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"SOUND :BUSINESS .MANAGEMENT PF.Aq,['ICES FO.R THE ARMY" * 

I • INT.RODUC'l'ION 

A. The Ed.dy .Report _(Le. repo~ .me.48 by ._the ~partment :of. .. the Army 
Board on the Educational System· for Officers, 15 June 1949) recommended 
that the subject of bus.ineas. Jl'lf\IM,).seinent..· be hlcorporated into the curri­
cula of all 8cbools Ci>f the ~· li;ducational system. · 

B; l!bf Business ~sement for the Army? You might ask why? Why 
should an Of~Zation whose over·-all function is the organizing, tratil­
ing and ~\lipirig·. of Jendfore&e. for operat:l.ons, be concerned with business 
mana.gement7 ,,, ·· . ·' . .. . . . · . . .'· . · . ·· 

C. The AnJ)Y i~ Bis Business. The answer is. relatively eiln~le& Be­
ca\lSe the Army is big business• • The Arm¥ ie big b\le1ness because it: 

1. Utilizes the services of more pe~l?Qnnel 
2. Operates on a larger budaet 
3. Has a more ,,varied and complex ;mission · 

.. ·· 4. ·And., is more world-wide 1zi the scope of its activities than 
any of the ind"Y.striai giants, such as General Motors, or, any of the 
other govermnental agencies, such as the Poet Office • 

. 'D. Kremliz:i•s Aims·. Too, . it is the opinion of some strategists that 
t 'be Kremlin •s aim 1.e vict.ory, not through an all-out "firing" war, but 
through an econoinic war which would bankrupt the United States. 1'his 
economic collapse, the Kremlin reasons, would cause the United States mt 
Ollly to .abandon its fight to preserve the democratic way of lif'e among 
freedom lov:1ng peoples of the world, but also, would prevent the USA 
from providing nations with sagging financial structure.a, the necessary 
economic material aid that is essential for their survival.· 

E. Need for Utilization of Resources. Therefore, the effective and 
efficient utilization of manpower, money, material and other .resources 
by the Army is an absolute· necessity. This is so, in order 'to protect

I 

· the economic structure of the nation and, at the same time, return a 
full dollar's worth of national security for every dollar spent. To ac­
complish these aims, then, it is necessary that snund pripciples of"iiiii­
agement be applied at all echelons of the Army Establishment·. 

* 	 A ''two-hour" 1DstructiODB.l package prepared for tb.6 Army Field Forces 
by the Management Division, Office of the Comptroller of the Army, June 
1951, for minimum coverage in a.ll branch advanced schools ~or officers. 

,....-This package, 1n ord.e.r to have canmon application to the various arms and 
service schools, of necessity, is not as replete or specificin .Ulua­
tte.tions of the practices discussed; a.a it should be. It is 1nc~t, 
therefore, upon the instructors of each school to supplement the. text 
with examples which are rel.ated to the experience of t-he students in at­
tendaace. 
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F. What is Management? 	 ... :~ 

1. A generally accepted defilnition 'deserlbes mana~ement as the 

scientific utilization of.. men, monej!J, materials,. methods and' machines in 

the· a~tainment of: "a.·desired "Obje~tiv:e ',, ?~ : ·miss i~n: . · . 


1i ~ • • - t • • · • " _, ' 'f ' •,< • " .:.. ;, ' • I ' • • 

. . 2 • . The basic. elements .ot· ~~ny ac.t·iJhi';a~e th~ so~called 11t''ive 

M1s 11 : Men, Materials, Machines, Methods, and Money. · ·~bese are the 

things which all management utilizes in order to get w~rk performed. 


: ,. .' : · \1 < . ' ' . . -~ ' . " . ' ·.. . .· . 
.-·~ 

. · . : 3. '. To~ manage .effectively requires a knowledge qf the objective 
· 	(1.e. knowing what is to be" accomplished). · With this information as a 


background, a manag~er utilizes the five Mis in achieving ·the goal. In or­

der to do this in an orderly and efficient w,ay, he wil~ plan, execute an(! 


.· evaluate a program of action. we will exainfne each of these three activ~ 

. .ities· of a manager later on in our discussion." 


G. Who are the •; Managers? ' 
(

1. The modern viewpoint is that management is ·composed of that 

body of people- who supervise the work of others. 


2. Management •s policies can be adequately carried out . only by 

. the loyal and enthusiastic action of supervisors who understand management 


.9b·jeetiv:es and want to work toward them. Realizing this, .the modern view­

. ·point recognizes all supervisors as a part of management • 


. ' ~ . . . ' 	 ·. ~ 

· 3. · Opposition to the unionization of foremen has been base;~i.. by 
·.~ ·· industry on the· contention that, these.~ supervisor_s were and: are a k·~rt of 

managemept • .. ·· · · 
.. ., . .; .· .· ·. 

4. · Thus 1 all super.visors from the lowest level of s.upervisory 

responsibility to the highest level are cons.ide-red members'20f the manage­

;.. .. 
ment team•. 

' ' , r . 	' - ·: . . . .. • . . :t; - " . :.. . ­
5. In the Army Establishment, "~nagement" would include all Com­ (_ I 

manders ·and supervisors, military and civilian, from the "first-line" sup­
ervisor and the squad leader to , ·t~e Secrep'ary .of · the Army. 

.· 
6. '.Each . of you listening to me today has · been and will continue 


during your Army career to be managers. Fbr, from the time you . co~nd a 

platoon as a 2d Lieutenant until you retire with' thirty years or more ser­


. 	vice,· you w:i.ll·continually .engage in the practices of managemenj;. · 
. 	 !'. 

7. Of what value nre ·business management principles to . you? As 

managers you direct and supervise the utilization of the resources at 

your command, with particular reference to persormel. Helping you make 

better utilization of these resources is one important ·way in which busi­

ness management principles can be of. value . Accept the fact that the Army 

is "big business,·" accept a lso the f act that the officer has an obligation 

to run his share of the business in an efficient rnarmer, and the conclusion 

becomes self-evident that the adoption and application of the tested prin­

ciples which guide managerial action is the determinant of an officer's 

effectiveness. 
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.· -~· ,,What . are These .,Business. ,Management .-PI".ac,ticea? , 
,..,.. - .. . .. . .. ., . 

• . . ; . :.. . . . -. - ' :~ ' ~: .'.. . ~ . .• . - . .- .. "'L · . :. . '· . - : ~~ .: '. . , .. , . ... 

, . . ~ ... . There -~·1·~ no sill4?~e ~iversa~~y ac:cepted ..~ist .O.f. .b~ine~s .man­
·- agement practices· nor will we attempt ·to dev-elop one here. Rather let us 

determine ..the - basic -functions..of ,,,good manage.ment .and' let us then discuss 
., ·- · • . • . - - ~ • • . ; -. .. • '. - . ! . .. _, .,. ; .,. \- . •

each, of 'tlfom-fn turn. · · · · · · •: · · 

2. By the way of an example let •s determine wh.q..t these basic 
functions are: · ·. - ... 

. ' . \ . ' ~ ~ .. . ­

a. Suppose I want to build .a . ho~:s·e Yank l~t •s assume I know· 
h.ow to build on~}. ~ look .for a lo.cat*on, .sketch a floor plan, write spec­
ifi~rnt;l:ons, and -arrive at the c-0s~;, I 'dee ide ,t .Q ·_boss ·the _JoO._myse~,t' and 

__ ·.. ,c,Onsider who ..I ' wiil need: -O'arpent.~r& • pltimbers-, .eledtriciana, laJ;iorers: 
". ·a..r)ci 'so- fofth. I determine who I.will hire :and 'wl?.ci- ;t>os,ses .. whom,.. I ~qide 

-.wtiat . each one does- ~ ·I sche,dule .tne seque·nce of. wQ.rk~ . l niake ;~angeI11e.nt 
·tor ,the f inane ing of the project. · This 'is ' 11planni~ ~ti It is the .Rirst . 
function •. 

.~: ~ ·,. " ·b. I tiave a pla:n for bh'ildin{the house. ; .i have thq~ht. pf 
whom I wi'il hire and what I will pay.. The next function is, to -get hP:ld of 
the people and say to them, "you are hired to do •••~; •• " I give them the 
ass;l.gnments. I litel'ally say, 11.Go to work.n I may even have written in­
structions or contracts with s'ome -qf the'm. I ·am givirig ., .d~oers ;, I buy the 
materials and pa'y the bills. I make 'numerous day-to-day decisfons. · I am 
·~~xecuY,119i" or commanding. It is the second functicm. 

