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MANAGERIAL CONTROL 

17 December- 1948 

GENEPJ% HOL~N: Gentlemen, our sub'3ect thxs morning ~s, ~nager~a 
contr01~" TO introduce the .subject le~ Us assume that you are the he a~ 
of a large supplyorganlZatiOn; that youhave a good staff and a v~ll- 
trained and experienced organization, or think ~ou have;that y0u ar~ 
responsible for the procurement, the production, and the movement of 
many types 0f'/critical-supplies; that you are r~Sponsible for appreciable 
sums/of"money; and that you arc responsible for ~he proper employment 

~ud the welfare of ~thousands of:men. . • - . 

" 0 ,~vhe~e you. slt as head of this orgauiz-atio~"thfn~ ~ s~em 

from ari sing? 

Management over a period of yo~rs has developed ana'occup~ed, ~tself 
~ith methods and orocedures: ~vh$ch ~permit irate h~.ve avii~l~hbl0 ~ Proper .... 
information and to oxe] trol. Our speaker ~hls morning 
v~ill discuss some of t} He is Major General Clinton F,. 
Robinson, ~vho-was the Director of the Control Branch' of the, ~ A~rmy Servi~e 
Forces throughout the entire war. Since the war he hasheld impor.tan% ' 
assignments in the War Assets Administration and the Natiohal So.cur!by 
Resources Board. He brings to this platform a wealth.of experfence in 

this particular field. 
{ " . . . 

I take• pleasure in introducing Major General • Clinton F.. Robinson~ 

GENERAL ROBINSON: General Holman and gentlemen: _The subject that 
has been ~ssigned to me has avery imposing title. It is also one that 
is very vague. I am not go%ng to read to you this morning a learned 
treatise on the subject. -Neither .am I going to reminisce about the 
Control Division of th~ Army SorviceForces. Rather, I ~ould like to 

we management, pa icularly military group 
such as this'? If you consider t'oday's nationaiand thQ international 
scene, younote many lange6onflioting~.forces a~work--politioal, social 
and economic. Enormous org,~uizatfons and institutions, public and pri- 
vate, have been developedover the last f~fty ~ears. Governments have 
become very much larger and more complcx. Th6 material things of life 
are more abundant but seem to have gotten:ahead of our capacity to 
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control them. You get the impression that one of the thihgs•~,~e really 
need is better management of all our affairs We have so much, and it 
seems to me that, in so many ways, we are not properly directing it to 
our ultimate ends. 

! believe that this is equally• true of the military. War has gotten 
to he an ex~tremely complex business. ~here are so many •things to deal 
vrith. In a headquarters like that of the ~upreme Command in Europe during 
the war practically every human activity you could think of was ingolved, 
as well as military operations per so. The necessityo.f combined operations 
and the present efforts to coordinate the three forces adds to the diffi- 
cultieS. One of the most important t.hings that the military needs to think 
about i s management. 

We are inclined to overlook managem0nt in the military'. There is a 
reason for i~. Consider the .tactical organizations in the Army, Navy, Or 
Air Force, We pretty much take for granted the way they are orgaflized 
and the methods that are used to ~ 

. oper~..~o and control them.. ~y is this? 
For years" and qFears the military has. been d~veloping a-pattern Of organ-. 
ization, a pattern of procedure, method s for doing things, for tactioal 
formations. It has been done in great detail. 1'7o have training and 
procedural manuals. ~[e even pros@ribe in detail from topside exactly 
how to teach a person to shoot a rifle. Such things have become.habit, 
second nature, with us. T~hat is one of the reasons we can expand the 
Army or Air Force in such a hurry, Thee6 habits of thought, organizatign 
and procedure are quickly transmitted to the temporary officers who-m~.n 
the tactical formations in time of war. . -  

B u t  lot us look:at the situation above the purely tacticai, a~ t~e 
Bureaus of the Navy and the Teohuioal ServiQ~s Of the Army, mt the head- 
quarter s of the three Departments, the Joint Staff,.. the Nunitions Board, 
at such war organizations as EUC0?~ and Supreme Allied Headquarters. I 
t~ink that..you will agree that their management left much to be desired 
:during the war and still does. In these areas we have not developed 
accepted and well.-understood patterns of organization and methods of 
operati on 

