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Couese Description ) * . ’ )
This course was designed tp give the student an understanding of the fundamentals of management. It consists of s'x lessons coataining objectives,
readings, review and optional exercises and agswers, and suggested additional readings from both military and civilian sources. ’
Lesson 1 - Introductron to Management contalns five sections discussing what management is, |kadership, an explanation of terms,
the functions of management and conclusions. Appendices contain a summary of the functions of menagement and
: the optional exercises and answers.
Lesson 2 r Principles and Poucies of Management contains seven sections covering principlés of menagement, management policies,
' characteristics of a good policy, the army manager, analyzing problem areas, a summary and suggested readings. The
appendices_contain sections on principles and characteristics of management, schools of management theory, and op-
tional exercises. '
Lesson 3 - The Function of Planniug contains ten sections including an introduction, Principles of planning, why we plan, how to R
tan, steps in planning, characteristics of a good plan, orgenization for planning, results of, poor planning, benefits of good
planning; and a summary. .
> 2
Lasson 4 The Function of Organizing contains eleven sections including an introduction, considerations prior to organizing, steps in
organizing, characteristics of & good organization, development of types of organization, line (scalar) organization, line-staff
orgamization, functional (directorate) ofganization, organizing a staff element, and a conclusion. Appendices cover preparing an of-.
ganizational chart, an organization chart, types of organization, a checklist of organization effectiveness, and optional exercises

- Lesson 5 - The ﬁuﬂt;tlon of Directing contains fourteen sections covaring an introduction, the meaning of directing, the basis for directing,
the extent of direction necessary, communicating the direction, aral cgmmunications, written communications. communication '
without words, three-way communication, barriers to good communication, gateways to communication, motivation, directives,
"and a summary,

Lesson 6 - The Functions of Coordinating and Controlling contains twenty -5ix sections covering an introduction; the function, the need
for, methods of, and obstacles to coordination, when is coordination complete, the function of controlling; developing stan-
dards; collecting data. corrective action; the work simplific3tion program, basic stgpi in methods improvement; a work distri-
button chart; analysis of the chart; a flow process chart, layout studies, office layout, application of office layout principles;
motion economy work measurement; where to use work measuremient; work measurement techniques; developing work
measurement standards; and a summary, conclusions, and references. Several examplés are appended. .
Each 1esson contains wbjectives, readings, review exercises and answers, and optional exercises and answers for student se!f-study and evaluation. This
would be useful for administrators, or students who anticipate moving into management positions. ’
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1. WHAT IS MANAGEMENT? There
is some degree of management,in al-
most every situation which invelves the
actions of .two or more people, whether
it is in the home, factory, school,
church, club, shop, bank, Army, or
Government. It may be the familiar
and direct relationship of a father to
his family, or the highly complex net-
work of relationships in a large cor-
poration or Army organization. Basic-
ally, however, the same management
procedures apply: plans and decisions
aré made, actjons take plage, controls
are established, and results are
achieved. The process may be'auto-
matic or semiautomatic in a family or
othér small grouping, but it must be a
considered, well-organized procedure
in a business or Government activity. .

Not all people view management in
the same way. Some see it as a com~
bination of personal and administrative
skills. Others consider it a technique
of leadership. Still others say it is a
means of coordination and cooperation.
Some call it an art, others a science,
Actually, it is all of these, but theyare
only part of the picture. Management
is a distinct entity. Although intangi-
ble, it has basic and interrelated func-
tions and activities. Management can
be studied, knowledge about it can be
_obtained, and skill in its application
" can be acquired.

Management must be considered
from the dual viewpoint of the manager
and of the people in the organization he
directs. The manager sees it as know-
ing what things raust be done and getting
other people to do them. The people
who do the work regard management as
a nebulous ' they” who pay salaries and
control working hours. “Thev' make
the peovle who work for them either
miserable or reasonably satisfied with
their jobs. "They createa pleasant

or a disagx‘eeabie organizational atmos-
phere. ‘They" carry the bigstick whose
use may or may not be prefaced by soft
words.

This dual approach to management
helps to clarify the personal ways in
which the manager influences the actions
of others. Since his success dependson
how well the individuals in his organiza-
tion do their_ jobs, he cannot afford'to,
overlook the fact that he must look at
management from their viewpoint as
well as his own. Inherent, then, inany
discussion of management is the human-
relations element, An organization con-
sists of_gggglg, people who must be rec-
ognized and treated as individuals. A
student of management must first of all

.recognize the underlying principle that

the individual worker is the indispensable
man without whom management could
not exist.

It is management's responsibility to
bring men, money, and materials into
functional alinement. The work, the
worker, and the work place must form
a harmonious whole that in turn must
be in harmony with the overall organi-
zation. Management must make sure
that organizational segments dovetail
and that there are no protruding, obtru-
sive, or nonessential elements. Man-
agement is organizing; it is planning
for the organization; it is directing and
coordinating the work that goes onin
the organization and establishing and
maintaining controls over the wo rk, the
worker, tbe materials and equipment,
and the place and environment in which,
the work is performed; itsis establishing
definite goals and reaching them.

9. LEADERSHIP. A good manager is
a good leader. He has the personality,
vision, knowledge, courage, judgment,
mental flexibility, and integrity of char-
acter that make others want to carry” )

¥
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out his orders. Because he has others
subordinate to him and subject to his
command, he must give direction and
purpose to their efforts. Leadership

is werk. All work perfomed by lead-
ers, however, is not management work.
Although it is essential for a good man-
ager to be a good leader, many out-
standing leaders are, in fact, very poor
managers.

Broadly speaking, there are two
types of leadership: personal leader-
ship and management leadership--and
there is a definite distinction between
the two. In personal leadership, au-
thority is highly centralized, and the
leader personally makes all, or most,
of the decisions for the entire organi-
zation. Regardless of the size of the
enterprise, subordinate supervisors or
‘2aders have little authority to make
decisions about their work. The lead-
er (manager) checks on how things are
going by personally inspecting and au-
diting work in progress as well as
completed work. The most significant
characteristic of this type of manage-
ment is that the manager does a great
deal of work that his sutordinates
could do, or be trained to do, as well
or better.”

If the manager is an outs*anding in-
dividual, personal leadership may be
very successful. However, it dis-
courages independent thinking, limits
the growth of subordinates, and re-
stricts the size and diversity of the or-
ganization to the personal abilities of
the manager. Moreover, if he is in-
capacitated, transferred, or for other
reasons leaves the organization, there
is often a serious breakdown in opera-
tions.

The significant difference betwezn
personal leadership and managem=nt
leadership is that in management iead-
ership the manager limits himself, as

much as possible, to performing work
that only he (because of his position)
can do effectively. As manager, the
leader still makes use of his personal
attributes and abilities, but he uses
them in work different from that of his
subordinates. By so limiting himself,
he can extend his efforts throughout a
very large organization,

Marnagement leadership is essential

* in the Army. Under a policy of decen-

tralization, responsibility and authority
are delegated to the lowest organizational
level possible. Yet, there are still
some managers and supervisors in the
Army who operate under their own sys-
tem of personal leadership. Many of
them appear to be quite successful, but
the; are of limited value to the Army

in that they fail to develop subordinates
to their full potential. They have left
the "man" out of management. The
Army's most critical resource is man-
power, and the most difficult and de-
manding part of an Army manager's job
is manpower management. Man is the
only resource with an unlimited poten-
tial, simply because he can devise im-
provements. Skillful management lead-
ership must be exercised to gain the
maximum benefit from the aptitudes and
potentialities of men.

3. EXPLANATION OF TERMS, Most of
the words used in a discussion of man-
agement are familiar to all of us and are
heard in everyday conversation. How-
ever, since even common words may
mean different things to different peopie,
and their meanings are frequently deter-
mined by the context in wh.ch they are
used, it is important that we have a mu-
tual understanding of some of the terms
usedr. ust often in management,

a. Accountability or responsibility:
the obligation of a <ubordinate to a su-
perior for assigned work. For instance,
if your commanding officer has appointed
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you to take charge of the annual United
Fund drive, it is your job to sec that
the drive is property conducted. Ifyou
have assistants, they, in turn, are ac-
countable to you.

b. Assumption: a supposition or
premise based on a stated fact or a
known condition or situation. In ptan-
ning, it is almost invariably necessary
to make assumptions. If the Fund drive
is set to start on October 5th, itisa
safe assumption that personnel will
have been paid a few days previously.

c. Authority: the right of decision
or command. When you were told to
take charge of the Fund drive, you were
given the authority to deccide how it
should be conducted and to give direc-
tions to vour assistants.

d. Conirolling: exercising authority
to insure compliance with plans, poli-
cies, and procedures. This involves
checking, analyzing, and correcting.

If one of vour Fund drive assistanis
fails 0 make required reporis, a quick
check may tell you that he has forgotten
the due date o, that he has not yet
started on the work you assigned him.
Or perhaps you will find that he is on
emergency leave and you will need a
replacement for him. Inany case, the
control device of checking operations
will enable you to keep things going ac-
cording to schedule.

e. Coordinating: the process of in-
tegrating all efforts and aetails neces-
sary to accomplish a given objective.

In the matter of the Fund drive, super-
visors, section chiefs, and department
heads must be convinced that their ac-
tive support is needed. You also need
the help of those in charge of publicity
media, such as radio, newspapers, and
other publications. Youneed to make
sure that no other fund-raising cam-
paign will he conducted at the same

time. In short, you must coordinate
with many other officers and activities”,
if your plans are properly carried out.

Directing: issuing instructions,
provxdmg guidance, and stimulating in
others a d®sire to attain the objective.
For the Fund drive, this will include
distribution of forms to be filled out,
posters, and promotioqal literatire.

g. Efficiency: the ratio of actual
work output to total possible output. If
100-percent participation in the Fund
drive is attained, everyone has oper-
ated at maximum efficiency.

h. Element: one of a series of spe-
cific work steps or actions. One of the
elements of the Fund drive is the pub-
licity program.

i. Fact: a condition of undisputed
actuality. It is a fact that there are

organized charities which receive con-
tributions from the United Fund.

j. Management: a process of estab-
lishing and attaining objectives to carry
out responsibilities. It is your objec-
tive to gain maximum participation in
the Fund drive.

k. Manager: a person who plans and
supervises the actions of others. As
used in this instruction, manager is
synonymous with commander, super -
visor, or leader. You are the manager
of the United Fund drive.

1. Mission: the purpose for which
an orgamzanon exists; the result at-
tained when the sum of all objectives is
reached. It is your mission to bring the
Fund drive to a successful conclusion.

m Objective: a clearly defined goal
toward ~hich the efforts of an individual
or a group are directed. Each of yourr
assistants must have a specific




objective, e.g., one of them will ar-
range for full publicity coverage,

n.” Organization: a group'of individ-
aals working for a cummon purpose.
You and your assistuants form a com-
mittee (organization) working to make
the Fund drive a success.

o. Organizing: establishing proper
relationships among men, money, and
material to attain a given objective.
You do this when you assign tasks tu
each of your assistants, give them a
place to work, and provide materials
with which to work. !

p. Plan: a projected course of ac-
tion. When you have decided when to
conduct the drive, who will do specific
portions of the work, where they will
do it, and the general procedures they
will follow, you have formed a plan for
action.

q. Planning: determining the best
course of action to accomplish the ob-
jective quickly, efficiently, and eco-
nomically. Before you complete your
plan for the Fund drive, you will have
considered several methuds of conduct-
ing it and will have selected the one
ahereby the largest number of people
can he contacted in the shortest period
of time, by the best qualified and few-
est number of persons.

r. Policy: a broad directive that
guides the organization toward the
achievemenmnt of objectives. 1t is the
policy of your installation to encourage
voluntary contributions to the United
Fund. Within that policy, you have es-
tablished for your assistants a policy
of soliciting contributions without using
pressure methods.

s. Principle. A fundamental state-

ment or trruth nroviding a guide to ac-
twn. One might call the principle

underlying the United Fund drive, ' the
principle of helping others."

4, FUNCTIONS OF MANAGEMENT.
Management begins whenever one person
organizes and directs the work of one or
more persons. It may be in a squad or
an Army installation, an office group,
or a maintenance crew; it may be ata
high or a low managerial level. Man-
agement applies to all levels of com-
mand. In the Army there are many
managers in addition to the commander.
There are the chiefs of staff, the chiefs
of staff sections, the operating officials,
and the supervisors, military and civil-
ian, at all levels. Each must make sure
that the principles of management are
carried out within the organizational
element he supervises. Each must
carry out in his area of responsibility
the functions of management, which are
categorized as planning, organizing,
directing, coordinating, and controlling.