~. ' . •• # ,,• •• ' 

c. Do I select to do anythirig else? Yes. I have to wat'ch 
to see that quality sawed oak is on the floor, that the joints in the 
plumbing are tight, that the men do a full day's work, and that the ef­
forts of the various tradesmen are coordinated.. If I don't perform this 
function, my house will cost more than I planned, and it won•t meet the 
specifications.. This is the third function and in the building trade is 
called inspecting. In the language of the rnanf,lger it is called "review­
ing and anal¥z1ng. 11 

d.., You all should be familiar with the steps by which a 
field commander conducts successful operations. He is assigned a mission 
and either is given or selects a specific objective. He works out a plan 
of action,. including the required support, and determines the time schedule 
and phase lines or intermediate objectives to reach the main objective. He 
then carries out the scheduled operations , Further, he requires his staff 
to maintain complete, up-to-daj;e situation maps and reports to show at a 
glance the progress made and trouble spot-s. When the objective has been 
gained,._the operation is appraised from many aspects.. The activities also 
can be diviQed into three asp~cts of the job to be done--the planning of 
the operation, its execution, and finally a review and analysis of it. 
These three aspects are essential elements of every job which must be done~ 
It is true that because of time limitations one or more of these aspects 
may reoeive less attention than the other, but none can be safely over­
looked or omitted. 

Over 
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·..;· !.' ·. : ,,·.: ' . 

3. These, then, are the trrree - ~sic fui1cti0ns or ma:iia.IS.e~nt~ 

They are: f: 


! . 
.. ,. .. 

Planning 
.··1 · ,,Execution 

'~.;; ; •·.. ..' Retviev and A~.~is .·· ... .,. ,. " "·... ~ .: . 
.. 

" . " . • j . ..• ,.,: • 

" - ~· One qualifying statero~nt~ in re~ards. to the applicat~on o,f 
business mq.nagemen.t ~ac~ic,es, ~t "!he..out~et. .A,ltho~ thesEI pr~ctice·s 
:have' appl:ipat:ton generally to; a11 tj-pes_of owrati9n· iii the Army Establish­
ment, :they- have some.what:· limited degree.,of application in tac:t;ical opera­
tions.. This .is beca.use. pf::the .yery n;at-qre of the tac.15ical oJ?€~~tion_. Fo~ 
example : · · · ·· · · · · · 

... 

·. ~ . . ?!·• A ; conmanq.~~, ?-t the._front, can't st_op to get the consul­
ta:five: ad.vice. -of his men as to :what to do in a given situ~ti_on.. He mu~ 


.-Wike :decisions fast• . . · · 

' : .. -~ 

. . . b. Too, in combat, speed and lives of personne1 are rttuch more 
~·important · than·~ ·ec.onemy or supplj4e~,. equ~pment ...a:nd costs. · .. · ·.. 

o. Orders ~re oft~n i~sued verba11y; because of th~ ·nec~s~ity 
fo~, ~apid dec:isiou. and action. ,-::, 

'' · · 
": . ,. •. 1 


. t -1 ...{ ... :: .... •• 

'. '. . .!. '... ~' ·•·..' ' ...····" .•· .... 

., ; 

::-=.~~·:..:. .. ' . ( 
; . · ' ..... . . - ,-;···· 

• ' < .. 
., 

; ~ ,: . ' . . 't , 

., 

. " ·' :C .. -~..., •• ~· · > . ..,/ 
.• t . :.,· . . 

. ' :· ' t 
· .1 " 

, .. 
,.. ' , '.rt I ' ' J 

. . .. . ; . ~ . . 

... 
_1 .~.; .. ., .; ' _­... 

.... ' .., ~. 

~· ~ ··. - ~· . : ~. 
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II THE PLANNING FUNCTION OF MANAGl!m!NT 

. . A~ What is Planning? The function ..of "planning~" answers th~ . 
age··old questions .of the Mlitary f'.ield oj:.der: "what~' •tWhe~~· ''wh~~ef 
"how~ · It involves the e:ic~rcise of creative .and reflective thinkin.g 
and deterinines basica~ly: . · .. 

What is . tc>- be done? , . . 
How will the work be done? 
Who · i.s · to do vh~t? ,.· · 

.. :. 

B. What is to be Done?, (objective determi~tion phase) 

1. No successful comna.nder attempts to plan for ~ task or a 
military operation until he has fi,l".et determined. hie m1sefon. Thie 
action 1e particularly ~ortant in the field of ma.nagemellt .> lv1ariasers 
must first make an "e.et1mate of the situation" arid carefully determine 
the objective - what tµe organization is to aoconip11sh~ · 

2. Thie objective needs to pe def.inite, and stated in a . simple, 
accurate and understandable' manner. lt is alm.ost mandatory that objec­
tives be reduced to writing so that there can be no uncertainty about 

· the meaning. In .the Army, objectives are usually set f .orth in orders, 
regulations and memoranda. · · · · ·· · 

3. There are advantages in getting each member of an organ­
ization to know and understand the over~all objectives as well as those 
of. the unit in which he serves. It is not a comfortabie feeling to work 
in the dark not· knowing wl:zy certain .things are done ·;. This rule does not 
apply, of course, when for security reasons, over-all· objectivee are not 
to be ilqparted to .one and au. 

4. An interesting .example of military objectives and their 
working is contained •in the .directive which General Eisenhower. recei:ved 
for the invasion of the European continent. 

·.. .( "You are hereby designated Supreme AJ...lied Commander 
. of the .forces placed under your orders for o:perationa . 

. ·..•;' :fc):r liberation of Europe from the Germane •••••••• • •• 

''You will enter the continent of ~ope and, in conjunc­
tion with the other. United Nations, undertake .operations 
a~d at the pea.rt.. of GermaDy and the deetructiori of her 
armed f orcee ~ · · ,·' . 

C. HoW Will the Work be Done? (Planni96 Phase) · 
:· j 

· 1. Bofore General Eisenhower could begin the planning pbtle$ 
of hie assignment ho had to knOW' the objectives toward which he was~ ·"tcp 
direct the planS. The fact tfu.i'.t he lmew he was charged with the respon­
sibility of doetroying the German Armad ,Forcos enabled. him: to plan the 
size of the force required, to plan where the ' initial landing should 
take place, to plan the phasing . o~ training with that of operation, to . . . ' - . . 

" 
Over 
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plan the :type of tactical operation to be utilized, and finally .to plan 
the approxilmte dl;lte for launching the invasion~·, . An essential part of 
the plan: is tbe sequence in which different actions take place so that 
all move tmrdrd ~he objective in harmony and order. 

\. . 
2. In a liko manner, ina.na.gers after' determining the Job to be 

done will plan the things that need to be done and the ·methode for doing 
them in order to ; ~ccomplish the objective which has been set. Thie in­
cludes tho development of procedures, and methods, and the selection of 
equipment and other necessary facilities. 

\. • • ., .. . .. • I ' • • · 

( I 

3. A goQd plan must be capable of accomplishing the objoctivo. 
In ardor to Q.o -thd.e it wet be b.o.eed on complete and accurate factls. It 
must utilize ·;full)r ,existing resources and fac.ilities before providing for 
the creatioµ o.f n$~. ' :·It must establish clearly, organizational relation­
ships and fix reel?oPsibility ..and authority. It must insure that the ·var­
ious resources ne~.dod a.re available for the period of action for which 
form.ad and that the .boat methods are used. It mu.et also include the 
machinery necessary for continuous coordination• \ 

D. Who is to do What? (organization phase) In regards to organiza­
tional planning, here are a few basic principles: 

l. Unitz of .Command. 

a. It nmst be known by each individual to wh.om"he report~ 
and. w:Q.om he directa. One of ·tho most common organizational fo.ults, · eer~ 
pecia.lly in lower levels, is the confusion that exists when individuals 
do not know to whom they report and whom .thoy direct. · 

b, Authority to dire.ct an J.ndividual DIUst be limited to one 
person. Thie. is complementary to the point Just made. When men report 
to more than one chief, confusion and lack of ·effo.ctiveneee results. 
Conflict often arises as to precedence of work performed, disciplin-'.l!'y 
action and assignment of duties. Th.is principle is illustrated by the ( 
fact that .orde.re issued by ·com;pany commanders a.re transmitted th.rough 
the c,ha.:t.n .ot. .command. 

2, Span of Control.. The. number of individuals assigned to the 
direction of one.person nmst be limited to the number he can effectively 
supervise. It is not possible to lay down any hard and fast rulo as to 
the number of people that can work effectively under the supervision of 
a single operating chief, This depende bn ~:factors, · suc4· as the na­
ture of the work, the capacity of the supervisor, the orgonizational 
level at which it is performed, the degree of technical knowledge in­
vo1ved, the proximity of those .supervised to the supervisor, etc. 

3 , . Homogeneous Assignment •.., 

a• Ftmctions assigned a unit should be related or similar. 
Most people have limited ranges of interests and capacities. Every effort 

6 
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should be made, therefore, to group together those activities which would 
moat likely gain the ent)lu~iae~ic attent16n of the ty,pe of'' pers~~ found 
in a particular unit. · .:. 

