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TRAINING FOR MANAGEMENT 

SINCE the Urwick Committee was appointed in 
October 1945, "To advise the Minister of Educa

tion on educational facilities required for management 
in industry and commerce, with particular reference 
to the steps to be taken in regard to the organisation 
of studies, bearing in mind the various requirements 
of professional organisations and the need for their 
co-ordination", the importance of efficient manage
ment has been repeatedly stressed in relation to the 
productive effort of Great Britain, and the Govern
ment has already accepted the recommendation of 
the Baillieu Committee for the establishment of a 
British Institute of Management. The eighth Inter
national Conference on Management, at which Great 
Britain was represented, has recently been held in 
Stockholm. The Urwick Committee reported in 
August 1946, but after a meeting with representatives 
of the professional bodies concerned with the part
time study of management in technical and com
mercial colleges, certain amendments to the report 
were made by the Committee. The amended report 
now published* is not only approved by the Minister 
of Education, but also the institutions and associa
tions represented at the meeting have agreed to do 
all in their power to implement its recommendations. 

Such circumstances alone would give practical 
interest to the report, which not only contains a 
number of sensible recommendations on training for 
management, but also indicates some aspects of the 
problem which require further investigation. The 
Committee takes a wide view of management, which 
in this context it understands as all those activities 
involving responsibility for the work of others. It 
is pointed out, however, at the outset that no matter 
how good special courses of study at technical or com
mercial colleges may be, theoretical study alone 
cannot make a manager. 

On this basis the Committee attempts to estimate 
the number of persons engaged in managerial func
tions at the present time. It has not been able to 
arrive at an accurate estimate as there are no figures 
later than the 1931 Census to serve as a basis; but 
starting from these figures, and allowing for the 
considerable changes that have occurred since, the 
Committee computes that between 400,000 and 
45),000 persons in Great Britain are so engaged at 
the present time. This is a considerable total, and 
although it is to be hoped that, as recommended by 
the Hankey Committee, the Higher Appointments 
Department of the Ministry of Labour and National 
Service and, as here suggested, the British Institute 
of Management, will obtain more accurate informa
tion in due course, the estimate can be used to arrive 
at an even more important figure from the point of 
view of training facilities-the approximate number 
of recruits each year. 

Assuming that the working life of individuals dis
charging managerial functions is thirty-five years, 
the Urwick Committee estimates the annual intake 
as some 12,000 ; this is admittedly a rough guess, 
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but one which indicates the magnitude of the problem. 
There are, of course, complications such as the wide 
varia.tion in the ages at which individuals take up 
positions which are classed as managerial under the 
definition already given-the scientific worker him
self provides a pertinent example. Dr. Vannevar 
Bush, in his recent report as president of the Carnegie 
Institution of Washington, referred to the duty of 
men of science to participate increasingly in the task 
of government by manning the boards and com
mittees which are necessary to-day to provide 
scientific and technical advice. There are many 
other more specific administrative and managerial 
responsibilities which trained scientific men must 
accept if the business of government and industry 
alike is to be conducted efficiently ; and yet, as the 
Percy Committee noted, not only is the highly 
trained technician often indisposed to accept such 
responsibility, but also he is often ignorant of the 
principles of industrial organisation and management. 
Admittedly much in this field can only be learnt from 
experience, but there is a body of knowledge in 
existence, awareness of which may greatly facilitate 
the process of learning. 

There is, of course, nothing new in the suggestion 
that management should be the subject of theoretical 
study ; although management is still often regarded 
primarily as a matter of common sense and experience, 
and frequently knowledge of a particular branch of 
business is still the sole criterion of competence. In 
the last thirty years, since the work of F. W. Taylor 
and Henri Fayol became better known, a large body 
of knowledge bearing upon what Fayol described as 
the six main activities of management-forecasting, 
planning, organising, commanding, co-ordinating and 
controlling-has been built up, irrespective of the 
field of industry to which they are applied. Most 
people would probably agree with the Percy Com
mittee that ignorance of the main findings of studies 
in these fields is a real handicap to men who would 
otherwise be highly qualified for administrative work. 
It is less certain that it is generally recognized, as 
the Urwick Report claims, that there is general 
ability to manage which can be made the subject of 
a recognized 'discipline' based on objective research : 
the Percy Committee, for example, appears to reserve 
its opinion on the subject and is at least dubious. 

