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MAJOR FUNCTIONS AND TOOLE OF MANAGEMENT
23 September 1980

COLONEL HARVEY: Admiral Patrick, Gentlemen:
Teday we begin the Executive Development Section, which is the final

‘portion of the Foundations Unit. Over the next week we will have six

lectures on such topics as thé major funciions of mansgement, individual
and group metivations, human relations, communications, decision~
meking, and the role of the modern executive.

To round out the course there will be several filws and the case
discussion by & faculty group this afternoon, and four case discussions
by you people in your varions groups.

$ince all students at the Industrial College are executives of one
sort or ancther, and since there are no previse answers o human
actions and reactiong, in the past these case discussions have proved
to be very animated and thought-provoking. Iam sure thiz class will
be no exception and that your various seminar rooms will reverberate
with stirculating and scintillating dialogue.

To start off the course it is very appropriate that we take an over-

general
allflook at management--what are the functions, methods, and wechnigques
of modern business menagements, what are some of the problems, and

what makes for success or failure in this field.
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Cur speaker this morging i e recognized expert in the manage-
ment fleld. He has written Teetures and has talked on this subject for
a good number of years. In addition tohis academic pursuiis, he has
been & bank director, & director of corporations, and has been active
in various eivic capacities. I might add that his present position of
educational natire probably invelves a goud dexl of practical manage~
men;. As 8 further note, our speaker some years agoe graduated from
the Correspondence Cowrse of this sehool,

7he subject &f the lecture this morning is Major Functions and Tools
of Management,

It iz wy pleagure to prepent for iais first lecture at the College
Mr: Jam;éa L. Hayes, the Dean of the School of Business Administration
#t Duguesne University.. m:a Hayes.

DEAN HAYES: Thank you very much, Colonel. Gentlemen:
Mansgement has been ﬂﬁé‘ﬁiﬁé as pgetting things done through other people.
It is & very intéresting cbservation that you certainly can make at thig
matyre point in your E;ﬁa, When you think about the young man who
first comes into managsment and hears a definition that gounds like
thig—"management 6 getting things dene through other people’—a
kingdom~~you find that at this particular point in life the device known
as delegation comen 16 ite hig}wa@ point in mény careers, because when
he gets this kingdomt he can qniﬁkiy sweep down to them all the things
he never wanted 1o do and éﬁeg&@g them guite levelly so that he may
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spend tiw’rm of hig life ag & manager riding his hobby horse., He
)rﬁaehes the height of maturity, however, as & manager when from his
efforts the definition changes, and it comes out this way: management
iz getting thinga done through other people. It is precisely this point
of the realization of responsibility that makes for the mature manager.

I take this ag an infroduction beecause I have gome rather deep
convictions in this area that I would like to leave with you. Some of

‘ them are highly controversial, but they give us our {hree meals 2 day.

Bo thit you don't talk about fhe Pirates and other such popular subjecta.
Thinking that in this field we have a very intergsting area, I have come
to the concluzion that more people know about manegement than practice
it

It is quite akiu to an old story. You remember the bromide that
rune around sheut the young fellow who wes enthused about selling
encyclopediss on farming. He went up to his first farmer and gave
him & spiel. The farmer looked at hivws and with a wry look said, "Son,
T already doing that farming half as well as 1 koow how. ™

I think the world is full of this kind of managers. So, when I falk
about taoly and techniques, I would like to leave with you a distinet
ﬁféﬁght ihis moraing that {0 we the tools and the techniques are not of
themselves management, but it is rather the mode of thinking that a
raature individual has in realizing his responsibilities that brings about
the real mangger as againgt & great host of people who know the techniques,
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The mannger traditionally has always done five things. They huve
been variously classified, but they are: Plan, orgspize, coordinate,
motivate, and control. This is almost classical, like land, labor, and
eapital. So here we have them: Plas, organize, coordinate, motivate,
and control. Ihave a feeling that if we talk about ench ‘of these aréas
very quitkly  would set up us my goal to lexve you at the end of my
asgigned period seme thoughts that might stimulate the thinking process
of managengnt versus techniques carried through.

There is nothing in the training of an engineer, an accountant, an
“conomist, an Amuy officer;, or any: of these things that per ge makes
& good mandger. It is unfértunate in gur society that the eeonomic
reward that :eéwa to many people comes with management. To pick
ore that I think is far afield, we have the salésman. Say he is & good
salesman, wmsgm do¥ Raise his quots. All, right, you raise his
quots. Now y@a say he ie a fine salesman, g0 what do you de? Give him

& territory.
" Buddenty we find that two things have happened. We just lost & good

i saleaman snd gained & poor manager. You gee, the culmination of good

sal¢gmanebip 1 not mansgement, necessarily.

However, to'sbbreviste this thought, management mey inhere in the
same person whoe is & good sulesman, & good doctor, & good Army officer.
But 1 do think that In management development we have to come 4o the
point of the supreme suerifice of management, if we way refer to it that
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WY whez:& the individual says to himsgelf, "Ati thig point I am poing
to be a manager, and I am no longer going to be an engineer, an
aaemmt;ﬁt: an Armvy officer or these other things,” This is a tremend-
‘ éﬁﬁr dacigion, !beeaaae it ie at this point that the whole course of devel~
opment changes. The man who wanis to held on to his earlier pro-
feasion, usually with s thought that he may have to revert to 1t {this
s quite true) invariably will g;:: on in hig specialty to the sacrifice of
£o0d manageément. o '
o I throw this oul ag a challenge to you: Have you made the decision
;&:ai you sire going to be a mianager® This is & tough one, after you have
#séat your esa;t*iﬁr years boning up dn thé geeurity of accomplishment in a
= chosen profession. -
| é& focking at ﬁu; five areas, let's see some of the decizions you
| are faced with, First of dll, there's planning. I seems to me that the
élements of planiing are rathier simple, as you think about thew. There
m three. ‘The first {5 seiting an chjective. This I presume most of
you understand. I think that &n orgamzation cught to know where it wants
tﬁ be five yearg from nowand tén yemrs from now, not just next week.
The im;:?rtmex& of wttiné the ohijective from the management point of
Viéw is not omly thé aceoraplishment that you hapé for but the psychological
f{iﬁ;ém }t gives to the team.
- I our héme we ﬂai;i ot on & Sunday sometimes and get up to 2
mialn ﬁigﬁm, aad then I say to my wife and my twe children: "Where
S R 5
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would you like te go?" They don' care. So Iturn to the right, and

they ssy, "Ah, what are you going this way for?” Does that ever happen
in your family ¥ Notice what has happened. Because we did not set up
Hn objective before we left the garage we vreated some problems. To
mwe thérg is a whole host of managers coming out today who are learning
problem~golving., But I think it's high time we began to train managers
who do not ¢reate problems in the first ingiance,

Iam gure you have the experience that I do. A young man comes
in ¢ e and says, "Dean, will you let me solve that problem?" I'm
not sure he can, but Isay, "Cive it a try.” Isay, "Go ahead.” And
ke solves it. He should huve been able to golve it. I find he created
it.

There iz & whole gchool today of thiz, where, if you create the
problem, you can look better in the solution than you ean in nermal
opeation where nothing happens. A manager sometimes develops this
¢limate,

86 getting the objective, I think, is a distinctly important element
in preventing certain problems from happening. You see our family
now giays in the gavage until by demoeratic process my wife determines
where we are going., There is & good lesson here. If we delay the
decision from the time we leave the garage untilt we get to the main
highway, sach person in that car in his or her own mind has set an
ebjective. My daughter says, "I hope he turns to the left and goss through
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town Fsa: I cen gee the shom, ” My sou says, 'l hope he turns to the

right 56 we witl zo by the zoo.” My wite says, "I hope he just gets

g out bl towl 5o we fan pet awey frm people for 2 white.” Now, when

I muake the decimion thers is going to be a morsle problem crested immed-

iately. There may be oné, two, or thrée whp are immwediately disappointed.