. . 

b. Also the operat16ns df ·subordinates must ob specific 
rind oloor cut, and :must not: overlap. . · 

. \ ~: .: : . . : • r ~l ••.:~.· 

·_ · 4 • Delegation of Aut~ority and Resp6ns1b1lity.' ;Af;iy person charged 
· wit·h responsibility .for ·a partioulo.r function, must receive :with it the 

nocossary authority. Many times individuals nro givon the responsibility 
for a given function but they are not giveri the authority to pefform it 

··adequately~. Thie . situation ueually .aroU:eee resentment in those held re­
sponsible, . who feel that this lo.ck of authority indicates a lack of con­
fidence in their ability. Thie . ie why in the Army, the jobs, responsi­
bilities, and relationships, of all .responsible persons Q.l:'e 9utl:ined in 
tables of ' organization, and in~ and Speci~l Regt.tlatio~~ .:. 

( ) 

.. 
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III. TEE EXECUTION .~CTION OF MANA~T 

A. What is Meant by E;xecutfon'l 

l• The execution functi9Il, the second l ba.sic function of 
management, is the activation cf the plan develAped by .the function of 

;. p].anning. It is concerned with making decisions and embodying them in 
. speciffc' and general orders and instructions, and providing the type 

of leadership to insure effective ut~lization - of. wrsonnel. 

·- 2. · An interesting parallel exists between the execution 

function and a well~coordinated footbail team. A group ft employees 

or soldiers without. a leader is like a football team without a quarter­

,. back?. :, Each is in" readiness for action;· but the force which will° 
initiate ·that action is le.eking. The manager 'is the directive force 
behind a plan ·and the quarterback the direct1ve force behind team 
_strategy. ·· 

B. Orders · and . the Execution Function. The issuance · of orders and 

instructions in consoi1e.nce w! th planning decisions is part of the 

function of execution. In this connection a few principles will be 

discussed. 


1. Technique of Giving Orders. A good order must cover the 

desired action in a comprehensive manner. It is essential that the one 

who receives the order have clear understanding of what is required. 

Therefore, to secure the desired response on the part of the recipient 

an order should : 


a. Be intelligible, that is, simple, complete, concise 

and clear. 


b. Initiate action that contributes to the accomplishment 
of the predetermined plan. As a corollary, recipients of orders should ( 
be made to understand fully the part his action plays in the attainment 
of the over-all objective. By so doing, their enthusiastic cooperation 
is possible. Knowing the purpose of orders is in itself a motivating 
factor. 

2. Oral and Written Orders. 

a. Oral orders (whenever possible) should be held to a 

minimum. Circumstances, however, frequently require the issuance of 

oral orders, particularly in rapidly changing situations. Oral orders 

can easily be misunderstood and usually are not as well thfught ~ut as 

written orders. Where major actions take place as a result of oral 

orders, they should be cfJil.firmed in writing at the first opportunity. 


b. Written orders. Avoid the deficiencie s of oral instruc­

tions in telling what is to be done and who is to do it. Execution re­

quires written orders because it is largely concerned with coordination-. 
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and c~tinuity of action that requires uniform results. Written orders 
can b~ consulted readily to maintain accuracy; excuses of misunderstand­
ing and forgetting are avoided; o.nd written orders a.re of particulAr 
value 'when cxo:ct · BJ;ld cqmpll-eated ' de-tails a.re 1nvol'Ved . ~ . FUrthermore, 
because every member -·of an: ·prgan1za:t1on is certain of hie •porformo.nco 
respnns1b111ties it i~ ·easier to ~intain .proper and~ o.ecurate :EJ.cpount• 
ability.'· To(} ; ·.order.e.. ia.~u.ed . :a.t · h~adque.rters lJllits ·1nsure ·;µniformitY 
and ··. c~esivenees of · o~cutian thl'()u~aut : all eJ,.oments .. ?f t~~ · organizn­
.ti_on. · . ·.:· ,. .- ., ..·. , 	 "·-....: .·' ·: .- 1 ·· ;... 

• 	 . ~ : ' _i, • •..• 

:. ' ' • I" \

C. 	 Procedures and :the Executian Fmlction 
, . . ' ~r . , . • •... ,. .. 	 .. ' 

1. a. µsue.Uy a commander Will issue an oral or written order 
.. · . when he "wants a . ncnroutine tls·i'ect of his plan of .action carried out• On 

·· 	-~ '. .th~ other.·:band/ he -mfl.y :establish a ~olicy or a procedure (SOP'S~ etc.) 
· · on .repetitive 'and routine matters ·camected with hie _plan. ' 

... 
... .. ,, 

~ .'.. :: ~ ·.. '. •. :: . . .. . · · b". Standard operating procedures are ' familiar«to ..all of 
you. - In the . Army, ·as you -'Well know, nearly everythillg is :d cne by stand ­

. aroized procedures. Everything, that io, fran washing· dishe·s and the
( ·' ·'Cleaning 1-)f ljleSS hall.a ·tO writing tno;miiig reports ~nd reports an train­

, ' _, .'.ing ~ :And you knCM I . too, that any deviation :rrom standard operating pro­
ced~ea would require either prior approval. or. subsec;iuerit expI.nnatidn. 

. 	 ' 
\ 	 ,.. 

2·-· ·Procedures .can bo used for either regular or special work,, 
'but: they are moat effecti'Ve for regular work of a repetit:l:\re nature • 

.. 	 By means of l>rocedures the hand ling of .t:r series .of operations is · reduced 
to a formalized. plan .- of execution. The need for 1ndividunl pl,arining and · 
deciS16n nnking; "by ,the .commander, at every step ' as 'the work·pro.~sses 
is· elimlnated •• ·In short; procedures simplify the riccompliemne~t -of the 
~xecuti.on ftinctiai by minimizirig the del.i:i.y wlii'ch ,would have•·betefri in­

· ·~ -. -yalvea in deciding what to do next and by obtaining uniforihity ·o:r action 
: each ~~me the operation is performed. 	 ·, ·, ::· . · · 

, · · · .3 • . ·To be effec·tive ', , aOund procedures mu.st canforin to the fol­
lowing ,principle's: . 	 · · · · . , 

, . a• c·urrent : .' If a tactfoal ·unit ·Were to ·trairl and :f'Unction 
· under procedures which w:ere based an pr:t.nc:l.-pl&a and knmi'•how ot a. a'ecade 

· 	 ~gq, its chances .for survival iii any ];'.eal emergency woti'l.d 'be, slim·; Just 
as a tactical unit, must keep abreast of the latest de'velopments in 
weapons and mechar.ii~ed wa.rf.&re. ~to assure its·-effectiveness,· so must .any 

. organizat10n opernte under procedures Wnich represent the best and most 
. economical way of doing the ,. ,lob, 1ncoroornt1ng wli~tever . te«:ihii:tques have 
been developed ·both in its particular specialty and in management im­
provement. ~ · ' · ·. 	 ·· · ' · 

b. · ·KhoWii and ·folr~ea. ··The ·18tent ana · most highly .. 
developed weapons (or· tec;:hniqu:es) are valueless and ' wnsted · if no effbrts 

_.. ·. 	 are made t .o. eXpltii~ .to _those ' resp6naible for their applicati"on ' not only 
that they are :in ,e:dstence but· hciW-·and· why, and when they should' be used. 
Procedures aerie. priniarilyns. a . guide. One wny in which to ~stabltsh 

. . ' ' 	 ~ 
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;· / , . 
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ritmly in the minds of the · perf!amel . the purposes served by vell 
organi~ed proaedures, is to ·-0utlina for theui~ in graphic forn, if 


. possible, step-by-step; '. the actions to be .tak$n in proper sequence • 

.xarious types of charts can be used to give them a pictUre - -we11 

balanced, · integrated; whole. When the procedure is thus presented, the 
personnel can discuss it in as much detail as necessary and ·any nis­
understandinga can be clarified. It is then likely to reoain firmly 
inprinted in their minds and, because it is understooo, they will ox­
pe,~ionce a oinioum of .difficulty 1ri learning and . following it. 

. .. ... · 

· · .' c. Cooplete - both in detail and in coverage of all levels. 
In the process of :painting the picture no detail in the procedure 
should be overlooked. The explanation should be as thorough and as com­
plete as possible. Not only should the explanation cover the· application 
of the procedure in one unit but should include all levels through which 

,. the procedure must pass ·before the final proouct is accoopliahed •. 

. d. Presented in simple a~d ~lear manner. No natter what 
techniques a.re used--chart, _pamphlet, regula:tion, etc -- the · explana­
tion given shol.lld present ·t1;1e procedure .in as clear and siI:Jple a manner 
as possible. · 

·a. Recognize t .he hwna.n element in doing a job. 

. , (1) . fu et:v.6ry operation, the combined efforts of a 


.· .. number of people are necessary to get the job done. The procedure, 

however perfect its mechaniso, is only a means for the accotlplishment 

of the job. Cooperation and coott11nat19Il of all the employees involved 

are required to tie together the entire operati on • Good working re ­
lations, both within and without, oust necessarily be naintained to 

facilitate the . gearing together of the multiple acti.ons which result in 

the finished product. 


(2) ·Helping the personnel underste.nd the ·prm:edures, 
is a major factor in obtaining good relations. Another is recognizing 
that not all people conforn to or fall into one pattern. Each person f 

'has his own interpretation of tho method ·1o_f operation and these in­
terpretations often form the .basis for finding improved methoos. With­
in the franework set up by the procedure, the individual employee should 
be free to develop changes which will enable him to obtain 'the desired 
result better, faster, or less expensively • . . 

