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Lecture 1 – Foundations of management and organisations 
PRE-INDUSTRIAL SOCIETY: NO MANAGER 

 Small Workshops 
 Direct control by owner – Master Craftsman (Jacques 1996; Morgan 2006) 

- Become an apprentice under a Master Craftsman then eventually become a guild fellow. 
 Owner fully liable if enterprise fails (Clegg, Konberger & Pitsis 2011) 

 Discipline of apprentices through: 
- Ownership 
- Control of resources 
- Knowledge of means of production (metal fabrication, barrel making, carpentry, sewing, 

tailoring) 
PRE-INDUSTRIAL SOCIETY: EARLY MANAGEMENT IDEAS 

 Organisation of the army and government. 
 Religious organisations (e.g. the Jesuits)  
 East India Company 17th and 19th Century (Banerjee 2008) 
 Slavery – Southern US plantations (Cooke 2003; Morgan 2006) 
 Simple systems + rules 
 Strict surveillance 
 Harsh punishment 

INDUSTRIAL REVOLUTION: LARGE SCALE ENTERPRISE 
 New technology 
- E.g. Steam engine, machines 
 Key industries 
- E.g. metallurgy, railways, gas lighting, glass making, paper machines 

INDUSTRIAL REVOLUTION: LIMITED LIABILITY 
 Limited liability legislation separated the private fortunes of entrepreneurs from 

investments in business, so that if the latter failed, the personal fortune was sequestered and 
the debtors’ prison avoided. 

- Legislation enabled enterprises to grow beyond the financial capacities of their owners. 
- Such legislation was first pioneered in UK (1856) and then widely copied internationally 

almost immediately thereafter.  
 Limited liability legislation – Britain in 1856 
- Separated private finance of entrepreneurs from investments. 
- If business failed, personal liability (finance, prison) avoided. 

MANAGEMENT DEFINITION 
 The term ‘management’ can be derived from the ITALIAN terms (17th century): 

 Maneggiare – meaning to handle, train (horses) or HORSE HANDLER. 
 Manus – meaning hand 

 Term not commonly used in English until the 1800s. 
 Was initially seen as a servile occupation (Fournier & Grey 2000)  
 Managing is an active, relational practice which involves doing things.  

 The things that managers do are supposed to contribute to the achievement of the 
organisation’s formal goals. 

 Management is defined as the process of communicating, coordinating, and accomplishing 
action in the pursuit of organisational objectives while managing relationships with 
stakeholders, technologies, and other artefacts, both within as well as between organisations 
(Clegg et al 2011). 

ORGANISATION DEFINITION 
 Derived from Greek organum – initially a wind instrument, later a mechanical device.  
- To be organised means being an element in a systematic arrangement of parts, hopefully 

creating a unified, organic whole. 
 Organisations are systematically arranged frameworks relating to people, things, 

knowledge and technologies, in a design intended to achieve specific goals (Clegg et al 2011). 
ORGANISATION CHARACTERISTICS 
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 Why organisations? 
- Aggregation of resources (people, objects, knowledge, technology, etc.) 
- To achieve a specific GOAL 
- To ensure predictability of behaviours.  
 Organisational design 
- Principles of vertical (hierarchy) and horizontal division of labour. 
- Definition of responsibilities and roles. 
- Integration – routines and practices.  

 
 Irrespective of the rationale of any specific organisation, they will all be purposive, with 

specific objectives and goals, giving rise to the following characteristics: 
1. The organisation + its actions are consciously shaped by the organisation’s design, expressed 

through its routine practices and specific structure. 
2. The organisation is not timeless and motionless: changes will occur as organisations revise 

their practices intermittently in the light of experience. 
3. The organisation will be future oriented, as the members of the organisation seek to achieve 

a desired and planned future. Often this future will be expressed in terms of key 
performance indicators or targets. 

4. The organisation will employ hierarchy and a division of labour to create distinct and related 
roles that are laterally separated and stratified vertically. A hierarchy is a systematic 
arrangement of powers of command and control with reciprocal obligations of obedience 
and consent lodged in those being managed.  

5. Responsibilities are defined for roles, and actions, roles and responsibilities are revised in 
the light of experience as future actions unfold. 

6. As future action unfolds the preferential weighting of actions, roles, and responsibilities is 
systematically revised by programmes of change management or organisation reform. 

DEVELOPING EARLY MODERN MANAGEMENT 
 Early modern management was based on the efficient extraction of value from the labour 

that was employed.  
 For early modern management those who were managing and being managed should 

create more value than would be paid out to them in wages and salaries, thus ensuring that 
there is a return to the capital – usually in the form of shareholdings – that is invested in the 
enterprise.  

 For value to be extracted in this way reform of both asset holding and, as a consequence, of 
MANAGEMENT, was necessary. 

