EVOLUTION OF MANAGEMENT THEORIES
Modern managers use many of the practices, principles and techniques developed from earlier concepts and experiences. The Industrial Revolution brought about the emergence of large-scale business and its need for professional managers.  These theories portray the different perceptions regarding how management should be undertaken. These theories can be categorised into three and they include the following:

· Classical Organisational Theory

· Scientific Management

· Behavioural School 

· Systems theory

· Contingency theory

Classical Organisational Theory
The major proponents of Classical Organisational Theory are Henry Fayol and Max Weber. The Classical Organisational Theory stipulates how Organisations should be run, structured and the functions of Management. It stipulates principles needed to manage complex Organisations.

Bureaucracy (Max Weber)
Max Weber known as the Father of Modern Sociology, analyzed bureaucracy as the most logical and rational structure for large organisations and it is characterised with a lot of authority. He identified three types of authority:

· Traditional authority- authority derived from traditions and customs.

· Charismatic authority-obtained from personal qualities

· Rational Legal Authority-obtained from one’s position in the organisation.
 Efficiency in bureaucracies comes from the following features which Max Weber referred to as an ideal type of Bureaucracy:
· Routinisation of activities

· Appointment based on Competence

· There is a heirachy of authority

· It is bound by rules and regulations

· There is specialisation of roles

· Impersonal-while carrying out functions.

· Separation of officials from ownership of the Organisation.

Weber further urged that Bureaucracy is inevitable where Organisations expand. That’s why most big Organisations are characterised with bureaucracy .Bureaucracy is to some extent similar to other theories, however it has been criticised on the following grounds:
· Delays decision making

· It is characterised with close supervision which causes tension

· Routinisation of activities creates monotony hence boredom

· Not suitable in the dynamic environment

· It can encourage corruption and bribes because people want to beat the system.
· Work can be brought to a standstill in case one individual is missing in the heirachy.

· Focus may be put on following rules and procedures instead of the real goals and objectives.

· Respect of superior due to knowledge and skills can create problems when employees realise that the manager doesn’t have the skills and knowledge.

HENRI FAYOL
He was a French Industrialist. He is also referred to as the founder of classical organisational theory. He divided business operations into six activities:
· Technical – Producing and manufacturing

· Commercial – Buying raw materials and selling products

· Financial – Getting capital and using it.

· Security -  of employees and property

· Accounting – Recording transactions

· Managerial

Fayol defined Management in terms of functions:
1. Planning

2. Organising

3. Commanding

4. Coordinating

5. Controlling

He identified 14 principles of management:

· Division of labour

· Formal authority

· Discipline

· Unity of command

· Unity of direction

· Subordination of individual interests

· Remuneration

· Centralisation

· Heirachy

· Order

· Equity

· Stability of staff

· Initiative

· E Spirit de corp-teamspirit
SCIENTIFIC MANAGEMENT
The aim of scientific management was to determine scientifically the method of doing work in order to increase productivity. The fore runners of scientific management were Robert Owen and Babbage. Other scholars under scientific management include Fredrick Taylor, Henry Gantt, Frank and Lillian Gilbreths. However, Fredrick Taylor is believed to be the father of scientific management.
Robert Owen advocated for improvement of working hours, discouraged recruitment of children under the age of 10. Work was organised and workers were paid according to how much they have produced.

Babbage advocated for division of labour. He was of the view that each operation during work should be analysed and that work should be divided so that skills could be developed. He was of the view that more repetitive work is the more skilful one becomes.
Fredrick Taylor
Many of Frederick Taylor's definitive studies were performed at Bethlehem Steel Company. To improve productivity, He carried out   time and motion studies and developed a better method for performing that job which reduced the amount of time spent doing work. Advocated for training of workers. Furthermore, he offered a piece rate also called the differential pay rate system that increased as workers produced more. 