' . 
D•. Coordination and the Execution Function. 

1. Coordination is the process of pronoting and securing a 
unity of effort in the accomplishment of the objectives from persons 
not under comnand, as well· a~ those µnder command. The size, special­
ization;. and cotiplexi ty of the elenents of tho Army EstablishI:Jent ·and 
the iritrooucti.on of new veapons and techniques _has increased the problems 
of coordination. It is only through coordina tion that unity of action 
throughout the organization can bl;) obtained. · 
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2. ,, Coordination, · like l~ndershi:p_; ' is not: restricted. to the ,. 
execution func'tian . ·~ncl will be di~cussed :1ater as another· of those i. 
e laments of IJanagement which ·· are ..inherent po.rte of each phase of the 

·, 1!18:na~cellt proce·sl;i. · .. .1 .·;.. ·, . . _ ··· 
• 1 ... _ 1 r~ · 

l. No natter how well .a job is planned 11ttle can be accoa­
plfshed. without, sufficient rea·ources of fUild s, pe:i'sOl)l'iel, equipoent and 
facilities• Resources are re.rely as e.dequate · a~ .. the \manager . '1s1ng th~n 

.• believes they should be. · Ioportant to nanagers, ' then, is the ' utilizn­
-- tion of the resources available to then so to assure the high~st · degree 

of adequacy possibl~ throughout the ·execution phase ·. · · ·. ,,. , 

2. The ·budget is the first of these res6ur6ea, since none of 
the others can be obtained without funds • It is a ncans of obtaining 
inc.one and of dividing :it to see tha:t the noney is app.11,ed to effect' 
the .major, purposes for which it is intend-ea. · · :. ! ' 

• > : • • \ '· '. ' • ~ 

3. Personnel 'utilizetion • . Tho proptfr handling and · utiliza.~ 
tion of personnel is one of the key factors in tho execution function. 
It entails applicntion of well-used slogan of having "the right nan in 
the right pl.oco at the right tine" is connonly interpreted to have two 
aspects--finding the spot in which each nan can nake the best use of 
his abilities, and creating conditions which will enable and inspire 
hin to do so. Obviously, that is an ideal situation which can be used 
only as a target--but the closer to the target a conno.nder can get, the 
better the results to be obtained. 

4. Personnel managenent, to be effective nust operate not only 
at the top level but a t all echelons, including a. squad under a non­
connissianed officer. Effective commanders e s tablish and use personnel 
procedures that will: 

a. Place the right man on the right job through careful 
appraisal and assignment. 

b. Stimulate the individual's desire to produce through 

adequate incentives. 


c. Capitalize on the individual's intelligence, interests, 
and aptitudes through suitable training. 

d. Utilize the individual fully on essential tasks. 

e. Insure the individual opportunities for professional 

development through intelligently planned and progressive rotation of 

assignnents. 
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·; ·· ·. 5,.~ . qp.:the fipal ~1~18' :it .i ·s : ;il~ hitleolf who· tnuet .be 
iritelli·gently .managed -·and let:· 1:r. v.ictor:,r. :sn. the battleffol.ti .ie to be 
o..chioved or .if adequate service~ are _,tc.r .ba :.pe:rform!:)d • . 'l'he exerctee 
of coi:ma.nci and staff r9epopaibil1t1ee as they pertain to th~r- o'.bjectives 
of' personnel nanageoent wi~l be .euc.coesful 'J;hen to the extE>nt to which 
cormo.nders and their eta:f:f~'underetand" tma ' 11pp1y a .kn0wledge-.:or the 

· ·psychology ofJ hllt:lan benO.vi'or. ::'.' . ·.· --,: · · · ·· , .. ,. ... 

·;'.)1 •; ; . : ... _
•.,'. .. ;: · :-:~· ·•' ~· ~ ~;·, ' -:· -* • .. , ' ~ • .' • " · '.' . ·/, :~ ' .. • ~ i" •; .... ..., :»: '. • • •f , ' " •I 

. ; 6 •' ,The:;-inportant \O.epecte · of~; pro\'iding .equip:ient and· .. #l,torio.l 
ar!3 ...tha.t . they, PE\i. the .bes·t ~at: C8.I) . b~ ·devised., ·be obtained iti' aople 1 

· but ~ not excessive quantitiC'B and be: so: distributed, that tpoy·· nre . aVo.11­
, 	able where a.nd when,·p~eded • J'rol;l yout '. vie~q,1nt 1 : these are prioarily 

logistical problene. .How. go.oo is the stuff G4 gives .ny outfit to· 
figbt w,11th, bow.:veil d oee ;the s4 get u13 what. we .need and how can we 

· · i:iake: the; best use of~ it'l . · ·· · ., ' · :. .. ··· ,: .. · ~.: · •' 
~· ' ' ' . ... ~ . . ' ' . . . . . . - '· 


1 .,.J! ,IJ 


' . 1, . Anoth~r . importan'.t resource.:.J.e .. ein,ce: . ba.rrocka ·, mess.' . . 
balls, PX's, warebou.See, training nreas ;-1schools, .offices; · As with 
eqUiIJ:lent and nateriel, your 'question about space s.hould be 1 bow can I 

..ga·~ ; what I need at the .lowest fea£Jilile· ~ coat~ ':..' .. " 
. 	 . - ~-. .; • . • r ... . • .•· . ... " - •• . , ... 

"' ' , 

~· ' : .• $ . ' .... . 

( 

; . ~ . ;• 

,· ; ..... 

J 
- . 

' . ..... 
it; • • : .. i' 
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IV. THE REvmw AND ANALYSIS ' FUNC'riON OF MANAGEMENT. 
-. ,,""',,; .. ,. 

"Ji.. What is Meant by Beview and Analysis? Up· t;· .this point planning 
and execution .have ·beeri discussed. ; The· .function o.f planning provides a 
plan· of actibn .f<or the accomplish,ment ot the objective o.f an organization 
with e.f.ficiency.. 'nle function ·of execution initiates action and guides 
the o~ganization toward the achievement of the objectives. It remains 
.for a: re.view and analysis to insure ' that the action is perf·ormed as plan!" 
ned. ' This whole process i~ · comparable to a soldier on the ·pistol range. 
He. first sights the target (planning); then. squeezes the trigger {execu­
tion); and finally finds out how' close his shot came to. being a bull's 
eye (evaluating).
! . ' '., ' 

B • . Beview apd Analysis · 'is the function of management which deter­
mines the relationship between pian~ed and a·c;ual .results and of taking 
such action as is necessary to rectify· any disparities. The first and 
second basic functions of management (planning and execution), as well 
as· the third (evaluating}, exetcise a _great geal of eontrol over group 
performance. The review and ana}ysis function is made easier when the 
planriing and execution .functions are properly administered. 

C. Evaluation Methods. The principal methods of evaluating per­
formance are by means of: inspect ion, comparison, and progress reporting. 
Implied in each of these, when needed, is corrective action. When any 
qf the methods mentioned disclose deficiencies, correc~ive. action must be 
takeri bythe manager to eliminate or mitigate thls deficiency. 

D. Inspection. One, aspect of supervision is the activity of in­
spection. A·commander to _assure hilllSelf that the actural operation is 
proceeding according ta the plan checks performa~ce. Guides for examining 
the proficiency of performance are the plan, writ'ten instructi.ons, stand­
ard :operating procedures and performance sta~ards. Quality of the work 
is another thing he will want to check. 

1. Inspection should bave a salutary influence on the· mainte­( nance of good discipline. The fact that ins-pectfon ,is conducted, dem­
onstrates to employees that they will be required to render proper 
performance. Because of this review, employees will soon develop the 
habit of rendering only good performance and, ultimately, such p'er­
formance will be almost automatic, 

2 •' Inspection will also ident:l,fy outstal'lding performance and 
good managers will be quick to reward it. When the members of the 
organization realize that inspection can further the personal interests 
of good employees, ~n · incentive for increasedproductivity is generated. 

3. If, however, performance is not up to the standard expected 
and, if, after analysis, it has been determined that poor procedures are 
the cause of .the problem, the manager is challenged to search out and recti­
fy these procedural problems. · ;rn .this connection principles of work 
simplification will be discussed later. · 

0'V0r 
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E. cotlarison. Comparison is the method by whi-ch actual results 
of an operaion are appraised in light of the planned performance. The 

... r use of the comparison metho.d presupposes that performance ·standards of 
·' .production in operations have .been. df/V.eloped and established. · ' ' ,;:' ': ~ ~ ' . '.,' <· ~ ' '~ . 

1. The degree to which operating goals are being met can be 
measured in terms such as people trained, numQer o~- box cars loaded, 
forms · processed, degree ot proficiency, etc. These are readily identi ­
fiable and measurable. The degree to which administr~tive goals are 
being met, however, is not as .easily determined. 

