. And so would any enterprise
. | that attempted to centralize responsibility and decision-making at
the top. It would go under as did the great reptiles of the Saurian
E | age who attempted to control a huge body by a small, centralized
nervous system that could not adapt itself to rapid change in the
4§ | environment.

R i e

For all of these reasons, no description of the nature of manage-
ment will be complete that fails to take Automation into account.
I am inclined to believe that Automation will not inundate us
in a sudden flood but will seep in gradually though steadily. But
there can be little doubt that it is coming. There can be little doubt
that the industrial country ¢rat first understands Automation_and
will lead in productivity and wealth

. rough understanding and applying mass production, came
. ToTlead the world during|the firsr Iraif of This century] And there is
" even less doubt that this Ieadership position will fall to the country
whose managers understand and practice management in its fullest
sense.
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THE SEARS STORY

-

——

1 iness and how it is mana ed—i@ territory
—Sears, Roebuck as an illustration—How Sears became a business
—Rosenwald’s innovations—Inventing the mail-order plant—

General Wood and Sears’s second phase—Merchandise planning

—~ and manager development—T. V. Houser and the challenges
ahead.

|

F ani— X . . .
How to manage a business{would seem to be of such lmportance
(RS=LO AT STIPE 0, ¥er§'tab e Hoo books en=tire=subyect. ctually there
are almost noné, \A%ﬂ)@rulﬁbgg oLt eha. ‘

‘There are hundreds, if not thousands, f books on the manage-
ment of the various functions of a business: production and market-
ing, finance and engineering, purchasing, personnel bublic rela-

" ions and so forth[/Bui what it 1s to manage a business, what it re-

- e - . -
jquires, what management is supposed to do and how it should be
. . N : ’
doing 1it, have @ DEEN neglecte qe > M"’“CA“W
e oo O R

i et XS AT DI IR s e ——

e -Spgitl 15 110 accident. It reflects the absence of any genable—>7ake
MASlatee. At ] . . 5 ™ =,
economic theory of business enterprise, start out

theorizing ourselves, we shall therefore a good look at the ,:&f{(" i o

duct and behavior of an actual business e rise] And there

tThe only exception I.know of is the short essay by Oswald Knauth: Man.
agerial Enterprise (New York: Norton, 1948). See also Joel Dean’s Managerial
Economics (New York: Prentice-Hall, 1951). Though Dean is concerned mainly
'with the adaptation of the economist’s theoretical concepts and tools to business
‘mmanagement, the book, especially its earlier, general parts, is required reading
for any manager. - - ' o ey
2 For the data on Sears I have drawn heavily on Emmet. & Teuck Catalnosias and

Pl
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l Sears became a business} around theMcentury with the

M‘%},\ realization that the American farmer (fepresented 2 separate 3
distinct__market. @@%@, because of his isolation which made
existing channels of distribution virtually inaccessible to him; dis-

“_T_i@ because of his specific needs which, in important respects, were
different from those of the city consumer. And while the farmer’s

77 »)
urchasing power was individually low, it re resented a tremendous
—] PrChasiog BoM y low, it rep :

almost buying potential in the% g”‘ Em
st To reach the farmer a new distribution channel had to be created,

hadjg_be_producedmhls needs and wants. It
had to be brought to him in large quantities, at low price, and with
¢~ | a gunarantee of regular suigp_ly. He had to be given a warranty of
reliability and honesty on the part of the supplier, since his physical
isolation made it impossible for him to inspect merchandise before
deli or_to seek redress if cheated,

To create Sears, Roebucklas a business therefore r gqmmd analysm
Q@Mt and especially of what the farmer con-

sidered “value.” Furthermore, it required innovation in five distinct
!"%7&&7_‘-*!7’%./

capable of serving as adequate Substitute for the sh0pp1ng trips to

the big city the farmer could not make. For this reasop the catalogue

e a regu lcation pathieT thaipan announcement
of spectacular “bargains’ at irregular intervals. It had to break with
the entire tradition ol mail- -selling and had to learn not to hlgh—
pressure the farmer into buying by exaggerated boasts, but to give
him instead a factual description of the goods offered. The aim had
to be to create a permanent customer by convincing him of the
reliability of the catalogue and of the company behind it; the

catglogue had to become the “wish book” for the farmer,
(I'hird) the age-old concept of ¥Caveatrémpiop’ had to be changed

ety

to_“caveat¥endary-—the meaning “of "the famous Sears policy of

i R T T — CNSq.
“your oney back and no questions asked.’; ourth, a way had to

Press, 1950), one of the best company histories written so far. For the inter-
_ pretation of these data I am alone responsible, however; and 1 also bear sole
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be found to fill large quantities of customer :
quickly. Without the mail-order plant, conduct of the business
would have been physically impossible, -

(Finally,n human organization had to be built—and when Sears,
Roebuck started to become a business, most of the necessary human
skills were not available. There were, for instance, no buyers for
this kind of an operation, no accountants versed in the new re-
quirements of inventory control, no artists to illustrate the cata-
logues, nao clerks experienced in the handling of a huge volume of
customer orders. \‘%é;, CURR — Ax I o fHG 2 9%

;( ﬁ?chard Searsfgave the company his name. But it was not he who
made it into a modern business enterprise. In fact, Sears’s own
operations be called a “business.” He was a shrewd

