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MANAGEMENT AND MANAGEMENT TRAINING

by WING COMMANDER D. WooDps

I have written this article as the first of a
series to be produced by Engineering Man-
agement Wing and published half yearly in

" the College Journal. The Engineering Man-
agement Wing is the junior member of all the
Wings of the College and has been in exist-
ence since January 1967, although most of
the staff did not arrive until the summer of
that year. Although the task of the Wing is
primarily to teach management principles
and practice to Engineer Officers on courses
run within the Department of Engineering,
the expertise of the management teaching
staff is used generally in the College and
training is given to engineer, equipment and
secretarial cadets and, eventually, will be
given to GD cadets. This first article attempts
to look at management in general terms and
serves as an introduction to future articles
from Engineering Management Wing Staff
on specific subjects that each member is
experienced in.

Management Defined

Firstly then, what do we mean by manage-
ment ? How many of us can precisely define
what itis ? Very few I'll be bound. We would
even be hard pressed to find amongst the
many books written about management, two
which would give the same definition.
Nevertheless if we are to learn about manage-
ment and in the process analyse its various
functions then we must know its meaning.
In his book on °‘Management, its Nature
and Significance * Brech suggests that man-
agement is a social process entailing res-
ponsibility for the effective planning and
regulation of the operations of an enterprise.
Louis Allen, in his book ‘ The Management
Profession,” defines management as the mark
of planning, organising, leading and con-
controlling, performed by a person in a
leadership position to enable people to work
effectively together to attain identified ends.
Yet another definition is by Koontz and
O’Donnell in their * Principles of Manage-
ment,” who say that management is the

accomplishment of desired objectives by
establishing an environment favourable to
performance by people operating in organ-
1sed groups. There are many other definitions,
some short and some long, some meaningful
and some obscure, but all slightly different
in one way or another. However, from the
multitude of words of the many different
definitions at least one common thought
tends to emerge which is that management
is concerned with people. Without people
there cannot be management. Perhaps we
should pause here because your immediate
reaction will be to challenge this statement.
What about the small shopkeeper running
his own business you'll say, or any one man
enterprise for that matter ? Are these people,
who are working for themselves, not man-
agers ? Do they not plan, organise and
control their business toward the objective
of making profit 2 Of course they do, and if
management is defined solely as the act of
planning, organising and controlling, then
indeed they are managers. But this is not all
that management is about ; it is about the
co-ordination of people at work and the
creation of an environment within which
human beings can be directed to achieve
objectives both effectively and efficiently.
Management is about people and is an
activity which any person can perform given
the authority to do so ; although even with-
out authority managers (or leaders) emerge
from groups of people working together. If a
person exercised authority to co-ordinate the
work of others toward the achievement of an
aim, then he is a manager. In the process, he
is expected to make the optimum use of all
his resources.

The Development of Management

In co-ordinating work and in optimising
the use of resources, the manager follows a
process, or series of processes, which guide
his actions. These concern the forecasting of
trends and developments to determine ob-



created functional foremanship with separate
planning departments. This is quite re-
markable when one realises we are talking
about events in the 1880’s.

Throughout his life Taylor spread an
understanding of his ideas. The principles he
advocated are most evident in the words he
used at a formal gathering much later in his
life. He said :

¢ Scientific management is not any effici-
encysdevices i i nor is it any bunch or
group of efficiency devices. It is not a new
system of figuring costs ; it is not a new
scheme of paying man ; it is not holding a
stop watch on a man and writing things
down about him ; it is not time study ; it is
not motion study nor an analysis of the
movements of men ; it is not the printing
and ruling and unloading of a ton or two of
blanks on a set of men and saying ‘ Here’s
your system ; go to it.’ It is not divided
foremanship or functional foremanship ; it
" is not any of the devices which the average
man calls to mind when scientific management
isispokeniofiite s San Lo

‘Now, in its essence, scientific manage-
ment involves a complete mental revolution
on the part of the working man engaged in
any particular establishment or industry . . . .
And it involves an equally complete mental
revolution on the part of those on the man-
agement’s side — the foreman, the super-
intendent, the owner of the business, the
board of directors . . . ... .. And without
this complete mental revolution on both
sides, scientific management does not exist.