Ch, they are mafa abm it. You say, “But not quite as cosperative
as if we made ﬁw aamm in the garage and 16t them decide whether
they were going to be with us o not,

1 think tkié is important. 1 ikink it is imporitant in any management
ténns that we mukie the decision ay early as we can as io where we are
going, so that people cun prefty mueh decide whether they want to be on
the team o nol.

This {o e is something we don't do well~get up objectives. 1 have
& get of ﬁmrea m T think all people hate work. Any time you hear
somedine ss.y.t“@s. 1 just love work, " I say, "Back up the wagon. You
have a real serewball on your hands. " Mot only that. I think I have
strack this point just u Utile cut of focus, but I want you to see it. I
also think that we yse all the powers that God has given us intelligently
o avoid work. We make it sound sensible. For instance, there’s the
eoffee break. Do you reslly think people need eoffes to get through to
noon with gsoine level of m&uﬂwﬁyg Idon’. Ido think that we reach
{nta peychology to show that productivity witl be higher with the coffee
break than it will be without it. The Wuan suslysis of most of these studies
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phows that yout start with a ehoiece. Whenever vou have & choice you
plek the ensiey éﬁm st then it will come out guite right,

” How, at ouf i&ﬁh of course, we don't worry dbout coffee breaks.
We have a@xﬁ&éﬁ@%&. Ii'g the same principle. You notice how you
have & ‘nﬂ@fﬂ‘é@;ﬁ& sind the litfle things you do sometimes to sireich
it another 15 minutes, You don't know you are doing thid, really, 1
donft 'eﬁh&m Wﬂé Bay, ”E%"ahw fet's recap 1o find out where we are before
we leave thiy room. * Heé knows where we are, but it's beiter than
working.

I throw out this vg@aiﬁtihwaﬁse there are always people who rather
aé?iéualy agrj‘;a with this, They are so-called dedieated people-dedicated
to disagres, that in. Bui, frankly, let's ook at the other side. The
polnt 1 am tryiag 1o make g that I think people love accomplishment, I
think they will go beyond the ¢all of heulih and duty to accomplish a known
mek.

‘Whnt is the &ﬂi&x:enm between aecomplishment and work? H's
an objéctive. Any time & subordinate is working for & man and doesn't

‘know what hig task will be when hé is finished go that he can clain it a5

I&ig; b is working for you, and the question of productivity tmméediately
enters the ggix:m?& But I have never yet séen an occasion when anybady
has sghed me %ﬂ'tﬁkﬁ & look 3&1; the productivity of an office or a factory
o an @ﬁgimmxg operation or Wﬁngﬁlﬁﬁ that I haven't found that
you start with manigement or the setting of objectives. We don't have
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enough of this teday. It is the mental impact, you see, of what do I
have when I am finlshed. This we are not doing well ag managers,

We are divecting people, but we are not giving them a sense of accom-
plishment. Therefore we get into all sorts of things,

Aegomplisiopent does ancther wonderful thing, It makes a dig~

’ tinetion between those who ean and those who can't. You can't argue
with it. I I say I would lake 1o have a task finished so that this will
do that by 10:00 o'elock, we can measure. This doesn't meén that I
am not willing t6 aceept your excuses as 16 why you didn’t make it.
It doesn't mean that 14w not willing to give you another man to see if
he can't do it in twice the time. This we can do.

Thig is all human relations, you say. This is all the human relations
slement and all the charitable velationships which we stilt may have.,
‘The point we have to determine, however, for you and for me is that
gmr didn't make the original goal. 'This is very essential to this vast
area known a= management development. There are 8 lot of MENAZers
who {ake management development courses and they don't develop. Why?
Because when f&gy came io the course they didn't think there was any~
thing that they weren't doing, so there was ne need for development,

You ses when I set an objective and you reach it you rightfully con«
clude you don't need devslopment fofthis é%gaeﬁve. But, if you fail,
you come to the eonelusion yourself that you need development, Then
management development suddenly becomes mesningful, when you know

8
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whas'e you hsve fafled. It'a & short word. ¥ou can put ten words
- around it and seunds more acceptable. But it's the same principle.

* We have to mﬁeﬁ words. Wé have & way of walking them around today,
you know. Sondgone goines home and gays, "Jimmie ls careless with
the truth.” In the old days we used to gay, "He les." ¥ou adjust my
words as { go %g.

That meam rmeasures, Andther thiag is, when you don't have
an ebjective you insisntly get inte what I cell the well-known rhmbarb.
What ix & rhobarb? Jt'as talking aha‘;it things which are not pertinent
to the fuet at hand. For ingtance: "Joe, you didn't get that job done.
Joe saafs, "Bo you m& Iam a graduate from Oghkosh, with an M. 4. 7"
This is complstely beside the point, It doesn®t change the fact that it
didn’t get meeomplished, Maybe the best thing he needs is s course in
Latin go that he ean go ﬁme End yerd the degree st this point. You do
“this when ym& get talldng ahwt education: "There's wy prior record.
Have you looked in the ﬁt&? Have you seen the experience I have had?”
o Thiv dogsn't chang £ the fact thit you éiéa*t aceamplish,
You will find that there zre 2 1ot of srganizstions today that are
* ‘ doing 8 great &éni of moving and promoting and rewarding on the basis
of 4 record rather than on the basis of sccomplishment. They don%
have much-cholee, because theré was noiobjective to begin with, So
they are into the so-ealled rhubark,
The ﬁm big i metivity, We get netivily and accomplishment ai)
10
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mired up. Iremember a man who came to work with me about the
same time I started teaching, and a question arese about him, They
sead they thought he was a fine man and they didn't mind giving him
more money. They said, "When the rest of you are quitting at 3 o'clock
he stays until § o'clock. Holidays he is in there working extra time.
Saturdays and Sundays you are liable 1o see him on his floor at any
time. " These of us who knew him koew that he had come without ergan-
ization. He didn't like to have the supply room down this end 50 he
moved the supply room from this end of the hall to the other end of

the hall. Three monthe later he didn't ke it there 5o he moved it to
the middle of the hall. Three months later he moved it from there to
where it was first. For 11 yesrs he had been moving the supply room.
He was busy ss all get out, but not accomplishing very much.

Yet there are peaple who are rewarded on business rather than on
accomplishment. You don't have much choice if you den't have an
objective, because you have lost your meaguring point. A lot of men~
agers mwiss this, This is trus, you see, right down to the level of the
peraon ag well ap of the funetion, the department, the mission of the
whele institution,

The second point, I think, in planning, is to set a time-table,
again, as a measuring point as wellas o coordinating point. Of those
who can, there are some who can on time and some who can't on time.
The manager who is responsible mwust know, in order to have a sense of

i1
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%imtizg, what these pecple can sdcomplish, Aunother very important

' aspect of this, in wy mind, i that thine is money, I used to walk out
’ and ook at ihé eampus clock, and on one side of it it said, "Time is

ﬂ ‘money. " This is very important in my thinking, But some people

today, since we've gone off the hourly or piece plan, have come into
the fact that when they sre on & saliry they have all the ime in the
waorld at thelr dispossl. 1 have never yet seen a tashk that couldn's be
reduced t0 & cost per hour. Many of ue in the professional field I fesl
axm m&y.

LK) - % i

But we try to argue our way out of it.