(Speculator, buying up distress-merchandise and offering it, one
batch at a time, through spectacular advertising. Every one of his
deals was a complete transaction in itself which, when finished,
liquidated itself and the business with it. Sears could make a lot of
money for himself. But his way of operation could never found a
business, let alone perpetuate it, In fact, he would have been forced

@ of business within a few vyears, as all the many people before

him had been who operated on a similar basis.
§~ (It was Julius Rosenwald] who made a business enter prise( oud

Sears in the ten years between 1895 when he took control, and 1903
when the Chicago mail-order plant was opened. He made the analy-
. si%%\of the market. He began the systematic development of mer.
74> chandise sources. He invented the regular, factual mail-order cata-
logue and the policy of “satisfaction guaranteed or your money
hack.” He built the productive human organization. He early gave
to management people the maximum of authority and full respon
sibility for results. Later he gave every employee an ownership
stake in the compan bought for him out of profits. Rosenwald is
thus the father '.@J of Sears, Roebud@ of the “distribution
revolution” which hias made over twentieth-century America and
which_is so_vital_a factor in_our economic-growth. T
Only one basic contribution to the early history of Sears was
not made by Rosenwald. |. Lhc fLhicago _mail-order plang was de-
4 @i_gned by Jin 190g. It was, five years(beford Henry
Ford, the modern mass-production plant, complete with,

of all work into simple repetitive operations, assembly
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line, conveyor belt, standardized, interchangeable parts—and, __éb&ve

@ with_planned plant-wide scheduling.3

It was on these foundations that Sears had grown by the end of
World War I into a national institution @ith its “wish-book” the

only literature, outside of the Bible, to be found in many farm

homes.

F'-'_'_-‘—::

fom—y— —‘_—__-ﬁ = . N . .
[('The second phasef)in the Sears story begins in the mid-twenties.
Just as the Trst chapter was dominated by one man,_Julius Rosen-

wald, the second chapter was dominated by another:\General Robert
wd e —_—
~ .

By the mid-twenties, when Wood joined Sears, the original Sears
market was changing rapidly. The farmer was 1o longep isolated;

the automobile had enabled him to go to town and to shop there.
He was@io longer a distinct market but was, largely thanks to Sears,
rapidly assimilating his way of life and his standard of living to

those of the nrban middle classes.,

At the same time a vast urban market had come into being that

was, in 1its way, aé( isolateds and as badly supplied as the { d

een _twenty-five years earlier. The low-income groups in the cities
‘had @utgrowid both_their subsistence standards and their distinct

“lower-class” habits. They were fast acquiring both the money and
O the desire to buy the sa 1 per._classes.
In other words, k¢ country was rapidly becoming one big homoge-
neous market—{bughthe distribution system was still one of separate
and distinct class markets.
wi®x’  Wood had made this_analysis even before he joined Sears. Out
?M"# of it came the decision w Sears’s emphasis over to retail

I stores—fe poth)the motorized farmer gar@ the city
@«VJ’ population. |
A #9

Again a whole series of innovations had to be undertaken to make
| this decision possible. To the finding of sources of supply and to
V' the purchase of goods from them, merchandising had to add two new
9}'(/%. major functions: the design of products and the development of
1947 manufacturers capable of producing these products in large quan-

%’-’7‘7

LRVA

® There is indeed a persistent legend at Sears that Henry Ford, before he
built his own first plant. visited and carefullv studied the then brind-new Sears
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tity. .Glass _market” products—for instance, refrigerators in the
twenties—had to be redesigned for a “mass market” @limited
purchasing power. Suppliers had to be created—often with Sears
rhoney and Sears-trained management—to produce these goods.
§ ['This also required another important innovation: a basic policy Tor|
the relations between Sears and its suppliers, especially those who
5 @%ended on the company’s purchases for the bulk of their business,
e rchandise planning and research and the systematic building of
hundreds of small suppliers capable of producing for a mass market
& || had to be invented—largely by T. V. HouseE,J for many years the
| company’s merchandising vice-president. They are as basic to mass
("{distribution in Sears’s second phase as mail-order house and cata-
logue were in its first. And they are as distinct a contribution to the /
| American e .
cllingyalso meant getting store managers.
did not prepare a man for the management of
a retail store. The greatest bottleneck for the first ten or fifteen years
of Sears’s retail operation, that is almost until World War II,
was the shortage of managers. The most systematic innovations had
to be in the field of manager development; and the Sears policies
of the thirties became the starting point for all the work in man-

ager development going on_in American industry.

Expansion into retail selling also meant _radical innovations in

" organization structure. Mail-order selling is a highly centralized
operation——or at least it has always been so in Sears.@ retail
Stores cannot be run from headquarters two thousand miles away.
They must be managed locally. Also only a few mail-order plants
were needed to supply the country; but Sears today has seven
hundred stores, each with its own market in its own locality. A

decentralized organization structure, methods of managing a de-
Lentralized company, measuring the performance of store managers

and maintaining corporate unity with maximum local autonom —
all these had to be created to make possible retail selling. And new
compensation policies had to be found to reward store managers
for performance.

