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"SOUND BUSINESS MANAGEMENT PRACTICES FOR THE ARMY" *

I. INTRODUCIION

" A. The Edégr Raport (i.e. raport made by the Dopartmnt of-.the Army

Board on the Educatiomal System for Officers, 15 June 1949) recommended

that the subject of business management be incorporated into the curri-
cula of all schools of the Army, Educational syatem.

B. Why Business Manﬂgement for the Army? You might ask why? Why
should an orgenization whose over-all function is the organizing, train-
ing and equiping of Jandforoes for operations, be concerned. with busines s
management ? : ;

C. The Army 18 Big Bus:lness. The ‘a.nswer is relatively simples Be-
cause the Army is big business. The Army is big business because it:

1. Utilizes the services of more personnel
2. Operates on a larger budget
3. Hes a more.varied and complex mission
-4, -And, 1s more world-wide in the scope of its activities than
any of the industrial glants, such as General Motors, or, any of the
other governmental agencles, such as the Post Office. :

- 'D. Kremlin's Aims. Too,. it is the opinion of some strategists that
the Kremlin's aim 1s victory, not through en all-out "firing" war, but
through an economic war which would bankrupt the Unlted States. This
economic collapse, the Kremlin reasons, would cause the United States mot
only to abendon ite fight to preserve the democratic way of life among
freedom J.ovi.ng peoples of the world, but also, would prevent the USA
from providing natlons with sagging financlel structures, the necessary
economic material aid that 1s essential for their survivel.:

E. Need for Utilization of Resources. Therefore, the effective and
efficlent utilization of manpower, money, material and other resources
by the Army is an absolute neceselty. This 1s so, in order to protect

“the economic structure of the nation end, 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 principles of man-
agement be applied at all echelons of the Army Establishment.

A "two-hour" 1lnstructional package prepared for the Army Field Forces
by the Management Division, Office of the Comptroller of the Army, June
1951, for minimum coverage in all branch advanced schools for officers.

- This package, in order to have common application to the various arms and

gervice schools, of necessity, is not as replete or specific in illus-
trations of the practices discussed, as it should be. It is incumbent,
therefore, upon the instructors of each school to supplement the text
with examples which are related to the experlence of the atudents in at-
tendance.

INCLOSURE Over
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F. What is Management? R

1. A generally accepted definition describes management as the
scientific utilization of men, money, materials, methods and machines in
the attainment or a desired objectivei_ox mission. _

2., The basic elements of any eetivity are the so-called "five
M!s": Men, Materials, Machines, Methods, and Money. These are the
thinge which all management utilizes in order to get work performed,

il 3. To manage effectively requires a knowledge of the objective
(i e. knowing what is to be accomplished). With this information as a

background, a manager utilizes the five M!s in achieving the goal. In or-

der to do this in an orderly and efficient way, he will plan, execute and

. evaluate a program of action., We will examine 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
o 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

' . objeetives and want to work toward them, Realizling this, the modern view-
. point recognizes a11 supervisors as a part of management / g
W 3. Opposition to the unionization of foremen has been based by
-+ industry on the contention that, these supervisors were and are a part of
; management : _ o el

u. Thus, all Supervisors from the lowest level of supervisory
responsibility to the highest level are considered members~of the manage-
~ment team. Ak ’

5, 1In the Army Establishment;'"éenagement" would include 2ll Com-
manders and supervisors, military and civilian, from the "first-line" sup-
ervisor and the equed leader to: the Secretary .of the Army.

6. Each of you listening to me today has been and will continue
during your Army career to be managers. ?or, from the time you, command a
platoen as a 2d@ Lieutenant until you retire with' thirty years or more ser-
vice, you will continuelly engage in the practices of management. -
: 7. Of what value are business manwgement principles to you? As
managers you direct and supervise the utilization of the resources at
your command, with particular reference to personnel. Helping you make
better utilization of these resources is one important way in which busi-
negs management principles can be of value. Accept the fact that the Army
is "big business," accept also the fact that the officer has an obligation
to run his share of the business in an efficient manner, 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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-Mhat are These. Business.management Practices?

Iw where is no single universaxly aecepted list of busineas man-
; agement practices nor will we attempt to develop one here. Rather let us
determine the basic functions. ofpgood management and let us then discuss
each of them iIn turn,

2. By the way of an example let!s determine what these basic
functions are:

a. Suppose I want to build 5:hdﬁ§eTfan&”1é%'s assume I know
how to build one), I look.for a location, sketch a floor plan, write spec-
1fications, and ‘arrive at the cost, I decide .to boss the. job.myself and

,_?.consider who .I will need: carpentgrs, pIumbers, .electricians, laborers:

:;and,so forth. I determine who I will hire .and who. bosses. whom, I dﬁcide
-what each one does. ‘I schedule the sequence of,wqu. I make arrangement
for the financing of the project. This is "planning." It is the first
function, -

; D L have a plan for building ‘the house.. I have thought. of
'whom I will hire and what I will pay. The next functdion is. to get hpld of
the people and say to them, "you are hired to do ...,.." I give them the
asgignments, I literally say, "Go to work." I may even have written in-
structions or contracts with some of them. I am giving orders, I bhuy the
materials and pay the bills, ' I make numerous day-to-day decisions, I am
"execu " or commanding. It is the second functioen,

¢c. Do I select to do anything else? Yes. I have to watch
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
specificatlions, This is the third function and in the building trade is
called inspecting, In the language of the manager it is called "review-

ing andlanalgzigg.“

d. You all should be familiar with the steps by which a
field commander conducts successful operations. He is assigned a mission
and either 1s 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-~date situation maps and reports to show at a
glance the progress made and trouble spots. When the objective has been
gained, the operation is appraised from many aspects. The activities also
can be divided into three aspects 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 reoceive less attention than the other, but none can be safely over=-
looked or omitted.