Let me pick out gome people if [ may--the engineers. The engineer
saya you can't rush greativity. You'd be surprised, if you have another
engineer Sver In the winge who can fake his job, what you can do fo rush
evestivity, Sure you can rush ereativity, if you have an objective, to
Jg&t ereativity out by ®certaln time. Idon't mean that you can come up
with fantastic idens by & given point, but you certainly can help in the
ﬁﬁé;‘éiﬁﬁﬁm of the enterprise by having a time when they must go together,
and If you sre measuring those who succeed and those who fail in meeting
this peint you'll be ﬂ@?iﬁ&é #t how efficient people can be in implementing
themaelves and their thinking to get a regult, But very often the mAnager
doss not ask for & time slement.

When | moved into the home that we fivst had, there was s beautiful
waple tree out in the side yard. My wife said, "P'd like to have a dry
wall around thit. ™ Isald, "It's sn excellent ides. I'll find someone

12
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“ to do it. " She §§i&, “Ihave." Iwasit. Now, Iput in that dry wall.
B's o good dry wail. I think it will be there for guite a few years to
rem;. s a g@é job aff ]masﬁmfy. But that dry wall cost about $2, 000,
1t took me all Gne summer and into the fall, and all the following suromer
to get it done. 4 skilled crafteman could have done it in 2 week., You
‘ see, the difference between the two of ue was that I built in time-wise
a eont wz}iﬁﬁ i ouldn't sell when 1 moved aut of that house.
Now this happens in industyy., The managers we have build cont
into produets, Ii's abgolutely phenomenal, Time is money in the eyes
of a good mmr
The third factor ia planning that we have to think about is the factor
of biilding in controly ai the _pafzﬁ of planging., R is unfortunate in the
digeussion-of many manbgement subjects that we are inclined to think
of thé management cycle as 3 béries of isolated operations. Controls
come at the very first point of plenning, It's & very lmportant factor,
ﬁggl, in xﬁzara}e, sad we could spend &day just on this element of
eontrol,

L
H

i

For instance, Ioall you in and sy, "Joe, I would like to have a
report by Priday :nmwﬁ%i #ueh and such a situation. " You gay, "O. K.
boss,” Comes Feiday m@amg. and just to be sure Il get the report
1 call up and iﬂgﬁy& "Joe, will I get that report by noon?" You say,
’*’W%&%m@ym will. " Y say, "All right. Iwas just wondering.'' I hang
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up the telephone. Joe says, "What's wrong with him? Doesn’t he

trugt me? Are we getting a spy systers around here?” Even if he
says nothing there's a little hit of & lat-down. He thinks I doubt him
because L eall ahead of time.

Many people will call this control, and it truly is. Let's change
the gituation. Suppose that at the peoint that I ask for the repeort when
1call Joe in I say, “Joe, may I have a report on such and such a situa~
tion by Friday noon? He says, "Of course.” Ismay, "Would you mind if
I'call you Fridey morning to see if you are going to have it, gsothat I
¢an sort of plan my day?' He says, "No. 06 right ahead.” Now when
I<all him Friday morning I wonder if you gee the difference in his
morale and hig reaction, He expects the call.

Many managers migs thig little fing peint of giving the man expecta-
tions as well as lnspections. I ig an important point in planning to think
ahead of time: “How am I going to control this operation? May I alert
the msn te it ahead of iime "

A gecond great aren in which we must develop akill as wmanagers
is that of organization, Herez I believe that today we have as much con-
fusion between technigues on organizmation as we do in any area I know,

I go into many companies and I say, "Are you organized?” They say,

"Are we orgbnized? Look at our chart.” Now, no one is speaking to

anyone elge, bt they have a chart. Or you go into another one, and

this is & very largé organization. They say, "Boy, are we organised!
14
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Look at our manual, Boy, are we organized!” I wonder if you see
the separation between the technigue and organization. I like to par~
allel this with a cigareite ad: "If you don*t have it up here you don't
have it,” Organization iy & mental concept. Ii's a mental concept.

Let me move over here {i¢ the blackbesrd) and try to diagram
my notien of organization. Lef's put you up here. We will say that
in your organization you have ihree pgople that you have hired or inher-
fted. There's g difference. Management is getting things done through
other people. Obviously, the job of the menager is largely management
and often some doing. The proportions will change ag you move in the
organization from the top o the bottom,

i we are %rgan%aad, it would seem to me that the logic of the
situation must be that the effort of A plus the effort of B plus the effort
of ¢ equals the doing part of your job., Obviously, i A does not know
his job, or if B doss not know hiz job, or if Cfa job is not elarified,
it won't add up,

Yet today m have any mumber of managers who have other people
working for them but they still dont know what they are supposed {o get
dene. I wonder if you see that we are back to the planning phase of
what is the ohjective of this job or task. There aré many techniques
being used todiy that help this. There is a chart which tells you what
your name {2, The lines are the important part of the chart, as you
all know. They show the responsibility, the accountability, and the

18
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ﬁ authority., There is & pesition degeription which tells you what your

respensibility is. There is & very fine thing which delineates the titles

just a bit and it shows what the top manager has in mind as o whose

I

ball park each of the sreas goos.

Tha f«ﬁatﬁrs ih&t we ure not doing well enough foday is that of standards

of pﬁﬂmmw. Standards ﬁf perforrhance are statements of the results

which will prevail when a job is well dune. Bince this is difficult, and

%imzte it is the risk of the maiigérﬂﬁnat of the gubordinaie~~we fuil to

do i . | %
r How, thezﬁmgg thing i# éh&% at some polnt or other we always know

what we want., ¥ we don't we are mi; organized. You see, Iknow that

you kaow what your subordinate is t0 you. OCtherwige the subordinate

cannot be right or wrong: becsuse the correciness or the incorreciness

of mansgercent I8 in reference to some fixed polnt. When you bring me

your result fﬁ roust match up in my mind with what I think you've done,

and I say izﬁ'u a goud jéth Hit éaem*t mateh 1 say it's a bad job. Why
dori't 1 tell you what Lam ma&fﬁﬁa@*‘?

“Fhis iﬁ not well éx%mﬁ wt nil foday--setting standards of performance,
wmsh we piways know- «w&nmtzy, not suddenly, but eventually. Other-
wzare, if we hold the thought in our mind, thé risk of the action iz in the
gubobdinate's hahdy, Bo he goes shead and dovs something a5 he sees
ft. He brings it to us and then we judge, Does it cmmidé or deean't it
¢otneide? In & lot of this he becomes & good subordinate or & bag
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subordinate. ‘This I think cheats falent. It is very important in the
sidnagement procous again. This is an ares wail worth your explora-
tionw~gtandards of performence.,

To {llustrate it, let's put it down this way. These things that I
am putting on the board ave siroply differentials, They are not quanti-
tative. Here i job A, (Were is Job B, Here is job C. Each man
hag a Yitle different job, but the sum total of thepe three qguantitative
concepls mast be what you are responsible for in the eyes of your
superior. If we then delegate it, guite precisely the risk is it won't
wdd up, dw not gaying that you will know every detail. You wen't.
But, the extent to which you do not know every deteil is the risk you are
running that you will net be able to give your superior an accomplished
tagk In bis mind,

We are not Wag too objectively here. We can’t. You can be just
ad fired for wot deing the hupossible ag for not doing the possible, You

think about thet for & mimite. If I have an impossible demand and you
don't produgce thé impoasible, Isay, "Go. You've fired.” Don%t get
; m abjective In your ihldking about this, ‘There ars sil the things that
we like to be objettive about, hut what the job is i the organizational
myind of the mmgéz: |