These functions provide a skeleton
for building the entire management
structure. Althcugh each of them will
be discussed in detail in other memo-
randums, we shall mention them here in
general terms to show you their pur-
poses and interrelaticnships. They
progress logically, and the actions fre-
quently overlap or are performed cor-
currently. All of them are continuous
processes and are not marked by stop-
and-go signals.

a. Planning. This is the process of
selecting the best line of action to get
the work done in the least time and with
the least expense. Planning consists of
deciding what must be done, where to
do it, when to do it, how it should be
done, and who will do it. It includes
gathering information, preparing it for
use, and developing instructions for
steps of action.

Planning 1s the first step in the
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management cycle. [t may continue
througiout the other functions, but it
must alwavs precede action. Although
planning takes place at all levels of
supervision, at higher echelons the
manager spends more time in planning
and has more assistance and advice.
Usuaily, he determines objectives and
selects the best lines of action from
among several presented by his staif.
At lower levels, planning is more con-
cerned with the details of the operation.

At one installation, the commander
thought that administrative work could
be handled more efficiently by creating
a stenographic pool to service all ele-
ments within the headquarters. He
called a meeting of his key staff offi-
cers and asked each of them to study
the matter and make recommendations
as to whether it would be practical and
how it could best be put into eifect.
From their recommendations he devel-
oped a broad, overall plan for.estab-
lishing the activity and issued-a direc-
tive. Each of those affected developed
his own plans within the framework of
the directive, with plans becoming
more detailed as they proceeded down
the line. For instance, the plans of
the personnel officer included such
things as the writing or rewriting of
job descriptions, eliminating present
jobs in some sections, establishing
new jobs, and iaterviewing and placing
personnel.

b. Organizing. Organizing is the
process of bringing together the work,
the worker, and the work place in a
manner that will get the work done
most efficiently. It establishes relat
tionships between activities and person-
nel and allocates resources. It must
be considered as a means to an end and
not an end in itself.

(1) Organizations are a combina-
tien of the formal and the informal.

The actions to be performed are the
primary factors in determining the for-
mal organizational structure; they are
the basis for allocating men and ma-
teriel, assigning responsibilities, de-
vising standards and procedures, and
establishing organizational charts.
However, it must be recognized that
an organization is only as good as the
people in it; an elaborate organizational
chart can't get the work done.

(2) Within every formal organiza-
tion there is an informal one created by
the interrelationships among people.
The astute manager can use this infor-
mal organization to strengthen his oper-
ations, maintain highmorale, and create

a harmonious working atmosphere.

The people who make up or-
ganizations behave as members of
groups, and their membership in these
groups helps to shape their attitudes
toward their work and the organization
as a whole. Groups exist at every level,
from privates to five-star generals and
from clerical personnel to top manage-
ment executives. Usually, there is a
"natural leader” in the group--who may
or may not be the assigned leader.

Informal groupings may stem
from a number of causes, such as com-
mon work or social interests, hobbies,
religious affiliations, political beliefs,
or membership in clubs and other or-
ganizations. Most people belong to a
number of informal groups. Take, for
instance, Sergeant White. He has ong
group of friends with whom he works,
another in the church he attends, a third
with whom he plays golf, and a fourth
in the neighborhood where he and his’
vife live. Often, of course, the groups
overlap.

Informal work groups have real
power, and the person who usually feels
1t most keenlv is the immediate




* supervisor. An unpopular supervisor
frequently finds his authority being un-
dermined by his subordinates. Mem-
bers of the group can slow down pro-
ductivity, reduce the quality of their
work, and make the supervisor appear
incompetent to his own superiors. On
the other hund when the informal or-
ganization supports the supervisor,
work is done faster and better and
morale is higher.

There are many ways in which
the informal organization can benefit
the supervisor or manager. One of
these is th.e matter of discipline. For
example, the officer in charge of a per-
sonnel records section made no okjec-
tion when personnel occasionally ar-
rived late for work. However, one per-
son began to abuse this privilege by ar-
riving quite late every day. Afraid that
their boss would start to crack down on
tardiness, the offender's fellow workers
handled the matter themeselves. When-
ever this individual came in late he was
greeted by loud applause--then ignored
completely for the rest of the day. Ex-
cessive lateness soon stopped.

In another instance, the super-
visor of a production unit had a rush
order to fill. To get it out, he figured
that all of his personnel would have to
work at least 2 hours overtime. The
grapevine being what it is, the work
group knew about the matter even before
the supervisor did. When the supervi-
sor called them together, the group had
a plan ready and had already started to
work on it. By allowing the group to
go ahead in its own way, the order was
filled promptly and efficiently.

(3) Committees can sometimes be
used as an aid to management. The
commander has always had his staff to
research and investigate, and to assisu
him in making decisions. Now, even
in lower echelons it is customary for

the manager to use certain of his co-
workers and subordinates as consultants.
In using this techrique, the best results
are achieved by selecting the persons
most directly affected, limiting the
number (not more than seven, usually
three to five) and having them act in a
purely advisory capacity.

{4) Department of the Ar my Staff-
ing Guides are published for many mili-
tary organizations. They estabhsh per-
sonnel ceilings, but the manager fnust
use great care in selecting individuals
to fit into the staffing pattern. He must
consider not only professional qualifi-
cations but also the interrelationship of
personalities and other factors affecting
the morale of the organization.

c. Directing. Directing is the proc-
ess of getting people to perform their
jobs well, willingly, and quickly. Itis
synonymous with leadership. It con-
sists of more than writing and issuing
orders, the successful manager makes
his personnel want to do what he tells
them to do. Ideally, he manages them
in such a way that they do not realize
they are being managed. Skillful hand-
ling of personnel contributes immeasur-
ably to smooth and successful group ef-
forts and is the key link in the manage-
ment chain,

(1) Probably the most important
element of directing is clear communi-
cations. A manager's decisions and de-
sires are of no value unless the persons
affected by them know what they are.

A directive should pertain to only one
subject; it must be positive in nature
and be expressed simply, briefly, and
plainly. A good rule to follow in any
written communication is to remember
that if anyone can misunderstand it, in-
evitably someone will misunder stand it.

“officialese’ is
Directives

Unfortunately,
all too common in the Army.
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are written in a stilted, cumbet'some
style that is hard t> read and harder
to understand. Take the case of
Lieutenant Smith, who was planning

a new office layout. One of his direc-
tives read, "Take necessary action to
effect the removal of filing cabinets,
letter-size, sectional-type, four-
drawer, bearing the designations 'A'
and 'B' respectively, from the area
occupied by the mail and distributivn
center to that area ‘vhere the personnel
section is located.’” All he needed to
say, of course, was "Move file cabin-
ets A and B from tne mail and distrib-
ution center to the personnel section.”

(2) Standing operating procedures
(SOP's) may be considered a part of
the directing process. These ave glides
for individual and group actions. For
instance, an SOP for z section should
cover all acgions the section is 2xpected
to perform, the unusual as well as the
ordinary. An SOP for a specific job in
‘the section should be so cumglete that
a new employee could, bx {ollowing it,
adequatel. perform the :0b. While a
directive teils people "rhat to do, an
SOP tells them how to do it. It should
be in written form, specific in nature,
and cdetailed enough to cover exceptional
as well as routine actions.

d. Coordinating. Webster defines
the word 'coordinate’ as "to bring into
common action and coordination’ as
“harmontous adjustment or functioning.”
AR 320-3, Dictionary of United States
Army Terms, lists the following:
‘coordination with--In consultation
with., Tlus expression means that
agencies coordinated with shall parti-
cipate actively, their concurrence shall
be sought, and that if concurrence 1s not
obtained, the disputed ma:ter shall be
referred to the next higher authority in
which all participants have a vowce.”

PN . 9
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(1) Coordinating is one of the
broadest functions of management and
is inherent in all other functions. While
we have said that directing is the key
link in the management chain, coordi-
nating provides connecting links through-
out the chain.

(2) The purpose of coordinating is
to secure cooperation. This jsn't al-
ways easy; you may be assigiied an ob-
jective which is unpopular with some--
or even all--of the individuals or agencies
whose assistance you require. In that
case, you must be a salesman. You
must convince the reluctant persons of
the importance of the mission and of
the value of their contributions to its
overall success. Only as a last resort

" should you go ""to the next higher au-

| Y

thority.” .

(3) Some degree of coordination is
required in all phases of management.
Coordination is so closely related to
pianning, orgznizing, directing, and
controlling that none of those functions
can be completely successiul unless
coordination is carefully considered
during their initial stages.

e. Controlling. Conirolling is the
process of seeing that everything is
done according to established plans,
procedures, and policies. It involves
checking actual results against desired
results and taking corrective action
when needed. If control is exercised
in all phases of :nanagement, correc-
tive action will seidom be necessary,
since flaws in plans and procedures will
be detected at the beginning of an oper-
ation. Control must be exercised at all
levels of command. Operational details
may vary according to the size and type
of the organization or activity, but the
same general procedures are followed:
checking, measuring, and evaluating,

/0




The three most commuon aids tocontrol If all functions of management are prop-

are personal observaticns, reports erly performed, planning will result in
(formal, informal, written, and oral), a thoroughly sound organization which
and inspéctions. is directed in a manner that will keep
it operating harmoniously and smoothly
5. CONCLUSION. An . f{ficient organi- at peak efficiency with minimum need
zation reflects effective management. for corrective action. _
~ “ ’
\\




Annex A (SUMMARY OF FUNCTIONS OF MANAGEMENT) to Memorandum 46-1,

a.
b.

c
d.
e.

a.
b,
c.
d.
e.

£
Lo

a.
b,

c.
d.
e.

a.
b.
c.
d.
e.

a,
b,
c.
d.

4, Coordinating.

/V

1. Planning.

Analyze situation to determine what is to be accomplished.
Determine time and resource requirements and evaluate alternative courses

of action.

. Develop policies and procedures within which the plan will be implemented.

Establish measurable goals, attainments of which will apcomplish plan,
Develop a plan that will best implement courses of action selected.

2, Organizing.

Determine functions required to accomplish mission.
Group related functions.

Define and establish organizational relationships.
Assign responsibilities and delegate authority.

Select and assign persornel and other resources.
Insure control through an optimum span of management,

3. Directinag.

Determine the extent of the direction necessary. .

Select methods of communication which will convey to the pertinent elements
of the organization the action desired.

Motivate individuals and elements to assure the action desired.
Communicate the requirement.

Supervise execution of the requirement.

Assure lateral and vertical communication throughout the organization.
Establish SOP and administrative instructions.

Harmonize programs and policies by insuring balance among plans and actions.
Promote intelligent cooperation and mutual understanding,

Promote acceptance of organizational objectives and integrate action toward

a common goal.

5. Controlling,

Establish a basis for measuring performance.'
Collect necessary data,

Review and analyze data,

Determine need for action,

9 ) Mi6-1
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Annex B (OPTIONAL PRACTICAL EXERCISE) to Memorandum 46-1

Name the functions of management and for each give an example of how it applies
to a management situation with which you are familiar.

1.

11 ) , M46-1
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Annex C (SOLUTION TO PE) to Memorandum 46-1

1, Planning.

2, Organizing.

3. Directing. ,, =
4, Coordinatir;g.

5. Controlling,

NOTE: Above are the functions of management, Your examples will be in your
field, so there can be no exact solution to them.

z
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|, PRINCIPLES OF MANAGEMEXNT.
prisciple is defined as a fundamental
tatement or truth nroviding a general
pide action. A principle is a auiae
nd must not be confused with a law,
which is a relationship between cause
and effect that (like the law of gravity)
has always been known to give the same
result. A principle is established as
a result of experience; nnder ordinary
circumstances the results are predict-
able. However, principles are flexible,
no: absolute, and must be usable re-
gardless of changing or special condi-
sions. George Washington, in his last
public address, said, “Important prin-
ciples may and must be flexible.”

3
c
3
a

a. Management exper:s all agree
hat there are basic prircivles of man-
agement. However, they express them
differently, and they are not in com-
plete accord as @0 their relative -
portance or u3e. Annex A contains a
list of management priunciples compiled
from various publications. We shall
not discuss these principles specifi-
call. or in detail; ther are for the most
pars self -explanatory and are used in
some form in all phases of manage-
ment, in all types of organizations.