Over
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€. It.sh&il;i be'ri;c;‘ééd ‘t’hat ‘i:hése Lti’u’éé*éspe"@és are not only
related operationally but also.oyerlap and are. intermingled in ferms of
time seqaence. ’Ihey can not be. cleanly and sep;arately compartmentalizad-

3. These, then, are the th:pee ‘basie flmc‘b:.ons of maﬁagemnt.
‘Ihey are: ¥
"Planniﬁg
Execution
VAR, 1L oNarg s Réviar and Analysis .-

b ‘L, Onme quallfying statement in regards. to the application of
business management practices, at the outaet. Although theséd practices
‘have-application generally to. all types of operation in the Army Establish-
ment, .they have somewhat limited degree of application in tdctical opera-
tions. This is because of 'the very nat.ure of the tactical operat:l.on. For
example: .

34 "~ a. A,comander, at the front, can't stop to get the consul-
' taf,lve advice of his men as to what to do in a given situation. He must
-mﬂke dﬂClsions fast.. e

24 . ¥ b, Too, in combat, speed and lives of nersonnel are much more
.imnor'bant than econemy of supplles s equipment and costs.

o. Orders are often issued verbally, because of the necessity
for. rapid decision and action, .. !



II THE PLANNING FUNCTION OF MANAGEMENT

A. What is Planning? The function of "planning"” answers the :
age-old quéestions of the military field order: "what! "when) '"where!
"how?! It involves the exercise of crea.tive a.nd. mﬂective thinking
and determines basically: :

What 1g to be done? .
How will the work be done?
. Who'is to do what?

B. What is to be Done? (objective dstermination phase)

1. No successful commander attempts to plan for a task or a
military operation until he has first determined his mission. This
action is particularly important in the field of management. Managers
must first make an "estimate of the situation” and carefully determine
- the objective - what the organization is to accomplish.

2. This objective needs to be definite, and stated in a simple,
accurate and understandable manner. It 1s almost mandatory that objec-
tives be reduced to writing so that there can be no uncertainty about
- the meaning. In the Army, ob.jec'bivea are usually set forth in ordera,
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 comfortable feeling to work
in the dark not knowing why certain things are done. This rule does not
apply, of coursoe, when for security reasons, over=-all obJectivea are not
to be imperted to one and all

Lk, An interesting example of military objectives and their
working is contained in the directive which General Eisenhower received
for the invasion of tha European continent. !

- "You are hereby designated S‘u.prem Allied Commander
of the forces placed under your orders for operations
fOI‘ 1iberat1011 Df EJI'OPB from the GBI‘I[E.DB ssbasasnsdoe
"You will enter the continent of Europe and, in conjunc-
tion with the other United Nations, undertake operations
aimed at the hoa.‘rt of Gexmny and the d.estmotion of her
armed. forces? _ .

c. How Will the Work be Dono? (Planning Phase)

‘1. Bofore Goneral Eigenhower could begin the pla.nning phasa
of his assignment he had to know the objectives toward which he was. to
direct the plans. The fact thet he knew he was charged with the respon-
8ibility of dostroying the German Armed Forces enabled him to plan the
size of the force required, to plan where the initial landing should

take place, to plan the phasing of 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 approximate date for launching the invasion. An essential part of
the plan:'is the sequence in which different actions teke place so that
all move toward tho objective in harmony and ordexr.

2, In a like mannor, managers after determining the job to be
done will plan the things that need to be done and the methods for doing
them in order to: accomplish the obJjective which hae been set. This in-
cludes the dovelopment of procedures, and methods ’ and the selection of
oquipment and other necessgary facilities.

3. A good. plan mst be capable of accomplishing the objective.
In order to do-this it must be based on complete and accurate facts. It
mst utilize fully existing resources and facilities before providing for
the creation of new. It must establish clearly, organizational relation-
ships and fix respopsibility-and authority. It must insure that the var=
ious resources needed are available for the period of action for which
formed and that the best methods are used. It mst also include the
machinery necessary for contimous coordination.

. D. Who is to d.o What? (orgenization phase) In regards to orga.niza-
tional planning, here cre a few basgic principles:

w. - 1. Unity of Command.

8. It muet be known by each individual to whom he reports
and, whom he directa. Ono of :the most cormon organizational faults, es-
pecially in lower levels, is the confusion that exists when 1nd.ivid.u&13
do not know to whom they report and whom .they direct. .

: b, Aitbhority to direct an dndividual met be limited to one
person. This is complementary to the point Jjust made. When men report
to more than one chief, confusion and lack of effectiveness results.
Conflict often arises as to procedence of work performed, disciplinary
action and assignment of duties. This principle is illustrated by the
fact that orders issued by company comandsra are transmitted through
the chain of, coma.nd..

2. Span of Control. The rmmber of individ.uals agsigned to the
direction of one. person must be limited to the number he can effectively
supervise. It is not poseible to lay down any hard and fast rule as to
the number of people that can work effectively under the supervision of
a single operating chief. This depende on many factors, such as the na-
ture of the work, the capacity of the supervisor, the organizational
level at which it is performed, the degree of technical knowledge in-
volved, the proximity of those suporvised to the supcrvisor, etc.

3,. Homogoneous Asaignment.. .

a. Fanctions assigned a unit should be related or similat.
Most people have limited ranges of intercsts and capacities. Every effort

6
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should be made, therefore, to group together those activities which would
most likely gain the enthuslastic attention of the type of: person found
in a particular unit.

b. Also the opara.tidns of subordinates must bb specific
_ e.nd. cloar cut and must not: overlap.

h Dolegation of Authority and Reaponei‘bility. ‘Any person charged
with responeibility for a particuler function, must roceivo with it the
nocossary authority. Many times individuals are givon the responsibilit;r
for a given function but they are not given the authority to perform it
‘adequately. This situation usually arouses rosentment in those held re-
sponsible, who feel that this lack of authority indicates a lack of con-
fidence in their ability. This is why in the Army, the Jobs, responsi-
bilities, and relationships, of all responsible persons are outlined in
tables of orgonization, and in Army and Special Rogulations,

Over



III. THE EXECUTION FUNCTION OF MANAGEMENT

A What is Meant by Execution?