2. Performance standards in the form of time limitations, 
are used in the basic training of soldiers. It is expected .that at the 
end of a given period of time, those trained will quti111'.y in the 
techniques taught (rifle proficiency, etc). · 

·, 
a. Work measurement provides a tool -for managers • 

. . 

, . (1} It establishes output per man-hour, which can 
be c'onve~ted into the number Of persons required to perform ·a particular 
amount of work. Or, it can be converted into the amount of work a 
particular number of persons ·can accomplish., For example, if work 
measurement data show that it takes four hours to maintain a vehicle 
each month, 320 vehicles will require eight individuals working 160 
·bours per month each. Or it can be stated that eight individuals can 
maintain 320 vehicles. . 

(2) It provides a "red flag" for management when 
something is wrong and requires attention. If the, work measurement 
report, for instance, showed that vehicle maintenance time had jumped 
to eight hours per vehicle per .month, a check would be in order. · This 
check ·might show that only 10-ton trucks ar'e being maintained and that 
the time is justified. Or, it· may show that the condition is resulting 
from one of a number of things such as low morale 1 improper supervi• 
sion, inadequate tools, poor methods or layout, etc. ( 

(3) It provides _managers with information so that 
meritorious service oan be rewarded and below standard performance can 
be identified and corrected. 

b. Work measurement provides incentives for employees. 

(1) It cre&tes a competitive spirit among employees. 
Merely recording of work output in and of itself creates the competi­
tive spirit.. Information showing how individual emp'loyees stand with 
relation to work units accomplished frequently causes greater output 
per employee. ·· 

'. 
(2) It increases output by having an established 


goal to meet.. It makes each employee stand on his own feet and get 
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out production in ,:a;c~r(l.anee : ~i~~ · :r~~~gnize~ s.tanda~~.f.lL ,Jita..ch.. ,m~c,hanic 
in our illustration knows, for instance, that he must maintain forty 

.. ve~iq~f;G : Pe~, -~_nth.·. ,.. · ~ .: .1 ., • ·. ·. .. · . . :·. . :'·· . ,,. · · · , · ·: .. · · ~. , ,:;'!":T "-,..... " .....,..•.. ,.•. __ '· . ......1 .... - . . . . ..... ... ... . .. . . . , ,............. .. . .... .~ ·· .t. • . . • .. .•• ·~ -. 


. ;. ~ ~~1/:'. °j>~~Sre~s:: :~ep6~t~·• . 1h~- - p~p.ose.~~f' progress .,z:~p¥t~:;:W~~o 
;; :~~p :.~~ge_rs . ultimat"e1~ infor~,d-: pt the e~;Lsti~. s:_it,~at_io~ ~':~eir 

. rtt. .,., um.ts.I> ·.. ~li?F.(iS' how. wen: the .re.spons ibilitie~ ·Of the. UQ~~ a.r~...~Jllrried 
. ,. ~1 0.y.~ iJ,nd ." how .close t.o the scti¥~ul~ ..the •tt.ork is frpm·time.t.o!~i~¥.·.:-. · :Field 
· · ·acil1UllflR£ler~ · a.cco.mplish. this by,.meal'µl . of. s·ituation maps an~t per,{ji)c\ic 
•.· repo':i'ts. _, : irogress , r'eppr'ts.' must;pave ' cef.tairl .characteristi.'1s:· ~ <9..fder 

·.to ' be or. maximum .use~u.lness. . . ;. ' . . ': ""· '. ,!pl'~i 

• 	 ; f '" I •- ' , . 1 ,_ • · •. , ,, • • • ' ~ · .(::'° :: if • 
1, ·. . . ; :· , . 1. Fir~t . qf all, ~Jil~y i:nust.. be. news ,and no( hi.story ~..ii:~nage­

. ment •s attempts to control the progress of its. progra~ are. se:~-~f·}.Y 
handicapped if the information it used is not current. · Action which 

:. ~pp~arf? necessar~ . Pf:s~? . ~n obs9;le.te data ma>'" r;>rove: to . ~e. th~ exact op-
PQs it~ .from tha't r.eqµ1~0 111-tmla~f'S ' results. · · : · · .. · . . · . : : . ~ ' : .' . . ' ,,. . . 	 . 
~: .. , . . ! t . . ... '. . . . . . • • ..• ' ' : ' ' . '.· 

( .. .. . 2.•. Secondly, a good progr~ss report portrays not oply what 
. h~$. happeneq, but · wh~t should have hi:ippened. Actual .results ar~,. in 

. .,.: eac;h instance, cbmpared .with th,e plan' or program _in amanner indicating 
'' ·...whethci; or..not the.·pace of'pr,ogress is .. boing ~aintained. rt ~s m9re 

··· impq~t~nt . ~o.~now whei;e· we :arc . go;i,ng. th~n where we}u~ve been .. 
' ' . ~ . . . . 

3. The most important characteristic of a good progress . re­
'.~ort...~:}. ,it~ ..~b.Hity to .point out. c. ~~a:i:;ly those. fact?JIS whicl'} are un­

. · s:a,tJ¥'~C!~~ 'W.hfoh re'qtr.tre~t~~10n·"ri.'tm~n'l!t'1'6li~'.hy 'management.. To 
· .a:ch~ev~. this,, _' a re"Q_ort. must ..be ..mo:i:~ ..t~an . ro.ctua~-.-it . must ~e analytical. 
.. ·i~g,h ~?}8~~9.c·~ :of failure to ~ainta.iri 4~e pl'ogrammed pace ·m~st be. .. 
. 	~qoi;ouglfly e~glqred, the. re$:8,o~ t.or th~ failure . must .b~ determi~e.d 

and the pos:~A:bilit~.es _ for c~trecting tne faillfre analy;::e_d. • A reJ:i9rt 
of :thi.s kina~- mirti.m~zes managenien~ •s task of int;erpreta~ ion and all9ws 
it ' 'to .concent<r.ate o.n dire.c.tfon 'of' COl;'rect.ive. ~ection and fo.Uow-up-. _. ., ' ..: ' . ' ; . ' 	 ' , '· 	 ~ 

~. 
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V·. INTERREU1'I0NSHIPS O~ THE MANAGF>AENT Ft!NCTIONS · 

A. Plans a.re Continually Sub.1ect to Modifioati,2!1.• From ;the fore­

going, you aEI a ,manager, may conclude that ·th.e three functions, plan­

ning, execution and evaluating, can/be car.r~d out at different times 

and can be nicely schedtiled so that each will be done at appropriate


' times. 	 The'·fact of the matter is that 'ill three are likely to be going 
on simui taneousl.y • Plans will be contiri'1allf changing to meet changes 
in the primary programs of the De.partment. Other changes will be 
needed as the Army's budget is modified. Different methods and tech­
niques and modernized equipment will frequently call for changes 1n 
plane. There is nothing static about the Ariey and the way it carries 
on its'work which means that plans .will :be continually modified to meet 
chrulging conditions • · · :: · 

B. Execution ts Also Sub.1ect to Modificatiop. Similarly, the 
function of carrying out the plans will be going on constantly and will 
be changed from time to time as the pl~s are changed. Instead ot 
waiting until the execution phase has been gompleted (1r ·1t is ever 
completed) you as a manager will need to evaluate, both the plans and 
the methods of carrying them out. This, too 1 will be going on all the 
time. If a new program should be planned and carried out the evalu­
ating phase will probably start very early in the history ottbe 
program. 

. C. The F\mctions ot Management are not Compartmenta].ized. .The 
principal point is that the manager should ~o~ anticipate that these 
three functions, planning, execution :tµid evaluating can be compart­
mentalized and broken off into ~hree Jsolated segments nicely sched­
uled in a scientific manner, · Experience shows that this is not ·'the 
case and that the manager will be concerned with all three at all · 
times. He should, however, repognize the differences between the 
three functions so that when lie deals' ·with one he wil;J. be aware of 
its relationships to the other two. 

( 
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· VI •.. ELEMENT·s INHERENT IN ·-MANAGEMENT . . ... . "' . ~. 

""' . . "'' ' ...~·! ·. . ...... 
: \ 1 

. .·· ..~. The El·ements of. Management· Permeate the •Vhqle MMAgement ...Proce;a. 
If; :JR~,·~ru.1· planning, execution and evaluating the three I!Bjor functions 
.o-..r.~wmagement, we have in addition·, ·a number or elements of management. 
These elements are con'tinually peri'ormed by the manager as he carries 
-o~t .:the· three functiions. These ~J.e~el)~S ..~re $upeJ"vising, leading, 
c~ordlnating, tra:lnillg, improving, arid other ·simila.r activities that 

'!•· will be· normally .done by anyone in -a ,managerial position. · · . 
' . i 

., .. · E'. The Supervisoty Element .of Management.' S\1parv1sion. prev:a·i).s 
throttghout the. ·entire management activity and work of the mana'ger•·J In 
~supervising; the inBllager sees that work is properly. planned, carri'ed 
·out and revi~wed.· In so doing, his job covers a wide range; he will 
deal with people,· with the work-and with the material -resources. Some 
ot the components of the supervising element of management in which 
the manager .w~ts :to develqp oompet~c~ are 1'. ·· 

. ·. 
..' ....,~ . 

