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' MAUAGERIAL GONTROL

S ',‘ 17 December 1948

GENERAL HOLMAN: Gentlemen, our subject this morning is, "Managerial
Controli"  To introduce the subject et us assume that you are the head
~of a large supply organization; that you have a good staff and a well-

trained and experienced organization, or think you have; that you are
‘reSPOnsible.forgtha~procurement, the prodiction, and the mévement of

many types of critical 'supplies; that you are responsible for, approciable '

sums” of “money; and that you arc rospensible for the proper employment -
and the welfare offthqusands.ofgmﬁn.j i O D e o

. Now, from whore you sit as hoad of this organization’ things seem )

£o bo runming along-all’ right; but how do you know that? Or, conversely, -
if things are not going smoothly, which is more likely to be tho case;
how can you put your fingor on the troubls spots quickly? Or, botter - = .
still, “how can you -perfoct methods and tochniques.to prevent difficulties™:
from arising? S L e R ST e

Monagoment over a porioa;bfiyaaféyhas?deyelopodyand'6ccﬁ§iedrﬁtscif‘,'
with methods and procedures whichfpcrmit‘it*to,have«avhilﬁblé’prbpef >
information and to oxorcise proper control. Our speaker this morning
- will disocuss some of thosc controls. :He is Major General Clinton F,.
Rebinson, who was the Dircctor of the Control Branch of the Army Service'

Forces throughout the entire war. Since the war ho has held important.

assignments. in the War Assets Administrotion and the Natiohal Sgeurity’
Resourcos Board. He brings to this platform a wealth.of experiocnce in
this particularxfield.‘ e ST : e o

”Iytakenpiedgure-in introducing Major Gencral"ciihton F;?Rbﬁiﬁson;f ‘,‘

GENERAL ROBINSON: ‘General Holmen and gentlemen: .The subject that
has been assigred to me has a very imposing title, It is alsc one that
"is very vague. I am not going to read to you this morning a learned
treatise on the subjects "Neither am I going to reminisco abeut the
Control Division of the Army Sorvice Forces. Rather, I would like to
give you some general observations about~thc-subject,pf,managbmeht i
resulting from my_experiaﬁoe~bofqre,zduring'and since the wars I give .
them to you for what they are worthe SRR

Why do we talk about management, particularly %o o omilitary group
such as this? If yow consider today's national and the international
scene, you note many large conflicting forces at Work—-pqlitiéal, social
ond cconomic. Enormous organizaotions and institutions, public ond pri-
vate, have been ‘developed over tho last fifty years, Governments have
‘become very much larger and morc complex. Thé material things of lifc
are more abundant but secm to have gotten ahead of our capacity to
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- control them. You get the impression that one of the thihgs 'we 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, : ' '

- I believe that this is equally true of the military. War has gotten
to be an extremely complex business.. “There are so many things to deal
withe In a headguarters like that of the Supreme Cormand in Zurope during
the war. practically every human activity you could think of was involved,
as well as military operations por se, The necessity of combined opcrations
and t he- present efforts to coordinate the threc¢ forces adds +o the. diffi-
cultios. Cne of the most important things that the military needs to think
about is management., \ - e S L

- Wo are inclined to overlook managemont in the military. There is a
reagon. for it, Consider the tactical organizations in the Army, Navy, or

 Air Force, We pretty much take for granted the way they are orgonized
and the methods that are used to operate and control them.. Why is this?
For years and years the militany ha's boen déveloping o pattern of organ-
ization, a pattern of procedurs, mothods for doing things, for tacticdl
formations. . It has beon done in great detail, o have training and
procedural manuals, We cven preséribe in detail from topside exactly "
~how to toach a Porson to. shoot q rifle, Such things have become habit,
second nature, with us., -That is one of the .reasons we can oxpand the
Army or Air Force in such a hurry. Thosé habits of thought, orgonization

and procedure are quickly transmitted to the temporary officers]whpyh§n~
the tactical formations in time of war. - . o A

- But lot us look at the sitﬁation above the purely tactiéal,faﬁitﬁé'

Bureaus of the Navy and the Techniocnl Serviges of the Ammy, at the head-
quarters of the three Departments, the Joint Staff, the Munitions Board,
at such war organizations as EUCOM and Supreme Allied Headquarters. I
think that you will agree thet their management left much o be desired
during the war ond still does, In these areas we have not developed
aceepted and well-understood patterns of organization and methods of -

One. of the reasons for. a, great. deal of the' prolenged discussions,’
arguments and practicslly continuous changes 'in the topside organization
of the Military Establishment and its three Departments is the lack of
management analysis. It seems to me that of all the subjects studied
here in.the Industrial College, management should be pre-eminent, It
» should be one of the most important, if not the most important, subjects
- in all the higher éducational institutions of the Army, Navy, and Air
- Force, Ahdfmahqgcment is not much differont in the military from what

it is in other govermmént departments or in private affairs. The' same
problems are present; the: same principles apply. ' : ' '
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It is dangerous to try to thoorizs about management. Everybody has
his own idens about it. Bverybody considers himself an cxpsrt. Thoro
-is great danger of ‘ovorsimplification., But it scoms to me' that there ’
arc six major elements involved in good management in anmy type of wndsr-

takinge R , )