1 The execution f\mctim, the sécond ‘basic function of
management, is the activation of the plan develmped by the function of
... planning. It is concerned with making decisions and embod ying them in
" gpecific and general nrders and instructions, and providing the type
of leadership to insurc effective utilizat:lm of . personnel. 3

- 2. An Interesting perallel existe betwoon the execution
function and & well-coordinated football team. A group Af employeces

& _or soldicrs without a leader is like a football team without a quarter-

" back. Bach is in roadiness for action, but the force which will
initiate that action is lacking. The manager is the directive force
behind a plan and the quarterback the directive force behind team
Btrategy.

*" B. Orders and the Execution Function. The issuance of orders and
instructions in consomence with plenning decisions is part of the
function of execution. In this connection a fow principles will be
discussed .

1. Technique of Giving Orders. A good order must cover the
desired action in a comprehensive menner. It is esscntial that the one
who receives the order have clear understending of what i1s required.
Therefore, to secure the desired responsc 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. O0Oral and Written Orders.

a, Oral orders (whenever poseible) should be held to a
minimum. Circumstances, however, frequently require the issuance of
oral orders, particularly in rapidly changing situations. Oral orders
can easlly be misunderstocd and usually are not as well thpught eut as
written orders. Where major actions take place 2s a result of oral
orders, they should be canfirmed in writing at the first opportunity.

b. Written orders. Avoid the deficiencies 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.

8




and cantinuity of action that requires uniform results. Written orders
can be consulted readily to meintain accuracy; excuses of misunderstand -
ing and fprgetting arc avoided; and written orders are of particular
value when exact and complicated ‘details are involved. Furthermore,
because every member of an prgenization is certein of his performance
respaneidbilities it is padier tn meintain .proper and accurate account-
ability. Too, orders isfued at headquarters units insure ‘uniformity
and cdhesiveneas of cxecuticn throuahdut all eléments of the organiza-
tim. , 2

¢

gy Procedums and 'bhe Emcutian F'tmct:lon

1. a. an.*.lly a conmander will issue an oral or written order
when he wants & nonroutine aspect of his plen of action carried out. On
“the other hand, he may estsblish a policy or a procedure (SOP'S, etc.)
on repetitive and routine matters connected with his plan :

S'tb.ndard operating procedurea are familiar 4o all of

“you. In the Amy -ag you well now, nsarly everything is done by stand -

ardized procedures. Everything, that ig, from washing dishes and the

: cleaning nf mess halls to writing morning reports and reports on train-

ing. ‘And you know, too, that any deviation from standard operating pro-
cedures would require either prior approval or su‘baequent expla.natim.

S 2.’ Procedures can be used for either regular or epecial work,
but they are most effective for reguler work of a repetitive nature.

- By means of procedurecs the hendling of a series of operations is reduced
to a formelized plen of exocution. The need for individual planning and
decisicn making, by the commander, at every step as 'the work progresses
18 eliminated . In short, procedures gimplify the accompiishment of the
execution function by minimizing the delay which would heve- been in-
«-volved in deciddng what to do néxt and by obtaining un:l.fomity Qf action

: each time the operaticn is performed.

3. To be effective, sound procedures mst conform to the fol-
1cfw1ng principlea-

a. Current. If a tactical unit -were to train and function
under procedures which were based on principles and know-how of & decade
ago, its chonces for survival in any real emergency would" be glim. Just
as a tactical unit must keep abreast of the latest developnente in
weapons and mechanired warfare to assure ite effectiveness, so muat any
~orgenization operate under procedures vhich represent the best and most
.econamical way of doing the Jjob, mcorporating whatever techniques have
been developed both in 11:3 particular apecialty and in managament im-
provement.

. b. Known and followed. Ihe latent and most highly gt
deveiopad weapons (or' techniques) are valucless and wasted if no efforts
are made to explain to those responsible for their application not only
that they are in existence but how and why and when they should be used .
Procedures serve primarily ag-a guida + One way in which to establish

-Over
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fimly in the minds of the perqmnel the purposes served by well
orgenized progédures, 1s to-outline for them, in grephic form, if

T .possible, step-by-step,:the actions to be tdken in proper sequence.

'Yarious types of charts can be ueed to give them a picture--well
balanced, integrated, whole. When the procedure ie thus presehted, the
personnel can discuss it in as much detail as necessary and ‘any nis-
understandings can be clarified. It is then likely to remain firmly
inprinted in their minds and, because it ies understood, they will cx-
perience & ninimunm of difficulty in learning and following it.

‘ ¢. Complete - both in detail and in coverege of all levels.
In the process of ‘painting the picture no detail in the procedure
should be overlocked. The explanation should be as thorough and as conm-
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 muat pass before the final product ig accompliahed s

d. Presented in aimpla and clear menner. No matter what
techniques are used --chart, pamphlet, regulation, etc -- the explana-
tion given should present the procedure in as clear and simple a manner
as possible. )

‘a. Recognize the human element in doing a Jjob.

- (1) In every operation, the combined efforts of a
number of people are necessary to get the job done. The procedure,
however perfect its mechanism, is only & means for the accomplishment
of the job. Cooperation and coordination of all the employees involved
are required to tie together the entire operation. Good working re-
lations, both within and without, nmust necessarily be maintained to
facilitate the gearing ‘bogether of the multiple actions which result in
the finished product.

; (2) Helping the perscnnel understend the protedures,
i1s & major factor in obtaining good relations. Another is recognizing
that not all people conform to or fall into one pattern. Each person
has his own interpretation of the method iof operetion and these in-
terpretations. often form the basis for finding inproved methcods. With-
in the framework set up by the procedure, the individual employee should
be free to develop chenges which will enable him to obtain the desired
result better, faster, or less expensively. .