L. Ten basic principles of Army
magnagement are listed in AR 1-24, and
these are the principles with which we
are immediately concerned. As wedis-
cuss them, note how they paraliel cer-
tain of the principles listed in annex A.
These 10 basic principles should be
clearly understood by all Army person-
nel who have administrative responsi-
hilities.

Y

(1) Principle of essentiality. All
setivities and actions must contribute
to the mission of the Army. In setting
up or surveying an organization or ac-
sivity, the first consideration is an ap-
praisat of its essentiality. Unless an
activity is, in fact, necessary for the

success of the operation, it should be
eliminated, curtailed, or combined with
other activities. This principle corre-
sponds with the principle of simplicity,
as listed in annex A.
13

The importance of this princi-
ple may be seen in an occurrence during
World War II. At an Army installation
‘a member of a management survey team
asked a soldier why he was patrolling a
certain corridor. The soldier shrugged,
‘Don't know, Someone is always on pa-
trol here." It took several days of pains-
taking search, but the reason was finally
discovered. Two years previously the °
floors of several of the rooms had been
freshly painted, and a guard had been
posted to see that no one entered them:.
After the rooms were again in use ho
one throught to rémove the patrol,

(2) Principle of flexibility. Peace -
time organizations and systems should
be so designed that they are suitable
for, or are readily convertible to, con-
ditions of war or other emergencies.
When an organization is formed, provi-
sion should be made for either expansion
or reduction without major change in the
basic structure.

An example of applying the
principle of flexibility may be found in
the orgauizational structure of the adju-
tant general section of the infantry divi-
sion. The adjutant general section usu-
ally carries on' its operations and activ-
ities in the division rear area but may
“also provide personnel to form an adju-
tant general forward team at the main
command post. ‘This is accomplished
by using only assigned personnel; it
does not mai.rially reduce ope rational
efficiency of the division adjutant gen-
eral section, nor does it change the '
organizational structure.

*

(3) Principle of unity of command.

Within an organization, exch of the A

) 11\‘146-2
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specific activities or parts must be sub-
ordinate to the overall organization, and
there must be only one boss at each
level of command.

Let's see what happened in one
case where this principle was violated.
The adjutant at an Army installation
knew that Miss Jones in the personnel
office was very efficient and produced
work of superior quality. One day,
when his own secretary had an overly
large backlog of work, the adjutant
went directly to Miss Jones and asked

~

* her to take some dictation. *He was so

pleased with her speed and accuracy .
dhat several days later he asked her to
do another job for himi. Soon, she was
'spending several hoyrs a day on work
for the adjutant, and the personnel offi-
‘cer found that his own work (for which
Miss Jones was hired) took second
pltace. It was his office, now, that had
a backlog of work. .

Naturally irritated, the per-
sonnel officer took it out on Miss Jones,
since he dared not be openly critical
of his own boss. Finally, harassed
and unhappy, Miss Jones asked for a
transfer. The personnel officer re-
ceived a low effigiency report because
"'he couldn't handle personnel,” and the
adjutant himself was criticized for al-
lowing a subordinate officer to get so
far behind in his work!

(1) Principle of communication.
Management is dependent on an ex-
change of information and ideas, on un-
derstanding personnel and making it-
self'understood by personnel. Under-
standing is made easier by using simple
words dnd terms and by channeling in-
formation so that everyone has a knowl-
edge of objectives, authorities, prior-
ities, and standards of performance.
Communication should extend through
the organization from the top

downward, from the workers upward,
and on horizontal levels.

It is the responsibility of the
sender to make sure his communica-
tions, whether written or oral, are -
clearly understood. A simple illusira-
tion of the importance of this princinle
is an incident at an Army installation

"wher'e the adjutant was told to make ar-

rangements &or the commander to en-
tertain 16 guests (official visitors) at
lunch on Armed Forces Day. The ad-
jutant phoned the officers’ club, ar-
ranged for a special menu, and was \
assured by the club officer that every-
thing would be taken care of. It was--
except that the beautifully decorated
table had been set and food prepared
for 60 instead of 16 guests.

(5) Principle of responsibility.

‘Decentralization or assignment of re-

sponsibility to a subordinate does not
relieve the superior of the overall re-
sponsibility for“performance. For in-
stance, in the matter of the lunchecn at
the officers’ clul;, the commander quite ,
properly held the adjutant responsible.
Even though the error was made by the
club officer, the initial instructions hacl
been given to the adjutant and it was his
duty to make sure they were carried
out,

(6) Principle of objective. Sys- |
tems and organizational structures

should be appropriate to the mission of .-

the command. They should be designed
so that objectives can e reached with
the leaSt possibie expenditure of man-
power and matérials and so that each
organizational clement-has a specifig
objective to aitain or an end product ’g,@
produce.

(7) Principle of improvement.

Continual improvenient in sy siems,
methods, and use of resources is

e M46-2
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required for continang offectiveness
1 operations o
The Arms Suggestion Plan is
one of the activities based on this prin-
cipte This nrogram encourages all
personnel to look fov-better, easier,
and more econoiical ‘ways tordo jobs,
to inerease morale, and to ijprove .
workiig conditions.
) .
Any improvement program
centers aroupnd a ¢ testivning atte Ae.
I does not accept the past with its
This is the way we've alwavs donet.”
Neither does i accept the presn,nt with,
its ' This is the result of mucl. study
and planning, thevefore. it cannot be
unproved.” The questioning mind
sealizes that nothing is perfect, therg
is always room for improvement. !

(8) Principiv ol review, Maer
changes i conditions ov variations in
resources necessitate o timely veview
and ansimens of obwatives, pojices,
oreamizasion. functions  svsiems
priotdies, amd atlocat. ns to assuve
sppmum balance o reinion to nidsion,

.

(1) Prisople of service, Sexvvice
sy asers 18 the primary basis for evals
nation of adnmunistrape and support
Jctivitics. This cortesponds o the .
principle of ~ Primacy of Service in
anteX A, , y;

(1») Prmcipte of hunran relutions,
R« cognition of human dignit;, . vesnect
for people as individhals, and under-
<tauding of diffevences in capabilities
wre essential to effectiveness. See
nuex AJor a restatenmient of this prin-
Ci:nl(—:./) . ’

« -

¢. These basic principies are Jurde -
Lines for action in all nhases of Army
mauaa(;l:r_zqnt. You will note that they
are referred to as nrinciples of

| . /8

-

management, There are other principles
which :;p'b'ly more specifically to certain
functions of management, such as orga-
mzing. The mostimportant of these are
contained in annex A and are discussed

ip other memorandums,

2. MANAGEMENT POLICIES, The word
"policy' has different meanings for dif-
ferent people--Webster's dictionary
contains 11 definitions for it.  Applied

to Army.management, a policy isa |
broad directive that guides an organiza-
tion toward the achievement of objectives.
A policy is similar to a principle in that
it is a guide,not a law, It provides a .
standing answer to recurring questions.

In a large organization it assures uni-

formity of actions among organizational .

.

Specific policies (listed below) in re-
gard to Army management are estab-
lished in AR 1-24, These policies are
expressed in general terms; they do not
diredt detailed actions, but they form a
framework within which the administra-
tive officer must conduct his activities.
a. The factors influencing decision .
on a2 proposed actina should inclugle an
cevaluation of the long-term etfects of
the proposal as well as the short-term
advantages to be realized,” .
,-,' b. ' Identifiable programs should be
established to effect improved opera-
tions,  The A n‘m_\' Suggestion Plan is
an example of implementing this policy.
Establishing and maintaining perform- .
ance standards is another. )

¢. "Assicnment of responsibility and

delegation o adequate authority should
he nade to “he lowest practicable level,

with clearly defined tines of authority
and responsibility, so that the individual
responsible for each organizational ele-
ment is identifiableland can be held .
~ 1Y

L
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accountable for performance.” Tins
policy should be followed, without ex-
ception, te the lowest supervisory level.

d. "Centralized control.of decen-
tralized operations should be limited
to the exient required to establish
priorities of centrally directed pro-
grams, allocate critical resources,
and identify and correct basic defi-
ciencies."

e. "Standardization is desirable to
facilitate management, but standardi-
zation should not be carried-to the point
where it negates the benefits of non-
standardization or decentralization."

f. "Time and effort of those who
manage should be concentrated upon
changes from previously known situa-
tions; upon deviations from norms, and
upon problems commensurate with
their levels of responsibility.” (This °
is called "management by exception.")

Failure to observe this policy
causes a manager to complain that
he is snowed under” by details and
paperwork. He is allowing his subor-
dinate supervisors to come to him for
decisions that should be made by th
supervisors themselves. Heigperson- '
ally handling routine work that a super-
visor could do equaily well. It is as
though the head of a family wouldn't let
his teenage son mow the lawn simply
because he might not cut the grass
evenly.

g. 'Subordinates should be aiforde¥ .
maximum opportunity to exercise ini-
tiative while ‘having access to sufficient
guidance upon which to base their de-
cisions.”

h. ' Supervision should be primarily
cirected toward points which are criti-
cal to successful accomplishment of
the objective.”

‘supervigor,

i, "Realistic performance standards
shoula be established to facilitate man-
agement."

3. "Committees are a useful tool of
management, however, committee ac-
tion will not be used as a substitute for
command responsibility and decision.”

k. "Areas of conflict between pro-
posed and existing policies and systems
should be resolved prior to the adoption
of new proposals."

1. "Individuals or groups who contrib- .
ute in an exceptional and outstanding man-
ner toward achieving increased effective-

ness and economy of operations should
receive timely recognition and reward."

3. CHARACTERISTICS OF A GOOD
POLICY. The pclicies listed above are
guides for the entire Depariment of the
Army. More detailed and specific pol-
icies are formulated by organizational
elements at all levels of command, but
they may not be in opposition to Army
policies. They may supplement, elab-
orate, limit, or define, but they m’i'yﬁxot
contradict.

Good policies are definite aids to a
They 1aake his work easier
because :hey steer his judgment and ini-
tiative into the proper channels. He has
a clearer idea of what is expected of
him and can judge more accurately
whether his plan$ and actions will be ap-
proved or disapproved, Policies serve
as precedents to guide him, and he does
not have to operate on a trial-and-error
basis. They help him coordinate his
work with that of other supeivisors and
with the next higher echelon.

The supervisor formulates policies
for his'own area of responsibility, and
he must know organizational and overall
policies so that the ones he makes for
his segment of the organization will be

0 v M46-2,
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in accord. For instance, if it is a gen-
eral policy of the organization to pro-
mote from within, the supervisor should
have a training policy that will enable
individuals to be ready for advancement
when the opportunity arises.

Regardless of the level of command
at which a policy is formed, there are
certain characteristics it should have:

a. A good policy is stable. No one
has any coniidence in a policy that is
subject to change without notice. A
policy should be changed only when it
can be proved it is no longer the vest
policy.

o. A good policy is flexible, It
should not be aifected by minor changes
in conditions.s A too rigid and too spe -
cific policy will soon become outmoded.

¢. A good policy is understandabie.
it is neither involved nor complicated,
and it is expressed in simple and clear
language. .

d. A good policy is realistic. It per-
tains to basic issues and atainable goals
and does not attempt to deal with ideal
situations or imponderables.

e. A good poiicy is sincere. It says
exactly what it is supposed to mean and
does not contain loopholes for misin-
terpretation.

£, A good policy is adhered t~ A
policy is set up as a guide for making
decisions. I itis violated, it is of
more harm than value. Often, the vio-
lations become precedents for unwritten
polic:es that are not in accord with the
objectives of the organization. Whena
policy has outlived its usefulness, it
chould be discarded.

4 THE ARMY MANAGER. Ranpid tech-
nological developments and steadily in-

creasing complexities of industrial and
logistical operations demand a corie-
sponding increase in the Army man-
ager's knowledge and skills.

a. Many of the techniques and tools
of management are different today from
those of a few years ago, and although
we shall not discuss them in detail, it
must be pointed out that it 1s essential
for the successful manager to know what
they are and how to use them. Ability
to use the following and similar tools
of management may be classified as
technical skills. Some of these tools
are:

(1) Standard cost accounting.

{2) Motion and time studies.

(3) Production planping‘and control.

(4) Quality control.
(5) Plant and office layout.

(6) Management and manpower
surveys.

(7) Inventory management. ’
(8) Financial management,
(9) Budgeting and programing.

(10) Automatic data processing
systems.

b. In addition to the technical skills
listed above, the manager must have
perceptual skills. These skills are in-
tangibles and are based largely on the
innate or accuired abilities of the in-
dividual. Some of them are:

(1) The ability to weigh, evaluate,
and select a course of action.