Finally, Sears had to turn innovator in respect to location,
architecture and physical arrangement of the stores. The tra-
ditional retail store was unsuited for the Sears market. It was not

INEF 2 rvantbdawm ~L Lol L1 L N
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and of providing it with an adequate parking lot. The whole
concept of the retail store had to be changed. In fact, few people
even at Sears realize how far this innovation has gone and how
deeply it has influenced the shopping habits of the American people
as well as the physical appearance of our towns. The suburban
shopping center, touted today as a radical innovation in retail sell-
ing, is really nothing but an imitation of concepts and methods

evelo i 1es:
The basic decisions underlying the expansion/ into retail stores

were taken in the mid-twenties; the basic innovations had been
made by the early thirties. This explains why Sears’s volume of
business and its profits grew right through depression, World War
II and postwar boom. And yet, almost thirty years after these basic

decisions were taken, they are still not fully carried through into
practice.

Merchandise planning—the systematic design of quality goods
for mass distribution, the systematic development of mass producers
for them—has still to be applied to_the women’s fashion field. The
traditional production organization for women’s fashions—the New
York “Garment District”—simply does not go with mass-distribu-
tion requirements. And while Sears has been able to transform
other equally traditional industries to_mass preduction and mass
distribution—and is doing so today with singular success in Latin
America—it ha - hlg il s
production systern of women’s

Another area in which the transition has not yet been completed
1s that of public relations. Sears, under_m pioneered
in public relations; and everyone at Sears considers it a vitally
important area. Yet although it was basic to the analysis that
underlay the expansion into retail stores that the Sears market
had become urban, at least in its shopping habits, Sears'’s public
relations are still focused primarily on “Sears, the farmer’s friend.”
In view of the reality of the Sears market, this can only be con-
sidered an agrarian nostalgia unsuited to the needs of the business.

......... 0 W18 (] nang 115

[General Wood) retired {from the chairmanship of Sears in the
spring of 1954, and[T. V. Houser took his place. This well symbolizes

the end of an era for Sears, which now faces new problems and
- . . - [ S
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For the automobiledthat changed Sears’s market once seems to be

about to change it again. In most of our cities driving has become
so unpleasant, and parking so difficult, that the automobile is
rapidly ceasing to i e shopper and is becoming its own
worst enemy. @At the same time, the typical Sears customer, _the
housewife, te

to be employedand at work during

shopping hours. Or else she has small children and nobody to leave
' ith when she goes_shoppi _

-

It this 1nter§retation 1s correct, [Sears needs as searching an
analysis of market and custom was made in the two earlier
turning points in its history. New objectives will have to be
developed. A new type of distributive organization might be needed

~

~

in which the local store becomes headquarters for order-taking

salesmen, traveling (perhaps Awit‘h a_sample car) from house to
Jhouse. Such a development might well be foreshadowed in the
growing volume of door-to-door sales during the last few years. This
change would almost certainly require new concepts of organization,
new compensation policies and new methods. It would create a
new problem of finding the right personnel as difficult as was find-
ing retail store managers twenty years ago. Servicing the Sears
products in the customer’s home might well become of central im-
portance—perhaps eventually as important as was the original
money-back warranty of forty years ago. The bulk of customer buy-
ing. might again shift to catalogue buying—though no longer by mail
—either from a traveling salesman or over the telephone. And this in
turn would require a technological change in the mail-order plant
which, to this day, operates almost unchanged from the basic pattern
developed fifty years ago bym The filling of customers’
orders, whether received by mail, by telephone or through sales-
men, would appear to demand a fully automatic plant based on a
radical application of the principles of Automation and feed-back.
Even in merchandising there might be need for new objectives;
for today’s most important customer—the young married mother
and housewife, who often holds down a job as well—is in many
ways as distinct a market as the American farmer ever was in the
days of his most complete isolation. |
OUtice again, in other words)(Sears may have to think through

what _1ts husiness 1s, where its markets are, and what innova-
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THE SEARS STORY (27~29 B/ 5 —8| )

What 1s a business and how 1t 1s managed—Unexplored territory—Sears, Roebuck
as an 1llustration—How Sears became a business—Rosenwald’s innovations
—Inventing the mail-order plant—General Wood and Sears’s second phase
—Merchandise planning and manager development—T. V. Houser and the challenges ahead.
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Sears may have to think through what its business is what

inductions are needs. Where its market are.

1900 — The sales department will sell whatever the plant produces.
1950 — It is our job what market needs.
2000 —

Five elements to reserve

1) systematic merchandizing for the farmer.

2) aregular mail-order catalogue not for bargains

3) the concept of caveat venderar “your money back
and no questions ashed”

4) the mail-order plants for large quantities of customer
orders cheaply and quickly.

5) a human organization had to be built.
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Y. Business created and managed @ not by forces—The
:71 2 f fallacy of “profit maximization”—Profit the objective condition
ALEET of economic activity, not its rationale—The purpose of a husiness:
. eri— I'he two enn"epreneunal functions*{market-

| -Marketing not a specialized activity—The
General Electnc solutmn—The enterprise as the organ of eco-

nomic growth—T uctive utilization_of all wealth-producing
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% and orgamization structure as factors in productivity— I'he
ction of profit=H6w much profit is required?—Business man-
agement a {ationa) activity. |
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_‘rT ] to be drawn from the Sears story is that a

w,,,_,_,,_—g:—-_,.