Tt B oo G bt Sndi AhonBEcowt) o inet bank

1. Coordinatiocn is the process of promoting and securing a
unity of effort in the accomplishment of the obJjectives from persons
not under command, as well as those under command. The size, special-
ization, and complexity of the elements of the Army Establishment and
the introduction of new weapons and techniques has increased the problems
of coordination. It is only through coordination that unity of action
throughout the orgenization cen be obtained. -

10
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2.. Coordination, like leadership, is not restricted to the
execution function and will be discussed ‘later as another of those
elements of management which are.- .tnherent parts of each phase of the
i management procesa.

B «x Resources u-nd the Execution Function ' “ /Y

1. No matter how well a Job is planned little can ‘ne accon-
plished without sufficient resources of funde, persmnel, equipment and
facilitice. ResSources are rerely as adequate as, the nanager. us:lng then
belioves they should be. Important to ménagers, then, is the utiliza-
tion of the resources available to them eo to assure the higheat degree
of adequaocy poasi‘ble 'bhroughcrut the " execut.ion phage s - et

2. The 'bud@t is the first of theae resourcea, gince none of
the others can be obtéained without funds. It 1s & means of obtaining
income and of dividing:dt to see that the nmoney is applied to effect
the ma jor purposes for which it ia intended . ' ) >

3., Porsomnel Utilizﬂ-ticn. The propér hend ling and utiliza-
tion of personnel is one of the key factors in the execution function.
It entails application of well-used slogan of having "the right ran in
the right place at the right tine" is commonly interpreted to have two
agspecte--finding the spot in which each man con make 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
enly as a target--but the closer tc the target a conrander can get, the
better the results to be obtained.

4. Personnel menagement, to be effective rust operate not only
at the top level but 2t all echelons, including 2 squad under & non-
cormissioned officer. Effective commenders establish and use personnel
procedures that will: '

a. Place the right man on the right job through ca.reful
appraisal dnd 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 tasgks.
e. Insure the individual opportunities for professional

development through intelligently planned and progressive rotation of
agsignments.

Over
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'5 In the f:lnal aunlya:ls it 19 man hmeolf who ‘must be
mtalligently managed -and !9& if, victory on the bettlefield i& to be
achieved or if adequate services are to be: perfomed The exercise
of cormand and staff reeponsibilities as they pertain %o the" obJectives
of personnel menagement: irip. be suecessful then to the extent to which
cormenders and their staff, mderstund and’ apply & knowledge .of the
':paychology o:t’j hm:\an bahavibr. -

T s ¥ 6 t[he mportant aspects oi‘ providing eguipuent and mteria.l
are that thay be the best- 'Bhat— can be devised, be obteined in ample,
- but not excessive quantities and be so: distri‘butad that they are avail-
- &ble where and when needed « From your viewpoint, these are primerily
logistical problens. How good 1e the stuff G4 gives my outfit to
fight with, how well does the Sk gat us what e need and how cen we
_-.nake the: best use of: 1t2 | _ .

, 7. Another imnortant. resource: J.s space. bar’mcka; ness'’
halls, PX's, warehouses, training arecs;:schools, officos. As with
equipnent and materiel, your question about space should be, how can I
get what I need at the lowest feasible cost. ™ ! :
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Iy. THE BEVIEW AND ANALYSIS FUNCTION OF MANAGEMENT

A. What is Meant by Review and Analysis? Up to this point planning
and execution have been discussed, The function of planning provides a
plan' of action far the accomplishment of the objective of an organization
with efficiency. The function of executlon initiates action and guides
the organization toward the achievement of the objectives, It remains
for a review and analysis to insure that the action is performed as plan=
ned, 'This whole process is comparable to a soldier on the pistol range,
He first sights the target (planning); then squeegzes the trigger (execu-
tion); and finally finds out how close his shot came to. being a bull's
eye (evaluating).

B. Review and Analysis is the function of management which deter-
mines the relationship between planned and ac$ual results and of taking
such action as 1s necessary to rectify any disparities. The first and
second basic functions of management (planning and execution), as well
as’ the third (evaluating), exercise 2 great deal of control over group
performance, The review and analysis function is made easier when the
planning and execution functions are properly administered,

C. Evaluation Methods. The prineipal methods of evaluating per-
formance are by means of: inspection, comparison, and progress reporting,
Implied in each of these, when needed, is corrective action. When any
of the methods mentioned disclose déficiencies, corrective action must be
taken by the manager to eliminate or mitigate this deflciency.

D, Inspection, One.aspect of supervision is the activity of in-
spection. A commander to assure himself that the actural operation is
proceeding according to the plan checks performance, Guides for examining
the proficiency of performance are the plan, written instructions, stand-
ard operating procedures and performance stan@ards. Quality of the work
is another thing he will want to check.

1, Inspection should bhave a salutary influence on the mainte-
nance of good discipline. The fact that inspection '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 per-
formance will be almost automatic, §

2, Inspection will also identify outstanding performance and
good managers will be quick to reward it, Wwhen the members of the
organization realize that inspection can further the personal interests
of good employees, an incentive for increased productivity 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. In this connection principles of work
simplification will be discussed later,

Over
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E. Coggarison. Comparison is the method by which actual results

of an operation are appraised in light of the planned performance. The

... use of the comparison method presupposes that performance standards of
- production in operations have been developed and established.

1. The degree to which operating goals are being met can be
measured in terms such as people trained, number of box cars loaded,
forms processed, degree of proficiency, etc. These are readily identi-
fiable and measurable. The degree to which administrative goals are
being met, however, is not as easily determined. gl

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 qualify in the
techniques taught (rifle proficiency, ete).

a, Work measurement provides a tool for managers.