Examining the special character of this body of 
knowledge, the Urwick Committee points out that it 
is distinct from any detailed understanding either of 
the processes of the particular industry or of the 
various services and skills which are themselves 
indispensable tools for the conduct and regulation of 
a complex organisation. The Committee claims that 
such knowledge should enable its possessor to determ· 
ine the immediate and the long-term objectives of 
the whole, or of any part of the undertaking, to judge 
readily the significance and the comparative import
ance of the varied advice which he receives, and to 
appreciate the contribution which the expert, 
whether as an individual or in combination with 
others, is able to make. It should also teach him how 
to use each contribution effectively, and to integrate 
these several abilities so as to ensure the most 

appropriate action. Tne technique of attaching to 
each factor its due weight and of making the neces
sary synthesis can in part be taught, even if its 
exercise is a matter of judgment in which personal 
capacity and experience are the essential factors. 

Whether or not we admit the claim of management 
studies to be a scientific 'discipline', there are certain 
foundations upon which alone management can be 
taught. The Urwick Committee distinguishes these 
as of three types : an adequate standard of general 
education; knowledge of certain 'background' sub
jects which provide a basis for the study of manage
ment in any particular field; and certain 'tool' 
subjects, such as accounting, statistical method, 
production methods, work analysis and incentives of 
which the manager should possess a sufficient appre
ciation of their principles, processes and application 
to be able to direct skilled assistance effectively. 
The varied channels through which the individual 
approaches managerial responsibilities make it diffi
cult, if not impossible, to provide a course of study 
which insists on any common background. Nor is it 
even a disadvantage to the nation that the pattern 
of recruitment, while changing considerably in the 
last twenty years, should be varied; and the Urwick 
Committee is right in insisting that no matter how com
prehensivethe national system of education, opportun
ities to obtain the higher posts in business should 
continue to be open to those whose training has been 
predominantly in the school of experience. The 
capacity for initiative and leadership is not solely, 
nor even mainly, a matter of intellectual quality, and 
no system of tests or competitive examinations, how
ever careful and objective, is a fully satisfactory 
determinant of the power to discharge major respon
sibilities. It may, of course, be asked whether this 
could be determined by any system. 

While, however, the Urwick Committee believes 
that managers in industry and commerce will con
tinue to be recruited from four main groups, one of 
which would consist of those with initial scientific or 
technical qualifications (such as engineers, chemists or 
accountants), who find themselves increasingly occu
pied with managerial functions, it strongly deprecates 
the multiplicity of syllabuses both within the broad 
management field and within the fields of professional 
institutions conducting examinations including sub
sidiary management features. The major part of the 
report is indeed concerned with suggestions for the 
assimilation and development of courses, so as to 
relieve the embarrassment of education authorities 
and secure the most effective use of the limited 
supply of trained teachers. 

The Urwick Committee recommends first that the 
professional institutions should accept the obligation 
to include in their syllabuses as large a common 
management content as possible, and confine special
ized demands in this field to the essential minimum. 
Courses leading to qualifications in management 
should be limited to two stages. For the first, or 
intermediate, of these courses, all management 
professional institutions should adopt a common 
curriculum, and technical professional institutions 
should adapt any management requirements to this 



© 1947 Nature Publishing Group

No. 4055 July 19, 1947 NATURE 71 

common curriculum, which would comprise an 
introduction to management, 'background' subjects 
and 'tool' subjects. For the second or final course, 
two types are suggested, intended for those who wish 
to qualify in some specialized field, or in general 
management, respectively. For the former the 
curriculum should be prescribed largely by ,the 
appropriate management professional institution ; 
but for the latter the curriculum be pre
scribed by the appropriate au hority. 
Sugg3sted syllabuses for both intermediate and final 
courses are appended to the report, and it is 
recommended that both courses should lead to a 
qualifying examination. The final examination in 
specialized management should not be taken before 
the age of twenty-five, or in general management 
before the age of twenty-eight. 