Looking at these ﬁy‘ge people, let's eay that A is & good man
who dord his %"ai";if Wyw turne it eut the way we want it, He
ip tne of our ah:;&as subordinates. B iy a new wan. He's just learning
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the job, ”ﬁ*é«‘rg not fully accomplished yot. He's asking questions
and sometlmen getting angwers, I gay that becouse I want to follow
up Lo that statement. Therd §$ part of the job that is not bemng done
o right now, Let's call ﬁaai Z. iz an oldtimer. He never hay done
;7 his wark. Thé reason he hasn't done it has been very tuch in the
e mamg&ménm m&s 'For instance, he's the man who plodg home
‘every night and he says o iz wife, Marths, "Ithink probably T am
é doing pretty well ;w&r at that ingtallation. " She says, "Why?" He says,
g”ﬁfﬁﬁ; 1 do my worl-and no ong ever says a word. " The manager goes
home m;é says :fﬁ bis wife, "Mary, that new fellow I hired {s terrible
" o but-1 just don't Mzﬁw: how'te approgeh him. " This may go on for weeks.
r’i’;ifh fellow {u ‘butlding up ﬁﬁéﬁ&mmﬁé that he 18 doing the job and the other
tellow f wondering how he can talk w bizn. After a while this fellow
gatsé 2 buitt-in ided that he is doing zm job, and suddenly this man says,
2 F’ﬁ'm*r& not dofog it." Crisis. And this man is an oldtimer, very often,
Zomatinves it i:m‘i’i; & mintter of weeks but & matter of years. Someone iz
 siraid to fulk w him. He says, 'O, Ifestawkward when I evaluate
h Wﬁ. " ?aai;ﬂg hwkw;tiﬁ % 8 nobwsal part of man&g&meﬁt
So 1 ﬁei we Have to do"these fainge to let & men kx;w ie be doing
this ja&fim“t he. We can do this in 8 kindly sense. &a the part he is
not gettﬁig ﬁm is ¥. I'd Uke to 191l you one muore thing about him,
Sometimes we gement hind in through rewards. We call hum {n, We
finally have fﬁw cOurkge now 1o évelupte hi:;s. We aay, "Jog, you are
18
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really not turning out the kind of work we would like to see turned out
here. We think you are consclentious, We think you've loyal. " We
have a few choice athér words that are usually on the evaluation sheet,
We say, “Now, look. T'm golng to give you more woney, I'm going
ie give you @ satisfactory rating and more money, but let's gee if you
can't rev it up & little bit this year.” As he drives home, he says,
"Ne gensible man gives you more money if you are not doing the job.
P afraid fo change because maybe I won't gat the money next year if
Ic¢hange.” He's a bellever in the sign, you know--money isn't the most
Important thing in life, but it's away abead of whatever is in second
pincde. 8o he says, "I'm going to keep on until a reel crisis develops
here because I don't want o endanger my income, "

‘This ﬁn@ﬁéftﬁwxys happen, but it frequently happens. We reward
a man for nonperformance, and he logically consludes—better than our
logic~~ihat he is doing the job beesuse he is being rewarded. Industry
in full of these people,

‘The quéstion I have for you is: Who is doing X and Y? You are,
and you love it. You love to go home and gay, ''{ don't know what kind
of people they are turning out these days. I don't kuow how that fellow
got that rating. " And so on it goes. But secretly you are enjoying it.

Now we are back to the firgt point I made. K gives you one of the
real oceasions you heve to revert to your original profession. We do
it in o many quief liitle wade-and fail to be managers,

- 19
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- B comes up to m and says, "Boss, I'm faiting thig situation.
o wondering whet we sheuld do. ¥ You say, "Well, P've been af
- thig for shout 32 yesvs now, and in the Hght ¢f my experience {and
you remember I had g good joh) I think what you ought te do is thig, "
Ba says, “Thank you very much.” He ¢omes back in tomorrow and
says, "You knoi that situation I talked to you about yesterday. " ¥ou
_sny, "Ob, yes, yes, How did that come out?” He says, “Terrible.
5 didn’t work.” Do you nttice that 8 bagn't made 2 mistake yet?

Thia is very impertant, because B will come in 16 you at the end
of 'the year and say, "Look, bosx., Am Iin line for more money?”
¥ou say, "“Well, now, thers are some things about your performance
thit § would 1ike to talk abdut. There sre stme things that are not very
satigfactory.  He says, "For instence?” You say, “Well, M give
you your money this yser. ” In other words, you are not going to et
that pubdrdinate t6ll you that you made the wrong decisions.

Now keep your eye on B. He's 8 future muanager, becsuse he is
truly getiing things %@& through other people. It's preétty surprising
how often this happens. ‘There are manngérs who are very effectively
mggﬁrtiﬁm&iﬁtﬁm In other words we do not use the simple
W of forelng subdrdinstes t6 bring ug in at least recommenda~
tions~~never & question from & pubording
e a funferiental yule, Otherwise you've lost your opportunity to
judge their judgment. How cah you tell whether o man bas good judgment

&6

1

& without 2 recommwendation,
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”w had fudgment udless he makes judgments? So the recommendation
gﬁf@ you %;aé;x gpportunity to fead judgroents, correct the gitaation if

it weems t‘%ﬁ ésmmé it, or let them execute it with their objective if

the sitﬁ&ti@ﬁ%mnﬁ.

You pet & 15t of managers whﬂikg e #olve their problems and

! ‘;ﬁﬁ & reversionary fegtura they want t6 keep in touch with thelr former
jobh o m?:‘wai&é. " There is & surpriging number of managers who say,
1 é@n*t guite anderstand this job I &m doing, but if ¢ doean't work out
~ Lean always ga back to my gther job. "
- Thaﬁﬁ ave faulte of nr:g&ai%ﬁ%. Anuther sspect of organization
iﬁ éﬁiﬁgﬁﬁéﬁ. We know that the No. 1 reason why many managers

" falf 15 lack ﬁf iﬁi&iﬁy t@é&i&g&f&. Thiz raisds the question: Why don't
Wﬁg’l@ deiegﬁteﬁwez‘;ﬁw we g;a back to my eriginal atatement that one of
‘the reasons we don't deleghte well ia because when we are first in the
m&nammm mﬁwﬂ we bégin 16 ride kobby horses. The reason we
ﬁén*% éei&gat& m’ﬁ iz betause we don't know how o control.

The aéerg/ 14 told of the womin Who didn't want to fly becaunse she
wag affaid i&mgkne:ﬁmié erash, ‘i‘h&y said, "Well, Marths, when your
time hué vome your flme has come. " Bhe said, "Yes, bul supponing the
iaﬁws time.v ms tome and mine hasn®?” You see, when she was walking

" ahé wae méﬁ her own control, When she was flying she was under a

man's sontrol,
.21
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This is quite similar {0 a management job., I Ide it myself~~
" "the way to get & job done 12 do it yourseif”~«1'11 tuke full responsi-

bility for everything 146, even fallure, because at least I get lead
fime On an exeuse. You recognize this, you see., But how do [ get
these {ive men down here 1o do the doing while I do the managing and
somehow be reaponzible for what they are doing? You see I have lost
my lead time at this peint. It isn't uniil they have failed that ! guddenly
have to wonder how I am going 1o explain this {0 the person shove me,
I have lost céntrel.

One reason we lome coutrol, as far ap I can dee, is that we are
delegating things which we dislike too Trequently. I you delegate that
which you Like snd take unio yourself some of the things you diglike of
which you are capable you improve your pewer to control immeasurably.