(1] It establishes output per man-hour, uhich can
be conyerted 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
‘hours per month each, Or 1t can be stated that eight individuals can
maintain 320 vehicles. ' '

(2) It provides a "red flag" for management when
something 1s 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 are 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, improper supervi-
sion, 1lnadequate tools, poor methods or layout, etec.

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

b. Work measurement provides incentives for employees.

(1) It creates a competitive spirit among employees.
Merely recording of work output in and of itself creates the competi-
tive spirit. Information showing how individual employees 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

14



out production in aceordanee:with recognized standards.;:. Each mechanic
in our illustration knows for instance that he must maintain forty

veﬁ}q}as pez, month N

o ¥ - --u-\- = uam '.,'u!_"»-n. R T ST TR s wwl

‘;i .p grogresa Ymportiqa. Tha purpose. of progress: repqgts ggqyo
f.gp managers ultimately informed- DI‘ the existing. situation.ﬂll Ahelir
That:-1s, how well: the responsibilities of the uni$ are, carried
oux and hou close to the schpdule the work is from-time. tqigimg.‘ Field
: commpnders accomplish .this by.means of situation maps and, per;pcxic
i reports. . Progress. repof%s must have ceptain. characteristics in order
.to be of, ‘maximum usefulnesa. i}’: ; e . T

- e e First.of a11 they must be news and not historyh quage-

' ment's attempts to control the progress of its _programs are. sevqnly
handicapped if the information it used is not current, Action which
_Appears necessary bgspd on obsplete data may prove to be the exact op-
pqsite from that requlr@d by'tuuay's results, - , s

Mo 8

-, v 4

O Secondly, a good progress report portrays not only what

has happened, but” what should have happened. Actual .results arg,. in

" eédh instance, compared with the plan or program in a manner indicating
whether or not the, pace of" progress is being maintained., It is more
1mportant to know where we are going. than where we have been,.

3. The most important characteristic of a good progress re-
port is . its abjlity to.point out clearly those factows which are un-
sati&fﬁéﬁory“an&-uhich require"uttvntion e aatioﬁ.ﬁy management. To
Echieve this, d4 report must be more than factual--it must be analytical.

agh 1nstance of failure to maintain the programmed pace must be..
tnoroughly erglored the, reasona for the failure. must .be determined
and the possibilities for correcting the failyre analyzed.z A report

of 'this kind‘minimizes management's task of innerpretation and allows
it to concengrate on direction of correcthe action and £ollow-upu

5. -

1 e
¥
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V. INTERRELATIONSHIPS OF THE MANAGEMENT FUNCTIONS

A, Plans are Continually Subject to Modification. From’'the fore-

going, you as a manager, may conclude that the three functions, plan=
ning, execution and evaluating, can’be carried out at different times
and can be nicely scheduled so that edch will be done at appropriate
times., The fact of the matter is that all three are likely to be going
on simultaneously. Plans will be continually changing to meet changes
in the primary programs of the Department., 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 in
plans. There 1s nothing static about the Army and the way it carries
on 1ts ‘work which means that plans will 'be continually modified to meet
changing conditions. :

B, Execution is Also Subject to Modification. Similarly, the
function of carrying out the plans will be going on constantly and will
be changed from time to time as the plans are changed, Instead of
waiting until the execution phase has been completed (if it is ever
completed) you as a manager will need to evaluate, both the plans and
the methods of carrying them out, This, too, 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 of the
program.

C. The Functions of Management are not Compartmentalized. The
principal peint is that the manager should not anticipate that these
three functions, planning, execution and evaluating can be compart-
mentalized and broken off into three isclated segments nicely sched=-
uled in a scientific manner, Expérience shows that this is not the
case and that the manager will be concerned with all three at all
times, He should, however, recognize the differences between the
three functions so that when he deals with one he will be aware of
its relationships to the other two,

16



VI.. ELEMENTS INHEZENT IN MANAGEMENT . - - ...

Ii‘ Wec eall. planning, execution and evaluating the three major. fxmct.:lona
of :management, we have in addition, 'a number of elements of management.,
These elements are continually performed by the manager as he earries
ont _the three functions, These elements are supervising, leading,
cqordinating, training, improving, and other similar activities that
o will be normally done by anyone in. a managerial poaitian.

. B, wu@%&m- Supervision prevails
throughout the entire management activity and work of the managersi In
supervising, the manager sees that work i1s properly planned, carried
out and revieweds In so doing, his job covers a wide range; he will
deal with peaple, with the work and with the material resources. Some
of the components of the supervising element cf management in which
the manager wants ‘to develop oompatence ares’ .

> ke ggg!_ﬂggdl_g. To know his job thoroughly, the manager must
possess a wide field of knowledge., He must understand the technical
-aspects of the operation of his command and the methods and procedures
of organization, administration,’ instruction, and personnel menagement,
The’ manager also should possess @ sound understanding of human relations.
Further, he should have a working knowledge of the duties,-responsibil-
itiaa, and problems of his subordinates, If he commands a service unit,
he ahould have a knowledge of oombaﬁ operationa.

b

2, Know His Men and Look Out for Their Welfare., The proper
handling and utilization of personnel is a key factor in the management

process. A-proper performence of this task, therefore, requires a
knowledge, and deep appreciation of human relationshipd’. Some of the
‘basic principles affecting the. relationships of a manager and hie
'people ares - ;
! + . Ak 3 X ~
: . Be Ind;vidualj_.:.x. The manager must engender an’ enthua:l-
astic desire cn the part of the members of the organization 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 regards them as
friends and individual personalities not as "payroll or serial numbers."
He must extend.his aid in both their personal and professional problems.
He must not shut himself up in his office. He must get out and meet his
aubordinat.ea personally. 1 ’ -

B ars - M. When subordinates have earried out assign-
menta in an-effective manner, the manager should tell. them so and let
. .them know how appreciativé he is of their work., Everyone likes praise
and are motivated by it, Other subordinates are motivated also and
apply themselves more industrioﬂsly in the hope of m-inning simﬂar
recognition, .

