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Three Models of Mrnacement Resronsibllity

The resronsibility of m2negenent exists vithin
business and in the soclety of vhich it is pverte Cur
task today is not to denl with resronsibilities for
internsl management but rather to define the outer aress
of responsibility.

No one should doudbt thaot this outer srthere existse.
It cannot be wished out of existencce ~{ cifects 1in-
ternal as well es externnl buciness orer-tionce #nd the -
manager of the future will be Juired by now "rovoly snd
competently he opercstes in the srea of the socis. .nstru-
mentation of busliness. '

thether in finonces, vlonning, directing or distrib-
uting, and techmoloryv, the nfnerer 18 iniis~encs iz 1o
the modern world. 2ut his functions ~re not vyt { 1ly

recognized. In communist countrler, there "5 o-- 20lc,
an undesir~ble role, for the mzr~~2re In = . ¢. T

countries, both rich and poor, ithere 1s 3 scconvy © e
undesirable role, for the mren~-er is often burdened wit.
an underdevelorod concention of recs—~onsibilitye £ third
role 1s shaning up now in the free vorlde Herzc L
man-cer 1s brosdening his functions to becone o ic ding
fecior in e new kind of free socicljism.

T vish to refer you to this new role bul i1 is
essentlal that we pouse, even 1f momentarily, or the
hendicaps that surround him vhen he 1s part of 2\ connu-
nist apparatus or sepregated in a msnagerial Casteh.

Te The Communist Model .

Under the communist system there cen only te one role
for the menager. He 1s the servent of the Comrnunist
Party. His deciesions &8s maneger are dictated vy central
varty coneiderationse He 1s forever being pro .23
autonoany and decentralization, but he never gets them.
Every now and then, new methods of management are recon-
mended. These turn out to be methods already euployed



for some time in the United Ctates, such e2s suggestion
boxes, and the ucse of personnel psychologistis. The
allocation of carital to individuzl industries end of
production quotes ere very often received vith passive
" resignation or subject to bitter political struggles
within the perty and industry hierarchy. The losing
managers cannot easily resign, which should be the
treasured privilege of every responsible managers oOT
seek caplital end markets from other sources. Under the
circumstances, the lot of the m2neger is not comfort-
2ble. Promotion 1s not slow; pey is high; special
provileges are possessed. Put the spirit of work, of"
enterprise, is low; morale is significently lorer then
in Western Europe or ’merica.

Yet the Soviet Union 18 well-developed 1ndustr1a11y.
that is the role of mensgers in the new comrmunist ‘
countries? This 1s hard to s2y beccuse the msnagerial
class vhlch.' after 2ll, 1s verticlly comroced of ovners,
is one of the first to suffer from the denunclatlions,
persecutions, snd purges. The mansgers foram nlvays a
considerable prorortlon of the unhappy refugecs of
communism, whether from Folend, Kore2, North Viet iam
or Cubs. ' |

It 1s important that this point be fully eppreci-
ated, because there are some vriters and managers vho
erroneously believe that communist rule will only mske
the need for menagers more urgente 7This 1s only true
in the sense that the o0ld manasgers egre driven out and
the new managers are in short supply becsuse their -
responsibilities are badly defined and subject to con-
tradiction and abuse.

IT. The Casbah “odel
The second model of mansgerial responsibility in

modern soclety is understandsbly populare. I hope there-
fore that T will not offend enybody 1f T cell it the

Castah ¥odel. Too many menagers live in an econonic



. Casbeh. They live their lives in the idea that vhat
happens outside their business 1s of no concern to the

~ business. They believe they sre getting slong best when
 the msnagement and ownership of the meens of production
are put off 'into a corner end labelled "private." -They
let the press, the schools, and the politicsl parties
rersusde them as well as the public that only service to
the State 1s true public responsibility. They go along
with policies imposed on them by week-willed, ignorent,
or hostile power factions. They play "black beg" poli-
tics; this too 18 the Casbah way: they buy their rights
dsily like they btuy their dally bread. The menagers and
ovners persuade themselves' that they might lose their
vositions snd thelr prestige if they concern themselves

wlth political affairs. Thls heppens becsuse they under- -
- stend only the nsrrowest definition of politics: politics

18 what politicisns do, they believe, instead of resliz-
ing that pollitics is correctly understood es the care of
the interests of the cormunity.
‘ The Cashah maneger scorns the idea that he is a
Merxiste But he 1s en ultre~Marxist. 7The ‘iarxists
belleve that the economic structure determines the nsture
of goveroment and c_‘ultura.‘ Thus they give at least an
important role, though it is the devil's role, to the
managers end ovnerse The Casbsh economic determinism
of so many menegers and owners limlts them even more
stringently to only the ecomomic volicies of their com-
pany. Then they retreat to a concern only with business
in the strictest economic sense. They sbandon the vital
institutions of the schools, the welfare agencies, the
church, the planning of commnities, and much else. These
.are, they say, mot thelr business.
But 1t 1s of direct concern to management

—-shen the welfare sgencles become stete instruments for

mobllizing the masses against property and productlvlty:.

-=then the churches are no longer strong enough to dis-
pense 1deas of charitys fraternity, and good tradition;
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-- vhen the schools do not discivline the young for vork;
-- when the cities become swollen, disfigured, end un-

livable centers in the hands of unheppy and rebellious

cm“ﬂﬁo.

The Casbsh model of managemnent 1s & worse weskness

than the commniet model, because we must change ourselves
to get rid of 1t. CScelf-change 1s herder then self-defense.

St1ll, if we wish to stop the process by vhich the mena-

gers and owners of our time are belng progressively
stripped of the means of defending thelr freedom, we must

meke practical suggesiions for reforme This isvhet I am
going to call here by the name of "iree coclalism”.