* The great revolution that takes place in
the mental attitude of the two parties under
scientific management is that both sides take
their eyes off the division of the surplus as
the all important matter, and together turn
their attention toward increasing the size of
the surplus . .. ... There is one more change
in viewpoint which is absolutely essential to
the existence of scientific management. Both
sides must recognise as essential the sub-
stitution of exact scientific investigation and
knowledge for the old individual judgement
or opinion, either of the workman or the
boss, in all matters relating to the work done
in the establishment.’
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Management and the Behavioural Sciences

Although Taylor firmly believed in the
need for scientific thought, he was aware of
the limitations of scientific knowledge when
he said :

‘ There is another type of scientific in-
vestigation which should receive special
attention namely, the accurate study of the
motives which influence men.’

This quotation is evidence of his awareness
of the human side of management. As a man
he was generous and large-minded, but it was
for others to explore how individuals react
in particular work settings. Such a person
was Mary Parker Follett, a political scientist
and philosopher, whose main interest was
the psychological foundation of human
activity and the emotional reactions which
come into play in the working of human
groups. An important part of her doctrine
was an acceptance by her of the universal
nature of the principles of organization. By
this she meant that in whatever field of
management one might be engaged, be it
government, industry or in a military setting,
the fundamental principles of organisation
were the same. Unlike Taylor she was not
concerned with expounding the systematic
method of conducting and controlling work,
or with analysing the function and duties of
managers. She concerned herself solely with
the basic human emotions and forces that
underlie the process of organization — the
dynamic as opposed to the static or struct-
ural aspeet of the subject.

Winslow Taylor and Mary Follett are two
of the pioneers of management ; I could
equally have mentioned the works of others.
I chose these two because they were con-
cerned with two principal areas of manage-
ment teaching ; namely, the approach which
is mathematical and systematic, and that

- which concerns human behaviour. There are

also other studies of management and many
books outline the empirical approach (the
case study method) and the operational
approach which simply is a combination of
the other schools. In my opinion the last
named is the more practical way to learn
about management which is a subject which
cannot be isolated solely into a study of

behavioural science, of economics, of quan-
titative analysis, or of any single discipline,
but is a combination of all these disciplines
(and many more), married together by a
good understanding of how to apply this
knowledge. Management is often talked
about as a system and indeed this is a sound
way of understanding the management
process. The often described functions of
management involving planning, organ-
izing, directing and controlling, which are
so often put across in such dreary fashion,
are the foundation of the management
system. Whether we consider a simple task
in our own home or the most involved
military project, both are managed by a
process of planning and organization, by
telling people what to do and by monitoring
what they do and correcting their deviations.
Having said this in half a dozen lines I hasten
to add that for a large complex project, the
management function requires a degree of
sophistication to match the complication of
the task and would at all stages involve the
use of modern ideas and techniques to
implement the four functions: techniques
involving the use of computers for fore-
casting and for resource allocation, mathe-
matical programming, replacement theories,
data processing, simulation techniques and
so on. All of these and more might be em-
pioyed extensively if the size and compli-
cation of the task justified it. The use of ex-
tensive and time consuming specialist skills
must however be applied only to the right
degree, for it is never necessary to ‘use a
sledge hammer to crack a nut.’

Our management teaching at this College
is viewed as a total process. From a foun-
dation of fundamental principles a sound
understanding of the process is established
together with a deeper understanding of
human behaviour and the application of
quantitative techniques. This might also
involve other disciplines, such as economics,
and indeed it can be said that management.
above all subjects, is truly interdisciplinary.

There is not space in this article to con-
sider in detail the subject material embraced
by behavioural science or by systems analysis
and operational research. The intention is to
discuss more fully these subjects in future
articles in this Journal, and then follow them
by further articles from engineer members
of the management staff, who will put for-
ward their own thoughts on the application
of these topics to the management task of
Engineer Officers and to the Royal Air Force
in general.