· 1. Kno.w His Job. To know, hi.Ir job thoroughly, the managor must 
possess a wide ·field of lmowledge·. ·He inust understand- the teohnlcal 

-aspects of the operation or his command @d the methods and procedures 
ot -organization',- administration; inatrlieti-0n, and personnel menag~ent. 
The: mana~er also should· possess ~ sound understanding of hman relations. 
Furth~r, he :shoUld have a working knowledge of the duties, "responsfbil~ 
ities, -and probl~ms or his : subordinates. If he ' commands a service' unit, 
h~ ,should have a lmowledge or oomba'e operations. ' .. 

2. Know His Men and Look Out for Their WeJ.fare. · The 'prop·er 
handling and utilization of personnel is a key factor in the management 
process. A-proper perf()?'>mance Qf this·.t.ask, therefore, requires a 
knowledge., and de·ep appreciation or human relationshipi'• . some of the 

' .basic principles affecting the . relationships of a manager ahd his · · 

·people ares .· · , · ' 


\ , ..· 

.-'·· -: · a. Individuality. The manager must engender an:en'\husi­
as.tic des~re on tne part or the members of the organ.ization to give: the 
highest cooperation in ,order to accomplish the objectives effectively. 
He· accomplishes this by taking an active interest in his people and 
their .problems. He must make ·them understand he re~ards them as 

.·friends and individual personal!ties not as "payrol1 or serial numbers.11 

He must extend..hisaid ' in · both their· personal and professional problems. 
He must not shut himself up in his office. He must get out and meet his 

. subordina:t,es p~_rsonally • . . .. . ·J · :. 

. ' . 

• , b~ ·ijecognition • .. When subordinates have carried out assign­
ments.in an ·eftective :manner~ · the ma:riager shoUld tell them so and let 
_,them know how appreciativE! he is or their work. Ereryone' likes praise 
and are motivated by it. · Other subordinates are mo"'t:l.vated also and 
apply themselves -mqre industriouslt in the · hope ·of winning similar 
recognition iii . · · ' · '· · : • ' · 
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c. Discip1ine. rt/is ;~1so the ~esponsibility of managers 
to deliver reprimands and_a~onit~ons wh,en wa.rr~t~d' · Before administer­
ing_~ ---~primand, howeveri:~f~a.nag&r, .-mu~t .. ~e-e.~~·. · ·: ,f.·his' facts and. 
that the, culprit is des.Eirv~~ of it•. . It is alse .impbr~ant · tha;t ttJ.~ 
mana~er deli~er . the r~r\)rimitld .¥1"i'fiv~~E1. .~~}~ . an ob~~~tive mann11· 

. • . ' It ' ' • • •:t i f ~ ~ ' ' . 

. , . d; Keep His Men Informed.'. The soldier: who ,:i-~ "!ell irt­
f ormed· about t~e mission a.n4 situation ~d a~ou~ · the ptir,pose 'of.Qi~ 
particular· task is considerably mbre effective than .the one who is not 
so informed.. The better the sol~er is informed,, the be~ter he can 
perform 'his· tasks with maximum .. Wtiat·ive:. The .c<;>mman~e~;who fai:1~ 
tb make essential ihformation available to his men will soon find" · 
that !-h~y ar~ perform~g blindly w~tho~f purpose. At the same.t:¥rie, 
command~:rs at all levels n:u~~ .. realize, that se~uritj? requireme.nts im­
pose"l~itations on infC?z:mat~on which_-may be ,,:l;lllpart~d ~o th~ m~r:i· . 

3. Insure That the Task is &nderstood, Supervised· and 
Accomplished • . The mag~ger needs to give clear, conc~~e orders that 
cannot be 'misundersT.ood; then, by clos~ so.perv-isiol}r-1te will insure 
that those ·~rders are' ,properly executed. The issuance of an · order 
is the in:ltial and relatively sma+i part of the command~ris respopsi­

. ". ~bUity. ''His principal resporisi.6uity lies ·±n :.~uperTi~ion· to make ~.sure 
· .... :.J that the'order is properly executed. : 'It is thi'.S, r~spqnsibilitY. that 
~·;· :~, ..i~.·m~~t· dif~i?ult to carry o~t, ::.n;~r~b.lc m~n~ge~~ wj)J.: .~ake.·wise·~~se 

~ J. ····or ·his subordmates to carry out his s~pervision effectively.· Any 
commander of a large· unit who fails to ·make proper and ".adequate ·use 
of his staff and subordinates demonstrates a fundamental weakness in 

't :·.niaiiage~ial•aDtli.ty... ~ .... ~..\.- ~... , 
~ ~: . ' ', . ; . ! . 

:' · 4: ·Make Sound and .Timely 'Deci'Sions, The ability to make ,a 
rap~d estimate of' th9 situation and arrive at a sound decision is ;::­
esstntia'.1 io a manager. He must be able to reason logically wider the 
most trying conditions. He must decide quickly what action is necessary 
in order to take advantage of oppqrtunit~es as they occur., The vacillat­

... ink· coitimaiider' not only will ·be unable-·to .-:emplofhis command eff~qtively 
• ' .but .~41, creat~. v~c'i11~:~1~n, .1a'?k .of ~onli<i:ence, ?esitancy;' ap~ .iz1:.. 

decision, witl1in .t-h.e comm~d itself• "The e!:bility ~o ma~e...soun~ and 
timely decisions· ·can be a.cquired by con'stant study and by. training. in 
making 'estimates.. on 1;.}1e other"hanct; when circumstances dictat:e· ,a , 
charige in.plans; tne able ~ager wi;J.l ~ct pro!I\Ptly~ wit~qu~ fear. that 

' ' tho comtria.ii.d may"1consl.der such aCtion as a vacillation. ' 
'l . ' • ' • • ~ ~ , ... . ~ . . . .. ~ • . 

5. Seek Res,Eonsibility and Develop a·-Sense of Responsibility 
Among Subordinates. By seeking responsibility, the manager develops 
l';l.imself profossio~ly and 'increases h:i:s pe~ential al:tj,J.ity_ •. Proper 
delegat~qn of authority is a sotind attribute of leadership. 'J;'he 

. cOmmB.nder then' 'holds ·his subordinate str}c:ftly_ respons~ble, for 'results' 
arid rarely i'or 'methods· 6,f procedure,• · such .crction by the ~command,j3r 
engenders tru'.st,. faith, . and ·confidence., '"it ;aevelops init'iatiye an~ 
wholehearted cooperation. Reluctance to delegate authoz-ity often 
is a mark of retarded growth in leadership. 
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. ,.... .· .. .~ 
6. · Employ His command in· Accordance with its ·capabilities·; .-:" 

To em.ploy his comma.rid properly,. the manager needs to have a ·thorougb · 
knowledge of the tactical and administrative capabilities and linri.ta­
tions of his··c~d. He must as·sign objectives that are po~sibl~ . ' 
of attainment, properly evaluate time and· space factors, and empl.py ·· 
his command with sound judgment. To do less than this may spell'· · 
failure in accomplishing the mission. Recurrent failure brings about 
collapse· of morale, esprit de corps, ...and e.tfioiency~ However_, 9n 
occasion·, when the situation demands, the commc.'\lider may pu·sh his men ~; 
witho~i hesitation beyond their consid~red capabilities in orQ.er to · 
achiev-e a quick and cheap victory·or to a.void a costly defeat. · · .. . . . . 

·· ·. '. 7~ See That His People are Properly Trained.. Training is a 
supervisory responsibility which if effectively done can pay off iri 
increased availability of employee skills and ·consequent imprcved · · 
capacity of the work force. Tra~ing involves~.. 

·•a. Orientation of new employees. ... .. : . . 
. ·b •.. Instruction sufficient to do current work• 

c. Establishment of so'Wld working habits and attitudes'. 
d. Preparation for promotion. · ' · 

. . e• .Reorientation of old employees when changes in policies,
procedures, methods and instructions come 'about.· , . 

· ·- c·. .'!be Leadership Element of ·Management• . Shakespe,are said 'that ' 
"some. are borh gr,ea.t, some achieve greatness, anc:l some have greatness 
thrust;;upon them.11 So it is with leadership. Som.e men are born with 
a capacity for ' leadership. Some ·a.cquire: the art. Other persons fincf 
themselve's thrown into unusual situations which require th~ to draw 
on ·1ea'dershipresources they never realized they had.. · Many of us, : : . 
however, are not born leaders. If we want to be leaders it is essential 
that we either possess or acquire the art of leadership. Developing 
the art is a continuing process which involves the reoogriition and 
practice of the basic traits of leadership and the under'standing and 
application of sound leadership principles and techniques~ The follow­
ing principles of leadership are equally applicable to ail levels of 
command from the company to the Army group. · 

1. Know Yourself and Seek Self-'improvem.ent. It is the duty 
of .every leader to evaluate himself and to recognize his' strengths and 
weaknesses. An individual who does not know his _qwn capabilities and 
limitations is not master of himself and can never hope to be a leader, 
Likewise, an individual who realizes his defi~iencies but makes no 
effort to correct them will fail as a leader.. Study of ieadership 
principles and practice of sound leadership techniques will develop 
leadership ability. •· 

2. Set the Example. Men instinctively look to .their leaders 
for patterns of conduct which they may either emulate to their advantage 
or use as an excuse for their own shortcomings. The classic example 
of the military leader is that of an individual whose appearance and 

Over 
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oonduct evoke from his subordinates,. praise, pride, and the desire to 
emulate h±tn. By his outstanding perfd,rmanc~ · Of duty,. the l~ader must 

• 	 set the standa.i-d fcfr tbe entire .command, .Tlie ccinrr$lder . _whq appears in 
an unfayorable light before his Illen ·q~stroys the respect that must . :. : 
exist mutually between .him ·and his men bef9re leaqership .can be - ' . . 
exercised. , · .. ). 