usiness enterpnse is created and managed &y peoplel It is not
Jmanaged by “forces.” Economic forces set limits to what manage-
ment can do. They create opportunities for management's action.
But they, by themselves, do not determine what a business is or
what it does. Nothing could be sillier than the oft-repeated asser-
tion that “management only adapts the business to the forces of
the market. ”w not _only._ finds the ; Inanage-
: them by its ow | actiop. ]ust as it took a@-
wald) fi ty years ago to make Sears into a business enterprise, and a
rGeneral Wood| d twenty-five years ago to change its basic nature and
thus insure its growth and success during the depression and World
War II, it will take somébody—and probably quite a few people—
to make the decisions that will determiney ) Sears is going
to continue to prosper or will decline, whether it will survne or
ola;tr,?.iwill eventually QECI‘IS% And that is true of every business.
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WHAT 15 A BUSINEYNdT Y,

The Purpose of a Busine.;] J-/0

~r
1f we want to know what a business is we have to start with its

purpose. And its purpose must lie outside of the business i itself.
In fact, it must lie in soc1ety since a business enterprlse 1S an organ
of society. There is only one valid definition of business- purpose:
to creale a customer.

Markets are not created by God, nature or economic forcem

by businessmen. The want they satisfy may have been felt by the

customer before he was offered the means of satisfying it. It may
indeed, like the want for food in a famine, have dominated the
customer’s life and filled all his waking moments. But it was a
theoretical want before; only when the action of businessmen makes
it effective demand is there a customer, a market. It may have been
-an unfelt want. There may have been no want at all until business
action created it—by advertising, by salesmanship, or by inventing
something new. In every case it is business action ;hat creates the
customer.

It is the customer who determines what a busmess is. For it is the
customer, and he alone, who through being willing to pay for a
good or for a service, converts economic resources into wealth, things
into goods. What the business thinks it produces is not of first im-
portance—especially not to the future of the business and to its
success. What the customer thinks he is buying, what he considers

“value,” is decisive—it determines what a business is, what it
produces and whether it will prosper.

The_customer_is the foundation of a business and keeps it in
existence. He alone gives employment And it is to supply the con-
sumer that society entrusts wealth-producing resources to the
business enterprise.

——

l The Two Entrepreneurial Functions J?

Becauge it is its purpose to create 3 customer, any business enter-

prise has two—and only these two—basic functions: marketing and
innovation. They are the entrepreneurial functions. B
(I ) Marketing is the distinguishing, the unique function of the
business. A business is set apart from all other human organizations
by the fact that it markets a product or a service. Neither Church,
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is not only much broader than selling, it is not a specialized activity
at all. It encompasses the entire business. It is the whole business
seen from the point of view of its final result, that is, from the
customer’s point of view. Concern and responsibility for marketmg
must therefore permeate all areas of the enterprise.

One illustration of this concept of marketmg is the policy worked
out by the General Electric Company over the last ten years, which at-
tempts to build customer and market appeal into the product from the
design stage on. It considers the actual act of selling but the last step
in a sales effort that began before the first engineer put pencil to drawing
paper. This, according to a statement in the company’s 1952 annual
report, “introduces the marketing man at the beginning rather than the
end of the production cycle and would integrate marketing into each
phase of the business, Thus marketing, through its studies and research,
will establish for the engineer, the designer and the manufacturing man
what the customer wants in a given product, what price he is willing to
pay, and where and when it will be wanted. Marketing would have author-
ity in product planning, production scheduling and inventory control,
as well as in the sales distribution and servicing of the product.”

[The Enterprise as the Organ of Economic G'rowf]l]

But marketing alone does not make a business enterprise. In a
static economy there are no “business enterprises.” There are not
even “businessmen.” For the “middleman” of a static society is
simply a “broker” who receives his compensation in the form of a
fee. | . |
A business enterprise can exist only in an expanding economy,

or at least in one which considers change both natural and desirable.
And business is the specific organ of growth, expansion and change.
The second function of a business is therefore innovation, _tﬂgg_;s

the prov1s1on of better and more economic goods and services. It is
not enough for the business to provide just any economic goods and
services; it must provide better and more economic ones. It is not

necessary for a business to grow bigger; but it.is_necessary that it

constantly grow better.

@ Inpovation may v take the form of lower price—the form with
which the economist has been most concerned, for the simple reason
that it is the only one that can be handled by his quantitative tools.
But it may also be a new and better product (even at a higher




price), a new convenience or the creation of a new want. It may i«
_lm_ﬁndfrfg new uses for old products. A salesman who succeeded in
selling refrigerators to the Eskimos to prevent food from freezing
</ would be an ’innovator’ quite as much as if he had developed
brand-new processes or invented a new product. To sell the Eskimos
a refrigerator to keep food cold, is finding a new market; to sell a
refrigerator to keep food from getting too cold is actually creating
a new product. Technologically there is, of course, only the same
old product; but economically there is innovation.

(® Innovation goes right through all phases of business. It may be
innovation in design, in product, in marketing techniques. It may
be innovation in price or in service to the customer. It may be
innovation in management organization or in management methods.
Or it may be a new insurance policy that makes it possible for a
businessman to assume new risks. The most effective innovations
in American industry in the last few years were probably not the
much publicized new electronic or chemical products and processes
but innovations in materials handling and in manager development.

Innovation extends through all forms of business. It is as im-
portant to a bank, an insurance company or a retail store as it is
to a manufacturing or engineering business.

In the organization of business enterprise innovation can there-
fore no more be considered a separate function than marketing. It
is not confined to engineering or research but extends across all
parts of the business, all functions, all activities. It is not, to repeat,
confined to manufacturing business alone. Innovation in distribu-
tion has been as important as innovation in manufacturing; and so
has been innovation in an insurance company or in a bank.