SCIENTIFIC OR HUMAN (MANAGEMENT) – THE GREAT DIVIDE 
 Bureaucracy and scientific organisation 
o Max Weber 
o F.W. Taylor and H. Ford 
 Human relations 
o Elton Mayo 
o Mary Parker Follet 
 Contemporary ideas  

BUREAUCRACY – MAX WEBER 
 Observing the Prussian army (most successful military force at time) and industrialisation. 
 Describes ideal organisations as rational-legal bureaucracy: 
- Legal: submission to rules & procedures  
- Rational: predictable, non-arbitrary  
- Fair: right of appeal  
- Negatives: DEPERSONALISATION (i.e. dehumanising) and DEMYSTIFICATION 
 Bureaucratic organisation, seen at turn of 19th century as hallmark of modern organisation, 

depended above all else on the application of what Max Weber (German scholar) termed 
‘rational’ means for the achievement of specific ends. 

 In a bureaucracy, techniques would be most rational when they were designed purely from 
the point of view of fitness of purpose – the better they fit their purpose, the more rational. 
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 Bureaucracy is an organisational form (design) consisting of a hierarchy of differentiated 
knowledge and expertise in which rules and disciplines are arranged not only hierarchically 
in regard to each other but also in parallel.  

o An organisational design is the designated formal structure of the organisation as a system 
of roles, responsibilities and decision-making. 

o In bureaucracy, action is supposed to be procedurally based or formal rules. 
o When bureaucracies are classified as being ‘rational-legal’, they are supposed to apply values 

and principles universally, without favour or prejudice. 
 Weber identified authority based on rational-legal precepts as the heart of bureaucratic 

organisation.  
 Rational-legal precepts refer to when people obey orders as rational-legal precepts 

because they believe that the person giving the order is acting in accordance with a code of 
legal rules and regulations.  

- Basically, this means that people follow rules because they respect the correctness of those 
rules, either because of their substantive legal content or because of their rationality – their 
appropriateness and correctness. 

SCIENTIFIC MANAGEMENT – TAYLORISM 
 F.W. Taylor (1856 – 1915) 
- An engineer who studies PRODUCTIVITY and later becomes a consultant. 
 Principles of SCIENTIFIC MANAGEMENT (Taylor 1911) 
- Time + motion studies 
- Specialisation and routinisation of work.  
- Assumes one best way to manage. 
 Collaboration 
- Manager: planning, designing and supervising.  
- Worker: executing manual labour  
 Play based upon outputs 

 Taylor, Ford and the ASSEMBLY LINE. 
 Scientific management refers to the principle that there is one best way to organise work 

and organisation, according to a science of management based upon principles of 
standardisation of time and routinisation of motion as decided by authoritative experts. 

 Taylor’s four principles of management are as follows: 
1. Developing a science of work – observing + measuring norms of output (productivity) and 

detailed observation of human movements. On this basis, improvements can be made. 
2. Scientifically selecting and training the employee – Taylor believed that everyone had 

different aptitudes – it was a question of fitting the worker to the job and this was the task of 
MANAGEMENT. 

3. Combining the sciences of work and selecting and training of employees   
4. Management and workers must specialise and collaborate closely  

 It is important to note that Taylor had a very limited view of science. 
 Specialisation refers to the skill formation that occurs when labour is divided and defined 

into smaller specific tasks rather than being seen as a general task that anyone might do. 
HUMAN RELATIONS MOVEMENT – MAYO  

 Manager as SOCIAL CLINICIAN  
- Pay attention to group needs + human relationships 
- Workplace viewed as  a social system 
- Informal groups have influence 
- Therapeutic interview – active listening 
 Mayo’s eight principles of management were as follows: 
1. Work should be seen as a group rather than an individual activity. 
2. Work is a central life interest for most people. 
3. The lack of attention to human relationships was a major flaw in most other management 

theories. 
4. In work, people find a sense of belonging to a social group and seek a need for recognition, 

satisfaction of which is vital for their productivity.  
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5. When workers complain, it may be a manifestation of some more fundamental and 
psychologically located issue.  

6. Informal social groups at work have a profound influence on the worker’s disposition and 
wellbeing. 

7. Management can foster collaboration within informal groups to create greater cohesion and 
unity at work, with positive organisational benefits. 

8. The workplace should be viewed as a social system made up of interdependent parts. 
MAYO: HAWTHORNE EFFECT 

 Hawthorne effect – ‘’when a group realises that it is valued and forms social relations 
among its members, productivity rises as a result of the group formation’’ (Clegg et al 
2011). 

o At Harvard, Mayo became associated with what is known as the HAWTHORNE STUDIES 
(carried out in Hawthorne Plant of the Western Electric organisation in Chicago 1924-1927). 

o In a range of experiments concerning physical determinants of PRODUCTIVITY, illumination 
and other physical variables were manipulated, with the surprising result that productivity 
kept rising even when unexpected – when illuminated was lowered rather than increased. 

o The Hawthorne Effect is what happens when informal organisation formation occurs.  
o In the study, it was presumed that the effect (accounting for the increased productivity) was 

an unanticipated consequence of the experimental interest taken in workers. 
DEMOCRATIC MANAGEMENT – FOLLETT (MOTHER OF MANAGEMENT) 

 Participatory management 
- Authority derived from function not hierarchy 
- Collaboration between managers & workers 
- Follett wanted to achieve not just productivity but also social justice. 
 Follett’s three principles of management are as follows: 
1. Functions are specific task areas within organisations, which should be allocated the 

appropriate degree of authority and responsibility necessary for task accomplishment. 
2. Responsibility is expressed in terms of an empirical duty: people should manage their 

responsibility on the basis of evidence and should integrate this effectively with the function 
of others. 