III. Free Soclalism

Socialisn is a powerful idea which has fallen into
the wrong hands. The anclent and fundamentel premise of
socialisn is that the mesns of production in a soclety
mist be deliberately used for the public goode 7This idea
has much more in common with the beliefs of the medievel
Catholic Church then it does with the beliefs of the
laissez-faire economnists. The laissez-f2ire economists
end their popularizers often have belleved th~t neither
good-w1ll nor collective deliteration were nccicd 10 pro-
duce the public good. They felt that somehow every
selfish act would have to 2dd up to the public goode Eut
vhile their 1dezss proved gn effective instirument zgainst
the wesk regimes of the elghteenth and ninetecenth century,
they could not contend against the flerce partisanshlp
of twentieth century communiesm and its fascist reactlons.
Today we must offer & new order of business responcsibllity
to the world.

Te must assert and can demwonstrate, that the vhole
systen of free m2nagerial enterprise 1s the only true
soctalism 1n its orisinal sense. That 1s, free soclalign
is the only socielisn thet yorks. Only under the free
socialism of cooperative free enterprise can the test men
find thelr way voluntarily and enthusizastically to the
top policy posts of society. Only under such free
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soclalisn can work maintain i1ts truly hunen, creztive,
and enjoyable chsractere

Tthereas the Casbsh model of managenent resronsiblility
lels soclety go to the dogs, the commnist and the socialistic
State interferes almost constently in educotion, the arts,
recreation, and business. 2y contrest, free soclalism
vernits freedom to other areas of soclety end culturee.

The arts, the schools, the chur&es, much of welfare, and
recreation are nourlshed and fed woluntarily throuch a
hundred channels instead of onee.

Only with enormous political turmoll or else in
rrofound apathy, does the old sociasli=n meke c~pitzl in-

~vestment decisions, fix prices, &nd ccatrol monsgeriel
‘declslons. Every voluntary asmect of 1ife is reduced 1in

~ significance, and taxes ere raicsed high. To whet endl--

All to the end of keeping a sreat meny ordinery ond decent
citizens from dividing up a penny or two of profit after
--and only after--providing other people with 2 dollar of
goods and services that they wente

There 1s 2ltost no state initiative or overstion that
cannot be translated 1nic a free enierrmrise, ithet is, 8
- Iree socialist operntion.
| The laissez-faire economists were right in - very
important way vhen they urged the restriction of covernment
operationse They were wrong in belleving thet th:. cooper-
ative progrems of free enterprisers were unnecessrrye. ihe
Cooperative Action of free enterpricers cen produce a far
better order of social responsibllity than is preccatly
t0 be found or previously knowmne.

In the Allience for Frogress, for examnle, it is
vital thst the North and South ’merican governunent officials
agree to shelter voluntary action and promote free soclal-
ism. Tut they must not engoge in ony operation that can
be handled by cooperating or individual enterprisers. Xost
importantly, mensgers and businessnen must how thet they
ere ready to take up these responsibilitiese They must put
their reputations and fortunes on the line &s did the
husinessnen revolutionaries of 1776 They must say to
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goverment officials: Give us safe convoy, and we will
initiate and conduct the operations. /nd in the end you
govermment officisls will have less anxieties, have &
more prosperous people, and collect more revenues for '
fewer functionse. _

The planning, foresight, and cooneration thet this
comnitment demends of mancgenent are not light burdens,
but nelther ere they mysterious or unbesrable. The im=- -
portant principle to aporeciate 1s that this responsibility
1s vocationale It 1s port of being a businessmoen, menager,
and owner. It is not savocmational, extra-curriculsr, the
thing to do after every other task 1s done (something that
never happens anyhow)e. it 1s the regular, tuilt-in
responsibility of the jJobe. |

If necessary, certein treditional responsibilities
of managenent have to bhe delegnted to others, in order to
rrovide time and energy for the new tosks of long-renge
socizl planning, cooperztinrs, orgonizine, and negotlating
for the intengible sccounts of Tusinccse

There 1s & need, in fzcti, for a nev cysten of book-

keeping for business. Cne cannct imecsine @ more misleading
" 1tem on the balance sheetc of business then 1 for good

wll. ileny thousands of tusiness students have been

deluded by this "21" and closed thelr Tnsbeh door on the
future growth gnd profits of thelr businesse. \eans should
be found to incorvorate and make tongible the soclzl in-
tengibles of correct sovernment policles; international
peece and stability; of social defenses sgeinst confisca-
tion, ruinous taxes, and insufferable controls. It is
managenent's new responsibility too, to educete hls compeny's
stockholders to the need for a2 comecrhet different 2llocstion
of resources. They can be made to know that mony a North
end South ’merican tusiness carries an invisible deblt

1ten on its accounts with the vords "1965 to 1370, unbear-
able tax burdens"; "1963-1972, impossible conirols”; "1975,
confiscatione” Under such conditions, =2 sr2ll 1tem on the
books for cherity ig not enough. There cshould be 2 new

cest to the entire operation, an investment deliberetely
and carefully plsmmed, in cooperstion vith most other
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tusinesses; for commnity end netional developments for
education, and for needed creative research end develop~-

mente.

These are the kinds of 1tems that the businessmon
and the msnager under free soclalism will vetch on his
books. He will not work harder--if only because he works
too hard elready. B2ut he will work more effectively snd
efficiently, and in the end his vork will show & bigger
return. In eny event, we cannot wait for the larsgerds--
vhether they are unbelievers or timid or sblfishly shrewd.
For every dead here, there 1s a live coverd. ‘That we
must edmite But for every dezd hero there is 2lso &
monument in script, 1n stone, and in living beneficlaries.
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