Fredrick Taylor known as the Father of Scientific Management, published Principles of Scientific Management in which he proposed work methods designed to increase worker productivity. One of his famous experiments had to do with increasing the output of a worker loading pig iron to a rail car. He ended up developing a loading and unloading technique. Rest periods of specific interval and duration and a differential pay scale were used to improve the output. With scientific management, this increased the worker's output from 12 to 47 tons per day. He also advocated for scientific selection of workers.
Henry Gantt (1861-1919)
Henry Gantt developed the Gantt chart, which is used for scheduling multiple overlapping tasks over a time period. He focused on motivational schemes, emphasizing the greater effectiveness of rewards for good work (rather than penalties for poor work). He worked with Fredrick Taylor on a number of projects, however he criticised the differential pay system saying that it was unfair. He advocated for the bonus system, he came up with an idea that every worker who completes the days work is given a bonus and also that a supervisor could earn a bonus for each worker who has completed the day’s of assignment and suggested extra bonus if all workers reached the desired target. Workers productivity went up due to introduction of the bonus system. Supervisors who were neglected before also benefited from increased productivity of workers.
Frank and Lillian Gilbreths
They were husband and wife. They studied brick layers using motion picture cameras. They developed a technique which tripled the amount of work bricklayers do.Gilbreths developed a three position plan intended to serve as an employee development program. The first step is to do his/her present job well, prepare for a higher job well and train successor. They observed that workers should be doers, learners and teachers.
Contributions of scientific Management 
· Due to scientific management assembly lines were developed for more production hence increasing productivity.

· It advocated for scientific selection of workers, only people who have the skills and abilities should be selected.

· Training of workers to equip them with the necessary skills

· Division of labour which led to specialisation of roles.

· The bonus system was introduced which acted as a catalyst to increase productivity.
· The differential pay rate system also called the piece rate system was introduced.

· A gannt chart was introduced which is used for scheduling activities.

· It emphasised efficiency hence introducing the time element at work.

· It made management more professional

· Management became more methodical and organised.

Limitations for Scientific Management
· Scientific Management might increase productivity which eventually leads to lay offs.

· Fredrick Taylor assumed that people are rational and motivated primarily by desire for money hence disregarding their social needs.

· It underrated the power of trade Unions and Government in determining conditions and wages of workers.

· Advocated for division of labour which creates a lot of boredom and monotony.

Behavioural school
Human Relations school

Human Resource school
This school emerged partly because with time many managers found that the classical and Scientific Management had short comings in the production efficiency drive and harmony in the work place. The most important limitation was how to deal with people. They argued that people’s behaviour was neither predictable nor rational. Therefore they came with ideas to strengthen the classical and scientific contribution by using concepts of sociology and psychology. Notable contributors to the behavioural school were Elton Mayo and what is now called the human relations school, Abraham Maslow, Douglas McGregor, and Chris Agyris with what is known as the Human resource school. 

The human relations school

Another strand in the development of modern management was the increase in attention to the human factors, which has become known as the ‘human relations school of management’. Elton Mayo (1880-1949) and his associates from Harvard were invited to experiment in the Western Electric Company at a place called Hawthorne from 1924-1933 because of the bizarre results that were coming out of the experiments now know as the ‘Hawthorne studies’. The experiments were an attempt to put tailors ideas in practice. 

Mayo decided that the traditional financial incentives were not causing productivity improvements. They concluded that a complex chain of attitudes had touched off the productivity increase. These included the fact that workers felt that they had been “singled out”, recognized for special attention and that they had developed group pride that motivated them. They further concluded that employees worked harder if they believed that management was concerned about their welfare and supervisors paid attention to them. This phenomenon is what is known as the “HAWTHORNE EFFECT” 
It was further concluded, however that, informal work groups had positive effect on productivity, and that association, friendship with worker (human relations) sometimes the working lives for employees. It was also concluded that group pressure rather than management orders frequently influenced workers performance positively. 

Contributions of the human relations school. 

