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"For amy action
should receive orders from one.saperlo sary
Should (unilty of Command) be “hlltlhlu
pardy, order disturbed, and stability threatened.”

(FAYOL)
1916

\larch 20. 1856 is one of the greatest days in the history of
siness management 3 that day witnessed the birth of a great -
hose tomb, at German-town, Pennsylvania, bears the inscription
“Father of Scientific Management 37 1 jt was Frederick Winslow Taylor
are considered the first most recognized attempt of

eory of management with definite principles and rules.

formulating a the
Hie work became so famous to the extent that some following manage-

it by saying that “no man, born of woman,

whoze writings

ment scholars commented on

can do more.” 2

%  Assistant Lecturer, Department of Business Administration, Faculty of Econo-

mics and Commerce, University of Libya.

(1) Ii;v'nr._iall F. Urwick, The Life and Work of Frederick
Urwick, Orr and Partners, Ltd., p. 1.

(2) 1Ibid, p. 12,

Winslow Taylor (London :
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Despite this fact Taylor’s ideas were not appreciated, in hig tim,
in the United States, he was attacked by labor organizationg an(i
business leaders ; he was brought in front of a special House COmmiyy,
on January 25, 1912 to deliver a testimony of 287 pages to defe, i
his ideas.

F. Taylor was a practical man and within just twelve year
starting as an ordinary laborer, he became the general manager of },,

Manufacturing Investment Company. .

Contemporary to Taylor was another eminent student of manag,.
ment, Henry Fayol (1841-1952), whom many scholars consider as “th,
real father of modern management theory.”* Fayol, like Taylor, was ay
engineer. He had a very successful career ; when he was appointeq
as managing director of the Commentry-Fourchambault in 1888, it was
on the verge of bankruptcy ; when he retired he left it with an unattac.
kable financial position and an exceptional staff quality. 5 Fayol
emphasized that the company’s success was not due to any extraord;.

nary personal qualities, but to the proper application of certain simple
administrative principles. ©

Fayol and Taylor met each other, yet their ideas were almost
identical.  Some management authorities consider Fayol’s book
Administration Industrielle et Générale 7 which was published in
1916, the year following Taylor’s death, as “the complement to Taylor’s
work.” 8 However Fayol noticed that Taylor’s ideas were not widely
applied in France because “... their effective application required the

(3) Tbid, p. 5.

(4) Harold Koontz and Cyril O'Donnell, Principles of Management, 4th ed. (McGra\
Hill Book Company, 1968) p. 21,

(5) L. Urwick in his foreword to : Henry Fayol, General and Industrial Manage-
ment (London : Sir Isaac Pitman and Sons, Ltd., 1949) p. vii.

(8) L. Urwick, The Pattern of Management (Minneapolis : University of
Minnesota Press, 1956) p. 45.

(7) As can be noted in the above footnote the word "administration” that Fayol
originally used has been translated into "management” and I do not see any
necessity for such a change,

(8) TUrwick, The Pattern of Management, op. cit., p. 45.
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- | ination of technical and administratve ability, and the latter
ght com g~ 9 But later on, Fayol began to appreciate and

» ras
pility ¥ aylor’s work more and more to the extent that he
. E]

é . ;lld T ] ill
“”dcrb‘;;scribed as false the efforts of s?rrl‘e people who tried 1o prove
1925, Jor and Fayol works were conflicting, 10

Tayl0
that

Management consultant and scholar L. Urwick was once asked
allc«

o considers that Fayol and Taylor were d ealing with. the
and his answer was that “... they were working on the
from opposite ends of the hierarchy. Taylor started
at his bench ; Fayol started with the president in his

gatl ;

ofﬁcev” 11 . . .
Through the following pages 1 will briefly compare both Fayol’s

9 . n .
and Taylor's ideas o

1. Formulation of a theory of management.
9. Necessity and need for teaching management.
3. Functional organization and unity of command,

1. A theory of management :

Although some of the concepts of management may be as old as
man is, there was no theory or collected body for the knowledge in
management until Taylor and Fayol started working on that in the
beginning of this century.

As a matter of fact Fayol spoke more systematically and more
elaborately of a theory of management than Taylor did. This may be
due in part to the suitable environments in which Fayol lived. if
compared with bitter confrontation that Taylor’s ideas faced in the
United States.

