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that employed them, seeking at best to get the 
most pay for the least amount of work. The role of 
management was to study and supervise employees 
closely, selecting them for particular jobs based on 
their physical or mental attributes and then work-
ing them like machines to gain the maximum 
productivity while paying them accordingly. He 
saw management personnel as the enlightened 
members of any organization, those who were to 
practise the principles of scientific management 
in organizing and running the institution along 
eminently rational lines.

LUTHER GULICK AND LYNDALL 

URWICK

In the 1930s and 1940s, American public admin-
istration analysts Luther Gulick (1892–1993) and 
Lyndall Urwick (1891–1983) redirected attention to 
broad institutional dynamics, seeking to establish a 
“science of administration” by identifying, analys-
ing, and defining administrative truths common to 
the design and working of all organizations (Gulick 
and Urwick 1969). They were most concerned with 
developing systemic knowledge about managerial 
issues such as institutional design, span of control, 
the effectiveness of command systems, the nature 

of departmentalization, the functioning of manage-
ment, and the politics/administration dichotomy.

Gulick and Urwick stressed the importance of 
hierarchical organization but noted that a bureau-
cracy could be organized into various forms based 
on the desired span of control of superiors. Span of 
control determines the pattern of reporting relation-
ships between a superior and his or her immediate 
subordinates. It can be narrower or wider, with each 
articulation causing strengths and weaknesses in 
the organization as well as defining its structure, as 
shown in figures 5.1 and 5.2. More detailed cover-
age of the issues surrounding span of control can be 
found on the Thinking Government website.

Departmentalization
Systematic attention to management problems 
also led Gulick and Urwick to address the issue 
of departmentalization. How should govern-
ment departments and sub-units be organized, 
and by what defining principles of organization? 
They identified four concepts of departmental 
organization:
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Figure 5.1  Broad span of control