(2) The ability to solve complex

M46-2




problems involving many factors and
variable:.

(3) Skill in public relations.

(4) The ability to deelop subor-
dinates. ’

(5) The ability to make decisions.

(6) Flexibility and adaptability to
change.

JGeneraHy, perceptual skills are
those which distinguish a good leader.
Although they are usually considered
innate abilities, an astute individual
can evaluate himself and develop those
qualities in which he is deficient.

¢. In industry, the first line super-
visor is sometimes considered below
the management level. Army manage-
ment, however, recognizes that the su-
pervisor is the man in management on
whom the worker must depend for satis-
faction, of his needs. The supervisor
is the one who hands out the jobs, the
overtime work, the assignments that
lead to advancement, the training that
enables the worker to advance, the pro-
motions, and the transfers. He is the
one whose moods set the temper of the
day and whose actions and attitudes often
determine a worker's future on the job.
He is the channel through which the
workers' wants are communicated to
upper management and through which
management's decisions come down to
the workers.

(1) From the management angle,
the supervisor is that member of man-
agement who carries the lion's share
of responsibility for the handling of
men. He is also responsible for main-
taining discipline, meeting production
schedules, creating and maintaining
high morale, training his men, main-
taining safety measures, the perform-

2/

ance and maintenance of machines, and
the efficient and economical handling of
materials. He is the management mem-
ber who carries out plans, interprets
policies, transmits decisions, and en-
forces rules and regulations.

(2) The supervisor not only repre-
sents management to the men, but he
must also represent the men to manage-
ment. He is the only one who can pro-
vide management with a clear picture
of what is going on at the bottom of the
organization, and management depends
on him for it.

5. ANALYZING PROBLEM AREAS.
Let's consider a situation that is all too
common in management, Assume that
you are the chief of a large department
in which most of the personnelare civil-
ians. For some time you have become-
increasingly aware of widespread dis-
content throughout the department.
There are excessive amounts of absen-
teeism, petty grievances, accidents,
labor turnover, requests for transfer,
and unfounded rumors. Production has
fallen off in both quality and quantity.
The installation commander has already
heard of the situation and has ordered
you to “"do something about it." Your
assistant advises you to call a meeting
of the entire department and give them
a pep talk, then tighten up controls by
enforcing discipline and cutting down
privileges, such as coffee breaks.
Should you do as your assistantadvises?
No, decidedly not. At this stage a pep
talk would probably have an adverse ef-
fect, and rigiddisciplinary measures
would scarcely raise morale. The im-
portant thing fur you to do is find out
what is behind their attitudes and actions.
The sort of things that are happening in
your department are almost always sur-
face warning signals that something is
seriously wrong. If you're smart, you'll
find out what's behind these symptoms.
Then you can tackle the disease instead
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of making futile swats at the symptoms.
Here's a good way to do it:

a. Check with supervisors individ-
ually to see how much they know about
what's going on. This rash of trouble
hasn't just happened; it was caused--
by the organization, by you, or by
other individuals in the department.

Tt may be the result of internal rival-
ries; it may be traceable to some Spe-
cific organization policy or action, or
failure to give adequate consideration
to employee needs. You need more
facts before you can diagnose the real
problem and begin action to correct it.

b. Doublecheck what the supervisors
say by conducting an employee opinion
poll. This will give you firsthand in- -
formation about the morale of various
groups and individuals. Use followup’
interviews to pinpoint the real causes
of dissatisfaction.

¢. Correct as many sore Spots as
possible, even the ones which seem
quite unrelated to your specific prob-
lems.

d. The opinion poll and its followup
will serve as a safety valve. It will
allow the personnel to let off steam by
telling you theirpetgripes anonvmously.
It will help to convince them that you
are sincerely interested in them and
their weifare. You'll find that poor
morale is most often compounded from
a series of little gripes, exaggerated
1 their effect because management lets

_them go uncorrected. In such a situa-

tion, anyone can create big trouble out
o the smallest incident. Take care of
your molehills, and the mountains will
disappear. In the majority of instances
the key to your trouble will be found to
be in your supervisory hierarchy. Weak-
ness anywhere in management, espe-
cially at the first level, will create un--
certainty and anxiety. This, in turn,

will be translated into grievances. It

-these are not handled properly (and

weak supervision rarely handles any-
thing properly), the end result is per-
sonnel problems.

e. Management does not have an ef-
fective team if the supervisor is not on
it. If the supervisor is not management
minded--if he feels that he is outside
management and his closest tie is to
his men--he will not be doing his job of
representing management to the men.
He may even be antimanagement in his
attitude toward, and interpretation of,-
organization policies, decisions, rules,
and regulations. He may oppose plang
and resist changes, and be interested
only in showing that they will not work.

f. When such a situation exists,
management must take steps to get the
supervisor on the management team.
He must be treated as a member and
provided with those things that will enable
him to perform as a member. He must
have information of management plans
and have it in advance and not from~his
workers or through the grapevine. He
must know policies and unde rstand the
reasons behind them and how they
operate; only then will he be able to
interpret them to his men.

g. Asupervisor musthave the author-
ity he needs to do his job, and he must know
how far his authority extends. Whenthere
is anappropriate positionvacancy, he
should be considered for advancement
to it before anoutsiderisbroughtin. I£
he doesn't have the required qualifica-
tions, he should be provided oppcrtuni-
ties to get the educationand training he

needs to prep: re himself for advancement.

h. Middle management, too, has these
same needs--for information, authority,
position, and opportunity--and to the ex-
tent that they are fulfilled the whole team
is strengthened.

M46-2




6. SUMMARY. Basic principles and
policies of management are enumer-

ated in AR 1-24. These should be
known and understood by all man-
agerial and supervisory personnel.
They are guidelines for taking
action or making decisions. While
they are stated in broad terms, they
are applicable to management
at all levels.

7. SUGGESTED READING, The fol-
lowing publications are recom-
mended for additional study.

AR 1-24, Army Management Doctrine,
Nov 58

Industrial Organization and Management,
R. C. Davis

The Fundamentals of Top Management,
R. C. Davis

Principles of Management, G. R, Terry

Principles of Industrial Organization,

. D. S. Kimball & D, S. Kimball, Jr.

Principles of Business Organization and
Operation, W, R. Spriegel ’

Principles of Management, Koontz &
O'Donnell

Managerial Behavior, Leonard Sayles.
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Annex A (PRINCIPLES OF MANAGEMENT) to Memorandum 46-2

Fundamental principles have been developed in the field of management over the
vears, As a guide, some of these principles are presented below as a supplement
to the principles of military management.

1. Principle of Alternate Planning

-

When faced with alternate courses of action and after applying the principle of
opportunity costs, you must take that course of action that gives you and the
organization the greatest gain.

2, Principle of Analysis and Synthesis

Segregating the problem into its components and, in contrast, combining

various entities under consideration assist in identifying and in establishing
the relative importance of each factor of that problem.

3, Principle of Balance ¥

To insure greatest work accomplishment, a proper balance among the essen-
tial components of the entire activity is necessary.

4. Principle of Controlling

Controlling is an essential management activity because it helps assure that
the goals of the planning and organizing efforts are and will be achieved.

5. Principle of Cooperation

Business is a cooperative effort in which many factors play an important part.
It is not to the long-run interest of any of the parties of the business process
that one of the groups should take advantage of another. ;

6. Principle of Coordination

The smooth blending together of all parts making up an entirety in order to
obtain maximum contribution both in respect to each part and its relation-
ship to the entirety is secured by means of coordination.

7. Principle of Decentralized Decisions

A decision should be made at the lowest level in the organization that has the
requisite competence, authority, and prestige.
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8. Principle of Definite Supervigsory Channels

For any given enterprise, the various organization units should be connected
by clearly defined supervisory channels so that the activities of each unit
can be properly supervised by a single unit of the immediate higher organi-
zation level. .

9. Principle of Delegation of Authority

Individuals should be given authority in keeping with their responsibili-
ties: that is, when a man is made responsible for a job, he is given the
"power' he needs to do it.

10. Principle of Discipline

Discipline is necessary to meet most work objectives, and discipline which
is self-impesed is far more effective than discipline which is meted out by ,
others,

11, Principle of Exception

L4

T

Only the significant deviations of actual from planned performance should be
brought 1o the attention of the responsible evecutlve in order that his time
and abilities may be conserved.

12. Principle of Fixed Responsibility

For cuy given period, an individual will accomplish most when responsi-
bility for the completion of a definite task is fixed upon that individual.

13. Principle of Functional Growth

i

As a buciness grows, the various functions which must be carried on in-
crease in their scope and complexity, as does also the amount of work that
13 necessary, and the technical requirements for its proper performance.

14. Principle of Functions

Functions are the main entities around which a manager builds an effective
organization structure.

15. Principle of Homogeneous Assignment

B

Similar or related jobs should be grouped together in the organization, and
personnel should be assigned to jobs in keeping with their experience and
skills.
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16.

17,

18,

19,

21,

23.

-

Principle of Human Relations

A manager's success depends in great measure upon the intelligent handling
of human relations.

Principle of ldeals

No form of organized activity can continue successfully, over an extended
period of time, Wwithout observing certain minimum standards of conduct;
otherwise its members and those who must deal with it will lose confidence,
and this will eventually result in a loss of effectiveness in some degree.

Principle of Integrity of the Line Organization

The usurpation of line authority and responsibility by staff may result in the
failure of the mission, since the primary values that justify the existence
of the organization are-created in the line.

Principle of Leadership

Skiilfully applied leadership contributes tremendously to smooth and suc-
cessful group efforts.

Principle of the Limitation of Staff Economy
In order that the primary functions may be performed with maximum econ-

omy and effectiveness, the related secondary functions must usually be
performed with less than maximum economy and effectiveness.

Principle of Multiple Hypotheses

The best solution is more likely to be found if two or more possible solutions
have first been set up tentatively.

Principle of Objective

A clear and complete statement of the objective is essential, and it should
be made knowh to all members of an enterprise affected by it so that
management activities can be directed in a unified, orderly, gainful, and
eifective manner.

Principle of Opportunity Costs

The cost of taking one course of action is measured by that which was
given up in order to take that course.

-

Principle of Organization

Organize around the work and not the people.
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25

28,

29.

30,

31,

32,

33.

Principle of Parsimony

That'hypothesis is most likely to be correct which requires the fe'vest
number of assumptions for the logical deductions of the required :onse-
quences of a correct solution,

Principle of Participative Management

Most people have a greater interest in an activity, and a keener appreciation
of the benefits derived from"it, if they participate in it actively.

Principle of Personnel

Maximum organizatjon effectiveness requires effective personnel placement;
each individual should be carefully selected and placed so that the require-
ments of the job and the abilities of the individual represent the best possible
combination. .

Principle of Planuning

Planning should take place before doing; most individual and grbup efforts
are made more efficient by determining before any operative action takes
place what shall be done, where, when, how, and who shall do it.

Principle of Policy
Definite policies are essential to the successful operations of manager.ent.

Principle of "Primacy of Service"

Continued customer patronage depends on a satisfactory achievement of
primary service objectives continuously over a period of time.

Principle of Probability

If one or more of the premises expresses a probability rather than a cer-
tainty, the conclusion can represent only a probability.

Principle of Sacrifice

People app.eciate assistance in obtaining something they want badly, par-
ticularly when some sacrifice is involved; but giving them something for
nothing may lower rather than improve morale, especially when the de-
sire has previously been nonexistent.

Principle of Scientific Management

Thorough investigation, controlled experirﬁentation, and careful inter-
pretation of the resultant data provide a reliable basis for the determina-
tion and evaluation of facts used by managers.
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34.

36.

37,

33.

39,

40,

Px'incigle ol Si.mplic_ig

Pl SRRt A e g

Onlv functions which are absolutely necessary, related in a plain and forth-
right manner, and accompanied by clear statements of the authority and
responsibilit: of persons charged with performing these functions should

be utilized in the work of organizing.

Principle of Simultation °

K

\With increasing simultaneous performance of the phases of a project or
projects, the overall time for the completion of the undertaking tends to
decrease relatively, approaching the time of the longest phase as a limit.

Princ_:_i_ple of the Situation

The successiul solution of business problems depends in large part on the
executive's ability to Adetermine the facts, his courage to face {:hem, and
his ability and willingness to follow the course of action they dictate.

iy

Principle of Span of Control

There is a limit to the number of individuals one supervisor can manage
effectively. As the number of subordinates increase arithmetically, the
number of relationships increase geometrically.