One of the reasons for. a groat deal of the'prolonged discussions, 
arguments and practically continuous changes'~in the top s, ide organization 
of the ~{ilitary Establishment and its three Departments is the lack of 
management analysis. It seems to me that of all the subjects studied 
herein the Industrial College, management should be pre-eminent, It 
sh6uld be one of the most important, if not the most important, subjects 
in all the higher 6ducational institutions of the Army, Navy, and Air 
Force. And mahagement is not much different in the military from what 
it is in other~government, departments or in private affairs. The same 
prob!ems are present; the~same principles apply. 
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It is dangerous to try to theorize about management. Everybody has 
his ov~n ideas about it. Everybody considers himself an exp~rt. There 
is great dan~er of oversimplificati on, But it seems to mo tlmt there 
are six major elements involved in good management in amy type of tuqder- 

taking. 

The first of those is to have a clear, coneise statement of the 
mission of the organization. This seems very simple. It is obvious that 
everyone in the organization ought to understand fully and precisely what 
should be accomplished. But look around you. How many organizations do 

die ~ o v e r m n e n t ,  have such a mission? Very £~w. That is true not onl~ in ~ ~ 
but also in private life. 

An example can be found at the present time in some of the discussions 
and arguments that are going on about theer~anization of the Department 
of the Army, the Headquarters herein Was1~ngton. I do not believe that 
there has been a proper statement of the mission of that headquarters, 
and the lack of it accounts for some of the differences in viewpoint as 
to how the Army ought to be organized at that level. To be specific, it 
seems to me that the Oepartment of the Army has the mission: to raise, 
mobilize, train, equip, supplyand maintain ground troops and units. 
Note that I have made no mention of strategic planning and the direction 
of military operations. If we left these functions out of the mission 
of the Department of the Army, some of the arguments about how the Depart- 
ment ought to be organized would disappear. It seems obvious that strategy 
and over-all direction ofmilltary operations in any future war are not 
going to be functions of the Headquarters of the Army, Navy, or Air Force. 
By necessity they must be a combined function, such as it was in the last 
war, exercised by the Joint Chiefs of Staff. 

I cite this situation simply as an illustration of the first element 
or principle of management, that is, to clearly state the mission. 

After this is done, the next major element is that of planning and 
schedulingall the specific things that must be done in order to accomplish 
the mission. This is also ~ obvious statement. But I can well remember 
back in the days of 1941 and 1942 in the Army that we did not have proper 
schedules of construction, procurement, or supply. There were ~ll kinds 
of pieces of paper floating around purporting to be schedules. Officers 
would have them in the bottom drawers of their desks. They would say, 
"This is the tank schedule; this is the artillery schedule." But other 
officers would have differsnt pieces of paper and different figures, 
None of them were coordinated wi%h eachoth~r or any over-all plan. This 
planning and scheduling of ever~hing that needs to be done to accomplish 
the mission is a very difficult task in any large logistic organization. 
But certainly the mission cannot be properly met v~thout it. 
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The third element of management to be cons~d@red is organization. 
Many officers confuse organization withmanagement. But~ organization 
is just one part of management. This principle of management can be 
stated; that any undertaking ought to be organized in the ~yay t~t is 
most appropriate to carrYing out its mission, plans and Schedules. 

Here again is a simple obvious statement but i~s application o~ten 
leads to great difficulties. ~S~ere are a great many so,called axioms of 
organizatiOn, such as the "span of control," "the staff-line principle," 
"authority commensurate vith responsibilityo"~ Probably you havc~ observed 
that they are more often violated thmn followed. That sometimes makes 
me wonder whether or not there is validity to any Of them. 

Basically, organization is s~qply a division 6f work. But whenyou 
start to divide the work of a large under~aking, you generally get into 
trouble. A number of logical patterns will present themselves. The work 
can be divided geographically,-for example, six army areas or five over- 
seas theaters; or division by functions, personnel, supply, finance; or 
again division by commodity such as an Ordnance Department to handle 
tanks and automotive equipment, a quartermaster Corps to l~andleshoes, 
overcoats, food. The surprising factor in w~ry complex undertakings is 
the number of types of division of work that occur and the fact that they 
all have a degre e of logic and their o~;m peculiar advantages. The real 
difficulty arises in trying to put them together. It results in overlap- 
pings and duplications. For example, if the work is divided by comm0d~ties 
andby functions, there vdll be a unit dealing with tanks from the stand- 
point of procurement and afiothor dealing ~d~h tanks from the standooint 
of research and development." ~here does one unit s~op and the other begin? 