3. Authority flows from an entitlement to exercise power, which is based upon legitimate 
authority. 

 She suggested that Taylor’s ideas were incomplete. 
 Central to Follett’s worldview was the concept of power. 
- Concerned to democratise power, distinguishing between power-with and power-over (or 

coercive power rather than coactive power).  
- Argues that former needs developing and the latter needs diminishing. 
- She saw power as legitimate and inevitable but because power is so central, it does not mean 

that it need be authoritarian.  
 Notions of legitimate authority and civic responsibility were important to her thinking. 

 She separated power from hierarchy – and produced a rationale for authority distinct from 
Taylor’s ‘scientific’ approach in which management is a responsible discharge of necessary 
functions. Authority and responsibility derive from function. 

CONTEMPORARY APPROACHES 
 Continuation of historical ideas 
 Theory X, Theory Y (McGregor 1960) 
- McDonalds 
- Google 
 Theory X orientation assumes that people are lazy, require structure, direction and control, 

and want to be rewarded with money for a job well done. 
 Theory Y orientation assumes that people crave responsibility and autonomy, want to be 

treated with respect, and are driven towards self-actualisation. 
 Many contemporary management approaches ignore contemporary management theory.  
- They tend instead to develop management principles first expounded by Taylor and others.  
- They use these principles to institute managerial control through establishing routines. 
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- The most notable of these are the various models of business excellence and quality 
management that are widely used in business – e.g. ISO 9000, EFQM (European Foundation 
for Quality Management) model, US Baldrige model, GE’s Six-Sigma model, and so on. 

 McDonalisation is the application of goal-orientated rationality to all areas of human life. 
- Model of McDonald’s is a metaphor for a highly rationalised and ‘cheap as chips’ approach to 

business processes ‘by which the principles of the fast food restaurants are coming to 
dominate more and more sectors of American society as well as the rest of the world’. 

- Rationalised through 4 major mechanisms – efficiency, calculability, predictability, control. 
POSITIVE ORGANISATIONAL SCHOLARSHIP 

 Seeks to understand and foster civic virtues, social responsibility, altruism, tolerance, 
happiness and psychological wellbeing within organisations (Caza & Caza 2008). 

 Tools 
- STRENGTHS: Values in Action (VIA) & Virtue (Cameron & Winn 2012) 
- Psy Cap (Avey, Luthans & Youssef 2010)  

 Hope, Efficacy, Resilience, Optimism  
- Reflected Best Self (Roberts et al 2005) 

CONCLUSION to LECTURE 1 
 There are TWO traditional images of the manager and the organisation: 
- The authoritarian decision maker providing extrinsic rewards + punishments 
- The supportive facilitator + motivator offering intrinsic rewards 
 Third emerging approach with a focus on virtue, positivity & social contribution. 

Lecture 2 – Power, resistance and post-bureaucracy 
POWER IN ORGANISATIONS 

 One of the central concepts in management & organisation studies 
 1/3 of adult life spent in organisations doing what we would otherwise not do – or getting 

others to do what they would not otherwise do.  
POWER DEFINITION 

 Power is the concept that encompasses the mechanisms, processes, and dispositions that 
try, not always successfully, to ensure that people act according to the rules of the game. 

- Power is not a THING – you can’t be photographed holding it. 
- Power is not merely a title or position.  
- Power is a RELATIONAL phenomenon (Knights & Roberts 1982) 
 Power is the chance of an actor to realise their own will in a social action, even against the 

resistance of others. The actor may be an individual or a collective entity. 
 At its most mechanical, power means forcing others to do things against their will. 
 However, power can be far more positive and less mechanical when it shapes and frames 

what others want to do – seemingly of their own volition.  
TYPES OF POWER – MAX WEBER (1864 – 1920) 

 DOMINATION – Coercive power over others. 
 AUTHORITY (WITH CONSENT): 
 Charismatic – e.g. good-looking actress 
 Traditional – e.g. the Monarch 
 Rational/Legal (Bureaucratic) – e.g. the Prime Minister/President. 
 Authority attaches to forms of domination over others that are viewed as legitimate.  

BUREAUCRACY DEFINITION 
 Bureaucracy is an organisational form (design) consisting of a hierarchy of differentiated 

knowledge and expertise in which rules and disciplines are arranged not only 
hierarchically in regard to each other but also in parallel.  

REVISING WEBBER: LIMITATIONS OF BUREAUCRACY 
 Rule Tropism – following rules for their own sake. 

 ‘Tropism’ in medicine – an involuntary orienting response, a positive or negative 
reaction to a stimulus. 

 failures to external causes. 


