INTRODUCTION 

We study work organisation and its management because we want to know the different individual human motivation, interests and values that bring about various patterns of behaviour. (Watson 2006). One of the challenges of human resource management is knowing how to strike a balance between individual choices and initiatives vis-à-vis existing structures and patterns in organisations and how they all combine together to achieve organisational goals. In an attempt to understand the concept of managing and organising work, I would attempt to analyze, within the context of the given extract, the views of Tony Watson, who does not see the possibility of managing people and Max Weber, who classifies organisations into structures for better understanding of power and authority and its derivation. 

In His work, Watson (2006) raised the following question; can one manage people? Can one assume that people want to be managed? Does a manager have the right to directly manage or boss another individual? In answering these questions, Watson (2006) states the near impossibility of managing people and relates it to the phrase “managing people is like herding cats”. This according to him is because humans by nature hate to be controlled and like to play an active role in determining his own faith and as such will not voluntarily, totally surrender to the control of another. So managing people, in relation to herding cats, is a near impossibility. 

He went further to state that the solution to the problems posed by the above questions will be to concentrate on the management of identified tasks and the relationships associated with such tasks. This he explains is because ultimately, it is these work tasks that need to be managed by everyone involved in the work task. He also questions the moral right of managers to direct or boss people about but rather suggests that managers have the authority to give instructions only in certain areas of their task with the sole aim of fulfilling such task. 

Max Weber, according to Derek Pugh and David Hickson, 2007, says to have a better understanding of why people obey or are controlled, we should look at organisations in terms of authority relations within them. To this end, Weber made a distinction between the ability to control people and make them obey command irrespective of resistance, which he called power, and that where people obey and do as they are told voluntarily, which he calls authority. Weber went further to explain that those receiving authority see it as legitimate and as such obey voluntarily. He therefore separates organisational types along the lines of which type of authority is in operation there. 

There are three main lines of authority identified by Max Weber as it relates to organisations. They are the charismatic, traditional and rational-legal types of authority. The charismatic type of authority is usually based on the personal qualities of the leader and obedience is as a result of such. A good example is Henry Ford and Richard Branson. In this instance, control is achievable as the employee has a strong belief in the employer and as such will submit, willingly, to his control. The danger however here is in the fact that commands are based on the leaders aspirations and as such has a built-in instability. 

The traditional type of authority according to Weber refers to taking what has always been the norm as rule and sacred. For instance a set way of doing things in an organisation can become a rule or the norm even though it was never clearly defined and employees derive authority from that. 

The last type of authority according to Weber is the rational-legal one. This he terms as the most visible in most modern organisations. This relates to defining specific roles and specific methods in achieving organisational goals. This is done by a system of rules and procedures that Weber calls ‘bureaucracy’. This according to him is the most efficient form of organisation possible because a combination of an efficient system of coordination and control is used to achieve organisational goals. It should also be noted that it is possible to have a combination of all these types of authority in an organisation. 

It is evident from the works of Max Weber that he believes that control can be achieved in an organisation either from the charisma of the leader, or the set ways of doing things that becomes the right way of doing things, or even a set of rules and procedures put in place and combined with a system of coordination and control to achieve organisational goals. Whichever method of authority adopted, control of the employee in an organisation, according to Max Weber is possible and even necessary to achieve organisational goals. 

Another writer on organisations is Karl Marx. In his work he argues primarily from a power point of view, i.e. economic and social. Karl Marx states that the employee relationship as well as the organisation and management of work depend on the class of society the organisation is placed. As such, it is this position in society, either capitalist or socialist, that determines employee relationships and organisation and management of work. 

In a capitalist society, organisations are more about maximizing wealth and power therefore employers look for a labour force that is cheap, has no power and easily controllable. This control is achieved by de-skilling the workers.(Goldman, 1980). It is however noted that attempts to de-skill and control the work force in an organisation have often times produced a resistance on the part of the workers. Such resistance could be in the form of lack of motivation, absenteeism and collective action through the labour unions. (Goldman, 1980). 

So, to some extent, Marxism agrees with both Tony Watson and Max Weber in terms of control of workers in an organisation. While on the one hand capitalist tendencies makes organisations look for control of workers because of emphasis on wealth accumulation, this control can lead to resistance that will ultimately affect the achievement of goals of such organisation. 

For Frederick Taylor, according to Derek Pugh and David Hickson, 2007, “the principal object of management should be to secure the maximum prosperity for the employer”. This he further explains could be related to total development in all aspects of the organisation. For employees, personal development as a form of motivation can be used to secure efficiency in jobs where they have a natural ability. To achieve this, Taylor suggests a scientific study of work elements with the aim of providing a system of detailed control over work aided by a set of bureaucratic rules. Braverman 1974. This has however had its own controversy as it is argued that this scientific classification of work has reduced workers to the level of efficiently functioning machines. 

From the analysis above, it is obvious that in an attempt to organise and manage work, there is no one full proof theory that addresses all the issues. Even though Tony Watson has questioned the morality behind controlling people as well as whether it is even possible to control or manage them, but rather manage the tasks they perform and the relationships involved, Max Weber says it is possible to manage people based on his authority classifications. One of his classifications rationalises it by splitting work into specific roles and specific rules and regulations guiding in the achievement of organisational goals. He calls this bureaucracy. This he states is evident in modern organisations and can lead to the effective management of people as opposed to just tasks they perform. 

Other writers on organisation like Derek Pugh, David Hiickson, Karl Max, and Frederick Taylor as well as more modern writers have all held different views on the management and organisation of work. What is evident in my own view is that for every organisation, a peculiar system of organisation and management should be applied that is relative to the goals of such organisation and the society it belongs. For instance, a capitalist society will definitely have a different type of organisation structure from a socialist society. As such a different management theory will be applicable. What should be primary determinants of organisational styles should be basically employee motivation in relation to organisational goals. A clearly defined role that is reflective of what the organisation wants to achieve is also important. 
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