I have just %é&?ﬁ made Viee President w charge of sales. They tell
me [ am going 16 have & budpet. Isay, "Sales and budgets. Salesmen
have {o be free to spend. They have to uge their int¢lligenee in epending,
You have to wpend what you have to gpend to make a sale.” They say,
“You are going to have 4 budget.” So I get under a budget. Isay, "All
right, now, I'll tell you what I am golag to do. 'Joe, you run that budget.
You keep your eye on it. Iam going out to visit the sales offices, "

I ¢ome back in three months and word comes down, 'Your sales budget

is out of line. " 1sey, "Joe, don't you Hke i here?’ Do you notice the

degert island he's on? There are two effects here that have to be noted.
22
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» Teannot hidp hixe grow bécuwuse 1 have ne use for budgeis. Probably

I don't know pouch about them, 1am having 2 lot of fun, though, deing
the i‘?ﬁﬂg 1 have alweys done~~visiting the sales offices, living outof a
bag. This is my life,

On the othey hand, Iam utterly dependent on him, and when he
Brings his advice up to me, %hére are days when 1 wonder {f he is taking

mé for b vide, [awm respongible for this man's actions, but I don't

undevstand what he 18 doing, You aee the 1o of control in the whole
situstion. Therelore 1 il to ﬁei@gﬁ;& & lot of things to him. 1 create
miivale problema by going areund hbm, by asking guestions which raige
ﬂ;iﬁl* Yueations in hig mind,

W*&I ﬁmg% the situation, Prastuming now that Joe iz a different
pérson, Iamy, ";@aﬁ. I'm in charge of sales and they tell me I am going
1o pun on o budget, I think people cun jesrn budgets, so Iam golng to
thle this on, 4nd P11 gét some stalf help and learn gowething about
budgetary operations. ¥ "Jee, I wani you to get out and visit those
salea offices and ém in with we each Friday afternoon when you
gomos In, g Whgn Joe ehecks in, do you think I can control Joe? He's
Bt my hask yaid. Likéﬁ"ﬁ smgll when the thing is going wrong, Joe comas
in o 1 say, “How ave things out in Dallas?" He snys, "Pretty good. "
183y, "How are things in the Town and Countfy Club?Vv He says, "Good. "
14ny, "Now, louks. Kedp out of thers. Once you get in there youlye in
for too tongl 1 want you ¢uf seiling, hot eating, ™ You see, he's doing
23
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the things 1 used to do.

You notice the facility with which I can control him. I dou't care

about the reaportis he turne inmﬁﬁm graphs and charts he shows me,
I ask quentions which dig right through to the facts and find out what I
want 10 Wfﬁ keep things under control. Buddenty, T've learned
- budgets and I've learned budgets. 1t's resl blood, but I've learned.
; ﬁbﬁ&éaﬁwﬁ{“ﬁwwmmy viilue to the entérprise, There are
now two things &m whieh I know something, I know something about
#ales und 1 koW something abeut budgets. Iam ready to grow, to move
up.  Wet we are losing manﬁg&s at a fantastie rate in middle manage-

- ment, becauge they insigt on riding hobby horses snd not taking on the
distusteful taske of which they are capable in order 16 prove their power
1o delegute.

We do this so slyly, you wonder at times, For ingtance, Ifind that
in éég&rﬁ 1o the m}m&a there is my friend in charge of salea, who says,
“How are we doing out on the West Coast?” He gets the angwer, "Pretty
gbbd,” He says, "Set the young man on the telephone,” Heasks the
young man, “How's that X¥Z ordery ‘The young man says, "Oh, we think
wetil elone ft any duy.” He suys, "Hold #f. Il bs out tonight.” So he

" ealle down to the Traffie Department to get the plane ticket for the West
Coust, He axyn, “"Cot f¢ in the Statler out thera tonight. Tell me when
we aré veady to go. " The mﬁ Department gosd inte 5 real flurry getting
: things going and telling about getting him out to the West Coast. The
reuson they coopsrate so well is that they want to be sure that he
24
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does go. Off he goes. He talis to the young roan for » little while
when be gets out there and he says, "Let me go out in the morning
and tackle this contract. " He comes back shout noon and throws the
cortract on the desk, and he says, "There you are.” The young man
says, “This is marvelous, How did you do 7" He says, 'There was
nothing to 4. I'went out and reviewed your propesal, which was prac-
tically excellent. I gave them un extra 5 percent and they gigned. "

Ch, that litile extra concession. Why is it that we didn't delegate
that? The snalysis is rather simple. The Vice President likes to travel,
He knowa what he iz doing. I he reslly delegated he would have to stay
&t home and mwanage. Most of us know the things we like to do and the
things we don't like t0 do. Often this is the reagon. Our failure to
delegate is in order to retain the position we have had in mopt of life,
Delegation is & great thing, I isa sign of good management.

Then edmes the area known ns ¢cordination. Howdo we get depart-
ments 1o work fogether? Here we ave in cormmunieations, Thisig n
topic all by itself, I think we have to think a little shout communications.
The most dangerous years of a man's life are from 18 dn. Up wntil
18 years old we are fairly flexible and sverdetailed sometimes in owr
commpunicationg-~or it unimportant, Hat once we get inio o management
pomition we are not acguainted with or don't become aware of the repetitive
actions nvolved. Day after day we are angwering the same kinds of
situations and solving somewhat the same kinds of problems#, And after

25
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B number of years a béghming {n our mﬁiéﬁ econcerning the situntion
is clear. We kuow that one pius one plus one will equal three. The
* subordinate ﬁausn;t Bee thls so readily. But because the image is so
¢lear we have p dedp Inglination 1o just throw out & few words which
sre suppoged L convey the idea that this i= i,
Thave this Dlustrstion. Many of you bave seen in. But I stil

think it brings out my point. Iam a man from Mars. I've just arrived

on garth. As Istend heve amongst you I notice a lot of men reach in

their pockets and pult out thess litle white things. 1say, “What's

that?” Semeone says, A cigavette.” Isay, "A vigaretie?” You say,

"¥es. We amoke them." Isay, "Oh?" You say, "Yes, we gmoke

cigaréties on m“ Isay, "Let mé have one.” So you give me one. I sy,
“Well, what's the first thing I do? Give me my instructions.” You say,

