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1 Firstly, I will talk about the outline of the lecture
and the system of business management.

2 Organization theory and strategic management
are two of the greatest pillars of business
management.

3 Of course, there are many other important
theories.

4 However, generally speaking, we may say that
organization theory and strategic management
are the most important theories.

5 We can divide organization theory is divided
into micro-organization theory and
macro-organization theory.

6 Micro-organization theory focuses on the field
of “human Dbehavior”, which includes
individuals or small groups within an
organization.

7 Macro-organization  theory  focuses  on
“organizational structure” rather than individuals
and small groups.

8 Strategic management can be divided into
corporate strategy and business strategy.

9 Corporate strategy refers to the execution of the
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LUE % B R overarching strategy of the firm.
10 %%ﬁw K)%i Ll &;*;0) H @{lﬁl%ﬁ ;%)“C ;i; ?7 10 Business strategy refers to the execution of
T5 %a)ﬂié Iz ng % TTWET, strategy of separate enterprises within the firm
or a strategic business unit (SBU) in a
corporation.
11 = @élg%i“ﬂi\ H[EJ"]FE% 0)%?1’%“( ,%4 L{%ﬁ% D H % 11 In this lecture, due to time constraints, I will
%}E Eﬁ L%, only explain organization theory.
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1 Here I will explain what business management
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BEZFEEEDISLTERBLEDOH

y — R BRI T A A—D
- BEESHETE-HDFE
s R (FIF, VL) ERRETHER ?
y BEZEMBEEST10OAEES T SR
Tl
y RIEERFZIFTTEL, f/MEEE, TR, X
;"? WL, Ho SR 1ZNRETHE
y EEBLE TERME/- AR -EREEDER
Efﬂ#ﬁw%ﬁﬁrﬂtt DESIZEBTEDH ]

&f&éhﬁi%%géi FOXoA A =Tk 1 What image do you have of business

Ho TWETN? management?

¥§§2§§ N F}s%{}% TFETAHED @%ﬁjﬂ ] 2 Generally, people may have images such as
v, Thaxey=—7"m &@%E%%%ﬁ%{ “study for earning money” or “study for
L343 %F‘Fﬁ | EWVWolrf A= %‘:}%o NQAYA) analyzing large companies like TOYOTA and
DTIERWTL X 9D SONY™.

bfzLULA (TL ZV

h";ég Iz ]{J% LT %’?% zg_zégﬁ ) 3 That was the kind of image I had, until I began

A}

EFT, ZOEIRAA—TEBo>TWNEL studying business management.

7o

Lo, %u vk, ﬁ%%%ai }QJ/}? H AT 4 However, business management is not the study
%jﬁj%ﬂ%ﬁ—ﬁéiﬁ*%é}( TH0EFA, FT-. of earning earning or a tool for analyzing only
KT 2R B LT 25 TH b0 £ large companies.

Ao

i’l%% :;r Ef; /thj E%J{DL& ﬁ,{fﬂt . }?aﬁ,{fﬂt% 5 Business management focuses on all
%% [ﬁ ﬁfn REDHLWYH %ﬂ%j %L L%E L organizations: small and  medium-sized
7 %EF'D/ <7, enterprises (SMEs), government organizations,

universities, and hospitals.

L9139

SFD e heE/ hx- r L o)ﬁg{fﬁ 6 In summary, business management is defined as

%fﬂ}gj}b ﬁf» ﬁkﬁ'ﬁﬁ( Lok ’ﬁé/firf}:} D) research on how to allocate human resources,
%%i%f %F’% DT, financial resources, and information resources in

intra-organization and inter-organization.
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So, when was the concept of business
management born? Let’s look at the origin of
business management and the similar field of

economics.

Economics was born about 230 years ago. It is
said that the origin of economics was the
“Wealth of Nations” written by Adam Smith in
1776. This book is very famous, so you have
probably heard of it.