. 	 ' ' .
3. Train Yo.ur Men ci;s a Team~ The duty of every le~cier includes 

the development of .teamwork thro.ugl) the thorough training of his command, 
whether it be .a ;squad .or an .Army; gr9up. Modern Armies are coqlplex 
organizations involving .many di!ferent arms and ~ervices, C!:ll worldJ:l.g 
together .a.s a t eam toward a common -end. Each part of the ~eam .!!lust · 
W1dersta.nd where it fits into the common effort. The conmiandor who fails 
to foster teamwork while training his command .will not obta.:j.n the desired 
degree of unit efficiency. 

. 
·· · · · . . ' 

4. Take. Respoi:isibility for Your· A2tions.: .,The comCI¥lllder. of a 
W'lit is responsible for all his unit does, or fails to do. The leader 
recognizes and acknowledges tp:is respon~ibili:t;.y,.. 9n all ~ccasions. Any ( 
effort to eyac!q, this responsi'l?ility destroys the l?op~ of. loyalty and 
r~spect that m,ust exist between the commander and his S1;lbordinates• . 

5.. ieadership Traits. . Leadershj,.p trait~ are human qualities 
that are of great valu~ to the leader. ,, Possession of these t~.aits 
simplifies the task of applying leadership principles and assists greatly 
in winning confidence, r~speqt, and c9operation. An individual.can 
benefit by ~tudyi,ng the tr~,it.s consi~ered import~t to the lea~er. :SN' 
careful self...~ysis and.applicatiqn., he can develop. those traits 
in which he is s~;r-ong, .The .following lis.t of leadership traits is by 
no .mQans all-inclusive but does a.<i>ntaip th,ose of paramount., imp.ortance 
to ttie leader: · :;, : ··· · · · 

a. Alertne.s.s 

b• . · Bearing 

c. · Courage ..: 


.. d•:.1: P.ecisiveness 

e. Dependability , .,· 

f. Endurance . 
g. Enthusiasm 
h. Force 
i. Humility · 

j • . Humor 

k. Initiative 
l. Integritr, 


,m. Intellig~nce 


n. Judgment . 

o• . Justice 

p. Loyalty 


. q. ~ Sympat-hy 

r. Tact . 

s • .. Q_nsel(ishness~ :· 
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D. The Coordination .El£gte~.p.t :MAAcytem..ent. Effective~ coordination 
requires agreement on the part of the people subject to the coordination. 

:i"Coordina.tion.'d.'.s ·l'.equireQ. ·:during :each phase of the management process. 
:~. Methods .Qf ·coordination are: '· . .' : .. ·· • : · . _: . '. .'. .t :., ; ; 

. · , . • · ~ " I.. . ., 

l~ Per-sonal Contact. :'lb-ts is the siniplest:.a.m·tn.ost co.mmorll.y 
used means of coordination. It ~s subject, however, to l:ilnitabions· of 
time and distance. It pennits open discussion of points requiring 
adjustment and facilitates the 're'.solving>or differences. Written 
summaries of agreements reached are customarily made for the record. 
The advantages of such direct, .pe:rsonq.l ..contact were recognized by 
military coinmanders in·World war II;~ · Prior to the ·final decision· in 
every operational plan,· it was u.s¥al for the senior commander to co­
ordinate various phases ·of the proposed offensive· with subordinate 
commanders at such an informal gathering. 

2. ·Th'e-telephcne is a.h ·instrument for :conducting informal 
( coordination. It may seem trite t.p mention this, but sometimes we over­

look .the value,.:of :the.:'telephone particularly when-considerable distance 
" --bet~en :it.he .m~~s exiaj;:~t!....: _: 

. !: " 

3. The conference, another method of coordination, consists 
of ·a group of representat:iNes frQm inter~~~e~ organizations meeting· for 
the PU!PoSe of reaching ·agreement on a car-..mon problem• 

.J.L: ~. : 

·4.. Written Correspondence. When informal meetings are not 
possible., coordiiiation ·may be effected by written corresponde~ce. Staff 
studies!.that require -000.rdination are· usllally of this type~. " Staff 
papers ~hould be as brief as possible otherwise they create an admin­
istrati\re; workload within the coordiinating organizations. 

·' .,,
' . i...,.. . ~ •. l ~ • 

5. Finally, a liaison officer is sometimes utilized as- an aid 
to coordination between two organizations. 

l " I • : - . , l~ it.'·• 

E. · 'lhe I.mproving Element of -Management.' 
J ; : ! ~ 

·· l;. The Management Improvement Program of- 'the -A,rinY" •has· been 
developed to aid managers in' fin~g· better methods-~ '8:nd~ ways ' of getting 
work' done. \~ork simplificatiqn, work mea-surement, ·management audit; 
surveys, · job .analysis, and manJll otber techniques are :available to 
managers in systematically searching for ways t o i.rnprove their operations. 
In regards to work simplification, the principles are r elatively simple 
and are outlined in these steps: 

a. Select the job to be improved. 
b. Record thedetails of the job. 
c. -Analyze each detail• . 
d. Develop a better method, and 
e• . Install · the .impt"ove~ .m~thod. 

. ... 
. . .... . . .. Over •.. • ... . , . ! 
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! . . . . · "~.·: 1. : J,:, .... :·-:·;:: . .~.'.1,!,~.~ .. ·1. 
a• The jobs which sb.ould .bedJtuclied,· are . th,q.~~-twP.J,.~q :~st 

need improvement•. By carefully selecting the jobs_which c~use th,e most 
trouble, improvements can be made ,first wner~ :r~turns will be the ­
greatest. Performance data may · ~caj;e,,:t.h&~~ed for spe~ific improve­
ments. . · " · · · . . . . . . ' . ~ .....~ 

.. ,· :..!. ­

b. There are three ..pa.rts to eveey job: 

(1) Make reacly - is the act of assembling materials, 
.se.tting up the equipment, and arranging for pereormel to do the job.- -. ~ 

I~ ~ . I (2) J2£ - is the actual accomplishitien~.of the work 
to be done. 

(3) Put away - is the cleari:-:~__pha~e. .; :. 
(4) The greatest amount of.. 1'lm~diate _improvement 

can be accomplished by reduction of make reaciy...,and ppt away time, since 
such efforts frequently do not contribute to the end result. 

, ....t.. • ; ' ..~ • • ; , , ' ' • 

>:. · J. Record the Details of the Job-. "After selecting.. ~he jpb or 
process to be improved, the next step is to record each deta~ in ,~.)'le 
order which it occurs. 'Ibis is done for one reason -- to permit 
analysis of each individual detail in proper sequence. 1'1~ amount of 
·detail. recorded will depend upon the type of job under stuqy. · _Tbe 
pr-inciple to be followed is to record su.:('ficient data to q~~~on any 
detail•which may affect the total · process. Unimportant appearing 
details should always be incltuded,, because it may be found later that 
collectively or individually they have a bearing upon the method being 
used. .. ... 

. . ' 

4. Analyze Each Detail. The fact that work is being accom­
plished a certain way is no proof that the present method is the best. 
'!he process should be analyzed through the application of a series of 
questions. _The .over-all question of..!!:z is asked to make certain that 
each detail is absolutely essential. Very often the answer to this 

-question may result in elimination Qf ·qetails or major parts of the 
job• . Together with the question, why, these questions also are 
applied: : 

a. ~ is the purpose of each detail? 
b. Where should each detail be performed? 
c. When .should each detail be done? 
d. WhO:"should do each detail? 
e. How should each detail be accomplished? 

, 

5. Develop a Better. Method. Answers to th~ questions in the 
preceding step (i.e. why, what, where, when,, who and how) furnish clues 
to improvements in the process. If it is found that a particular task 

( 
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or a portion of the job is urmecessary it should'Qe el:i.ntlhaf;ed~ i · When_.. 
ever possible; related details in a process should be combined to . 
re<iiuc~ unnecessary transportation of papers, mater~als) '.:and personneli 
Likewise, delays involved in a series of ·unpr6t1uctive-·or repetitive 
opetations can be cut to reduce the time ~d expense of a process. 
Changing the sequence of details in an ·ope.ration is another possibility 
for developing a better method. Certain of the questions applied in 
step four may indicate that the order of operations should be changed, 
and these adjustments may, in turn, lead to fur~her el~pations and 
combinations; or, may lead to the development 01·-a. ·s:lnlpler and better 
method. 