- The leadership in innovation with respect to product and service
can normally be focused in one functional activity which is responsi-
ble for nothing else. This is always true in a business with a strong
engineering or chemical flavor. In an insurance company, too, a
special department charged with leadership responsibility for the
development of new kinds of coverage is in order; and there might
well be another such department charged with innovation in the
organization of sales, the administration of policies and the settling

" of claims. For both together are the insurance company’s business.

Fay
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CHAPTER 6

WHAT IS OUR BUSINESS—
AND WHAT SHOULD IT BE>

=

[What_is our m]neither €asy nor obvious—The Telephone
Company example—Failure to answer the question a major source
of business failure—Success in answering it a major reason for
business growth and results—Question most important when
business is successful—Who is the customerr—What does the
customer buyP—Cadillac and Packard—What is value to the
customer?—What will our business be?—What should our busi-

ness be?—Prbﬁtabi]iq as_an_objective, .
i .

NOTHING may seem simpler ] i L a
company’s business is. A steel mill makes steel, a railroad runs trains A
to carry freight and passengers, an insurance companylmmes_afmm

fire risks. Indeed, the question looks so simple that it is seldom risk
raised, the answer seems so obvious that it 1s seldom given.
Actually 1 r_business”)is almost _always a difficult ques-
tion which ‘can be answered only after hard thinking and studying.
And the right answer is usually anything but obvious. |

One of the earliest and most successful answers to' the question was the

one that Theodore N. Vail worked out for American Telephone and
. Telegraph almost fifty years ago:n “%%_;:r business is service.” ]\This sounds
obvious once it has been said. But frst there had to be the realization

that a telephone system, being a natural monopoly, was susceptible to
nationalization, that indeed 2 privately owned telephone service in a
developed and industrialized country was exceptional and needed com-
munity support-for its survival. Secondly there had to be the realization

49
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| “What Is Our Business?”” Most Importarq 7- | 7
( in _Successful Business
. m%i Wk
The example of Sears also shows that it is not‘a g estion that
needs to be raised only at the Anception of a business or when the

company is in trouble. Qun_the _contrary: to raise the question and
to study it thorcEghlj i1s most needed When a g usiness is successfu!;
Eor then failure to raise it may result in rapid decline.

~ At the very inception of a business, the question often cannot be
raised meaningfully. The man who mixes up a new cleaning fluid /&//G/w
and peddles it from door to door need not know more than that
his mixture does a superior job taking stains out of rugs and
upholstery fabrics. But when the product catches on; when he has
to hire people to mix it and to sell it; when he has to decide

- whether to keep on selling it directly or through retail stores,
whether through department stores, supermarkets, hardware stores
or through all three; what additional products he needs for a full
“line”"—then he has to ask and to answer the question: ‘“‘what is
my business?” If he fails to_answer it when successful, he will, even
with the best of products, soon be back wearing out his own shoe
leather peddling from door to door.

It is as important a question in a business that appears to have
little control over what it produces physically—a copper mine, for
instance, or a steel mill—as in a business such as a retail store or an
insurance company, that seems to have a great deal of control. To
be sure, a copper mine produces copper. If there is no demand for
copper, it will have to shut down. But whether there js demand for
copper depends substantially on management’s action in creating
markets, in ﬁnding new uses, and in spotting, well in advance,
‘market or technological developments that might create oppor-
tunities for copper or threaten existing uses. | |

The product-determined or process-determined industries—steel
making, petroleum chemistry, mining or railroading—differ from
the rest only in their being, inevitably, in many businesses rather
than in one. This means that they have a much more difficult task
deciding which of the wants that customers satisfy with their

. Products are most import most_promising. .
~ What failure to do so can mean is shown by the fate of the
American anthracite coal industry and by the steady decline of the
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railroads’ competitive position in the freight and passenger business.
Neither industry, it can be asserted with confidence, need have
| tumbled from the high estate it occupied less than a generation age
If b had managements thought through what business they were in,

' instead of considering the question so obvious as to answer itself.

g lﬂﬁo Is the Customer? | | %48—

} The first step toward finding out what our business is, is to raise

All | the question: “Who is the customer?”—the actual customer and the
ﬂ‘l potential customer? Where is he? How does he buy? How can he
be reached? : :

|

| |

| One of the companies that had come into existence during World War
|

|

|

switch boxes for residential use. Immediately it had to decid@ts
L customer should be the electric contractor and‘builder@ the_homeowner
‘ / making his own electric installations and repaijrs. To reach the first would
require 2 major effort at building a distributive organization; the home-
owner could be reached through the mail-order catalogues and retail
T, stores of such existing distributive organizations as Sears, Roebuck and
E Montgomery Ward. ‘

Having decided in favor of the electrical contractor as the larger as
well as the stabler (though the more difficult and much more competi-
tive) market, the company had to decide where the customer was. This
innocent-sounding question required major analysis of population and
market trends. In fact, to go by past experience would have meant disaster
to the company. It would have led them to look for their customer in the
big cities—and the postwar housing boom was primarily suburban. That
the company foresaw this and built 2 marketing organization centering in
the suburbs—unprecedented in the industry—was the first major reason
for its success. .