On the other hand, the concept of business
management was born about 100 years ago. The
beginning of business management may be said
to be “The principles of Scientific
Management”, written by Taylor in 1911. Taylor
is known as “the father of business
management”. It is said that the origin of
business management was the “scientific

management” invented by Taylor.

What is this “scientific management” invented

by Taylor? Let’s consider this in more detail.
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Scientific management was created in the early
1900s. In  America, before scientific
management was born, a phenomenon called
“slow-down” often occurred. In other words,
employees in a factory would work at a slow
pace.

Why would employees intentionally work at a
slow pace? There are reasons for this. It was not

because employees disliked work.

To put it simply, no matter how hard employees
worked, they were not adequately rewarded.

At that time, salaries for factory work were paid
according to piece rates. Because of this, when
an employee had become accustomed to the
work, they could make a lot of products. In this
way, managers had to pay out a great deal of
money. However, managers devalued the wage
unit price as the volume of production increased,
because they did not want to pay additional
money. Even though the employees worked
hard, their salaries ended up decreasing. Because
of this, employees naturally thought that it was
better not to work hard or too fast. In this way,
systematic slow-down tactics arose in an
organizations. Scientific management was

created to solve such systematic sabotage.

Taylor also offered time study, motion study and
the differential piece rate system. Time study is
about measuring the appropriate amount of time
a task should take. Motion study is about
examining the most effective motion for
performing tasks and excluding unnecessary
motion. Taylor attempted to measure work load

per day. If employees could accomplish a



gdoo0oo0ooooouooooo
00000 Nagoya University 2010

$¢ T x

“C D Fﬂ%ﬁ’j I :%ﬁ X ;hy‘:f % % & scientifically-decided work load, managers

E}Z“C X 7-3 ;5'7/:,\‘\ %&)0)?%‘) Vj){ét?i fg%?’a%i%ﬁ: would pay them more salary. This is called the
f;[% A [/ ., T o Iz L % “differential piece rate system”. In this way,
%}“ﬁj [Ej’; ,j”j%;ff%m i }: S0 E T, 2O X scientific management began.

TAT—(TWH—)  BEEREIE (DBKTEDRADIE))  BETWEERD) RS (AT A
&) CEMERZE (EOSTAEYD) ERNIRIHRE B (SO TETEEMIAEA)

BE R
« REAPE (72U W 29 W EA) : mass production
T —T AR (S —TnT1r): Fordism

EES 20
w1 BB

Bz mEn b s s b Blcns sk
Lo

fi R i

TEMhAbhiE S

3 fLrR
F%J 130@ﬁwﬁ#%@i¢

1.mm¢m%m@@ It . 2o EICH D LA E LET
Bl IR ST S EHIIc A<

2. PolE R ThFICH< &, 2R oV B2 L E R LET,

Bl ARABEREE A W7 ) X

3. MO NGO P h R T T E DN G BT e S BEE L ET
Bl iR BB

T & EpED

X8 HkEE |
Cx bR BIckoTHheathy - L

>

106



8 ~%%§#é
BN 2 AE U HTHLT D LT

B kbt Tokcse Jf%%gﬁ%f%<#5:a
PN Hu

Bl HrEadE s EErkET S

A
X9 HIE
ST Lamly A7y PUTAN ENT [E3)
EF - L5 - HRZERE LT DL, flEShdiER
nwn L&:ﬁ/x(lilﬁt&ﬁb\a AV RN DxsSEhHE WL
| b PRbEm RS ARG OB e

w9 H®I3
MEFC 2 2 DR = &,

Xravrs
S

?