Personally, I think that there are tv~o ~qjor principles which should 
not be .Overlooked in any organizational problem. One is ~e keep the 
organization as simple as possible. The other is to pick out a logical 
plan and stick to it, Dontt try to combine several plans; dontt com- 
promise. Compromising seems to be the universal result and the curse of 
practically all attempts to improve organization. 

~{any of the problems of organization flow primarily from a different 
consideration from that of the axioms or principles of organization. 
They flo~v from a great many human factors, such;as pride, jealousy, stodgi- 
ness about change, the desire to inorease the importance of one's activity. 
How ready times haw you heard argtuments about "This ~ctivity is so im- 
portant .that it must be separate and report only topside?" Everyone can 
make t~hat argument about his activity; almost everyohe does. 

A good logi~al organizational plan can be developed; but the real 
problem is not th~%t plan itself. The real problem is in the human factors. 
Until the personnel in the undertaking see beyond their ova activities~ 
adopt an attitude of the good of the whole, it is very hard to put over 
any organizational improvements. 
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Lea~ing organization, the next major factor in good mo.nagomont is 
personnel, particularly key personnel. Of course intelligent, energetic 
men in the positions for v&ich they are best quali~iedis ~a extremely 
important factor in the Success of any undertaking. But here again I 
would like to emphasize the fact that good personnel policies and prac- 
tices is only one factor in management and should notbe considered the 
only factor. Howmany times have you heard this argu~aent? "If you just 
get the right man, put him in charge and give him enough authority, the 
problem will be c0mplet~ly solved." A great many people hang their hats 
on that theory." You find i t very prevalent outside the Government. 
During the war [~B suffered from that attitude. There were a~great many 
very capable men brought to Washington in WPB on the theory of: "Get the 
best man, put him in charge, give him enough authority, and everything 
will be all right." BUt what actually h~ppened? It was ahuost the end 
of the war before WPB was in shape to do a thorough job.'- The other factors 
of management had not received sufficient attention. ~N&cessary as they 
are, good key personnel is not the complete solution tomamagement. ' 
Activities are interrelated. Unlimited ~uthority to the man in charge 
of one activity means that others suffer. Tssm play is required. • • 

The fifthmajor element in management is one that I think is over~ 
~Ooked more than any other. It is just as important as the Others. 
Ther~ are various words that can be used to describe it, systems, pro- 
cedures, mathods, administrative practices. It includes sucn th~ngs as 
inventory control, supply procedures, distribution me~hods, personnel 
practices. You can have the best supervisors, a good organizational 
pattern, mission clearly sta~ed, well-drawn plans, But, soztething else 
is receded, efficient systematic methods for doing the work. 

You have often heard the argument in the Military Services: "Only 
set policies; don't give details. To do so destroys initiative. Don't 
tell anyone how to do .it but Only what to do. '' But this i:s a curious 
argument. It shows a lack of appreciation of one of the basic factors 
of management. As a matter eL fact in the k~lltary Services, ~m are ~' 
told in detail how to do many, many things and properly so. Consider 
all the tactical training manuals, the minutiae they contain. We take 
them as a matter of course. But if the Quartermaster General is given 
a standard inv~nt0ry control system, a great hue:and cry goes up. 
Initiative is being destroyed. Prerogatives are being encroached upon. 
?[hy is this? In the ~ili%ary Services we have properly reduce~ many 
operations to efficient systematic routines. In others we have not. 
Apparently we accept the former unconsciously and res£st the attempts to 
do so in the latter. Many logistica ! activities and the activities•:of 
higher headquarters particularly •fall in the latter cZass. Systematic 
routines free commanders for considerations of real policy~ In my opinion 
there is more room for improving operations and making sivings in this 
factor of management, procedures and methods, than inany other in the 
~ilitary S~rvices at the present time. ~ 
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Finally we come to the last, the sixth, major element of good man- 
agement. It can bo termed "follow-upj" It might be called "control." 
In spite of the fact that all of the other factors of ~%nagemont which 
I have been discussing have boon taken care of, still, in a large, com- 