The question |‘:_I_10w does the customer buy:”/ was fairly easy to answer
l[ in this case: the electrical contractor buys through specialty wholesalers.
| But the question of [how best to reach him was hard—indeed, today, after
almost ten years of operations, the company is still undecided and is still
trying out various methods such as salesmen or manufacturer’s agents, It
has tried to sell direct to the contractor—by mail or out of central sales
warehouses of its own. It has tried something never attempted before in

the industry: to advertise its products directly to the public so as to build
up ultimate-consumer demand. These experiments have been successful
cnough to warrant the suspicion that the first supplier who finds a wav

bt
s

L T et
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II decided after the war to go into the production of fuse boxes and
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a yet-to-be-discovered chemical). And since she, being the customer, decides '
what the manufacturer really produces, since she, being the customer alone
can create an economic good, the gas-stove manufacturer has to consider
his business as that of supplying an easy way to cook, his market as the
cooking-implement market, his competition as all suppliers of acceptable

ways of cooking food. ;,w

Another example:

Twenty-five years ago or so a small manufacturer of packaged and
branded foods analyzed his business by raising the question of what his
customer—the retail grocer—actually bought when he bought his product.
p he conclusion-and it took five years of hard work to reach it—was that
I' il grocer looked to the manufacturer for managerial services, espe-
i cially for advice on buying, inventory keg:ung, bookkeegmg and display,
‘1' “rather than f m which he could get from many other sources. As a
lii result the company npany shifted the emphasis m The salesman

has become a serviceman whose. first responsibility is to help the customer
work out his own problems. He will, of course, push the company’s
!II products. But he is expected to advise the customer objectively and im-
| partially on how much of the competitors’ products he needs, how to
i’ . display them, how to sell them. And he is being judged by service stand.

ards and paid first for service performance, ing the company’s own
.[; product has become a bl-groduct It was@jd:;% that the company
l]‘ still considers responsible for its rise from a fairly minor to a leading
li position in the industry.

‘T

W_ll(lt Is al to the Customer?

i : Finally, hére is the most - dxfﬁcult question: “What does the cus
(}l - tomer consider value? What does he look for when he buys the

-

product?”
[ ‘Traditional economic theory has answered this question with
the one word price. But this is misleading. To be sure, there are
which price is not one of the major considerations.
9}’ is not a simple concept.

To return, for illustration’s sake, to the fuse-box and switch-box manu.
facturer; his customers,. the contractors, are extremely price-conscious.
Since all the boxes they buy carry a quality guarantee accepted by the
trade as well as by building inspectors and consumers (the Underwriters’
; Laboratories label), they make few quality distinctions between brands, but
! - shop around for the cheapest product. But to read “cheap” as meaning




3-21
KZ v hA—~Dlk
GmoBEANOBMBE NAEEZT-ED)

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

E3IE HBOEIAUV B1~HEHAT)

BEDEEZKRD EBRERESLSELAT DO TIL, EESCHREIZHOWTOHR
EBARMNZELDE, (60 65 H)

1980 ERFX. FTvh—(FT7 A A%KESHIITENEY 2R TULV =,
CEO 7=bL23, HFEVITENGHINZ S TV TenbTh D, HEIXMAIANL D
WEBEMESTD— 7. BRI E LT FLVEDOKEGRA Ny 7 AT v arzF
LT\ 72, BEHIFZRFIGE 2 BPEIC L CRITORIS 2 9 L35, 58
MEWLWNET AT (62~63 ENBH5IH)

HHEFILOEEEREWRE. RELGHBERLE L TV,

RUEREUZRANB T > RMTON LT, CEO OHMAFRHTHZ TIT<, A
M2 DRI L > TORKOEHER LD REDHIERIBORS 2N L
Fol=0FEA5, K7 v h—i%. CEO DN —HO@ X FD 20 (ZLINTH 5
REFLWVWH V2T 57—V UROBETHoT-, DEVRENIZAVELT
272> T LE-TEWVNH Z EThD,

FERDIZZ AV

O BEHERTZIDHF, TR A R KIRICS] & T

©Q BEIRZTHAZLMCEZHT (HL, £ T225FT)

@ SEmEDOHRELTH

@ W, Het, EBOFIREZRET

® ImMENDH Y H % R 5 (68~69 EH2 55 H)

AR, EVESICELDESE (240 20%) LSHMIIEZER|IZHE LGN
DIFEBEDMFIL, TRASCERER CHBEFIZRLDE LT 2728 L,
Z O, BEEIED 20% % HDHEMEL T TR, ED D 80%DEEE
HLEHEL TWAINLEEW), IR rv—DREEEF—KROBEFICE %mnh
FERT & T, TR NET— OB FITMEMEO BT TAES
5Eﬁ¢&%ﬁ%6ﬁw@ﬁkmﬁoﬁﬁé@o%U?h@\m%®%wﬁﬁ
TT 6, FFEODH TENCEEZH T HND,



WFE, RETE, SEAE, WERE £FAL @
BRZ, SHOE BRAZ, £%hL, WK, SERE,
MR SWERE, HEERY FTRRNEAZE ¥
ZEED, /' . : .