Mayo and his group greatly improved on the classical schools contribution to management theory and practice. The classical and scientific management had seen man simply as a rational economic person motivated by economic needs, but the human relations school added to it that economic needs were not the only aspects, but also recognition of employees, allowing them to participate in decision making, informal relationship amongst them are important motivators that increased productivity, and concluded that man is a social man driven by social needs and that attention must be given to the social needs if you want increase productivity. 

The Human Resource School 

Later researchers became known as the Human Resource scientists rather than human relations theorists. They applied psychology, sociology and anthropology in their researches and came up with fundamental improvements and approaches to management Theory and practice. Among notable contributors to Human Resource school are; Abraham Maslow, Douglas McGregor, Chris Agyris and Fredrick Hertzberg.  

Maslow argued that people are motivated by various factors and once you understand these factors and their order of satisfaction, you can then motivate them to work. Maslow said that people’s needs were in a hierarchy and people are motivated to fill that need that is dominating at the time. Even their work habits correspond to these needs. For example if you’re hungry and thirsty, you will tend to try to take care of the thirst first. After all, you can do without food for weeks, but you can only do without water for a couple of days! Thirst is a stronger need than hunger. Likewise, if you are very thirsty, but someone has put a choke hold on you and you can’t breathe, which is more important? The need to breathe, of course. On the other hand, sex is less powerful than any of these. Let’s face it, you won’t die if you don’t get it!   

Maslow’s hierarchy of needs 

Maslow took this idea and created his now famous “hierarchy of needs”. Beyond the details of air, water, food, and sex, he laid out five broader layers; the physiological needs, the need for safety and security, the need for love and belonging, the need for esteem, and the need to actualize the self, in that order. 
N.B: Refer to the diagram showing the hierarchy of needs as drawn in class.
1. The physiological needs. These are the most important needs of a person and they are spontaneous. The body simply demands them. These include the needs we have for oxygen, water, food, shelter, clothes and sex. These are also referred to as basic needs.

2. The safety and security needs. When the physiological needs are largely taken care of, this second layer of needs comes into play. You will become increasingly interested in finding safe circumstances, stability, protection and job security. You might develop a need for structure, for order, and some limits. Looking at it negatively, you become concerned, not with needs like hunger and thirst, but with your fears and anxieties. E.g. the urges to have a home in safe neighbourhood, a little job security and a nest egg, a good retirement plan and a bit of insurance. 

3. The social needs. When physiological needs and safety needs are, by and large, taken care of, a third layer starts to show up. You begin to feel the need for friends, a sweetheart, children; affectionate relationships in general, even a sense of community. Looked at negatively, you become increasing susceptible to loneliness and social anxieties. In our day-to-day life, we exhibit these needs in our desires to marry, have a family, be part of a community, a member of church, a brother in fraternity, part of a gang or a club. 

4. The esteem needs. Next we begin to look for a little self-esteem. Maslow noted variations of esteem needs, a lower one and a higher one. The lower one is the need for respect of others, need for status, fame, glory, recognition, attention, reputation, attention, appreciation, dignity, and even dominance. The higher form involves; the need for self-respect, confidence, competence, achievement, mastery, independence and freedom. 

5. Self-actualization. This last level is a bit different. Maslow has used a variety of terms to refer to this level. He has called it growth motivation (in contrast to deficit motivation), being needs (B-needs, in contrast to D-needs). These are needs that do not involve balance or homeostasis. I.e. once someone has satisfied most of his other needs; he feels he wants to realize his full potential. He needs to do something for society with which he will be recognized. People at this stage they seek for growth and new responsibilities. It is chacterised with self fulfilment and at this level someone feels that he has attained it all.
Douglas McGregor’s theory X and Y

      He asserts that employees in an Organisation belong to two categories. Some belong to theory x and others belong to theory y.
Theory X: 
· They dislike work
· People work because they have to earn a living and because they have to survive.

· Most people must be forced with the threat of punishment to work towards organizational objectives. And managers must be strict and authoritarian.