{
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c. Discipline., It is“also thé responsibility of managers
to deliver reprimands and admonltions when warranted Before administer-
ing a-reprimand, howevery- manager«must banceﬂtgzn-qf -his'facts_and
that the, culprit is dese;v of it, It is also important that t
manager delxver the rcprimahd inégrivatc and 1n an objéctive mannq¥

. d, Keep His Men Informed.’ The soldier who is weil in-
formed” dbout the mission and situation and about the purpose ‘of gtw
particular: task is considerably mbre effective than the one who not
so informeds The better the soldier is informed, the better he can

- perform his tasks with maximum.initiativé, The commander—who fallg
td make essential information available to his men will soon flnd
that they are pcrforming blindly w ;thout ‘purpose, At the same time,
comméndérs at all levels mus reallze that security requirements im-
pose’ limitatlons on 1nformat which may be 1mparted to the men.,

3. Insure That the Task is Understood, Supervised and
Accomplished, The manager needs to give clear, concise orders that
' cannot be m;sunderstood then, by close snperV131onyihe will insure
that those orders are properly exscuted. The issuance of an order
- is'thé initial and relatively small part of the cnmman&erfs responsi-
" . bility. ‘His principal responsiﬁllity lies in' supervfslon to make ‘sure
o thhat the®order is properly executed, - It is this respcnsiblllty that
== ig most difficult to carry out‘ “The 'dble mgnager will make* w1se ‘use
I Ll08 nis subordinates to carry out'his supervision éffectively, -
commander of a large unit who fails to 'make proper and" adequate'uge
of his staff and aubordlnates damonatrates a fundamental weakness in

: T"managerlal aﬁilityy- e s

'Ly *Make Sound and Timely Decisions. The abllity to make A
ra id estimate of the situation and arrive at a sound decision is-
esséntidl fo a manager, He must be able to reason 1ogically under the
most trying conditions. He must deeide quickly what action is necessary
'1n order to take advantage of oppqrtunltles as they occur. The vacillat-
ing commander’ not only will-be unable- to amplof his ¢ommand effectively
but will-créate vacillation, lack of confldence, Resitancy; and in-
dec131on, within the command itself, “The ability to make sound and
timely decisions’ cen be acquired by constant ‘study and by. tralning in
making estlmates‘ On the other hand, when circumstances dictate a.
" changg in plans, the able manager will act prqmptlycwithout fear that
N caunand may con31der such actlon as a vaclllatlon.

5. Seck Respon81billty and Develop a-‘Sense of Responsabllity
. Among Subordinates. By seeking responsibility, the manager develops
“* - himself professionally and increases his petential ability. Proper
delegation of authorﬂty is a sound attribute of leadership. The
‘gommander then“holds his subordinate strictly responsible for results,
arid rarely for 'methods”of proceduré’ Such action by the ‘commander
engenders trust, faith, and ‘confidence. "It ‘develops initiative and
wholehearted cooperatlon. Reluctance to delegate authority often
is a mark of retarded growth in leadership.

18
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1 6. Employ His Command in Accordance with its Capabilities, *
To employ his command properly, the manager needs to have & thorough -
knowledge of the tactical and administrative capabilities and limita-
tions of his command, He must assign objectives that are possible
of attainment, properly evaluate time and space factors, and employ
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 efficiency. However, on
occasion, when the situation demands, the commander may push his men "
without hesitation beyond their considered capabilities in order to
achieve a quick and cheap victory or to avoid a costly defeat. ;

-~ ' 7. See That His PeoEle are Properly Trained, Training is a
supervisory responsibility which if effectively done can pay off in
increased availability of employee skills and consequent improved
capacity of the work force, Training involves:

_ ‘a. Orientation of new employees,
* ' 'be Instruction sufficient to do current work. .
s - ¢« Establishment of sound woérking habits and attltudes.
d. Preparation for promotion,
" e« Reorientation of old employees when changes in policies,
procedures, msthods and instructlons cone ‘abouts’

C. The Leadership Element of Managément., Shakespeare said that
"some are born great, some achieve greatness, and some have greatness
thrust upon them." So it is with leadership, Some men are born with
a capacity for‘leadership. Some ‘acquire the art, Other persons find
themselves thrown into unusual situations which require them to draw
on leadership resources 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 recognition and
practice of the basic traits of leadership and the understanding and
application of sound leadership principles and techniques, The follow-
ing principles of leadership are equally applicable to all levels of
command from the company to the Army group. :

1. Know Yourself and Seek Self-improvement, It is the duty
of every leader to evaluate himself and to recognize his’ strengths and
weaknesses, An individual who does not know his gwn capabilities and
limitations is not master of himself and can never hope to be a leader,
Likewise, an individual who realizes his deficiencies but makes no
effort to correct them will fail as a leader. Study of leadership
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

Qver
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eonduct evoke from his subordinates, praise, pride, and the desire to
emulate him, By his outstanding performance of duty, the leader must
set the standard for the entire command, Thé commander whq appears in
an unfavorzble light before his men ddstroys the respect that must ..
exist mutually between him -and his meﬁ before leadership can be
exercised, . |

3. Train Iqur Men as a Teams The duty of every leader includes
the development of .teamwork through the thorough training of his command,
whether it be a squad or an Army group. Modern Armies are complex
organizations involving many different arms and services, all working
together.as a team toward a common end.s Each part of the team must
understand where it fits into the common effort, The commander who fails
to foster teamwork while training his command will not obta;n the desired
degree of unit efflciency. .

Lo _Toke geSponsibilitx for Your-/ctions.. The commander. of a
unit is responsible for all his unit does, or fails to do. The leader
recognizes and acknowledges this responsibility.on all occasions, Any
effort to eyade, this responsibility destroys the bond of loyalty and
respect that must exist between the commander and his subordlnates.