"Put 1t in your mouth. " (Puts eigarette in his mouth. ) T wonder if

you see the point. Heére is & clear-cut image in every man's mind

in the room. He haw seen it thousands of times through repetition. You

threw cut words by which you honestly meant 1o convey a clear-cut

idea. Idid exactly what you told me to do, & was 'ﬁ;rﬁag. You have

séen it, Now Ieay, "What do Ido?" What do you say? "Put the end

in your mm}h. " L

’ 1 hope 1 hive proved to you that eommunicating ideas s noi simple,
Now, tte‘in complivated endlessly when we ¢ross funetions, becanse there
ie & functional putoie thet develops, and we forget that other people aren't
# ) 25
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- bord into this. “uérefore we have {6 axfélaia. We have to allow them
to ask guwtimr The n@&ﬁ«ﬁéﬁij poliey in my mind is not & question
"aaf w&&%har the door 15 a;saa er not; iP's 4 question of whether a mean
can dsk a question., The wﬁméwbr policy is when people ask you
yuestions dnd ggt m&wém; éven 10 the point wheré you sometimes
fink f.t:ay aré absolutely without any comprehension. And yet this is
part of the emmmmf&tﬁi‘m *
1 think %ﬁat coremunication is built on & rather mteresting bove.
- 1 think the keystoue, as & maiter of fact, to all communication is
- f&é&'ﬂ‘m‘fﬁ ﬁatﬁgﬁi;;. Today we think that some questions of morality
are 4 little aside fifmgémimm I don®t think they are, bui let's leave
o it that way. %é we yevert 1o a word called ethice. All right. Good.
1 think that when we begin 1o double-talk, become casuistic, try to hide
in iég&tiﬁma, but seimeliow do not get the ides to other people, we have
o complicated the entire procesy of ﬁmmugiéaﬁ%. ¥ you do not believe
r me m don't h&&i& what'1 ésy. ’ﬂ"ﬂéa%i:ew what you think I say, what I
+ ugualty roean when T use thasa warsi‘ﬁ. Or you even hear things I don't
‘ Bay &t ail, M&m hi&tﬂﬁmﬁy 1 will ﬂmtap a i‘rﬁmﬁwark of thinking
' mﬁhm your mind, 1t i not the technique, baﬁiaaliy. I's a question
7 of whethéy you are truthfil or not. 1i's & plaindbore, commcon, downe
to+earth tmihfﬁlgm that i ile kaym;ag of communication,
) ”fééay wa are ﬁpmémg hundreds of thousanda of dollars on human
%%&ﬁéﬁsg en p%é;r@ &&m fndustrial relations, stockholder
" ‘ 27
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r&t&ﬁam.!ﬁth&s& other kinds of things, and very often it's an attempt
to frost over a pretty bad cagse. We have not told the truth, We have
not allowed people to ask gquestions to clarify the truth., Therefore
they don't believe us,

Christmas & year ago camne on Thursday. I go in on Thursdey and
say o wy boss, “Iunderstand that because Christmas comes on Thursday
we'll have Friday off, so we'll have Thursday, Friday, Saturday, and
Sunday--a nied lony weskend., " He says, "That is true. Put it on the
bulletin board. let's get it on the public~address system. And put a
note in the loeal newspapers so they'lt know we're big-time. ¥ Can
you see some of your employees reading the bulletin board and saying,
"I wonder what the angle ig, 111 bet they are going to chop it off the
Easter vacation.” You see, you follow the techmque pretty nobly, but
there's history back of that., Someone didn't tell the truth.

Then comes the ares of motivatfon, Idon't think there is any
greater motivator than the elément that is known as setiing the objee-
tive, away back there. To me a man who gets personsl satisfaction
out of what he does is tramendously motivated to do other things. I
you deprive him of the cbjective you may get into the tinkling aymbol
clase of motivation,

There is a story told in the New Jersey Bell about the man who was

sceused of using rather foul language. So they sent the personnel man~
ager out. He arrived on the scene just in tlme to hear the foreman saying,

28
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“Come on, you fellows. Get off your fannies and eliznb up that pole
and string that wire.” The manager satd, "Boy, this man needs a
courss in humen relstions.” S0 they sent him out to sehool for ten

{ weeks, m&%im to take & course in human relations. At the

end of this the munager ¢ame back out to see how it had affected him,

He arrvived on thé-scene just in time 1o hesr the foreman say, "Come

on, youfllows. Get off your fannies and elimb up timt pole and string
that wire. By the way, how is your yaother?"

1 honestly feel that motivation {8 not this tinkling symbol type of
thing. It's a sincere Interest in subordinates. You want them to develop,
You want then: 14 get things done and you give them something of which
they may be proud on necomplishment. There ave other things. But
s & broad drea of ;nmgieﬁwaﬁ that ¥ think we have to look at.

Finally comes vontrol. I am shorting these out just a litile bit.

This ia the area of controls. Controls to we are the charis and the
graphs and the reports. The fundamental management rule involved,

8% far a3 I am concerned, is this: A wan will not intenticnally fashion

the club with which he is t& be besten to death. Too often charts and
graphs and this sort of thing m the slements of punighment for subor
dinntes und depariments. H you uge thens in this faghion I have never

yet seen A group that eould not fashion & better report. -

g What's wg’wiih Mﬁi‘? When you have a report you have to come
10 the point where you realize that whatever it says is what you are willing

28
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to fade up to. A ghod report may show you a bad situation. It cer-
tainly will show ym & bad s&mgﬁm. Y&t how many times do we have
someone say, 'Look, now, thess are the facts. If you would Hke fo
have mé c¢hange that around & Hitle bit I san make the raport look better, "
" The ab}ae;i% a‘: thia point is 8 good Peport--not a reflection of the facts,
Mﬁiﬂﬂgﬁm have w hé brutel in faecing faets even when they are doing well,
‘W, Wilson of @mémi Miotors iz a man whom I adwire a great
deal for one saying he bad: "I it works it's obsolete. ” I like that in
mansgement. When you dvein :ﬁsfmm@ you think it's working,
Take Q took. You nesd controls at this point, because it could be exactly
the pdint at w&i&ix youere being luiled into the situation where you are
rzﬂ.ﬁy ﬁa’t of conirol, '
ﬁ%ﬂﬁ&iﬁﬁm we have run through these very quickly., We could take
a gﬁﬁ deal mﬁi’& fimse, I'm gure, and you are going tu, probing each
" ome of these areay. E;!i I haive a deep convietion that if we learn to think
sengibly aaé togieally in the manmgement situstion, Tearn to plan, to
- arganize, to coordinate, to wotivate, m;é to control, if we cen find
the real Yogie in working with people, and love people while we are
doing it~~this ig-of the ﬁgﬁé;m& ia good mankgement~-it can be a 1ot
WOmen
Jise one lust Stoby, This is & siory of n group of mmw who uged
to meet wgmm:w play bridge. {And God help the woman who wasn't
‘there. They really tore her apart.} There wus one woman, however,

L
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who always had something nice 1o say about everyone. Finally they
gaid, "Martha, we think that if we talked about the devil you'd have
gomething nice to say ashout him. " She sgid, "Well, he was once the
brightest angel in Heaven, and he certainly is industrious.”

Yéu know, Ithink this is a little bit the atiitude, in spite of some
of the firm positions I seern to have taken in eutting through the technigues
and emphagizing the basie thinking and philosophy of management. I
think we have to bave this with people. There are no stupid people in
the world, only pevple with various degrees of imtelligence. The chal~
lgnge to the manager, as far as I am concerned, is what he is able to
do with these people, not whether he has the right kind of people to do
it his way. If we huve the right kind of people and if superiora are all
togical and if cusiomers behave the way they should, and if Congress
is quiet, we won't need as many managers.

Froblems are our business. That's why we are trying to learn
these tethniques, in erder to solve the problems s;f very human beings,
as they belp ue realize gur particular mission.

Thank you véry much,

COLONEL HARVEY: H;an Hayes is ready for your guestions.
QUESTION: Is the frequent failure of lnbor-ranagement relations
the fault of labor, in your opinion, or the fault of management?
DEAN HAYES: Someone has sald, you know, that the one flat place
in Healen Is going to be when we don't have religlon to argue about.
31
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mxianm&%tbiamy. 1 think it is the fault of both, That covers
it. ﬁawiﬁhaY@W¥m there. 1have an opinion that one of the
rensne for u great deal of disagreoment between management and
labor is that, because management did not sei obijectives for people,
#nd since people so t;ﬁmﬁy want objectives in order to have pride of
secomplithment, the unions bound themselves together and set thelr
own objectives, And now I think mansgement hiag to aceept the union's
wbjeciives.

I think that any place where we hive o lack of organization the best
thing we tan do mwim the organized movercent, presuming it is not
quite as good us o foes tyzse of economy-<and I am net against unions

by guite & hﬁwm set &%ﬁn&aﬁs of perfermance for the management

&

. -
s :
o 2 d

QUESTION: What is your recommended method of handling a
superior whi Jacks the twi;ziiq% and; secondly, & subordinate who
lacks the Ww?