(9) M. B. Brodie, Fayol on Administration (London Lyon, Grant and Greene, 1967)

p. 8.

(10) ia Urwick, The Golden Book of Management (London Newman Neame Ltd,
956) p. 22.

(11) School of Business Adminstration, University of California, Los Angeles,
Seminars in Management Theory and Policy : Transcripts of Discussions led
by Lecturers in Business Administration (Los Angeles; Spring Semester
1953) p, viii-32.
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In 1903 and in 1911 F. W. Taylor published his Shop M“'wgem
and Principles of Scientific Management respectively.  Ip 1919 e}"’
Testimony was delivered before the special committee appoinge d l‘:“
the House of Representatives to investigate his work, 12 Whenev y
the name of Taylor is mentioned, the term ‘scientific managemexf;
jumps into one’s mind. Despite this close relationship betwee, the
name and the terminology, Taylor was not the one who choge thi,
term, but it was chosen by Taylor’s supporters in a meeting thag he
himself did not attend ; but he agreed, of course, to the use of the

was developed not as a term of art ... but rather

slogan which “...
» 13

(to) ... attract public attention.

Speaking of scientific management, Taylor said that “ ... in j,
essence, scientific management involves a complete mental revolutioy
on the part of the workingman ... and it involves the equally complet,
mental revolution on the part of those on the management’s side,.”14
By this ‘mental revolution’ Taylor meant that scienfitic knowledge
must replace the mere guess in the field of management. |

Although Taylor had in mind some of the components of a theory
of management they were not in the clear form that emerged in the
writings of Henry Fayol. Taylor was always tied to the sphere of
the workshop. Although we find him speaking of management “... to
become more of an art, and that many of the elements which are now
believed to be outside the field of exact knowledge will soon be
standardized, tabulated, accepted, and used,” 1% we find his comments
in his testimony almost contradictory to what I just quoted. @ While
clarifying his ideas through the testimony he spoke of scientific
management saying that “ ... it is not a theory, but is the practical

(12) All of them are collected in one book : F. W, Taylor, Sclentific Management
(New York : Harper and Brothers, 1947). Except for the part containing
the Shop Management, the volume is not indexed ; this applies also to the
work of Fayol, and I hope that the Department of Management Theory at
UCLA will take the lead in indexing the work of these great authors.

(13) School of Business Administration, UCLA, op. cit. p. vili-9,
(14) F. W. Taylor, op. cit., Testimony, p. 27.
. (15) F. W. Taylor, op. cit.,, Shop Management, p. 63.
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| The outlines of a clear management theory were very well expres

ol in his book Administration Industrielle o Générale. F
work into four parts : 18

od by Fay ayol

vided hi . ,
Necessity and possibility of teaching of management,

rlr priuciples and elements of management,

;_ Personal observations and experience,

4. Lessons of the war.

Fayol’s book covered the first two parts ; parts three and four

never appearcd. 19 Fayol, in his book, differentiated between :
(a) principles of management ; (b) elements of management ; and
(c) administrative duties :

(a) Principles of management :  under this title TFayol listed

fourteen principles : 20

1. Division of work, 8. Centralization,
9. Authority and respomsibi- ¢ g.,] sl
llfy’. . 10. Order,
3. Discipline, -
4. Unity of Command, 11. Equity,
5. Unity of direction, 12. Stability of tenure,
6. Subordination of individ- of personnel

ual interest to general 13. Initiative,

interest,
7. Remuneration of personnel, 14. Esprit de corps.

16) F. W. Taylor, op. cit.,, Testimony, p. 88.
(17) Urwick, The Life of F. W. Taylor, op. cit., p. 12
gg; I:)enry Fayol, op. cit., p. xxl. 3
Ibid,, Also M. B. Bodie, op. cit., p. 6. S,
‘(20) Henry Fayol, op. cit., Dge to’tlll)e size of this paper I i“flt cggge;?eoftﬁ:;e
although such brevity does mot convey to the reader the fu
principles,
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(b) Elements of management : under these elements Fayo) listed

1. Planning, 4. Coordination,
2. Organization, 5. Control.
3. Command,

(¢) Administrative duties : Fayol listed fifteen administrative dutieg .