WP EAR, ERET, ERKE, ETRE. BEZE,
wRER, Ses, BEW, ZATER, B8, XZAWE
B, SRBEATHNEZ, $TI42— TETERE KR
Swth, WEREE, BAZEMESE, BAZEWERE, =
4z@m$am,@mﬁ%%fﬁ,ﬂﬁxﬁﬁﬂﬂg,ﬁﬁw
Z %,

HEEYE FUNEZ, EURZ, SUEZ, RUETZ,
B Y, FEMGEEY, MIZE, AR,

rmd, B2t BEUESE BRUESHE. .

WEYHUEFEES, FHEZRTMSTEZSE, FAO
,ﬁzmmu@m%zﬁ,%ﬁ&ﬁoxmzzz$,mﬁ£$z
B, ME+EE, FASEZR, TRZEZE, NEIRS.
SRR, MEEIERE, REESI

-ﬁ%ﬁﬁﬁ=ﬁmu&5$ﬂuﬁ%ﬂ,gﬁ§2ﬁﬁﬁ,
FTESEE, MESTEEE HRETMETEHERE, LIHF,
k2 Eh, | . o

HE MEEE, 'EAR Fagmas, —E-f f

MEARET, S8R5, a




fF
S EFHEOE
H25. 04. 23

CEAERY Y (BRAEE) CHEBIHEET AR (T YY)
FEHE — R — 1300 4 D RFFF —GE A2 — H BB+
BRD 120 L B, HEEE 120 £ L
YV BEELORML 120 F, WRITES HBHEORHR, A
70y Kb, BV AZ 2 KORE/

. KA A
RO =—AOF R 5 LOMERF, HE
BEOWE LT E I WD T L—78 Lok, £ —OP/L &L

A OZERK MRk, RBRE OB E &R
AN OEENEL T E S WD Z &
—EW, WOIEMHE—EE OEEM:—QP/L AGE. MHE

. BELMBEORE
MBEOEBEM L I1ZE I WD Z & —QP/L {TH{f{E. Flik
HFav, ¥ -0, Flik

. BREORKRE (BEE)
TENEIRE L THERZ LiIfn—@, &, ©@FEE LT
@OHNF 2, ©F % Lo Pk, Ot ET

() _X— 3 )

EHEEONWE Z AL, HEOAMNTEH I L,
MEEIXZF D= DI D,



fF

TEREDEFHF D~®
(E—=rt3IF—)
VR 25 -4 A 23 H

oA PR A2
D FE=—R L7 FOHER
(Bpg5Lh S, —r 2 H) =
RO EFEM D%
@ ffk. tWEOom
(EIIE AN DA DT) |
AR T YA o INGE =
Wit % ; |
@RE 0 T
©® £ttofisees 0
(B 0 B DN I
MO FEE L g 7w b
{+hnfi & |

(z—X#R=R)
HERH, Y—EXHhDHE

QE&EBE
(exmE®x)
BEE. PYSLOLE

@@= #«t

(mnes)
BEZEDAES L ERK

O~@®lF, F¥vyaDnThbHH, ZOFvvia/7n—4%@
HNRFUA B/ X—rary, OFSHEMEICEY, L, A
NZIERT 5,

RELXE. OLXER OF v Lo UM OHEMWEEZFRHEL
T. OBEE QAM QOQUBZEXDEEZZHLLTEELTLS,



4 ES5TnEHEZEELSTESD (BREDOHRBER)

BT 6 SOTRTRH DI L 72570, FHIONT, HiHOBEIC 2
REITBREH DT & B LT,

6 DDEH NIVARIATH—F  EHECEOXEE  I/tLyipvi=-
P f“ﬁ%{f“F¥ %Hﬁ&@ﬁ@%@ S A AANY A
BRIR AV AV bYATE  EREEES DOREE O 8 DOAARNFFE
BEOHERE B DR A REBRRLMERA~OHIE BRICHE
ANGFDER FEEREOWE  BRELRAMOBK ATEIOEG
N%&@ U CoEpEEM E
MBEORE WA Hs DR — BUAR 7oA, /) S VAR
ANFUR — DEHEERDL S EER R
zk MfEBLIC LS < Eik
FrLUTHEH ot A0 BROBICLRPDRMIE B Tk & A
HEWERE — INTE 72 LS —
6 DDEF R FRKEDEE CSR TR A
—— %&ﬁﬁi&@\ IBEEDC SRIAE SEILEAORE B
RIED KR EOER
BEOHERE e EBEE~OER 1 TR i S
ANFDERK B L7ABS< Y AM, FEE INZEL )
MBEORE Efh, W — e NI E A s
HNRFUR FHRAL RERR, % A ANF R Afh, FHELEE