‘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 orgshization ought to understand fully and precisely what
should be accomplished., . But look around you. FHow meny organizations do
have such & mission? Very few, That is true not only in the Governmment,

" 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 the organization of the Department
of the Army, the Headquarters here in Washington, 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
t6 how the Army ought to be organized at that level. To be “specific, it
seems to me that the Department of the Army has the mission: to raise,
mobilize, train, equip, supply and maintain ground troops and units.. _
Note that I have made no mention of strategic planning end the direction
of military operations. If we left these functions out of the mission
‘of the Department of the Army, soms of the arguments about how the Depart-
ment ought to be organized would disappear, It seems obvious that strategy
and over-all direction of military 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 situétion simply as an illustration of the first element
or princivple of,managemant, that is, to clearly state the mission.

After this is done, the next major element is that of planning and.
scheduling all the specific things that must be done in order %o accomplish
the mission., This is also an 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 all kinds
of piesces of paper floating arocund purporting to be schedules. Cfficers
~ would have them in the bottom drawers of their desks. They would say,
"This is the tank schedule; this is the artillery schedulc," But other
officers would have different pieces of paper and different figures.

None of them were coordinated with cach other or any over=all plan, This
planning and scheduling of everything that needs to be done to accomplish
the mission is.a very difficult task inany large logistic organization.

But ¢értainly the mission canmot be properly met without 1t, ’

o0
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The third clement of management to be considéred is organization,
Many officers confuse organization with management.’ But,’ organization
is just one part of management. This principle of management can be
stated; that any undertaking ought %o be organized in the way that is
most appropriate to carrying out .its mission, plans and schedulgs,

- Here again is a simple obvious statement but its application often
leads to-great difficulties. Thors are a great many-so-~called axioms of
organization, such as the "span of control," "the staff-line principle,"
"authority commensurate with respongibility.". Probably you have obsorved
that they are more often violated then followed, ' That sometimes makes

mo wonder whether or not there is validity to-any 6f thom, -

- ‘Basically, organization is simply a division of work,. But when you
start to divide the work of a large undsrtaking, you generally get intoe
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,'porSOnnel, supply, finonce; or
again division by comnodity such as an Ordnance Dopartment to Hamdle
tanks and automotive equipment, a Quartermaster Corps to handle shoes,
overceats, food, The surprising factor in very complex undertokings is
the number-of types of division of work that occur and the fact that they

-all have a-degreec of logic and thoir own peculiar advantages,  The real
difficulty arises in trying to put them together. It results in. overlap-
pings ond duplications. For example, if the work is divided by commodities

_,-and. by functions, there will be a unit dealing with taonks from the stand-

- point of -procurement and another dealing with tanks from the standpoint

of research and development., Thore does ons unit stop and the other begin?

Personally, I think that there are two major principles which should
not be overlooked in any organizational problems One is %6 kcep the ;
organization as simple as possible. The other is to pick out a logical -
plan and stick 6 it, Don't try to combine several plans; dont't com-
promise. Compromising secms to be the universal result and the curse of -
practically all attempts to improve organization, ' ‘

Meny of the problems of organization flow primarily from a different
consideration from that of tho axioms or principles of organization.
They flow from a great many himan factors, such'as pride, jealousy, stodgi=--
ness about change, the desire to increasec the importance of one's activity,
How many times havée you heard arguments about "This activity is so im-
portant that it must be separate and report only topside?" Everyone can
make that argument about his activity; almost cveryone does,

A good logical orgmnizational plan can be developed; but the real
problem is not that plan itself, The real problem is in the human factors.
Until the persomnel in the undertaking sec beyond their owm activities;
adopt an attitude of the good of the whole, it is very hard to put over
any organlzational improvements., :
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- Leaving organization, the next major factor in good managoment is
personnel, particularly key persornel, 'Of course intelligent, energetic
men in the positions for which they are best qualified is an extremely
important factor in the success of any undertaking.- But here again I
would like to emphasize the fact that good personnsl policies and prac-
tices is only one factor in management and should not be considered the
only factor. How many times have you heard this argunent? M"If you just
get: the right man, put him in charge and give him enough authority, the
problem will be completely solveds" A great many people hang their hats
on' that theory. You find it very prevalent outside the. Government.
During the war TPPB suffered from that attitude. There were a great .many.
very capable men brought to Washington in WFB 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 happened? It was almost 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. . Necessary as they
are, good key persomiel is not the complete solution to managemente o
Activities are interrelated. Unlimited authority to the man in charge
of one activity meens ‘that others suffer, Team play is required, - -