The Committee contemplates that such courses 
will be taken in the main as part-time studies. 
Although it suggests that the various courses should 
be spread over a number of years with appropriate 
intervals, and that a student should not be expected 
to devote more than two evenings a week to formal 
instruction during the technical college year, it is 
surprising at this stage to find support from such a 
source for evening classes. It will be recalled that 
the Percy Committee was most emphatic as to the 
unsuitability of evening study for the bulk of tech
nical education in engineering, and the Urwick 
Committee appears to be unduly timid in urging that 
the study of management should be carried out in 
part-time day classes. It is still more surprising that 
the first recommendation in this field by the Percy 
Committee, that all students of technology, whether 
at the universities or colleges of technology, should be 
introduced to these subjects during the final year or 
two years of their undergraduate course, is not even 
mentioned. 

For all that, the Urwick Report covers a much 
wider field than the earlier report on Training for 
Business Administration issued by the committee 
under the chairmanship of Sir Frank Newsom-Smith. 
The functions of the Administrative Staff College 
appear to lie outside the terms of reference of the 
Urwick Committee, although one might have expected 
some comment on the idea of the staff college and of 
refresher courses for those of mature years, particu
larly with reference to the final courses or diploma. 
The merits or demerits of an intensive full-time 
course of two or three months do not appear to have 
been considered. 

Apart from this, the third section of the Urwick 
Report, which discusses some wider considerations, is 
sound and well-balanced and makes a number of 
important suggestions, particularly as regards work 
which might be undertaken by the British Institute 
of Management. The first of these arises out of the 
lack of comprehensive statistical information illus
trating the national facilities currently available for 
education in management. It is recommended that 
the new institute should undertake an investigation 
of the national requirements of men competent to dis
charge managerial responsibilities, and that the various 
educ11tion departments should compile and publish 

annually comprehensive national statistics on the 
volume and distribution of educational facilities in 
management subjects in Great Britain, including 
details of the numbers of courses and of students 
attending them. Other bodies should co-operate so 
as to synchronize with and include in the official 
figure such activities as those of the Training Within 
Industry Scheme, the Business Tcaining Scheme for 
ex-Servicemen and the work of the Administrative 
Staff College and of university departments. 

The report also recommends that immediate steps 
be taken to secure an increase in the supply of 
trained teachers in management, both part-time and 
full-time. The former might be helped by the pro
fessional institutions maintaining, through their 
local organisations, a list of men and women willing 
to do part-time work, and by the education depart
ments providing facilities for training such men and 
women in the methods of teaching. The report 
also welcomes the recommendation of the Percy 
Committee that at least one institution should be 
selected as a centre for post-graduate study of 
industrial administration. This, however, is regarded 
as insufficient, and it is suggested that the Regional 
Advisory Councils for Further Education which are 
being established should be asked to deal, as one of 
their first tasks, with the provision of opportunities 
for systematic higher education in this field, leading 
to recognized academic qualifications. It is recom
mended further that the British Institute of Manage
ment should have associated with it from the begin
ning an Advisory Council on Education for Manage
ment, representative of all those interests concerned 
with this matter. No comment is made on the poor 
quality of the present literature of the subject in 
Great Britain, as did the Percy Report, other than 
attributing the serious lack of original research and 
of suitable text-books largely to the dearth of suitable 
teachers of management. Finally, in commenting 
on the position in the United States, which is described 
in an appendix, the Committee recommends that a 
commission of inquiry should visit that country to 
report on the facilities for education in management 
there as compared with those provided in Great 
Britain. 

Uhe Urwick Report may thus be welcomed by 
all who believe that it is no longer sufficient to 
appoint as managers those who have shown ability 
perhaps in some quite different field. If it makes no 
substantial contribution to the vexed question as 
to how best we can pick the outstanding administrator 
for the highest positions, it at least indicates how the 
level of management can be raised and our chances of 
picking such men increased. Moreover, the recom
mendations go some way towards facilitating a 
solution of that major problem of our time--the 
effective use of the expert in the task of administration 
whether in the industrial or the government sphere. 
Although the report has little or nothing to say 
about training for management within the Civil 
Service, it makes a real contribution to the practical 
task of unifying courses of training and securing the 
most effective use of our limited resources of trained 
teachers in this subject. 
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