· These people are usually lazy.
With such people who belong to theory x, Management has to use an authoritarian style; you need to coerce them to work. 

Theory Y: 
· They like work and view work as playing.
· People will apply self-control and self-direction in the pursuit of organizational objectives without external control or the threat of punishment. 
· Commitment to objectives is a function of rewards associated with their achievement.
· People usually accept and often seek responsibility.
· The capacity to use a high degree of imagination, ingenuity and creativity in solving organizational problems.
Hertzberg’s two factor theory
He studied job satisfaction at work situation. He came to a conclusion that there are factors which lead to job satisfaction at work situation which he called motivators and there are factors which lead to job dissatisfaction which he called hygiene factors.

Motivators

· Achievements

· Recognition

· Work itself

· Advancement

Hygiene factors

· Company policy

· Supervision

· Salary 

· Working conditions

Chris Agyris
He suggests that human beings develop from immaturity to maturity.
Systems theory (Katz and Kahn)

They view Organisations as interconnected and interdependent. According to Katz and Kahn, Organisations should be viewed as systems .Organisations has sub systems. Sub systems could be Organisational departments or units. In order for Organisations to develop they have to create synthesis or integration of all sub systems.
The sub systems need to cooperate and once they cooperate they become more productive rather than work in isolation. They create synergy.

Contingency Theory (Burns and Stalker)

The contingency approach to management is based on the idea that there is no best way to manage and that to be effective, Planning, Organizing, Leading and controlling must be tailored to the particular circumstances faced by an organization. Managers have always asked questions such as “what is the right thing to do? Should we have a mechanistic or an organic structure? A functional or divisional structure? Wide or narrow spans of management? Tall or flat organizational structures? Simple or complex control and coordination mechanism? Should we be centralized or decentralized? Should we use task or people oriented leadership styles? What motivational approaches and incentives programs should we use?” Therefore in a bid to explain this phenomenon, they found that results differed because situations also differed. Hence the name “Contingency” or “Dependent Upon”. The contingency approach to management (also called the situational approach) assumes that there is no universal answer to such questions because organizations, people, and situations vary and change over time. Thus the right thing to do depends on a complex variety of critical environment and internal contingencies. 

Theory Z
Theory Z was developed by William G Bill Ouchi, in his book: theory Z: How American management can meet the Japanese challenge. Ouchi also came up with his 3 approaches to control in an organizations management:

· Market control

· Bureaucratic control and

· Clan control

Theory Z is also referred to as the ‘Japanese’ management style, which is essentially what it is. Theory Z essentially advocates a combination of all the best about theory Y and the modern Japanese management, which places a large amount of freedom and trust with workers, and assumes that workers have strong loyalty and interest in team-working and the organization. Theory Z also places more reliance on the attitude and responsibilities of the workers, whereas McGregors, XY theory mainly focused on management and motivation from Managers’ and Organizations’ perspective. 

Historical overview of theory Z

The Japanese companies stormed the world markets in the late 1970s and 1980s, in many areas, which had been dominated by Americans and European products and companies. Japanese companies had their products entering and dominating the markets and these included products like automobiles, electronics, and earth moving equipment among others. Japanese companies achieved high levels of productivity and offered high quality products at reasonable prices, as they also proved more efficient. Many of the American and European companies closed and others were re-allocated to Asia. This rise of the Japanese Inc. commonly referred to, as the Japanese Economic Miracle could not b easily explained. It was for this reason that William Ouchi and his team attributed this Japanese success to a unique management style attributed to a unique Japanese culture and work practices. William Ouchi named this as theory Z. while he says there are a variety of factors that influence the Japanese Management Style, he singled out issue to do with the organization environment as the main element of theory Z. These include; Life Employment, Employee Training and Development, Consensual Management, Labor Management Corporations and Quality Circles. Ouchi argued that all these led to the huge economic success of organizations in Japan  
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