Principle of Specialization,

As a man concentrates his efforts, either mental or manual, his skill in
his chosen speciality and the quantity of his product increase.

Principle of Standardization

Standardization provides definite patterns for operations and performances
which contribute to efficiency and expecite controlling.

N
Principle of Unity of Command

The ultimate responsibility for and control of all actions directed toward
the objective of an organization are vested in one individual at each level
of operations, '
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v Anney B (PRINCIPLES AND CHARACTERISTICS OF MANAGEMENT). *

to Memorandum 16-2

PRINCIPLES i : .
1. All activities and actions are to contribute to the mission of the Army.

2

Peacetime organizations and systems should be designed so that they' are
suitable for or readily convertible to conditions of war or other emergencies.

3. Within an organization, each of the $pecific activities or parts must be sub-~
ordinate to the overall organization.

4. Management is dependent upon an exchange of information and understanding.
Understanding is facilitated by universal usage of terms, clear and freely
used channels of communication, and mutual knowledge of objectives, authori-
ties, priorities, and standards of performance between superiors and
subordinates. ¢

5. Decentralization or assigniment of responsibility to a subordinate does not
relieve the superior of the overall responsibility for performance.

6. Systems and organizational structures should be oriented toward the mission
of the command and designed to insure

JEEN
a. That objectives are achieved elfectively with the least resources.
b. That each organizational element has a specific objective to attain or an
end product to produce.

7. Continual improvement in systems, methods, and use of resources is required
for continuing effectiveness in operations.

8. Major cha‘nges in conditions or variations in resources necessitate a timely
review and adjustment of objectives, policies, organization, functions, systems,
priorities, and allocations to assure optimum balance in relation to mission.

0, Service to users is the primary basis for evaluation of administrative and
support activities. '

10. Recognition of human dignmty, respect for people as individuals, and under-
standing of differences in capabilities are essential to effectiveness.
CHARACTERISTICS

1. Purposeful.

2. An outstanding means for exerting real impact upon human life.

3. Usually associated with etfforts of a group.

4, Accomplished by, with, and through the etforts of others.

5. An activity, not a person or group of persons.

6. Management effectiveness reaguires the use of certuin knowledge, skill, and practice.

7. Intangible. '

14 ,
37
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Annex € (SCHOOLS OF MANAGEMENT TIHEORY SUMMARY) to Memorandum 46-2.
“ N ] 12

1. The Operational Scheol, This is the "aniversal" or "traditional” approach to
management. Scholars from this school have attempted to establish universal
generalizations about mana rent. This was donc by analyzing the manage-
ment process, establishing ramework for it and identifying its"underlying
principles. This school concludes that management is a universal procecs,
regardless of the enterprise. Research, testing and application of the princi-
ples involved in this process will lead to an improved practice of management.

o

The Empirical School. This zchool emphasizes the study of experience. By
studying-previous management mistakes, previous experiences of successful
managers, and previous management problems, the manager can learn and
apply the most effective managerhent techniques. By knowing what did or did
not work in past circumstances, the manager will be able to do the same in
similar situations.

v

3. The Human Behavior School. This approach to the study of management is based
S Thow to deal with people. ' .Since managing involves getting things done
through people, the study of management should be centered on the interpersonal
relationship of the people involved. In other words, this school of theory is
concerned with the "people” involved in the ’management‘process.

» Q

4. The Social System School. This approach is very similar to thle Human Behavior o
School. This schoeol, however, sees management as a social system dealing
with the complete cultural interrelationships of humanity. The management
process is most useful after applying basic sociology and group behavior analysis
to the particular social system. '

5. The Decision Theory School. This school is composed mainly of economic :
theor1sts, [t originally was concerned only with selection of courses of action

from many alternatives, but it has now become! more encompassing. Decisions -
making is done on & rational basis, often u.ing the model building technique, to
approach all management decisions.

The Mathematical Schocl. This school feels that if the management process is
a logical process, it can be expressed in terms of mathematical symbols and
relationships. Mathematical models can then be built to deal with any problems
that might arise. In addition to model building, quantitative analysis (linear
programing, statistical analysis) is the technique most used by this school,

D

-1

The Custom School. This school believes in managing as those before have B

managed. Manacing in the customary manner, rather than innovating or g
applying new techniques and concepts.




o4
Annex D (OPTIONAL PRACTICAL EXERCISE) to Memorahdum 462,
TN

Name the schools,cf management theory and enumeratesthe advantages, and
disadvantages of each theory. (For sclution, see Annex C.) -

-~ .

FBH 200=-17 9/71 82C 16

M46-2




. fdition code-! S
'?,\ )
s MEMORANDUM |
5 4 6-3
THE FUNCTION OF PLANNING .
CONTENTS
' Page - .

Introduction’. . . . . .. .. e e e e e e e e e e
Principles of Planning . . .. .. e e e e e DN
Why We Plan . . . . . . ¢ v o n v v oo o N
How We Plan . . .. .. Cave e e e e e e e e e
Steps in Planning . . . .. ..
Characteristics 0f 2 Good Plan . . v v v v v o v v v o o .
Organization for Planning . ... .. .. e e e e e e
Results of Poor Planning .. . . . . « « ¢« « 0% o v 0 v o
Benefits of Good Planning . . . . . . . oo v v v v v o o
SUMMALY &+ s o o o o v sip o o o o s o o o e e e e

.
-] Gl Q3 D) b= =

=1 Oy U i W N

o o
o ©w -

[y
—

——

ANNEX

Optional Practical Exercise + « « v« v ¢ v v o0 v v o v v v 11

. ~/

")

R A L
TAL ) f AL AR gt
«t

K RIS
L

2w
G

5 P
NI Y i
SEy

)4

oy
P,

A3,
Ny

o il

—p——-
X

DT
ol
Aoy

QALY

)
L

\}f;‘ s
ey
1S

";;

g

o e > oy
~rel PV
N 7‘:“ 'l"‘lzi A

T
s

&

Prepared by
Umted States, Amy Adjutant General School

2 Fort Benjamin Harrison .
N b Indiona 46216 Edition date: Aug 71

_....-.--..
» v
. L"*fw““h
Yt

sz
i

».

...._.-.,-r
Aty
K155
3

Y

. R

40 \




Aruitoxt provided by Eic:

ERIC

1. INTRODUCTION. Kipluyg once said:

{ keep six honest serving men,

They taught me alt I knew.

Their names are where and what
and when.

And why and how and who,

These serving men didn®t die with
Kipling. They are still very much with
us and will serve any man who cultivates
their acquainiange; it is safe to say that
to be successful in an enterprise a man
must ZlaEter them. This is particularly
true in the field of management, where
a manager's success depends on his
know:ing where his organization is going,
what it must do, whea it must be done,
wihv it must be done, how it canybe done
best, and who is going to do it.

We have sfid that management is the

el

process of eswablishing and attaining ob-

_Jectives io carry out responsibilities.

In this definition *here is the implication
that there raust have been an objective
given by higiler auttiority and that respon-
sible individuals mus: use 1t as a basis
for extablishing the objectives of their
segments of the organization, For ex-
ample, training ceniers are established
to provide basic traimmgfor Army per-
sonnei. That is their mission and over-
all ubjectivé. Within the fraining center
each organizational element hasits own
abjectives o eet, @nd these objectives
must not be in conflickarith the mis<sion
of the installation. Foyp instance, the
special services section 1s organized to
provide morale and recreation services.
it 1s not directly concerned with training,
put 1f it achieves 1its objectives, it will
con:ribute to the accomplirhment of the
trawmn, mission,

Zanagement as 2 process is applicable
ar all levels of every orzan:zatioa, and
caeve are specific functivns that must Lo
aserformed by manasers. When viewed
anaiyticelly these funciions ol maiase-

ment generally consist of planning, organi-
zing, directing, coordinating, and control-
ling the work of others. Inan operating
agency these functions can be identified
separately, but cannot exist separately.
Planning must take organizing into ac-
count; conversely, organizing requires
planning--an interrelationship and inter-
dependency bind together all of the func-
tions of management. In this regard ’
there are two defimi : facts we can con-
sider: planmng must exist before per-
formance of action, and planning provides
the foundations for the other functions of
management,

Plauning is the most basic of all man-
agement functions since it involves selec-
tion from among alternative courses of
action for the organization as a whole
and for every element and person in it.
Not only is planning a basic function for
all managers at all levels in the organi-
zatwon, but the other fu..ctions of the
manager depand on it. A manager orga-
nizes, directs, coordinates, and controls
to assure the attainment of objectives

according to plan. -

2. PRINCIPLES OF PLANNING. The
essential nature of planning can best be
understood through four basic planning
principles: the contribution to objectives,
the primacy of planning, the pervasive-
ness of planning, and the efficiency of
plans.

a. Contribution to objectives. Every
plan and its result must contrabute to the
accomplishment of the organization's ob-
jectives. This principle stems from the
nature of the organization, which exists
for the accomplishment of group enter-
prise. Regardless of its other character-
isties. a ¢ood plan is capable of accom-
plishing the objective.

Plars alone cannot make an enter-

prise successful. Action is reaquired if
the oreamzation 1s 10 operate efficiently.
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Plang can, however, predict whichactions
w1l lead tovard the ultimate objective,
winch will lead away from it, which w:il
probably oifset one anuvther, ond which
are merely of no consequence. Mana-
germal planning is directed toward co-
ordinating operations to obta:n desired
results. Without plans, actions are

cnly activity which will most likely pro-
duce confusion,

b. Primacy of planning. Although all
the functions of management are inter-
related, planning establishes the objec-
tives necessary for group efforts. Also,
plans must be made to accomplish these
objectives before the manxger can know
what kind of organizational relationships
and types of personnel are needed, the
manner and extent of direction they re-
quire, and what kind of control is most
desiwrable.

Planning and control are
inseparazble--they have been called by
some management experts the Siamese
twins of management. Unplanned action
cznnot be controlled, since control in-
vo.ves keeping subord:inates on course
by correcting deviations from plans. An
attempt to control without plans is mean-
ingless; subordinates cannot do what a
manager wants them to do without know-
ing vwhat his wishes are, Plans, there-
fore, furnish the standards of control.

c. Pervasiveness of plannming. Al-
though all managerial functions pervade
all managerial jobs, the pervasiveness
of planning needs specialemphasis.
Plann:ng is a function of every manager,
although the character and extent of his
planning vary with his authority and the
nature of his superior's policies and
ptans. It is almost impossible to limit
his area of choice to the extent that he
can use no personal discretion, and un-
less he has some planning function he is
oot really & manager.

One manager, because of h:is au-
thorily or pos:tion in the organization,
may do miore planning or nmore impor -
tant planmng tian another, or ihe plan-
ring of one may b2 more pasic and
applicable to a larger portion of the or-
gan.zation than that of another. lHovever,
all Army managers--from the generzl to
the first-line supervisor--must plan. In
fact, a major factor in the success of a .
supervisor is his ability to plan.

d. Efficiency of plans. A plan is ef-
ficient if it brings about the attainment
of objectives without caus:ing unsought
consequences. Sometimes a plan con-
tributes to the attainment of objectives,
but at too high a cost 1n manpower, mo-
rale, money, and/or materials.

LS

3. WHY WE PLAN,

a. Definitzons of planning and a plan
describe only the process and the product
of planning, they do not touch on the me-
chanics of the process, nor do they men-
tion the forces that cause us to plan and
restrict our planning. These actuating
and limiting forces are determ:ned by
the size and type of the operation, the
people involved, and the facilities and
materials required and available. For
everyday, simple activities, suchas plan-
ning our personal recreaticn for tomor-
row, the initiating force is personal de-
sire limited only by such things as distance,
finances, and time. For complex activ-
ities, such as national indusirial mobaili-
zation planning, actuation includes such
forces as laws, decrees, and proclama-
tions, and limitations are too vast and
varied to enuinerate here.

b. The answer to 'why we pian" as
individuals or as offices can be stated as
"Planning is essential to the efficient run-.
ning of any activity." Without planning
there is waste and confusion. Military
personnel plan their activities directly--

M46-3
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because they are specifically required
to do so for a given purpose, or in-
directly--because they are responsible
for certain operations or activities and
commonsense dictates there must be
planning in order for the work to pro-
ceed smoothly.