SE¥ L9 BbH {fensb o L5 LI =
MR R0 D LT, ECRES B o5,
nwn DHISE LI SE L5 5L SXrHL 9
B A TR TEY

V)éli Lo 75_7”@3 Tﬂ)'ta) ki

(& | 1 TWORE - = IR ETT,
nv IAEIY LS 29 x5 BV LD
Bl EEE WE o=

107

gdoo0oo0ooooouooooo
00000 Nagoya University 2010



gdoo0oo0ooooouooooo
00000 Nagoya University 2010

ETLEAA Iz

FR R & (AT A

B f8kEm & (X ArT

?):( Iz, (r(jb:%% 0)%0 7)) {i{f TbhbD ﬁ}’f L%%k%% Iz 1 Next I will explain organization theory, one of
A T%ﬁyﬁw LCTWEFET, the two pillars of business management.
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Chester Barnard studied organization theory the
most systematically. Barnard published “The
Functions of the Executive” in 1938. Even now
his book is still read by many people, and it is
probably fair to say that it is the most important
book in business management.

There are numerous organizations in the world.
For example, a firm is an organization. Nagoya
University is an organization. And an
organization is composed of  smaller
organizations. Nagoya university is composed of
several departments. In addition, a department is
composed of several seminars. These are
organizations.

Why do so many organizations exist? Why do

people need to create organizations?

It is because it is very difficult for people to
accomplish their tasks alone. People create

organizations to accomplish tasks they cannot do
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by themselves. This is an important point when
considering why people make organizations.

Barnard defined an organization as “a system of
consciously coordinated activities or forces of
two or more persons.” As Barnard’s definition of
an organization is the most famous, please

remember it.

In addition, Barnard also suggested conditions
regarding the coming into existence of an
organization and conditions for its continued
existence.

Barnard indicated three conditions under which
an organization comes into existence.

The first condition is “communication.” It means
circumstances in which there are people with a
mutual intent to communicate. Put simply, it
means whether people in an organization can
talk together.

The second is the “willingness to cooperate”.
This is whether people have the desire to
cooperate for their purposes.

The third is “common purpose”. It means
whether members of an organization are aiming
for the same goal.

The existence of an organization depends on
these three conditions.

Next, let's look the conditions for the continued
existence of an organization. Barnard proposed
two conditions: effectiveness and efficiency.

The first is “effectiveness”. Effectiveness is the
concept of the degree to which an organization
attains its organizational purpose. Lack of
organizational purpose means loss of continued
existence.

“Efficiency” refers to the degree of satisfaction

of individual purpose. An organization lacking
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Micro-organization theory focuses on the
behavior of members in an organization. The
main subject is individual and organizational
behavior. Micro-organization theory focuses on
the behavior of members in an organization. The
main subject is individual and organizational
behavior.

As indicated in the diagram, micro-organization
theory is divided into individual behavior and
organizational behavior. Although the study of
organizational behavior is of course an important
subject, I will explain only individual behavior.
The most important issue in the study of
individual behavior is how managers motivate
employees.

As the success of work depends on the
employees' attitude, it is important to consider
the problem of individual work motivation is

important.
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Do you like to work? What do you work for? Is

it to earn money, or because you like your job?

In 1960, MacGregor proposed two models of
human attitudes toward workforce motivation:
the X and Y Theories. Theory X assumes that
people do not like to work.

People will avoid work because they dislike to
work. People also avoid jobs involving
responsibility whenever they can.

By contrast, Theory Y assumes people do not
dislike work.

Even if people are not given orders by their
boss, they will work under their own motivation.
People will also accept work involving
responsibility.

As you will have noticed, Theory X is the exact
opposite of Theory Y. Which model do you think

correctly represents the human personality?
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7 In the 20th century United States, managers

treated employees as machines. That is,
managers applied Theory X toward employees'
work attitudes. It is important for managers to
manage employees who dislike work. It was
Taylor, as I explained above, who implemented
management based on Theory X.