DEAR mm Well, with the aapéﬁw it's rather simple. You

ey, "Yes, #ir." {an a despbeliever thiat organtention by its very
nature is not demoeracy but 44 an autocraey i which you tolerate as
mxay deroeritic methods ax you can. Ih other words, there are lmits
to the demoératic procens, snd I think business or industeial organizations
of any sort do not parry out all the glements of & democracy. This does
not ?m*‘:mﬁiaiwﬁmt Therefors, when you go upstairs you have the

’ 82

" i i
# i A

AR T R L L

-



R T R e T TR R R AR e
= LN - v

&) i

7
3

B s ;g-v‘ge{g-ﬁ:h- M S 7 N A

" » .. - ' %
fi"‘ﬁw”ﬁf aunthority coming tizi-ﬁagh, :m%h responsibility on that man's
shoulders, and that's why I say, "Yes, aix:. ? I believe this.

How, 1believe that the great vole of management is to do the job
mk;; iz supposed to be done frﬁm hig level--or front my level--down.
In other words, 1 smz inelined not te wﬁr?;&m the superior in my
improveivent of manngement,’ but to get my job done from my level
down.

" 1 don't MW whether ﬁ;fa has a;ﬂ;'awamé the queation or not. You
den't -ﬂ&veryi miw,;h about the superior. However, et me give him his
e&é&i{. Lﬁaﬁmg; Bt gﬁzﬁariws generally Y am impressed that their methods
of management are improved when subordinates act in logieal mannge-

" moent styld and gebresults, I haven't seen too many superiors who will

p ! f
s

fly in the face of good mgﬁméﬂ.
dust let e toll you x éﬂi&k story here which you've no doubt heard,
bt 1t filstrutel my point of how we, as superiors, sometimes break
iﬁﬁéﬁi&iﬂ& 1 viak this {8 & point we onght te look at-~our subordinste
rofnagers. This i8 the %&ry &;% man who eame into the hunting lodge
13 the Midwont, ‘& g& farmer. They sent him out for the day, and when he
returned the mﬁm&r'&? Ahe Mgé said, "Well, how did the dog perform?"
e said, “Mﬁy gmﬁ& A m magter gaid, "Pretty good? Why, that's
one of our baat é#ga. The fa&xﬁ&r Baid, "Well, 1don't know. We started
M neross the fleld, and that emttérﬂ had just gone a little way when he
am i:hgm au& hé went jua% ke thut (demonstrating pointing), But I

1
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hooted hixt a couple of times and § broke him of that habit. ™

Seo 1 think, t& come right to the point of your question, it's thus:
H the superior lacke integrity then you must do the best you can from
your level down in helding integrity with your subordinates. However,
the task you are facing is to hold your integrity while holding your

toyalty, This ia the real problem.

The other side is, if I bave a subordinate who lacks integrity, this
would be my No. 1 peint of development. I would start with coaching
and counséling, which § believe is the No. 1 method of development in
woat industry and most installations and government bureaus, and, if
Ihad to, I would get down to the last method of development, which I
s very much in favor of, but which is a little more difficult for yOou.
I believe this,

QUESTION: Bir, Iwonld like to address the question of getiing a
tirre sehedule. I have often observed that subordinates will become
slaves to a time schedule. That is, they will give you an answer, but
frequently it will aot be efther the proper answer or possibly the best
answer. I bave seen this happen in the ajroraft industry quite frequently.
They are slaves of the time gehedule. How can you get away from this
problexc 7

BEAN HAYES: U Imay-<ag I#analyze the problem, the problem
isn't the time schedule; it's the objective. I think that getting o time
schedule alone will not produce a elear-cut answer or a clear-cut

34
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Sbjéctive thet hasn*t been set in the first place. So I would solve &t
this wayr 1 %ﬁmﬁz A good mansger will have fairly clesr concepts moat
of the tiwe, certalnbysnut all of the time-on what he wante. The
problém is one of ¢ommunicating the objective. Then he tells when
he wants it, which {5 & question of communication, but he uses these
points wot ’w& drive paistes~if you den't perform you apre out--not at ali--
&ai an m;mmﬁag points of bis own munsgement abitity-~hig ability io
estimate tinte; for instance, and to estimate cbjeetives~-and his per-
forreance points Yor the subordinale.

This ig the ph:if’t@sﬁphy of it. 1t's seiting the objective that is Impor~

QUESTION: Returning fo your standarde of performance, could you
elusidate & little further on this? How do you go sbout this? Some of
thesé managerial jobe sre gualitative rather than quantitative and ave

" rather difficult to reduce 10 the speeifics,

DEAN HAYES: They &re. ‘There Is no question that the higher you
2o on the Wy the more qualitative & j0b becowes, Por a chalienge
whichi we won't have time to discuss here, 18t me throw this out: In
deep snnlysis you will find that mest of your thoughta on quality have
quantitative sspects. They are-bound in with the happening of an event
& cerinin numbeér of times or with the fust that a certain event does not
hippen & certain mimber of times. You meke a judgment in your own
office that it-1s & quality performance or it iy not. What point did you

a5
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papa? H we gﬂzﬁ three eem?zain?ts I don't consider {t quality, If we
| %&t any coniplidnt I don't eongider it igmﬁﬁf. I just challenge you
j;\f%ii this., Tam sdrry we don't have the time to go into it.
* " But in mt’dx&g ﬁ%ﬁﬁﬂwﬁ& there are three gquantitative appioaches

you ¢an take: Wﬁﬁ in the w&tﬁw nowber of @ecaaim& you will let

A

q happen ar &&izws you will fet go by or pércentages ym& will {olerate
before it is xiot a standard jobT? The second point is the zero point,
What is it that you do not want to happen at a1l to create a standard
job? The th‘iz*ﬂ is the negutive aspect: How many times must & thing
act happen? ~Thiv will set your standards. |

Idan imly bear out your gomment, It is an extremely difficnit
taglk, but itwi&z ong of the most rewarding In all of management. Just

‘ Ay #n i?eiéaniai éi&eﬁgh&m@& have dond it with all our professors.

You see, you do have something In your mind, 'This is the thing you
~  mugt recognize first. ‘&"m always have standards. This iz not new,
You do promote pebpia 10 “éi job. " I you don"t know what Ya job" is,
thex the problém Is & Hifle more fundamental, It isn’t a question of

‘o standards. 1t's & question of organization.

Boes this give ylaﬁ a lted as to some of the ways in which you ean
go? It's a topie all wito itself, But it is going te grow fast in the next

- five years, ¢

QUESTION: ! heve bécume convinced that worien have a great
' ) @éi@nthi. | :Iwnﬁgr # you care to commiént on the applicstion of theas
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tools and iwhniénas to maﬂ*;vaﬁng the professional, subprofessional,
staif essistant, tecthmician type of woman in the average office.

DEAN HAYES: Iagree with your preliminary statement, but it
may be moatly & reflection of your youth., I find that these prinmples
work just as well amongst women as Amonget men. The only thing is
that there ia & naturai diffienlty for men in setting objectives and moti-
vating women and women motivating men. As s matter of fact, it is

more difficult for arfy woman 1o supervise a group of men than it is

unfairly, hag made the male superior, you see, no matter what his
marks were in gchool.