Fy LR

HIMEE

SRENZR KSR ). B AL
ROBE, F—t 2, Hl

H2RR, FHEADRL

TP i B 58

e BEICHT2EE =L LDEX



£+
Ea1—X Box A —H—®O4H|

EXNDEER. BEDER
B LEED
EDLSICE-LTLDD
EDLSIZFEY AL M

oL

LEEEH#E, 2 EDKSITE-TLDD
AEDSER D, HIZEREE D, T ORERLHEIED, A OEKLTF LD,
EDEIICESTHLH I ZEDBmOA Y BIZVn

X TR
E 2— X Box | O MMIVER LS | RO T — A

X R OB THE

3. EDOXHITFE Y AT

REEE ¥~ A V7 R A=) —fRANT IS

BRIFEICEDKSITFT/YRADH

REEZR DL o720, KR HEEFTOE— LA U RFHELZD, XA L7 L
A=) aikoTo ) —IRFEREMIT DOIREZH LD -

KEFHOTHIETIERL . WBEOPDHEIFTEE TR OELS TEE
LT AN E T A ETHLEWVWI ZENIEL WS-,



%
N
ot
Ho
2

YRk 2647 H 21 H
1. FEFH

M tB—mstETH
FPRH v'=—ky
Pk 2R v X, BIfEE y &l 5,
INEREDTHE, BUERE Yy BRDODOND,

y=c* e kv

(2) 38 & & LA
@ ﬂilJ{%f(ﬁ)Wﬂﬁ“é EE, TOBIZH T HBUREIX, b EOREORE S
R B, (RV ) B o fl RS )
Q@ BROMEKTE
@ X7 b (FORTHET XA EHEX)
@ fEdhER (N7 MV EERE L TR L 9 22 lhifR)
® BN
® Elo KBHE)

(3) RFLERE
NI ZER DO b D325 L HFHEEEDV 1B L THF Tl
FERHERT B,
ENLDREENSHELIEY) CIOEEEn L THE, FOEHLTWAR]]
wmﬂ‘i%%ﬁﬁ@%%%%%oiéﬁﬁ@MLﬁf9&chfkéﬂ

d2

m— =mg i) AN A~ D S EE D2 IR (IIE )

dt?

L L \QQﬁVW%T%%béﬁéﬁLW%#éo
2 SARPL O TR S NI IR O BEJE M LLEE IR H BITEHEZIFIZHfI L, Wik
DIEFENR L 705 & ED 2 F|ZHHlT 5,
W T, BHEE T T OIMEND DL/ D &, 511 & =Xt TR
L ENRNTURALT, N EHEENER LR 5,
INERFEHE LW, (XT T 2— N TOETRHE)

d%x dx

mﬁ—mg—k—t ke — 3225 SARHU

THETHD ——vkﬁ“éc‘:
dx

mav=mg—kv



QU4 LT(ETIRADHNEERIFLTELREE

X

185

JHRTEAN GIFER S 47,0 \@xppan B
A AR e Wi e £\



2. OARERDEZA

(D2 DG, TOREO 3 ZEF ZADEIZ AT 5,
LEBESIE m

Q)xFERICYy RICRoTe T DL,

FIAZRE y (1) =1

(3) i <

y:em(x— 1)

W) ENT —ZITE>TWH 0
P - AEEBLG DR
J
5 U4k
J
=k
(%57 7 F )

ORI N T — & &

I BELTWVBEN?
Bgal{ELTWDEMN?
!

T




5l =8
y=x%+xh, WO HFERxy! 2y +x =00 THDH Z L &2

(YI1AFHE LT, WO HRROEDITRAL, 01225 2 L Z2rEiE k)
y=x*4+x, y!=2x+1 (y=x*+x) £V
xy!—2y+x=x(2x+1) —2(x* +x) + x

=2x%>+x—2x>—-2x+x=0

HUZR T o 5,

Bl &8
y = e, W HREXy —2yDfETH D Z L EIRT

1
(e?)! = qe?, (logx)l ==

y = e2* 5yl = 22X/ (DT
yl—2y =2e?* —2e?X =0
BT 5,

Bl &8
y = 2x% — 3x72%, My HREAKZyl 2%yl + 2y = 0DfECH D Z & R T

y=2x*—-3x — yl=4x-3

yll =4

720DT

x2y1l — 2xyl + 2y = x%(4) — 2x(4x — 3)
+2(2x%>+3x) =0

HUZR T o D,




3. MHARERDEEA
(R )
FRRAZMES — FTOHEREE ST 2REH#2 ROHT
(B HRED)
W HRRAEM — ZOHFBRADKT 5 L9 B8O v
RERE t. T v, ¥ TR x

dv

m—=mg—kv — @
m%=mg—kv2 — ©@

DL, BREEEZ AT Z, B v,

x| BEOH B

THT. 2 BB

ST n BRI

Ziuzx L C,

Ty, 1 ROHBIK

(%fm\2ﬁ®%%ﬁ

T, 1B 1 ROE B

2,7\ 3
(d_nx)m&i\ n B m Yk 003 REEL & I 5

de™



KH 7 BiERS

B2 720 B% T3 2 WK EE) 7R
dv

ma = mg — kv

ZOWid% m TH L &

ﬂ _mg—kv

dt m
SOIERT D &
®  dv=dt
mg — kv
ZHUEf(w)dv = g()dtDIE & 7p > TV 5,

DIV IETOREKZDO Ty THEDTAZENTE, ATt ZIT0M
WD Tt THEATAHAZENTE S,
Wz ZNENFEDT D &

fmg kvdv_fdt

——log(mg kv) =t+c
S log(mg — kv) = — —(t +c)

...mg _ kv — e—;(t'i'C)

—Z(t+c)}

Sy = %{mg —e
E70D vEtOREKELTERPDED,
I EM RO L v D,

R DR

B DB OBAEE IS L TRIENMINEN TV GAOREEZx(t) T
FzbL,

dx

E: ax

WZE D x(®)DEALEI S INTT B,

Z X BEIE Oy HHEAT, x O E t O %
— = adtklﬁj_ ZHTBEL .

fdx f—adt

Sodogx = at + ¢
t:OODE%\ x=A & LT
x = Ae

M ORI, MO R, BROTH G2 E