But, as time progressed, managers recognized
that employees are not machines but human.
Next, I will explain the most famous experiment
in the history of business management, the
Hawthorne experiment. But, as time progress,
managers recognized that employees are not
machines but human. Next, I’ll explain the most
famous experiment, Hawthorne experiment, in

the history of business management.

il (F3A—DIoEZwH M ZHHE D) : Maslow’s hierarchy of needs
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(Mayo, 1933, Roethlisberger, 1941)
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The Hawthorne experiments were conducted
from 1927 to 1932 at the Western Electric
Hawthorne Works in Chicago.

The purpose of the experiments was to study the
correlation between working conditions and
productivity. This was the experiment intended
to prove Taylor’s scientific management correct.
In other words, researchers thought that
adequate working conditions for workers
increases productivity.

For example, they studied how much the
brightness of lights affects productivity. They
hypothesized that, in general, as lighting

decreased, productivity would too.

But the result was opposite to the prediction. As
lighting decreased, productivity did not
decrease. In the end, although the brightness
decreased to the same degree as moonlight,

productivity did not decrease.
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The experiments failed. The results surprised the

researchers.

Therefore, the researchers conducted different
experiments. For example, they studied the

correlation between sleeping hours and
productivity. Of course, researchers assumed
that productivity would decrease as sleeping
hours decreased. But researchers did not find
any correlation between working conditions and
productivity in this experiment either.
These results puzzled researchers. If work
conditions do not affect productivity, what

factors do affect it?

Researchers thought that human relations would
affect productivity. Researchers thought that
human relations would affect productivity.

In factories of that time, employees were treated
as a part of a machine, not as humans. Thus,
managers would only give employees the order
to work, and seldom discussed work plans with
employees. But employees who participated in
this experiment were requested to comment on
working conditions. Not only that, but the
employees‘ opinions were reflected in the

experiments. Employees were treated as human.

It became clear that these psychological factors
do affect productivity. At that time, as indicated
above, because managers managed employees
based on Theory X, the findings from the
experiments were extremely important.

These experiments led to the birth of the
“Human Relations” approach, focusing on the

psychological condition of the workers.
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Z’%W_\ </ n fﬂ?%k%ﬁ%%?% TnWEF4, « 1 Next, I will explain macro-organization theory.
7 a ﬂ‘}/f Lj%g%%; %ﬂi%}f ; jﬁjc L E“ EHTTWNE Macro-organization  theory  focuses  on
j@o T %éj%ﬁéf%ﬂ%%%% I. Hﬁgﬁé %ﬁﬁﬁﬁgu organizational structure. Here, I will explain
n‘H%‘E‘xL Eg%%gﬁ L[Jf% Eb,fgg\ < U ;(,%E,‘,g)}%“@@ﬁo functional organization, multidivisional
z h%“ﬂbﬂfﬁiiﬁ“(b XFEL k9, organization and matrix organization. Let’s look

at them in turns.
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Functional structure involves grouping together
people who have the same technical or

professional abilities.

This figure shows a simple functional structure
which has research and development (R&D),
production and marketing divisions. The
functional  structure has the following

advantages:

Firstly, functional structure provides people with
the opportunity to learn from one another.

When people with skills in common are
assembled into a functional group, they can
learn the best way of solving problems.
Secondly, in functional structure people who are
grouped together by common skills can
supervise one another. In addition to functional
managers, peers in the same function can
monitor and supervise one another.

Third, people in a function who work closely

with each other develop norms and values.
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B

6 :mf )/é 9T Ay " RHY ET, 6 On the other hand, functional structure has the

following disadvantages:

7 %‘fc:\ =R ;L:b‘ = :/O)F'n%u%“cj‘ 7 The first is communication problems. As more
[ﬁgg%g F' WRET HICONT, BELOD organizational functions develop, they become
%ZBEF'% Z)xL <7IponT Li W i 4, %jfb%;no) increasingly distant from each other. The various
%ZBEF'% bxﬁ;f;o f_jﬂjr _L{pﬁj Hbtrﬁgyﬁ)@ v . groups develop different directions, which
AIa=—TalryPbhbEV Ll Rb causes communication problems.
ZENRDDET,

8 IE%J - %}i{)ﬁ@ﬁn}ﬂ%ﬁ“fj‘ &;Z)w 1. iﬁf%’é 8 The second is measurement problems. Products
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Egé’é g[zbﬁ% NENFTE E ﬁgj( L=/ %(EJ ,qg‘a‘ A to measure contribution of any one
Zr z)sn;!f;f L2 E4, functional group to overall profitability is often

difficult to obtain.
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Multidivisional structure is an organization
structure based on divisions.