_ 5. Leadership Trgits. Leadershlp traits are human qualities
that are of great velue to the leader,- Possession of these traits

31mp11£1es the task of applying leadership principles and assists greatly

in winning confidence, rgspect, and cooperations An individual can

benefit by studying the traits considéred important to the leader. By

careful self—analy31s and application, he can develop those traits

in which he is strong, The .following list of leadership traits is by

no means all-inclusive but does centain those of paramount. importance

to the leaders: : . )

L

a. Alertness
. be .- Bearing
¢. Courage. ..
,d..:: Decisiveness
e. Dependability
f. Endurance
g+« Enthusiasm

he Force .

Je. Humor .

ke Initiative

1. Integrity<

.m. Intelligence

n, Judgment.

0. dJustice

- Qe Sympathy v :
r, Tact AT

s.;-Unselflshnessf?
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D. The Coordination.Flemen€: agement. Effective coordination
requires agreement on the part of the people subject to the coordination.

"Coordination.is flequired “during -éach phase of the management process.
T.MBthOdS ef coordination are: -

4 r - - - Tate _I
: ¥ wn

: il Personal COntaot. This is the elmplest and moet commonly
used means of coordination. It is subject, however, to limitations of
time and distance, It permits open discussion of points requiring
adjustment and facilitates the Tresolving of differences, Written
summaries of agreements reached are customarily made for the record,
The advantages of such direct, personal .contact were recognized by
military commanders in-World War II. - Prior to the final decision in
every operaticnal plan, it was usual for the senior commander to co=-
ordinate various phases of the proposed offensive with eubordlnate
commanders at such an informal gathering,

2, «The telephone is ah instrument for conducting informal
coordination. It may seem trite to mention this, but sometimes we over-
look the value:bf ‘the telephcne particularly when- con51derable distance

fbetween‘the panties existap,, =

3. The coni'erence another method of coordination, cons:.ete
of -a group of representatives from interested organizations meetlng fcr
the purpoee ‘of reaching agreement on 2 common problem,

e Eya
B ARV IS Written Correspondence. When xnfornel meetlngs are not
possible, coordination may be effeccted by written correspondence. Staff
studies’ that require woordination are ustially of this type. - Staff
papers should be as brief as possible otherwise they create an admlnr

istretzwe workload w1th1n the coordinating orgenlzatlons.

5. Flnally, a 1iaison offlcer is sometlmee utllized as an aid
to coordination between two organlzatlons. .

.n 1 o ate

e e

E. The Improving Element of Management. - "’

"1, The Management Improvement Program of- the frmy ‘has been
developed to aid managers in finding better methods'and-ways of getting
work’done. Work simplification, work measurement, management audit,
surveys, job analysis, and many other tecchniques are ‘available to
managers in systematically searching for ways to improve thei¥ ‘operations.
In regards to work simplification, the principles are rolatlvely simple
and are outlined 1n these eteps- e %

2. Seleot the jcb to be inproved.. v
b. Record the details of the job, .
Ce 'Analyze each detail, -
d. Develop a better method, and

" e, - Install the improved method,

Over -
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24 Select the Job to be Impro gg _ ;ﬁb A

al

need improvement,

T L ee |
The Jjobs which should be Btudied are thpse+wh1ch.most
By carefully selecting the jobs which cause the most

trouble, improvements can be made first where returns will be the
greatest, Performance data may indicape the need for specific improve-

ments,

b

There are three parts to every job: 19
(1) Make ready - is the act of assembling materials,

setting up the equipment, and arranging for personnel to do the job,

to be done,

(2) Do - is the actual accomplishment of the work

(3) Put away - is the clean-up phase, ,
(4) The greatest amount oi.ﬂhhédiéteﬁimprovement

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

o il

Py e 3. Record the Details of the Job. Kfﬁer selecting.the job or

process to be improved, the next step is to record each detail in the
order which it occurs, This is done for one reason == to permit
Bnalysis of each individual detail in proper sequence. The amount of
detail. recorded will depend upon the type of job under study, -
principle to be followed is to record sufficient data to ques&ion any
detail which may affect the total process., Unimportant appearing
details should always be included, because it may be found later that
collectiVely or 1ndividually they have a bearing upon the method being

used,
Le

Analyze Fach Detail. The fact that work is being accom~

plished a certain way is no proof that the present method is the best.
The process should be analyzed through the application of a series of
questions, . The over-all question of why is asked to make certain that
each detail is absolutely essential. Very often the answer to this
-question may result in elimination of "details or major parts of the
jobe Together with the question, why, these questions also are

applied: -

e
b.

Ce.

d.

Be

What is the purpose of each detail?
Where should each detail be performed?
When When should each detail be done?

Who . Who .should do each detail?

How should each detail be accomplished?

5. Develop a Better Method. Answers to the questicns in the

preceding step (i.c. 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 unnecessary it should be elimihiteds, * When=
ever possible; related details in a process should be combined to
reduce unnecessary tranSportatlon of papers, materjals; -and personnell
Likewise, delays involved in a series of “unproductive or repetitive
operations can be cut to reduce the time and expense of a process,
Changing the sequence of details in an operation is another possibility
for developing a better metliods Certain of the guestions applied in
step four may indicate that the order of operations should be changed,
and these adjustments may, in turn, lead to further eliminations and
combinations; or, may lead to the development of & 31mpler and better
method, 24 5

6. Install the New Method. It is advisable g e proposed
method reviewed by other interested officials who may know of other
problems which may have been cverlookeds In addition, a test or trial
of the proposal may aid in further refinements and -prove whether or not
it will worke After sufficient analysis and testlng, the improvements
developed in the preceding fourth step should be adopted,

! T % ,
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. VII. S(MARY AND CONCLUSIONS.

A\.""_'_"M ment, Defined.

e We defined rua.nagement as the scicntific utilization of ‘the.
: five "Mg" - men, money, materiels, methods and machines - in the
: a,ttaimnent of a desired objective, or masion. \

' B. Who are the Managers?