• plox undertaking the co~andor and his chief assistants im~st have some 
independent method of finding out what is r~ally going on and checking 
on the performance of the entire organization. 0ral or ~itten reports 
or conferences ~th the chief 'subordinates is not enough. In any large 
organization there should be a Small; highly qualified unit divorced 
from any other duties than to discover and roco..~mend we.ys of improving 
operations. Ther~ are ma~y tcc~hiques s~d methods for doing so. ! 
v~ll mention a few. - - 

One is through Statistical methods. That generally causes everybody 
to say, "What more reoorts." Theexperience in.the Army Service Forc3s 
,during the war is, however, rovoallng. At the beginning there was a 
mass of inherited statistics and reports. But they weren't very well 
designed and really didn,t show vrhat was going on. I don't say that the 
problem wc.s completely solved. But we die'get to::tho point where we 
Imew factually, by statistics, whether or not we were meeting our sched- 
ules and our p~ans. And in the process statistical reporting was sub- 
stantially decreased by using judgment and modern statistica! toc}miques. 

Another method of follow-up is that of inspection, of going d~m to 
the basic operations, into th~ warehouses, the: ports, the personnel 
centers, the training camps, and finding out exactlywhat is going on. 
There is Often a great gap between ~rhat various layers of command 
honestly think is happening in the field ~nd what is actually happening, 

Another tocl~ique that was used successfully during the war was that 
of making surveys in conjunction with those actually doing the work. 
~tatistiCal methods Would reveal failures to mee~ schedules. A field 
survey with those resPonsible tracing what was happening all the vray 
through from top to bottom wou~d reveal the causes ~Lud suggest the 
corrections to be made. 

The development of simplified and improved orocedurcs naturally 
follows from the checking up process. There are probably moray of you 
~ho are familiar ~ith the graphical method of presenting a~ministrative 
procedures that was developed during the war. 

There are ~Vo major managerial aids that the ~an at the top of any 
largo undertaking should have. They are his right and loft arms. On 
one aide th6 oo1.~mandor should have an assistant who is responsible for 

::the coordination.of planning; for passing out to other elements of the 
organization the mission, the assumptions, the objectives to be met; and 
then revie~'~ng the detailed plans dov~looed by the various units of the 
organization to determine whether ornot they fit together and will 
accomplish the mission. 
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On the other side the co~D.ncler should have ~n assistant responsible 
for checking up, for finding out ~;hethcr everything is going according 
to plans, whether schedules are being met, what the deficiGncios are, 
h~v they can be corrected, how operations can be improved. 

Neither of those assistants, I believe, if properly handled, detracts 
or interferes in any way with the prerogatives of other subordinates. 
It need not stifle their initiatlve. It need not interfere ~th their 
carrying out of their duties ozd functions. Of course, ~uless it is well 
understood and acceoted as necessary, there may be difficulties. No one 
likes to have their plans reviewed. No one likes to be checked up. But 
I don't think any top commander can afford not to perform these ~vo 
essential functions and he c~not do them unassisted. 

To summarize briefly, it seems to me t~,t, in addition to all the 
other things that top commanders, top-staff officers, need to know these 
days, they also need to laaow and practice the most modern techniques of 
good management as developed in private business and elsewhere. It seems 
to me that there is inadequate training in this resoect in the Military 

S ervi ce s. 

The major elements involved in good management are: to ~ow the 
mission clearly and concisely; to have schedules and plans that ~dll 
accomplish the mission; to have an organizational structure that is 
well understood, as simple as possible, and adaptable to the undertaking; 
to have the best obtainable personnel in the key position, s; to have a 
well-understood, efficient set of a~ninistrative procedures for conduct- 
ing the operations; and to have a continually following-up on what is 
going on. ITO one of these factors is an answer in itself; it is the use 
of all in proper relation that brings good management. 

GE~kL H O ~ r ~ T :  General Robinson, I lm'low that I speak for the 
entire faculty and student body and our ~ests when I say that this has 
been a very splendid talk. ~ tl~k you a~ain for your contribution to 

the Industrial College. 

(2 February  1949--300)S.  
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