6. Install the New Method. -~ .. It is advisab:le. to have 'a propo~ed 
method reviewed by othe.r ·interested officials who may know o~ other · 
problems which may have been overlooked. In addition, a test or trial 
of the proposal may aid in further refinements 8.1?.d. ·prove :whether or not 
it will work. After sufficient analysis and .t'estiiig~ · the improvement~ 
developed in ~he preceding fourth step shoulq be ~dopted~ 

1 

-.. ~ 

·, 
~.: : 

..­

.... ~ : 

.... . .· .... 
; .~ 

.. ' 

..··· 

. ' 
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. VII•.BtJl+iARY ,AND CONCWSIONS. 
. . ) ; · ~ ·.. :. ·; . ' '.;..... ;:...:.. . . 

• · 1• A;.:: ~~ement Defined. ·: ._; 

1; . ' . 
. . . _ .We defined management as tbe scientific utilization of the 

. ; .f~ye; ''MB~' ~ ..men, money, ?Dl;lteriala,· JJ'letho~ and ~chines - . 1n the 
· at.taif\lllSnt of a desired objective, or p:tssion. · 

_ .... .. , __.... . ; 


. ; 


,~ ~ Who are the . Mana.sere 'I 

··· ·wo Said that the modern viewpoint cons1dera· mana.Semen.t to be 

composed of all those who supervise the work of others. And that all 


. 9f ~Ol.l here today have been in th~ pas:t Bill4.will be 1n the. future, 

mnna~rs. · ···· ·:··-:· 


. I • 

.C.- The Me.na13ement Process. ..~ . ; 

We agreed that the work of a innM.ger' can be broken _doWn_1pto 
the three basic functions .of plannins, execution, and review and~­
yais• These functions cover, in essence, all of the necessany manage­
ment activities required for the completion of a project. It is not 
possible to omit one of them and reac;h a satisfactory completion. {Ref 
to Chart No l) 

D. Relationship of Management F\mctions. 

The functions of management, however, are ·cloeely interrelated 
and Illlltua.lly supporting, and compartmentalization of any of the three 
functions is unrealistic. For instance, sound planning depends in a 
great measure upon data. compiled during the execution of a previous 
program. Execution in turn is dependent upon continuous guidance from 
planning. Since review and analysis is the appraisal of the effective­
ness of execution, it is of major concern to the planning and execu­
tion functions as well. 

E. Planning is the process of working out 1n broad outline the 
things that need to be done end the methods for doing them in order to 
accomplish the predetermined object1ve, Planning also involves organ­
izing i.e., the establishment of formal structure of authority through 
which work subdivisions are arranged, defined and coordinated. Plan­
ning determines: 

l. What is to be done. 
2. When it is to be done. 
3. Where it is to be done. 
4. How it is to be done. 
5. Who is to do it. 

F. Execution is the activation of the pl.an that was developed 

by the function of planning. It involves the continuous task of 

ma.king decisions and embodying them .. in instructions end serving as 




leader.of the organization. ·C9ordina.tion ,is an integral part of the 
execution function. ' · ·. · · · · · 

, . G. .Evaluating is tpe :function, of determning the ;-elatione}lip 

between planned and actual results and taking such corrective action 


.. 	as is indicated. The pr~ncipal methods . of evt3;1uating are by means of: 
insp~ction, compar~sqn, and progress. reporting. Implied, of course, 
~n all three of these methods is corrective action. · 

l. Inspection checks to see that actual op~rations are pro­

ceeding according to plan. 


. . 2. Comparison compftXea .actual results of .an operation with 

planned performance. Thia method ·of c'ompariffo'n requires as a pre­

requisite that performance standards ~ave been d~veloped. 


. . 
3. Progr:ess Reporting keeps ma.na.gere informed of the exist ­


ing .situation in their uriite. 


; H. Elements of Management. Permeating throughout the whole 
management process are the elements inherent in good managing. Some 
of ;these eiements ere: supervising, lea.dins; ·coordinating, controllin,s, 
training and improving. These eleI!JE!nts are continually performed by 
the manager as he carries out the three functions. For Example: 

. . 
l. In regards to supervision, · the 'manager will certainly want 

to supervise the .development of plaµs or ,the changes that IP&Y be made 
in them. Severa;i... offices .may be . concerned with :mqdifying plane; they 
will need supervision. Likewise, in carrying out :the plans, the manager 
:will - su~ervise and dtrect the individuals who have been gi~en·responsibi­
li~y for their s~are of :the execution function. Supervision prevails 
throughout the entire activity and work of the manager. This is one of 
his major activities. 

2. He must .also keep his . organization -und?r control. If he 
doe~ not, ohaos ,:.~111 prevail. The manager will. therefore ~~ercise control 
by different means over the p~anning, the execution and the evaluating 
functions. C;0nvolling, _like .supervising is lj!omething tha..t the manager 
wtll do cont~nuously. It too, prevail,s thro.ughout the entire organiza­
tion. 

. 3. AB. members of :his staff _change Bl}d take one another's place, 
a$ new employees come in~ the manager is confronted with the job of 
orienting and training the new men in their work. This is even neces­
sary w~en ,a person already on the .staff is promqted. He will be con­
tinually .explatning how things can be done better. Af'ter the introduc­
tion of new ideas he must train his staff in the nsw -~ethoc;ls of getting 
_the ·work done. 

. 
. 4. Another element of the manager is that of e~erlastingly 


searching for im:provements. Eyer manager, if he is ~o ful:f'ill his job 
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adequately will need to experiment, develop and devise better Yd~ io~ 

gettins the work of hie organization accomplished. There is alwa.19 a 

better way of doing a job. Concerning this, it is up to the manager 

to .build a spirit within hie organization end anong h.is people tha.t 

will get them to develop improveinente. Also he must strive to pr0I:10te 


: : :a spirit of open-mindedness on 'the part of emi)loyees in accepting new ways 
of.. do1ns their work. In this respect, too, the manager must be cost con­
scious. He must .recosnize that manpower, equipment, supplies and funds 
are valuable resources which need to be used effectively a.a possible. He 
.is constantly striving, therefore, for improvements, in order to conserve 
and to :make the best use of hie manpower, materiel and fiscal resources. 

: . . · r. Need for More study by students. our treatment of .this very1 

important and comprehens1ve field of management, has, of necessity, been 
very broad and brief. The principles discussed, however, offer a sound 
basis for thought and action. It is expected that each of you will want 

-:to·,· : on your own, give this subject more study and attention, for it will 
have a decided influence on your effectiveness in future assignment. ( 
Too, the effective and efficient utilization of manpower, money end the 
other ~esourcee by the P...rmed forces is no longer only deeir~ble; it has 
become an absolute necessity.- . The attainment of these objectives can 
be :materia.lly assisted throll,sh .the proper appreciation and application 
of sound. principles of ' management. . 

J. Staff Management Offices. 
'. 
" J 

1. Available nt many 
' 

camps, 
. 

posts . an'd stations are eta.ff per.. 

aonnel trained and equipped in managerial ' skilla. These functional 

specialists moe ·there to :aseist coma:nders b.nd·supervieors in alias­

pects of. the management job. It is to the advantage of each ,comand.er 

or supervisor that he.utilize · fully the services of these staff assist ­
ants on ·~ge100nt. · 


2. Among the assignments carried on by such a staff group are 
the stµ.dy . and · rec.C:ltillllendation of objectives; drafting and appraisal of ( 

· organizei:i.on :plane-. a.nd· existing organiza.ti·ons; coordination and prepara­
. 	tion. _of ·opera.ting ,pt-ograma; ·recommendation of improved methodS and pro­

ced~e$; and ' the i. coordination end preparet1on of progress reports . to in­

dicate attainment of objectives. · To these continuing duties may be added 

special management studios of almost any nature. · 


· K. One Fino.I Word.; We hear frequently of the term "scientific ' man­
agement." Many ·of the elements ·of manageI!lent mentioned above and the 
three functions of management ;may appear to us as managers a.a having some 
scientific derivation. This is partly true, but only partly true. No 
matter how much a manager may know of the nicitiea of the techniques of 
supervision and controlling and the other elements no matter how well 
schooled and trained he may be in these, still, he may not be a success­
ful manager. In the la.st analysis, management 1a a "art" rather than a 
"i "Th manager supervises and controls and directs andsc ence. e way a. 

lea.de hie organization is what counts and not hoW much he may know 
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bookwise about these subjects. The ort of managing an organize.tion 
sometimes comes naturally to people and sometimes it comes only with 
a tremendous amount of hard work, study and practice. Books ha~e been 
written on the successful and unsuccessful ways of nanaging an organiza­
ti~J. Only by case exru:iple, howe~~r, can one really appreciate the fine 
and unseen facts of management .. We often hear: "It is not what ·you do 
but how you d·o it." The "how you do it" is the 'nrt of rru:mnging. 

over 
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