some of them are duplicated and overlapping with each othey an(

with the administrative principles mentioned above ; thes,
duties are : 21

1. Planning ; forecsting, 9. Rewards and sanctions,
2. Appropriateness, 10. Interpretative functionalisy,
3. Command, 11. Discipline,
4 Autbori.ty.,‘ . 12. The general interest,
S. D.etermmmve functiona- 13. Authority,
lism,
6. Appropriate staffing, 14. Order,
7. Functional definition, 15. Control,

8. Delegation,

2. Management teaching :

Both Fayol and Taylor believed in the necessity of teaching
management as a distinguished body of knowledge. Both men believed
that practical experience and theoretical preparation are both necessary
for the creation of the successful administrator. But the degree in
which they expressed this belief differed ; and here again Fayol’

thinking on teaching management was expressed more clearly than
Taylor’s.

Writing about this subject F. Taylor said :

“Unfortunately there is no school of management.

(21) L. Urwick, The Flements of

Administratio N
Brothers Publishers, pp. 119-129. n (New. York

Harper and
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no single establishment where a re]

Jarge PATt of the details of managemen; can he
” 22
seen s

aylor did not make any suggestions as t, what can be done

Put T
0 fill this gap-
\s for Henry Fayol, e dev?ted one of the two Parts of his book
. sion Industrielle et Générale to the subject of management
aching: He spoke half a century ago about what we actually need

4 try to do now :

((lminisf ra

A1l
“Jy is a case of setting it going ... That is what I am
irying to do by publishing this survey, and I hope
that a theory will emanate from it. This done, there
is the question of teaching to be solved ... in the
home, in affairs of the state ... there should be some
generalized teaching of management ; elementary in
the primary school, somewhat wider in the post-

primary schools, and quite advanced in higher
educational establishments.” 23

What Fayol actually outlined fifty years ago is still far from the
ttention of the nations of our contemporary world (except for a few
f them) practically at least.

Functional organization :

This is the most prickly point to handle when comparing the
the viewpoints of Fayol and Taylor. I will try to discuss it in the
ollowing sequence :

(a) The nature of functional organization.
(b) Taylor’s “functional management’,
(¢) How functional organization concepts must be looked upon.

(22)
(23) IE:I V- Taylor, op, cit., Shop Management, pp. 200-201.
| MY Fayol, op. eit,, pp. 14-16,
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(A) Functional organization :

Management writers distinguish between three types o

- f
ships. The British management scholar L. Urwick ¢ mar'relmiﬁ
. . . lz
nature and extent of these relations into the following matriy f;d 1
: 24
FIGURE (1)
Relation Authority Resl;nAsiiiu‘u \t -
y
() | Line Direct General o
|
(2) | Functional Indirect Specialized
‘\‘
(8) Staff Representative Advisory
I L R .

From among these relations our concern will be with th;_i

|

‘functional’ type. Functional organization is an application ot 1}1;‘

principle of specialization. Whenever a specialist is given a kind ¢

supervision, in his area of specialization, on people in other department:
a type of functional relation exists. _ |

Functional organization usually deals with the matters of ‘hov|
and may be ‘when’ something is to be done ; but it is rarely involvel

in the matters of ‘where’ the thing is to be done, ‘what’ is to be dont
or ‘who’ does it. 2°

(B) Taylor's functional management :

Taylor’s idea of functional organization came from the fact tha!
on one man can be a ‘well rounded man,” as Taylor put it. For am¥
to do his work efficiently, Taylor required him to have about nint
qualities (e.g., be a good machinist, be able to read drawings readil!

i
(24) L. Urwick, Notes on the Theory of Orgamization (New York : Ameﬁwt
Management Association, 1952) p. 75. |

(25)

Koontz and O'Donnell, op. cit., p. 305.
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>

their relations wit
management will appear as follows :

FIGURE (2)