A direct requirement for planning
would be the case of a unit personnel
officer who 1s assigned the job of setting
up a tramning program for clerical per-
sonnel. This is a specific and direct
requirement for him to plan an activity
that :s outside his usual scope of opera-
1ons and which he may not be required
10 supervise personally. In his regular
job assignment he has the continuing re-
sponsibility for seeing that the normal
work of a personnei office ts accom=
plished smoothly and efficiently. This,
of course, involves an indirect reyuire-
ment for planmng the activities of his
subordinates.

4, HOW WE PLAN. if a plan is a pro-
jected course of action and planning is
dec:ding in advance what to do, then
there must bz a starting point and guide-
lines for developing the plan. To decide
on the best course of action, it is neces-
sary to study and evaluate all known cir-
cumstances and to consider alternate
courses of action.

Plannmng consists of two phases: de-
term:nation of all factors which might
affect the proposed operation (in the mili-
tary th:s :s called the estimate of the sit-
uation) and preparation of the plan itself.
In the determiming phase there are two
spzcific tools of management to assist
you: forecasting and policy--which. in
th:s case. are considered as plans mad2
at a higher level.

a. Forecasting, Forecasting is look-
head. -It 1s the process of assem-

_ A forecast is a statement of conditions
or events that will affect actions at a fu-
ture Jate. However, forecasting does
not refer to reaching the objective, and
1t does nol recommend a course of action.

s

(1) Forecasting is required beth in
advance of and in association w;th plan-
ning. Let's assume that you manage an
Army training organization--higher au-
thority has forecasted (planned) that your
organization will have 1,000 men to train
in a certian military occupational spe-
cialty (MOS) within a particular fiscal
year (what is to be done and whea it is to
be done). At this time you should begin
to develop a plan or plans to accomplish
this objective, and you should enter into
the first phase of planning; i.e., assem-
bling data on such matters as facilities
available and requirements for instruc-
tor personnel and supplies; analyzing and
evaluating the data you have collected;
and finally, determining the factors that
will most directly affect and influence the
training. From these actions you will
make your own forecast, the basis for
vour planning to accomplish the training
mission.

(2) The development of a forecast
and the process of forecasting must be
based on a careful analysis of the cur-
rent situation and the projected require-
ments. A study of methods used in pre-
vious similar situations is valuable, as
is consultation with others who have en-
countered such problems, However, such
considerations are not completely reliable.
One must always question WHY the past
action was successful or unsuccessful
and investigate whether changes in operat-
ing climate or conditions might affect
future operations, Present and antici-
pated resources--facilities, equipment,
manpower--must be evaluated, since any
forecast would be invalidated if there were
inadequate resources. Information gained
from past experience and the opinions of
others cannot stand alone; they must be
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analyzed thoroughly and integrated w:th
other factors. Some of the things which
=iwuld be counsidered are proposed or
Lpproved ‘bixdgets, probable or g;rup.)scd
chianges in objeztives, hinnations of
physical facilities, known or estimated
prduction or work capabilities, and prol-
able availability of personnel.

(3) When all data are assembled
and the task of analyzing is completed,
the development of the forecast becomes
a matter of forward thinhing and decision,
The amouat of detail in the forecast de-
pends on the scope of the forccast, the
amount of detail increasing as the scope
decreases, The final product, the fore-
cact itself, shwuld be stated in simple
terms, such as "Company A will provide
rifle marksmanship qualification for 250
tramees during the month of July."

b. Policy. Equally :mportant to the -
planning prucess, and necessary during
the preparutory phase, are the state-
ments of boundaries, limuitations, pro-
cedures, and guidelines within which the
operatior is performed or to be per-
formed. In mulitary terms these state-
ments are called policies. .\ policy is a
broad directive that guides an orgamza-
tion toward the achievement cf objectives,
a considered decision made by the man-
ager for the purpose of setting up a guide
to future actions, or the written or oral
authority that establishes continuing rou-
tine actions. In planning, guidelines are '
needed to linut the scope and extent of
plann:ng, and later on, elements of the
orgarization will need these same guide-
lines to accomplish their specific objec-
tives. As policies are formulated down
ti.rough subordinate elements, they be-
come narrower in scope and more spe-
cific indetail, Policy, in itself, is an
expression of the exercise of the direct-
ing function by the managzer. While all
personnel may recommeid the adoption
of new policies or changes 1 old policies

,

a5 the nced arises, decisiong ou policy
are the responsibility of the manager,

(1) The policies of an organization
give meaning to the objective. The gozl
might be enpressed in general terms
which have small sigmflicance to the mem-
hers of the orgamzation. However, polr-
cies translate the goal into terms which
are of direct concern to the individual,
Policies make the goal more easily uader-
stood. since they supply the general di-
rectives for attaining the goal. A good
organization policy 1s based on a careful
analysis of the organizatioaal oijectrives,
1s precisely stated in simple terms, aid
1s stable, flexible, comprehensive, com-
plementary to equal authority, and supple-
mentary to higher authority.

(2) We have discussed forecasting
and policy within the preliminary phase
of plamung. Although discussed i se-
quence, the actual development of fore-
casts and policies does not necessarily
follow the sequence. The development of
a plan, forecast, and policy requires con-
current and interrclated actions, 1n the
development of each. there cones a point
where the other must be considered in
order to continue action. IFor example,
there are various ways that insiruction
in rifle marksmanship nught be given
trainees, and an organization charsged
with such training will necessarily need
to decide which method to use, In the
forecasting action, the policy as to how
the orgamzation will provide the training
should be considered, to deveiop policy,
ore should know the forecast ol sucatiungs
as the number to be trained and the cadre
available, and to develop a plan, it is
necessary to know both policy and fore-
casts. There can be no absolute chrono-
logical sequence of actions 1n the perform-
ance of the pltannng function.

¢. Need for policy. In addition to serv-
ing as a guide for plammung and a means

14
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of uricatation tor the new cornmealer
or member. pohicy provides the tollow-

ing aids:

(1) it saves tie, buecause tie Lane
deuvisions need not be made over and
over. Aoproval or disappeoval of magor
projects and decisions on exceptional
matiers are recorded as policy lor the
orzantzatian,

(2) It indicates responsibilities
and adth rrities, but does not staice fixed
nerat:onal actions.  Policy 1s impuctant
tu ecentralization of manazement au-
because by following 1t subord:-
cato~ roeeed along an arproved course

[N |}

ol

(%) It helps to insure consigiency
foacts . Since it provides sundeposts
O oolonmny. it helps to leen all cle-
maents of an orgamzation moving i the
same direction at the same e,

(<) It provides the nevessary di-
rection {or concurrent planning by giving
~upora:nate wuts: a framevw ork witinn
LY tiiet M prepare e preltima-
nary olans nrior to the recerpt of e
Campleted olaa from niglior author:,

«i. Policy develop:nent. Policvdoesa’t
JusT tapoen. it requires carciul consid-
crwtaen and cmployiment of the principles
ol menazement, and exercise of sume or

all of the functioas of management. Again.

there are phases inthe development proc-
¢ -, «udd many concurrent actions should
ha perturmed before the final product, a
policy. can become a guide toward the
schiey ement of organizatwonal objectives.
The phases of the development process
srclude the fvllowing:

(1) Formulation, Decid2 on govern-
g concepts, Analyze objectives. Make
ann analysis of activities of the organiza-
uons, thewr nature and the course and

ERIC
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rule of growth of the orgamzation are
involved,

(2) Promulgation., Disseminate the
oolicy to the level(s) where it is to be
used and applied. Timing, evaluation,
and decision ns to methods of communi-
cation are required.

(3) Education (selling). Conler with
subordinates bafore final prormulgation; |
the policy should be understood by all |
concerned, Some polic:es fail because |
various people reading the same policy |
may arrive at different conclusions as 1
to its meaning. Also, many policies |
{ail because they are not wholeheartedly |
accepted. Acceptance is more than lip ‘
service and outward compliance; there ‘
is still the probiem of overcoming per-
sonal objections, If there are dissenters
and nonconformusts within the organiza-
tion. the policy may not be sound or it
may nit ba thorouglily understood by
those directly affected,

(4) Application., Use coordinate
and subordinate personnel to help make
managerial and operative decisions.
Decisioas are mos: generally accepted
when thuse who are directly aifected have
had a hand in making the decisions.

(3) Interpretation, No policy can be
writien to cover every situation and even-
tuality, there are exceptions to every-
thing. Interpretation is usually the re-
sponsibility of the immediate operating
manager, but final decisions on questions
of interpretation rest with the manager
who 1ssued the policy, Tiie educational
phase does not completely cover th:s
phase of interpretation.

3. STEPS IN PLANNING,
a. The first step in planmng is to de-

termina the precise purpose of the plan,
You are the manager. You must realize
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that bafore you can produce an effective
plan, vou must clearly define the objec -
sive.  The orective should, 1 fact, coa-
sttuie @ goal toward which the mdivid-
uals mn the oygamzauon can direct thelr
offorts. This first step in the prepara-
tion of a plan is basic and elementary,
the key to any plan. The ohjective is
sually simple to determing, but it is
sften difficult to pinpoint in a statement.
An objective can be set by necessity, de-
cree, or agreement, and it is pere that
forecasts and forecastug hecome soO
important, since they state precisely
what may be anticipated.

. The second step of pianning is the
de fermmatlon ‘of the course of action.
This is accompllshed partly by the action
of forecasting and partly by the action of
developing policy, but neither forecast-
ing nor poiicy provides for deciding on
-he course of action. Here you 1ace the
problem of "how it is to be done'" and
must make a decision. You should weigh
opportunity costs and the poss: :ble courses
of action that might achieve the ob3ect1ve,
and then choose the course of action to Lﬂ
followed by the organization. Others ma;
recommend, others may gather facts,
others may evaluate, but you, the man-
ager, make the final decision. Befcre
vou make your final decisioa, you should
carexully consider alternative courses
of action. You should consider at least
two possible solutions (excluding those
few cases where there is no alternative),
and your selection should be the one whicn
is based on the most facts and fewest as-
»mptions, and which may b2 expected
to vield the greatest gain with the least
expanse. Also, the chosen course of
action should be the one which {its best
withmorganizational policies and
procedures.

c. The third step in the preparation
of a plan is to establish the procedures.
In tactical situations a specific format is
used and the plan 1s called an opcration

order or admintstrative order.

In other
instances the plan itself muy take the
form of writien orders, directives mem-
orandums, letters, or regulations--the
specific format 1s reiauvely unimpoc:-
tant. In any case the plan should provide
answers to the following questions:

(1) WHAT is to be done? (The
objective.)

(2) HOW is it to be done? (Method.)

(3) WHERE is it to be done?
(Location. )

(4) WHEN is it to be done?

(Scheduling.)
(5) WHO will do it? (Personnel.)
d. After you complete the plah and he-
fore i 13 distribated to subordinate and
using elements of the organization, you
should check it to determine if it in~
cludes as many of the following factors,

or information concerning them, as are
necessary for its success;

'

{1) Resources to be u&p:i (inct udmg
funds).

(2) Agencies, departments, or in-
dividuals involved.

(3) Coordinating agency(ies).

(4) Outside cooperation or assist-
ance needed.

(5) Assumptions to be cons:dered,
(6) Proaress reports to be subm:tted.
(7) Time phasing of program(s).
(8) Anucipated trouble areas.

(9) Final objective to be
attained.

16
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(19) Priority,

The plan, when completed, should be
distributed to subordinate elements for
implementation and execution. During
this stage, the directing, coordinating,
and controlling functions of management
will come to the fore and continue until
the objective has bzen accomplished.

6. CHARACTERISTICS Of A GOOD
PLANXN.

a. It 1s capable of accompli‘shmg the
objective. Is.your plan workable? Can
it accomplish the objectives of the pro-
posed operation? If it cannot, then it is
not a good plan.

b. It 1s based on facts. In your plan
have all pertinent data been considered?
Are the data accurate? Have assump-
tions been reduced to the minimum?

c. Tt uses existing resources. Does
your plan make full use of availabie re-
sources? Are any orgamzational re-
sources not being used? Are there any
resources available which should be used?

d. It provides for the necessary or-
ganizat:on. Does your plan clearly es-
tablish relationships and fix responsi-
bil:ties ?

e. It provides for continuity. Does
your plan provide for an organization, for
personnel, and for materiel ? Doesitcov-
er the full period of the contemplated op-
eration? Have provisions been made for
continuous coordinatioa?

f. It provides for decentralization.
Does your plan delegate authority to the
maximum extent consistent with retention
of the necessary degree of control?

g. It provides for direct communica-
1»n. Does your plan permit ¢oordination
caring execution by means of direct com-

-

7

munication between coequals and
counterparts on all levels? Does it
also provide for communications up

"and communications down? Are you

sure that everyone concerned will
understand his part in it?

h. It has simplicity. In your plan,
have all nonessential elements been elim-
inated? Have all elements been reduced
to their simplesat forms?’