This figure shows a simple multidivisional
structure. In this example, there are two
divisions, A and B, including R & D, production,
and a marketing section in each division. Each
division is able to behave as an independent
company as regards their particular domain.

The multidivisional structure has the following
advantages:

The first is increased  organizational
effectiveness. Multidivisional structure has a
clear division of labor between corporate and
divisional managers. The division of labor
generally increases organizational effectiveness.
The second is the clarification of profitable
growth. Under the multidivisional structure,
each division operates independently. Corporate
headquarters can identify which division is
generating the most profit and clearly allocate
resources.

On the other hand, multidivisional structure has
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the following disadvantages:

7 %fti\ At L : %%j% L O)JDF'LE.%EO) %ﬁ&%(ﬁ*o 7 The first is managing the corporate-divisional
L 0)%;%%%} Q:% }V]%A A Lﬁw t)ﬁfga X, F O)fi;& relationship. The main problem is how much
E;j%ﬁgg:; A[%/ %A’}\Vﬁhﬂ S “H_‘ %) 0)75>0)1:}I][%ﬁ753§% authority should be centralized at the corporate
LV ‘@“C’gF 3‘3 f’_ o O@;fé Bﬁ@/\ AV level and how much authority to decentralize to
& % z A M\E NHE9, the operating divisions. The balance between the

two has to be managed all the time.

8 ’%i&i s 3& Ja/ Lﬁﬂ%‘ ) %n%%T N %%%A 8 The second is coordination problems between
F'E%U)/\ Tt —v R %‘f% 5 %f"% e LT, f&j@i divisions. In a multidivisional structure,
ﬁﬁmwf 753%;}9;&5 B iﬁ LT, measures of effectiveness such as return on
- @%lj&ﬁnﬁ 2 DT zlxﬁij; jﬁé}y)’ﬁ zg_»@a/ § investment can be used to compare divisions’
LEd, TToOT, %%45 Fﬁfﬁéﬂﬁ ﬁﬂ %) ’%’i performance. And corporate headquarters can
v \753;15_ ZTCTLZEW, jbfw ‘@%%4[5 7551;7';5 V)M allocate capital to the divisions on the basis of
L7l 725 ﬁpﬁfﬁ%ﬁs HDHDTT, their performance. One problem is that divisions

may begin to compete for resources, and the
rivalry may prevent them from cooperating with

each other.
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Matrix organization is an organization that uses
two axes, function and division, as the basis for
division organization.

Thus, matrix organization is an organizational
form that mixes functional organization and
multidivisional organization. This figure is a
matrix  structure

simple  two-dimensional

crossing function and division.

The biggest advantage of matrix organization is
that it has the possibility to simultaneously
realize the merits of different organizational
designs.

For example, a matrix organization that crosses
functional  organization and  divisional
organization can take advantage of functional
and exercise business

organization agile

development as functional division.

If matrix organization works well, large profits
can be generated. However, if it does not work

well, it may not be able to gain anything.
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6 In addition, matrix organization runs the risk of
becoming exceedingly complex and is a high
cost operation. These are the disadvantages of

matrix organization.

: two-boss system
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l‘L I8 . %M 'r; 72 %%%%0)@ L TExFL 1 I have explained basic management theory. The

. ZDIRIT, iﬁ% N E@”fg P = e most important points are Taylor’s scientific
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EFL XD, mind.
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