¢ us how difficult it is for the

Just one glance at Figure (2) show
when

subordin: i
rdinates to respond to this complex of order lines especially

orders conflict with each other.
n Fayol and

of disagreement betwee
because be

Taylorian concept
pe’ of organization

" lThls was the major point
1 .
(Fi)lyol) | Fjayol did not agree to this
o elieves in the necessity of the ‘military ty
(26) For
the 1i Manog
e listing of these qualities, see F. W. Taylor, op. cits Shop emens

o) I;P. 26-98,
- W. Taylor, op. cit., Shop M
., Shop Management, PP- 98 - 99.
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which Taylor asked to have abandoned.  Fayol dissecteq

concept into two prats : Wloy
(a) The idea of staff to help the supervisor.
(b) Negation of the principle of the Unity of Commang

Fayol commented on the first one as “to be good,” ang on ¢,
()

at l}“
. ) until thinga
change ! ” 28 By applying Fayol’s above mentioned splitting u‘l

Taylor’s ideas, and by letting the ideas of superiors A, B, and C Pay
through another person who filters them, coordinates them, anj

second to be “unsound and dangerous,” and he insisted
principle of Unity of Command must be adhered to “

transfers them to the subordinates, the lines of authority, in Figure o
can be clear and easy to follow as shown in Figure (3).

FIGURE (3)

President E,(_ ——

S

| I
v | v

. Superior | Superior | | Superior
‘. A | B ‘ | (o)
e e
- & N =
_— . N T~
L ! l 2| l 3 [ 4

SN == N —

Fayol was not the only eminent management scholar wh
criticized Taylor’s idea of functional organization in its raw forn
Luther Gulick described this Taylorian system as being an “error.” *

(28) Henry Fayol, op. cit.,, p. 68.
(29) Luther Gulick and Lyndall Urwick (ed.), Papers on the Science of Adminis|
ration (New York : Institute of Public Administration, 1937) p. 9.
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I ,'funclionalism’ should be :
 hat

of functional organization, though confusing in the forn

e 1ded g ‘
1hf* Juced, can be of great importance to the organization theory
1‘3\'"“ mt; | the following points are borne in mind :
L .d tha '
it
l‘n . 3 .
[hat a person with a functional authority has no lige
1-.1' o other departments unless he is delegated some authority
||)[l.‘ L ‘1z ? 4 p .
udl on who originally holds the ‘line’ authority.  Such delega.

ghe P . gl done in the name of the delegator and he is still

¥ sponsible for the results.
eld ™

There must be coordinate relations between persons with
funfﬁ""al quthorities 1n other departments. Good results can be

pived only by co-operation and elaboration of interlacing activities
chi® : '

9

3, That staff service exists to help its boss perform his mana-
gl functions. As seen from Figure (4),2 the person in position (S)
Jorks 85 4 functional advisor to the person in position (A). Person (S)
has no line authority except when he has immediate subordinates in

s department (i-e-, X, Yo z).

FIGURE (4)
4. A person like (C) for |T
eample, can  solicit advice T

s |—

from the staff person (S) but .
o amore personal basis.  If / \
(C) commits a mistake as a
result of the advice, he is the

e to be held responsible |
before (). |
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5. Whenever a person comes under the supervision of\\' —y

. . m
one functional boss the line of orders issued to him ore thy,
d - - S
clear (red line in Figure 5) : - be Very
@ FIGURE (5)
—

6. Whenever there is
more than one functional au- FIGURE (6)
thority, a person or persons
among those with line authority
must play the role of coordina- COORDINATION

ting the activities of the diffe-
rent functional departments so
as to avoid friction and grie-
vances among both function

specialists and subordinates
(Figure 6) :

UNETIDN

Leaving us a tremendous and invaluable heritage of work which
illuminated the road to the modern thinking in the field of management,
Taylor died in 1915, and Fayol ten years later. Though both of them
sta;ld today atop the list of management geniuses, and though. there was
great similarity between their thinking as I mentioned earlier, there
was a difference in the surroundings of their life ends. Taylor “died
a discouraged man, if anyone with his high heart could ever b.e
discouraged.” 3° Meanwhile Henry Fayol spent the last days of his
life as “still young, upright, smiling, with a penetrating and direct
glance .. 7 31

Both men were as great as ome can ever imagine, and they
did whatever they could for the field of management knowledge.

york
(30) Edward H. Hunt (ed.), Scientific Management Since Taylor (New
McGraw-Hill Book Co., Inc., 1924) p. xi. ment
(31) L. Urwick’s forward to Fayol's book General and Industrial Manage
op. cit., p. viii.
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