R e 2

i. It has flexibility, Does your plan
leave room for adjustment to changes in
operating conditions? Are alternative
courses of action provided? Plans have
a tendency to cause people to operate in
a groove--the groove of the plan. To the
extent that it helps a manager with lim-
ited knowledge, skill, orinitiative to con-
duct an operation in a satisfactory man-
ner, it is good. To the extent that it re-
stricts the initiative of a knowledgeable
and skillful manager, it is bad. Plans
permitting little freedom of action may
be excellent for one organization butpoor
for another because of the differing capa-
bilities of their managers.

j. It provides for control. Do ade-
quate means exist, or have they been
provided, to see that your plan is carried
out as it should be?

k. It is clear, concise, complete, and
coordinated. Is your plan simply stated,
and will it be clearly understood by all
concerned?

7. ORGANIZATION FOR PLANNING, At
all organizational levels there are provi-
sions for planning personnel within the
work force, though in many cases these
provisions consist merely of placing re-
sponsibility for planning on the manager.
However, even at the lowest echelon the
manager can establish procedures and
assign personnel to assist in the planning
functions within his own area. There are
four fundamental methods of organizing
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for plonnng: using the existing organi-
zavon without changé, creating o per-
mauent planmng commattee, creating an
ad hoe committee; using a cembination
‘of two or more of these methods.

a. Use of the existing organiiatmnal
structure. This method 1s used 1n all
regular operatioas of the organization,
Each membor contributes to the uverall
plan within his sphere of activity. The
personnel conwributing to the planning
remain w their usual’ assignments and
locations and coordinate by means of
conferences or other forms of commu-
cavaiion,

b, Crcauon of a permanent plahning
committee.  In this method the function
of planuing s assigned to a committee
created for the one purpse of carrying
cut the major planning for the orgamiza-
ton, Otiier agencies uf the organization
are relieved of all but short-range plan-
ning responsibilities and coacentrate
therr efforts on current operatzons. Thus
meihiod hos the advantage of concentra-
t.on of effort along with cledrly estab-
wizhed re-nonsibility for the functicn,
wud lends itsell to easier direction ad
control. The disadvantages are those
of creating one more agency to super-
vige and coordinate, of making a clear-
cut divigion between future and current
planaing  and of running the chance that
the planmny section ma) fuil to keep a-
breast of current op=rations and thus not
be aware of available current data thut

uld nave ain effect on future planeing,

¢. Crezuon of an ad hoc (temporary)
comnuitee. This method is frequently
uzed to resolve a spzcific problem or de-
vise o gpecific plan of action, The com-
mittee 1s composed of parsonnel who are
assigned to regular duties in the organi-
zation, but are detached from their usual
duties for the period of time required to
produce a particular plan, An example

ERIC ,
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of such a committee 1s that created by
a post commander to plan the activities
for Armed Forces Day.

4 .

d. Use of a combination of methods,
An example is found in the practice of
assembling a planning section to work
on certain aspects of the plan, upon com-,
pletion of which the planners return to
their own sections to do their part of the
overall plan, thus using the existing
organization,

X
8. RESULTS OF POOR PLANNING.
Planning is not restricted to one-time,
or majox, operations. It applies to daily
actions and to routine as well as special
activities. Lack of planning in this area
can bz disastrous to @ manager. If man-
agement dyas not plan, or if it does not
plan wisely and well, efficiency is seri -
ously affected. It is easy to define plan-
ning, but plunmng itself requires effort.
It requires thinkmg and reasomng--
processes nust people like toavoid, It is
easier to use the trial-and-error method
than o analyze and weigh advantages and
disadvantages. It :s easier just to do
what seems best at the time, keepinz busy
at the jobs as they vccur, than to sitdown
and plan how to get more done and yet be
less busy.

Planning requires know ledge, fore-
sight, judgment, and experience. The
plauner (manager) must know his person-
nel, he must know their skills, aputudes,
abilities, anid shortcom:ngs. He must
know the facilities, equipment, and ma-
tevials he has to work with. He must
know how to break big jobs down into
little ones,

A manager or supervisor who 1s a poor
plannzar is always at a disadvantage n an
organization. Unfortunately, he himself
does not always recognize that many of
his difficulties and problems stem from
lack of planning. However, the results

18
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ef poor planning are numerous and are
alarmgly evident to the experienced evers
A supervisor should suspect poor plan-
nng, or lack of plannmg 15 his trouble
of e s Usnowed ander' with work. if his
petrsonuel cannot mect deadhnes, 1f there
1= confusion.and discontent among s
personnel, if work 1s slowed down be-
cuuse of insufficrent or inferior equip-
ment, tools, or mater:ials, or incompe-
tent personnel, and if hig personnel are
so rushed that they can't do good work.
The specific evidences ol poor planning
mclude: ‘

a. Machines and equipment unused
for overlong periods.

b. Poor maintenance of machnines
and equipment.

c. Excessive backlog of work.

d. Files improperly maintained.
Difficulty in locating material.

e. \Materials wasted. Too many ex-
pendable supplies used in proportion to
the amount of work produced.

£. Some individuals overworked, ome
und2rworked. .

3. Quarreling and bickering amonj
personnel.

lh, Skilled personnel doing work that
could be done by uhskilled.

1. Individuals producing inferior worxk
due to lack of training.

@

). Too much overtime.

k. Too many 'peahks and valleys” in
worktoads.

l. Excessive tarine.s and ab-
sentee.sm.
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m. Work stoppages due to shortage of

.supplics.

n. Discotent due to lack of promo-
tion oppurtunitics. ‘

0. Disorderly work areas, high ac-
cudent rate.

p. ‘Too many inaccuracies too much
work having to be redone. i
9. BENEFITS OF GOOD PLANNING.
When a manager is a good planner, the
work in his unit is accomplished quickly,
smoothly, and accurately. Personnel
are busy, but-not rushed. There is co-
operation and harmony among the per-
sonnel. Working areas are orderly and
uncluttered, and the accident rate is low.
There is liking, admiration, and respect
for the manager, and personnel willingly
foltow his leadership. Some of the bene-
fits of good planning are:

a. Work is completed on time.

b. There is a good relationship wit.
asther departments,

¢c. People are working on jobs they
can do best.

d. Workers know how their jobs relate
to the mission of the organization. The
know that their work is important and
essential.

e. There is little waste of manpower
r materials.

f. Machines and equipment are used
to the best advantage.

g. Work meets prescribed standards
of quality.

. There is an atmosp’iere of friendli-
ness, cheerfulness, and cooperativeness,

—
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The diife:ence between good planning
and poor planning is the difference be-
tween order and confusion. between'.ork
being done oa time and nut being done on
tume, between harmeny and conflict, and.
wncidentally, between 2 good efficiency
rating and a poor efficiency rating.

Plan ung is to the manrager as routing
a trip is to the traveler. The waveler
has « certain destination to reach, and
he must determine the best way to get
there. Usually, there are variousroutes
open to him. unless he plots his trip in
advance he may travel secondary cr
deud-end roads, runintotinie-consaniing
and rouch detours, encounter roadblocks,
take wrong wuramngs and have to back-
track before he can advance, and, of
course, spend far more ime, money,
and effort than he shouid have done.

10. SUNDMARY. Well-prepared plans

are the basis for the organizational strvic-
wture and for the operations of the organi-
zation, During the planning process, the

10

manager analyzes the situation to deter
mine what is to be accomplished,
he has clearly defined the objective, he
determines and evaluates alternative
courses of action, ther develops policies
and procedures within which the plan will
be implemented, Next, he establishes
measurable goals, the sum of which will
accomplish the objective; and finally, he
develops a plan that will implement the
course of action selected,

The astute manager realizes that plan-
ning must be used as a bridge to the fu-
ture, not as an end in itself. Each plan
is a steppingstone to other plansand other
actions. Herealizesthat planners must
be realisticand recognize the many limita-~
tions of both current and future situations,
Planning must not throttle the Army man-
ager orthe organization, but must permit
fiexibility to conduct operations based upon
valid policies. A plan must express and
encourage the exercise of initiative by
zll concerned. Planning 1s the frame-
work for the control of action,

When \
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Annex . (OPTIONAL PRACTICAL EXERCISE) to Memorandum 46-3

From the members of your group select an ad hoc committee or, if this is not
feasible, you develop a plan for the reorganization of your section or company.
Define the objectives, develop and evaluate alternative courses of action, and
develop policies and procedures to implement the plan. Build flexibility into
the plan to allow for future changes and modifications.

FOH 280~18 9/71 62C
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1. INTRODUCTION, [t ts generally reo-
ogmzed that objeetives mnst be estab-
lished. policies set. and plans tormu-
lated through good anagement.  Plan-
mne 1s the Nirst step in the managemeny
cyele, bt planmng s of 1 value unless
1t 13 fotlowed by action. The planning

1 manager does 1s based on the fact that
there 1s a job to be done and the assump™-
tioa that people are, ov will be, avail-
able to do it. The ptan he develops,
however, s manimate. He must being
it to life. To do this, he must arranse
and allocate his physical resources (fa-.
cilities, equipment, materiel, money)
¢~ that his human resources (personnelj
.. s nse them to the hpst advantage. He
must organize (fig. 1).

Organizing is the process of ln‘inguﬂg
together the work, the worker, and the
work place.s Whenever two or more
people work together, there is some sort
of organization, there is an arrangement
of tasks and duties showing how their
positioas fit together. There is no bhasic
difference between organizing a small
uait aud organizing a large department
czonsisting of a number of units. The
same principles and procedures apply at
all levels. Our discussion, therefore,

will deal with the broad aspects of orgamz-

ing and will apply to management at all
levels, down to and including the- first-
line suparvisor. Although thegsupdrvisor
may not be directly concerned with all of
the phases of orga nizingsihe must

An organization is formed when
two or more individuals join
their efforts toward a known -
end. .

N .

Basic and sound principles of
organization have been devel-
. oped’ and proven. Those princi-

ples apply to all forms of
activity which people collec-
cively may wish to undertake.
Organiziﬁg can be described as
the alinement of people for the
accomplishment of some agreed
objective through the assign-
ment of responsibilities and

functions.

B

Figure L.

«
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understand them and must know the or- .
ganization as a whole in order to under- -
stand where he fits into it. The organi-'Y ¢
zation as a whole and every part of it

‘Should be Judged in the light of how well

it contribites to the overaii objective,

4 ~

"The proper arrangement of the work

'and the personnel into logical groupings

promotes effectiveness of the unit or
office. Efficiency, good.norale, job
satisfaction, and high production g0 hand
in hand with effectiveness, Any organiz-
ing effort, therefore, is a4 matter for
the earliest consideration of the man-
ager if maximum cffecivensass 1s to he .

. obtained,

2, CONSIDERATIONS PRIOR TO OR-
GANIZING. To many peple, the word
"organizing" is synonymous with "plan-
ning, "' Tne)' .gay, "Organize your
thoughts" or "Organize your daily activ-
ities, " when tiley probably mean make a
plan ar follow a-projeéted line of action.
As applied to management, however, or-

"ganizing refers to the process of estab-

lishing relationships among men, tasks,
and materiel to carry out the plans of the
manager; i, e., to achieve organizational
objec.ives. In setting up an organization,
there are certam Afundamental concepts
which must be understood clearly, since
they have a decisive influence on the ef-
fectiveness of the unit,

a. Group association. Within every
formal organization there may ‘be one or
more 1nformal organizations, These
groupings are not formed by manage-
ment; they grow simply because people
carry their social lives into their work
ltives, People band together because of
common interests--in hobbies, in chil-
dren, 1n religion, in sports and recrea-
tion, or in work, An individual brings
to his job his own interests, desires,
and emotions, He wantstoassociate wita
and be accepted by his fellow workers.

o

e wants to fit.into a group and have a
feeling of belongmg

The successjul manager recognizes
that the informal organization has a
great influence on the amount and qual-
ity of work that is ‘produced.” Within any
group--working or playing--there is a
natural leader who sets thepaceé and
creates, or encourages, the sttitudes
and opinions of the rest of the group.
This natural leader may or, may not be
the assigned leadez‘ The group as a
whole can make the’ manager appear ei-
ther efficient or jnefficient. When a
manager studies and analyzes his infor-
mal groupings and their leaders he will .-
understand how they operate. He will
know what circumstances and feelings v
influence their attitudes. Heé will then
be able to introduce changes, issue in-
structions, and direct activities in a way
that will create the most acceptance and
the least antagonism in the group.