. The fifth major element in management is one that I think is over-
looked more than any other. It is just as important as the cthers.
There are various words that can be used to describe it, systems, pro-
cedures, methods,” administrative practices. It includes stoh things as
inventory control, supply procedures, distribution methods, persomnel
practices.. You can have the best supervisors, a good organizational
. pattern, mission clearly stated, well-drawn plans, but, something else

is noeded, efficient systematic methods for doing the work, L

_You have often heard the argument in the Military Services: MOnly
set-policies; don't give details, To do so destroys initiative., Don't
tell anyoné how to do it but only what to ‘do." But this is a curious.
argument, It shows a lack of appreciation of one of the basic factors
-of management., As a mabtter of fact in the Military Services, we sare:
told in detail how to do many, many things and properly so. - Consider
all the tactical training manuals, the minutiae they contain. e take
them as a matter of course. But if the Quartermaster General is given
a standard inventory control system, & great hue and cry goos upe ¢
Initiative is being destroyed. Prerogatives are being encroached upon.
VWhy is this? In the Military Services we have properly reduced many..
operations to efficient systematic routines. In others we have not.
Apparently we accept the former unconsciously and resist the attempts to
do so in, the latter. Many logistical'activitics garid the activities: of
higher headquarters particularly fall in the latter class. Systematic
routines free commanders for considerations of real policy. In my opinion
“there is more room for improVing-oéerations and moking savings in this
factor of management, procedures and methods, thon inany other in the
Military Services at the prosont time. e ' LS

.
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Finally we come to the last, the sixth, major clement of zood man-
agement. It can be termed "follow=-up.," It might be called "control."
In spite of the fact that all of the other factors of management which
I have been discussing have beon taken care of, still, in a large, com-
plex undertaking the commander and his chief assistants must have some
independent method of findinz out what, is really going on and checking
on the performance of the entire organization. Oral or written reports
“or conferences with tho chief 'subordinstes is not enough, In any large
organization there shoubd be a small, highly qualified unit divorced
from any other duties than to discover and rocommond ways of improving
operations, There are many techhiques and mothods for doing so. I
will ‘méntion a fow, T R R

One is through s%atistioalfmothoas}"Thatigenerally‘causos everybody
to say, "What more reports." The experience in the Army Service Forces
-during tho war is, however, rovealing. At the beginning thore was a
mass -of “inherited statistics and roports. But they weren't vory well
dosignod snd really didn't show what was going on. I don't say that tho
problem wos complotely solved, But ve did get to‘the point where we
knew factually, by statistics, whether or not Wwe werc meeting our sched-
ules and our plans, And in the proccss statistical Treporting was sub-
stantially decreascd by using judgment and modern statistical tcchniques.

Another method of follow-up is that of inspection, of going dowm to
the basic operations, into the warchouses, the ports, the poersonncl
centers, the training camps, and finding out exactly what is going on.
‘There is 6ften a ‘great gap botwoen what various layers of command
honestly think is happening in the field and what is actunlly happoning,

Another technique. that was used succossfully during the war was that
of making surveys in conjunction with those actually doing the work,
Statistical methods would reveal failures to meet schedules. A field
survey with those responsible tracing what was happening all the way
through from top to bottom would reveal the causes fnd suggest the
- corrections to be made, o o o

The development of simplifiecd and improved.probeduros naturally
follows from the checking up process. ‘There are probably meny of you
who are familiar with the graphical method of prescnting administrative

" procedures that was-developed during the war,

There are two major menagerial aids that the than at the top of any
large undértaking should have. hey are his right and left arms. On
‘one side the commander should have an assistant who is responsible for
'the coordinationof planning; for passing out to other clements of the

organization the mission, the assumptions, the objectives to be met; and
“then reviewing the detailed plans developod by the vorious units of the
organization to determinc whother or not they £it together and will
accomplish the mission, ' o A
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On tho othor side tho commander should have an assistant responsible
for checking up, for finding out whether everything is going according
to plans, whether schedulos are being met, what the deficiencics ars,
how they can bc corrected, how operations can be improved.

Neither of theso assistants, I boliove, if properly handled, detracts
or interfercs in any way with the prorogatives of othor subordinates.
+ fieed not stifle their initiative. It need not interfere with thelr
carrying out of their duties end functions. 0f course, unless it is well
“understood and accepted as necessary, there may be difficulties. No one
likes to have their plans reviewed, No one likes to be checked up., But
T don't think any top commander can afford not to perform these two
essential functions and he cannot do them unassisted.

To surmarize briefly, it seems to me that, in addition to all the
other things that top commanders, top-staff officers, need to know these
days, they also need to kmow 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 respect in the Military
Services, :

: The mejor elements involved in good management are: to know the
mission clearly and concisely; to have schedules and plans that will
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 koy positions; to have a
well-understood, efficient set of administrative procedures for conducte
ing the operations; and to have a continually following-up on what is
going on. Mo one of these factors is an answor in itself; it is the use
of all in proper relation that brings good management.

GENERAL HOLMAN: General Hobinson, I lmow that I speak for the
entire faculty and student body and our guests when I say that this has
been a very splendid talk, 7l thank you again for your contribution to
the Industrial College. “

(2 February~lé49—«500)s.
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