"'Wo said that the modern viewpoint considers menagement to be
composed of all those who supervise the work of others. And that all
of you here today have been in the past. and will be in the future,

- managers.

O. ‘The Menagement Process. ﬂ.‘.;- b

We agreed that the work of a mansger can be broken down into
the three basic functions of plamning, execution, and review and anal-
yeiss These functions cover, in essence, a2ll of the necessary manage-
ment activities required for the completion of a project. It is not
possible to omit one of them and reagh a satisfactory corpletion. (Ref
to Chart No 1)

D. Relationship of Management Functions.

The functions of management, however, are closely interrelated
and mtually supporting, and compartmenteldzation 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 anslysis is the appraisal of the effective-
ness of execution, it is of mejor concern to the planning and execu-
tion functions as well.

E. Planning is the process of working out in broad outline the
things that need to be done and the methods for doing them in order to
accomplish the predetermined objective, 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. VWhen 1t 1s to be done.
3. Where it is to be done.
4, How it 1s to be done.
5. Who 1s to do it.

F. Execution is the activation of the plan that was developed
by the function of planning. It involves the continuous task of
making declsions and embodying them.in instructions and serving as

2 \



leader .of the organization. -Ceordination,@e an integral part of the
execution function. '

G. Evaluating is the function of determining the relationahip
between plenned and actual results and taking such corrective action
.. a8 1s indicated. The principal methods.of evaluating are by means of:

inspection, comparison, and progress reporting. Implied, of course,
in 2ll three of these methods 1s corrective action. .
1. Insggction checks to see that actual operations are pro-
ceeding according to plan.

J 2. Comparison compares actual results of .an operation with
planned performence. This method of comparison reéquires as a pre-
requisite that performance standards have been developed.

3. Progress Reportiqg keepe menegera informed of the exist-
1ng gituation in their units. :

- H. Elements of Menegement. Permeating throughout the whole
management process are the elements inherent in good managing. Some
of these elements are: supervising, 1eeding, coordinating, controlling,
training and improving. These elements are continually performed by
the manager as he carries out the three functions. For Example:

1. 1In regards to supervision, the manager will certainly want
to supervise the development of plans or the changes that may be made
in them. Several:offices.may be concerned with modifying plans; they
will need supervision. . Likewise, in carrying out.the plans, the meneger
will supervise and direct the individuals who have been glven responsibl-
11ty for their share of.the execution function. Supervision prevails
throughout the entire ectivity and work of the manager. This 1s one of
his mejor activities.

2., He must .also keep his organization under control. If he
does not, chaos, will prevail. The manager will therefore exercise control
by different means over the planning, the execution and the evaluating
- functions. Controlling, like supervising is gomething that the menager
will do continuously. It too, prevails throughout the entire organiza-
tion, ; : i '

3. As members of his staff change and take one another's place,
ae 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 when a person already on the staff is promoted. He will be con-
tinually explaining how things can be done better. After the introduc-
tion of new ideas he must train his staff in the new methods of getting
the work done. . i

L. Another element of the manager ig that Qf everleetingly
searching for improvements. Ever menager, 1f he 1s to fulfill his Job

Over
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adequately will need to experiment, develop and devise better mys iof
getting the work of his organization accomplished. There is always a
better way of doing a job. Concerning this, it is up to the menager
to dbuild & spirit within his organization and among his people that
will get them to develop improvements., Also he must strive to promote

.:-a spirit of open-mindedness on the pert of employees in accepting new ways

of doing their work. In this respect, too, the manager must be cost con-
scious. He must recognize that menpower, equipment, supplies and funds
are valuable resources which need to be used effectively as possible. He

-.is constantly striving, therefore, for improvements, in order to conservec

and to make the best use of his manpower, materiel and fiscal resources.

.-+ I. Need for More Study by Students. Our treatment of this very
importent and comprehensive field of menagement, has, of necessity, been
very broad and dbrief. The principles dlscussed, 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 end attention, for it will
have a decided influence on yowr effectiveness in future assignment.
Too, the effective and efficient utilization of manpower, money end the
other pesources by the srmed forces is no longer only desireble; it has
become an absolute necessity.. The atteimment of these objectives can
be materially assisted through the proper appreciation and application
of sound principles of- managemant.

Je Staff Manqgement Offices.

J

- 1. Amila‘bla at many camps, posts end stationa are gtaff per-
sonnel trained and equipped in menagerial skills. These functional
specialists are there to assgist cormanders and- supervisors in all as-
pects of the management job., It is to the advantage of each sormender
or supervisor that he.utilize fully the services of these staff assist-
ants on management.

2. Among the assignments carried on by such a staff group are
the study.and recommendation of objectives; drafting and appraisal of

-organization - plans end existing organizations; coordination and prepara-

. tion of operating:programs; recommendation of improved methods and pro-

cedures; and'the; doordination and preparation of progress reports to in-
dicate attainment of objectives.  To these continuing duties may be added
special menagement studies of almost any nature,

© K. One Finol Word: We Hear frequently of the term "scientific man-
agement." Meny of the elements of management mentioned above and the

- three functions of management may appear to us as managers as having some

scientific derivation. This 1s partly true, dbut only partly true. No

matter how much a menager may know of the nicities 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 last analysis, management 1s a "art" rather than a
"science." The way a manager supervises and controls and directs and
leads his organization is what counts and not how much he may know
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bookwise about these subjJects. The art of menaging an orgenizetion
sometimes comes naturally to people end sometimes 1t comes only with

a tremendous amount of hard work, study and practice. Books have been
written on the successful and unsuccessful ways of meneging an organiza-
tion. Only by case example, however, can one reelly appreciate the fine
and unseen fects of mansgement.s We often hear: "It is not what you do
but how you do it." The "how you do it" is the art of managing.

Qver
7
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