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.~ Kendall -advises-that, once you have top-notch personnel, there
should be mutual agreement on goals, which “should not be dictated by
_top:masiapement- Give-people: Pthe. freedom to operate. within broad..
idelines, not within the narrow confines of a detailed program dictated
by top management. . . . The job of senior management, then, is to-
[# measure results, monitor progress and help the operating people take
f corrective action wherever necessary. . . . Another way in which top -
management creates an environment for success is by encouraging pru-
‘dent risk-taking. You must develop a certain tolerance of failure. At
‘PepsiCo we punish incompetence, but we do not punish failure. We
Tecognize that occasional failure is the price of creativity, innovation, }
‘boldness and continuing growth.” : -

T N o Ty S _ h Kgnglall'sil;bjm mgement principle slemsfre::rll that fl?ct that “a. .
. whenever you have bright, energetic, innovative people working in a de-
Management Cr eate? Sense0f Purpose centralized environment, there always is the potential that they’ll go off in

separate directions:” Bureaucracies often solve this problem with exten-
sive rules and regulations which generally guarantee that gveryone goes |
in the same direction, but which also stifle énérgy’ and fnncvation. *
' Kendall has a different view of how to ke¢p everyone togéther in 2™
non-bureaucratic organization. “I believe the most important job of top, .
‘management is to create a vision of the organization, 2 sense of purpose. ~
‘And then to share that:vision with others in the organization—so that--
‘everyone knows what it was that made the organization siccessful in the |
past, and w_at it will take to ensure the continvation 'of that'success.
i % “All of us 'Want meaning in our lives beyond a paycheck, beyond
.daily- sustenance.:We want the opportunity to share great values and
:great visions—and to haye a real part of turning these values and visions
into reality. - - A -
-+ s: T think this is the essence of leadership--this shating of the vision.
‘And we must shareit. Because there is precious little thatany leader can
iaccomplish himself—without the-active support and participation of
thousands of people atievery level of the organization.”
:{ ., Finally; Kendall stresses the importance of maintaining and devel-
‘oping strong %c:lson_al relationships as a way of getting vital, first-hand
information about operations and as a means of resolving conflicts that
always arise in organizations. |
-1 ¢" "How would-the school reform movement have developed if these
principles of management.had b n followed? For one thing, we would
have looked for ways to.encourage more decision-making by teachers in
“classrooms and principals in'schools, rather than bind them by rules and |
regulations:set down egislatures and state education departments.
J§ - We would have. developed a strategy to get more of the best and the §
1§ bightest inte our schools as teachers instead of being content to set our
- gtandards with tests of minimum competency. And, perhaps most im-
, from-Setrétary. of Education on down, our education
. have risen above the petty squabbles about merit pay,
s¢hool day and school year, and created a vision of our
istem, . what it bas meant to our country, why it suc-
d what challeng lie ahead, and shared that vision: }
eegchgwr;. thousands of school board members and
ut

When U.S. business fares poorly.in world competition, we start asking
what management has done wrong and what we ‘can learn from the
best managed companies. The same questions are directed at our public -
schaols every time new national test scores are released which show that
we're not doing well with large numbers of studends;£i7: - Aot Gy
Bat just what changes are needed in' mahagement if organizations
are to be improved? And which management practices aze responsibler.
for our failures and successes? If an unsuccessful comipany or schoot
adopts the styles and practicss of successful orgaaizations is'success sure.
to follow? Thése guestions are at the center of much of the current debates
in education and in business. . i . _ . o
- Barly last year, Donald M. Kendall, Chairman of the Board and
CEO of PepsiCo, Inc. delivered an address on’“The Four Simple Triths
of Management™-at Fudan University, Shanghai in the Peoples Republic:
of China. His remarks were reprinted in Vital Speeches (May 15, 1986)."
Kendall cited his 30 years as head of “a major international com--
pany” saying, ¢ . . if there’s one thing I learned, it's that the most in1-
portant principles of successful management are really the most basic:
ones. And they apply to all human endeavors. So I have no new theories |
or sophisticated systems to share with you. I have but four simpie tiuths:
But I am convinced that in these four simple truths lie the key to success
and fulfillment.” . CoweRm e
' Kendall’s first point “is that any complex organization is managed
‘best on a decentralized basis. . . . We have worked very hard to-decen-!
tralize our operations—to set up autonomous units that are responsible
_for developing ambitious goals within their sphere of operations,’and-
then for achieving those ambitious objectives. . . . Of touirse; ﬂ__lg_gfg must-
be a central purpose to the entire organization—a central plan‘against
which all the separate elements can be gauged: But the developmentiof:
specific objectives that support this central plan--and theé developirient®
of the specific strategies, products and programs—these are the respor-
sibilities of the operating units.” . L e ta i T
: As organizations succeed, they tend to grow more bureauctatic, “In-
fact,” says Kendall, “as organizations grow larger and more successful, I
think the biggest single challenge they face is to retain the attitudes, op--
 erating procedures, philosophy and relationships that ‘they- had whes™
they were small and that ultimately were responsible for their- success.™
You can decentralize and trust decision-making down the line only’
if you follow the second basic management principle, which “is to. hire.
the best possible people for every level in your organization. There sim-
Fly is no substitute for great people, and no way to compensate for the
ack of great people.”
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