Sa 1 feel ﬁmy work just as well, Personally I do not feel that the
emotional tevel of women, to take an illustration, is any higher than
that of men, I think it's different. Let me start with professional men,
One of the strange characteristics I have observed i3 an ares I would
like 1o explore very much, and that is that those of us who have degrees
seem to think that by csmosis we pick up all wisdom, Thiz g s real
bar in men, snd it's not nearly so noticeable in women. They are much
more humble with thely degrees than are most men,

That's juet an sbeervation. I couldn't back i up with facts, I you
try 10 pin me down on it Fil deny it. This is jusi an obgervation,

My snswer; Ithink this works just as well amongst women, It's
Just & Yittle different approsch, that's sll., The prineciples are the game,

/ 87
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@mm@w Bir, iﬂ government we are faced with the general
problemn that those ja‘is Mﬂpﬁm A, B, and C, are inclined to
‘Besome ever influted, m@% ‘#ré faced with a demonstration of
. Parkinson's hw: What dire your suggestions about ow we can reverse
Mmﬁ&‘& i&w‘?

-DEAN mm The quick answer, of course, ix to get Parkinson
10 write 2 néw m X a&ﬁm we'tve done it. Simply, Isay that
in govermment Id@a*’t tﬁi&k you hinve any different problem than you
da bt industry. 1 do think thit you have developed a block in government,
and T say ‘e only becauisé I have had the opportunity, very h&pﬁ% to
work with & number of government sgencies. I think we develop a block
{nvolving éi‘v{x service and some of thewe things. But I have been very
awire of the Inet that there 18 & terrific Hberalism from the manageraent
point of view «wﬁing inte sivil-gerviee operstion.

iﬁ% 2+1 havé atso obgerved that certam government agencies seem
t0 Ye making faster progress than other government agencies in trying
to-apply many of these ey mmgemmgwwiaa, and it doesn't have a

Now, my shesrvation is ;ixat the deepening of these jobs very often
is oot veally a q&qﬁﬁm of deepening the job at all, but from the stand-
point of the persen executing 1t it 1s a deepening, because what ha tries
to figure out iw, "How ean Ido the things they gay this job is supposed
6 do and hold on o the things I would Yike to do?" This is one of the

38
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real confiiets in gmerm&m. It 15 that we hw:e a lot of people who

like to do things, and in aééitm to that theré are zmngs they must do.

) S : 4 Mﬁm@a peaple in a Yob, you often find that the new man dpesn't
have the same attitudé téwazi*d the content of the job that the old person
had, Why? Because he hag :;&vgrr&’eveigwé any hobby horses,

‘ This taay be & ﬁt{iﬁ e;'ﬁai snd direct, but it's an oulside vbuerva-

© tion, Don't ever get donfused about civil service. Remember fam in
an organigation, I Wn 16 be in a Catholis organization where I also
Bave sbm&ﬁing ke clvil aérview right over my head, you see. I's

Mo pun by a group of priests. Now, at least civil service can't read you

into Hefl, L
’ 1 buly say that beonuse there are many restrictions in indusiry
mﬁx in ]Bt‘i‘ﬁﬂ;;:ﬁf Hie, or ina family corporation. They ave very much the
game kind of restrictions. 1 just feel that there s oo much emphasis
‘ in government on the deepening of the job. That's beesuse we have failed

: to delegate Lertain :aﬁzrfiaau!ﬁ of it.

T some %f"ym partiéular ingtances bere you say, "Well, I'd like
6 hive him mﬁ my job. " Yes. There are exceptions, of course.
THis is Just & broad obeervation.. 1am aéwy I don't know the particular
tasd, or mayke I could give yma 8 aﬁarper angwer on that one,

- m’m&‘ﬁ@w %até yﬁu ciye i@ addreys a few comments to the

B @aﬁﬁﬁﬁ : of ﬂgieghﬂan &m& the vax‘ims degrées thereof, with reference

5 BT ’tﬁ tlw émmept of congultetive dirvection?
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DEAN HAYES: Well, we are liable to be on two parallél tracks=-
the question ag agamst the answer. 1 think you delegate as close to the
point of action as you can. This is the first rule. I think the second
rule involed here that I would throw out to you is thal you may delegate
in sny way that you wish., Delegation is evidently the glving~away of
somaething that you have by responaibility in the first instance,

There is 3 side comment I would have to make here that one of the
very lmporiant agpects of delegation is that the person who aceépts the
responsibility must accept it in the spirit in which it is given, or there
is no true delegition.

Now, wvery often the gso-ealled éongultative type of thing is not
true delegation at all, VYeu haven't given anything away. You jJust asgk
for opinions or ask for recommendations, This is perfectly all right
as long as 1% iz clearly communicated that the final decigion is consulta~-

tive. Take for instance committees, as a good case in point. You
delégate somaething to & committee and all they are going to do is
recommend. All pight., I think they have to clearly understand that
it in only a recommendation,

You know the piory of the two business men who were locking at
& camsl. Ome said, “Look at that ugly snout, and notice the terrible
hurp on hiz back, and the knotly knees, and that awkward-looking neck, ’
The other one said, "Yes., Only a committee could have done this."

40
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This {g the way véry often things vome up when you require action
‘of & committée 45 ugainet consuliation.

Now, I don't know that I am in the back vard of your guestion.
There Is somiething there that didn’t communicate through to me.
Would you clarily 7 |

BTUDENT: 1 reslly had in mind the question of responsibility and
authority, and the fact that in some ecircles it is contended that the man-
Ryer Sxnndt delégate #mmimﬁty but he can asgign a duty, or impose
& duty, and *};han delegute suthority commensurate with ﬂw performuance
pf that duty, th he, himself, retaing the rasmibmty

DEAN HAYES: This is correct. Let me chaerve that. Now I know
exactly wm we are, You tan delegate anthority. Yeu may not delegate
reﬁmibi’iﬁy. h Responeibility pyramids. Authority passes, Therefore,
when I éﬁmgn%&“té & pergon suthority o earry out & task, he becomes
responaible for the completion of the task, but I have not lost my respon~
si&iiﬁy Therefors you have a pyramiding. You never shed it. You find

‘very often that we o try to shed it through passing the buck, as they eall

. This ig aggnqi the spproaches, |
A man comes up to me and saya, "Look, How can I gets job done
withe thet group of dedoes you gave me?” The point he has forgotten is
that whatever they isf%a wveu dodoes, they are il his,
As b matter of fact, in the truent sense of mansgement, I say they
are developed doddes. This often happens. 8o we do pass authority.
Vs » 41 .
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ceo ﬁzﬁhﬁﬁt‘y and responsibility, of course, should be commensurate.
People edy, "Supposing they are not?" Then the answer is it'a wrong.
W'z #n eapy snswér. But good munagement will always put suthority
gnd réegpan?sibﬁi;y‘ lh&mi in Emzé

. You never lose your responsibility, Respensibility goes right up

o to the ﬁap. ‘x‘hia is vy fundamental belief when { say that a manager

’ is exervising s kind of autonomy, & kindly kind of putonomy, rather

e

than sxereising demoeraey, because responsibility does not psss. He =

~ 3 h%'h.
always retaing it, gk o)

P
Neow, in mwﬁmig these Wﬁg I naturally have not in my mind

Fd
; SRR NS

) precise situntions m&; yar’;@n heve in your minds. I hope that
~ yeu récognive thai mm“éi ih“& ‘éﬂﬁaﬁm& are quick questions which

"L\ '5
e 7%* i, s
KD

recéive guick mwwﬁa *&ﬁd tﬁby certainly have not been comprehensive, in
z}n&&w to give mwwmﬁm. Maybe some day along the line we

' will have ahothey Ghince to ialt individuslly, or if you see me on the
gtreet give u yell and Insuaily can spénd some time.

been,
* ) It has/u pleasure being with you. Thank you very much,
- COLONEL HARVEY: Dean Hayes, on behalf of your audience I

i

would like to expre#s our appreciation for your very fine coverags of
many trends and some folbles of mansgement, Thenk you very much,
DEAN HAYES: Thank you, Colonel,