™

b. Division of work, Groups move more
quickly toward their goals whan there-is *
a fair and even dxstmbutxon of work,

¢. Delegation of authority, Dlvxsxon
of work among members of a umt makes
it necessary for one per son to assigng and:
supervise the work and the worl\ers and
this person must have authority to make
decisions in keeping witn his respon-
::1bzlmes.

¢

d. Creation of specialists. Asthe com-

‘plexity of the group activity increases,

some actions cannot be left to the group
as a whole, but must be assigned to spe-
cxall) qualified individuals, :

e. Division of authority by specializa-
tion, Special activities tend to develop
into separate organizational elements, to
the heads of which i5 delegated manage-
rial authority over all problems within
their special areas regardless of where

~
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. they arise il the orgamezation. In busi-
ness purchasug of raw materials and
such 1tems as office supples, tools,
and macn:nery 1s an example of a spe-
cial activizy, and many companies re-
quure that all buying be done by the pur-
chasing element regardless of what the
e 1s anat.ilere oraowitis tobe used.

{. Cdordination. Whenever authority
1s divided, coordinarion is essental.
Sabordalate supervisors someilimes lose
s:ght of the overall objective, and it iz
the responsibiliy of the manager to
keep the endire organization headed to-
ward tne objective.

3. PRINCIPLES OF ORGANIZATION,
The above listing of fundamental con-
cepts 1S representative, but not all-
melusive, of the things to consider in
determumng the organizational structure.
Alany of tne principles of management
must be applied i the function of organiz-
inz so ihat the product will be the re-
sult of swdy rather than trial and error.
Broadly speaking. ail the princioles of
manzgement may be celated to organiz -
ng, pur some of them are so specifi-
ca.ir o wart of and essenunal o effective
sorgan.zing that they are called princi-

- “ples of organization. These are the
priciies of amey of command, span ot
conirol homogeneous assignment, and
delegaton of authorizy.

\ a. Unity of command, Unity of com-
mand means that responsibility for and
conrro! of all actions within an organi-
zation are vested in one individual a
each level of-operation. At @ach level
wmere 13 onl one manager who is totr.ly
respons:ble Jor the element, and the net
eflect 15 that evéry person knows o
som he reports and whom he directs.

{1y I the Bible, Matine=x 6:24, is
spe srater.ent,  No mar can serve two
“viasters. . . . Thusstatement has oe-

come an axiom which is applicable to
organization today. In order to do his
job; each individual {including super-
visors) must know to whom h¢ reports,
from whom he receives instructions, and
to whom he reports results.

(2) Another old saying, "Too many
cooks spoil the broth, ¥ is equally perti-
nent. To avoid "spoiling the broth, " the
manager must know who works for iim,
whom he directs, who aids him, andwho
is responsible for each task.

(3) To insure unity of command
(fig. 2), alllines of communication should
be as short as possible, definite, clear-
cut, and understood by ail. Also, it is
important to remember that lines of com=
munication should not be bypassed. For
the person bypassed, there is confuson;
he no longer knows whom he directs,
since his subordin: .es are receiving or-
ders from so -.cone higher. He cannot
reasonably be held responsible for the
actions of his subordinates when he does
not know what orders they received. As
for the subordinate witn ''two masters, "
which superior does he obey? To whom
does he owe primary loyalty? Once unity
of command is established, it must be
maintained. One way a manager can do
this is by making frequent personal in-
spections augmented by the publication
of a functional list of duties and respon-
cibilities of ali managers within the
organization.

(1) In summation, the principle of
unity of command consists of a single
idea: one boss at each tevel. This has
two corollaries: each individual must
know to whom he reports, and each man-
ager must know those whom he directs
or for whom he is responsible.

h. Span of control. The problem of
hov. many individuals one person can con-
srol (or manage) effectivery is as old as

9
<t
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UNITY OF COMMAND is a remirder of the oid saying
"No man can serve two masters. . . ."

FTAILURE TO SECURE UNITY OF COMMAND IS FOLLOWED BY:

DISORGANIZATION ~——
IRRESPONSIBILITY—Y
CONFUSTON ——
TACILLATION ———

UNITY OF COMMAND is rnecessary to good or.anization
and is a rejuirement which is cased on the logical

conc.usron thet there must be a single responsibilicy "Qﬁh:

{or final decision in any orcanization.

Figure 2. Unity of Cominand. /

)




management :seli. An excellent tlus-
tration of this may be found 1 passanges
mithe Bible that deal with Moses organ=-
1zang the exodus of the Israe lites. In
Exodus 18:17-26, Moses' father-in-law,
noung that Moses was spending most of
his time giving counsel to many in-
dividuals, sa:d to him:

"The thing that thou doest is not
good. Thou wilt surely wear away, both
thou and this people that is with thee:
for this thing is too heavy for thee; thou
art not able to perform it thyself alone.
Hearken now unto my voice, I will give
thee coansel, . . thou shalt provide
out of all the people able men . . . and
place such over them &he people], to be
rulers of thousands, and rulers of hun-
dreds, rulers of fifties, and rulers of
tens. And let them judge the psople at
all seasons: and it shall be, that every
great matter they shall bring unto thee,
bat every small matter they shall judge:
so shall it be easier for thyself, and they
shal} bear the burden with thee. If thou
shalt do this thing, and God command
thee 50, then thou shalt be able to en-
dure, and all this people shall also go to
therwr place in peace.”

Moses followed his father-in-law's
advice. He:'. . . choseable men out of
all Israel, and made them heads over
the people, rulers of thousands, rulers
of nundreds, rulers of fifties, and rulers
of tenz. And they judged the people at
all seasons: the hardcauses they brought
unto Moses, but every small matter they
judged themselves."”

(1) Application of the pruciple of
span of control 1s the process of lirmting
tne number of direct suberdinates and the
area of supervision, and of budgetng
time so that all duties are perfor med
within the t1me span normaily avciliable
1> 2 manager, If the principle of span
o eontrol is conscientiously applied, the
workioad can be placed under effective
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control and handled without difficulty.
There arc four basic factors which must
be considered in applying this principle:
(2) the complexity of the work, (b) the
capabilities of the supervisor and the
workers, {(c) the distance between the
superior and his subo rdinates, and
(d) time.

(2) Many management exparts say
that the number of subordinates a supe-
rior can manage effectively is usuaily
four to eight at the upper levels of man-
agement and eight to fifteen or more at
the lower levels. Other students ¢.
management use different maximums
and minimums, but they generally fall
within these ranges. As stated above,

. there are many variables which influence

3

the span of control, and any figures given
can be only a guide. The basic problem
is the number of direct relationships with
which a manager is involved. If he has
only one subordinate, there is only one
direct relationship; if he has two subor-
dinates, there are three direct relation-
ships; if he has three subordinates, there
are six (fig. 3).

{(3) The French management con-
sultant, V. A. Graicunas, holds that in
addition to the direct single relationship
there are two othes superior-subordinate
relationships: direct group reiationships,
and cross relationships., Moreover, he
says that the relationships can be con-
sidered on 2 minimum and maximum
basis. According to Graicunas' theory
(fig. 4), in the case of 2 manager with
two subordinates, at the minimum base
there is a total of four relationships, and
at the maximum base a total of six. The
results show z marked rise in total re-
lationships if there are more than 4 sub-
ordinates; e.g., for 4 subordinates the
total number of relationships on a mini-
mum basis is 21, on 2 maximum bas:s,
14; for 5 suvordinates, 41 and 100, re-
spectively; znd for 12 subordinates, -, 171
and 24, 708, respectively. Graicunas
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Figure 3. Direct Relationships.
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assumed 1t s pussible for one man-
ager tu gwe adequate attentron to a
maxamum of 12 cross relaunonshups and
28 direct group relationships (the totals
for 4 <ubordinates); therefore, strict
appl:cation of this theory would set the
span »f control at 4.

(4) Regardless of how you measure
manazer-subordinate relationships, an
arbirary limitation based purely on
numbers cannot be applied to every sit-
uation. There must be an analysis of the
kind of work the subordinates pertform,
If the work is simpie and identical, ovne
man can readily supervise relatively
large numbers. However, each increas-
ing siance of human relationships can
create additional problems.

(53) Space and distance enter into
span of controt because the physicalarea
of supervision, including the location of
subord:nates and activities, influences
ease of managing. J[f the activities to be
supervised require frequent personal
conact, “ou shoul(lcon,'sider your acces-
simlity to these activities when you lo-
cate them. Their distance from you will
have considerable bearing on how well
you are able to do your job. There ate
two extremes to avaid in locating subor-
dinates or activities. It is just as unwise
to locate a subordinate too near as too
far away. Having the subordinate too
close may result in oversupervision. it
is a natural tendency for a person to su-
pervise more closely those persons who
are located nearer to him. This over-
supervision may interfere with the work
of the subordinate and stifle him to such
an extent that he becomes the man who
does only what he is told to do and little
else. On the other hand, having a subor-
dinate too far away may result in under-
supervision, and the subordinate may
beoin to operate independently to such a
degree that supervision becomes per-
functory.

5/

Itappears, then, that the ideal dis~-
tance between the manager and the sub-
ordinate is that distance which minimizes
both oversupervision and undersuper-
vision. With the advanced means of com-
munication used today, this principle may
be applied at various echelons. If close
physical supervision is required contin-
uously, the emphesis should be placed
on locating activities so that supervision
is made as easy and economical as pos-
sible. In higher echelons the emphasis
may need to be placed on geography,
transportation, supply, and other aspects
which affect the movement of materiel
and personnel.

(6) Another factor affecting span
of control, time, refers to the time it
takes to supervise, to transmit orders
through the levels of the organization,
to give approvals or make decisions, and
to correct and control operations.

(7) Closely related to the time fac-
tor is the skill and ability of both the
manager and his subordinates. If the
subordinates are relatively untrained,
they need closer supervision. if theyare
knowledgeable and highly skilled, it re-
quires less time to direct their activities.

(8) All the factors influencing span
of controt are interdependent and inter-
related; one cannot be changed without a
corresponding change in arother. It must
be realized that the smaller the span of
control, the longer the chain of command
and the greater the number of levels (fig.
5). This can result in the "top" managers'
having mmadecuate knowledge of what is
going on at the lower echelons. These
managers must judge people whom they
really do not know, and the people inlower
management have no real opportunity to
make themseclves heard. Thereare forces
tending to increase the number reporting
to the cnief manager; for example, some
intermediate managers want to have
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The manager cf a large
organization does not

/ have time o personally
contact all units or
elements of his organiza-
tion before making de-
cisions that affect its
operation.

A supervisor can operate

;2 better if he is responsi-
ble for only those activi-
ties that one person can
direct efficiently.

EPAN OF LORTROL -+

FGH T wacl

The phrase '"'span of control"
23 jmplies the limitations exist-

ing in supervision and coordi-

nation by one individual.

Poor results can be expected

41 when the attention of one
individual is spread over too
many activities.

s [

SEEEDTDD  fam HRING

Soodddadoo

Figure 5.
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ofadvancementand a sign of stawus, Again,

the managernimseli may lack faith in the
i

r:vals, or feel a desire for power as shown
oy the number of people reporting to him,

¢, Homogenecus

ssignmnent, Homo-
-eneous assignment is

is tne process of
nd acuvities we b the organizational
=irticture. Sinuiar rrelated jobs should

Span of Control.

be grouped together in the organization,
and personnel should be assigned to jobs
in keeping with their experience andskills,
The value of this is apparent; a man who
concentrates his efforts, either mental
or manual, on a certain endeavor in-
creases the quality and quantity of his
work, and thus increases his skill, Be-
cause of the separate purposes of htomo-
eeneous assignment, there are tvophases
on the appirwcation of this principle; the
structural phase and the personnel piace-
n.ent phase.,

bu
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(1) In the structural phase, the
principle 1s applied to the oraganiza-
nona. framesork; i.e., the arrange-
ment of job relatonsihups within the for-
mul orzanizanon. In the personnel
placement phase. the principle 1s ap-
plieu 1o the personnel who are to be as-
signed to the jobs. The key to this prin-
ciple :s found in the derivation of the
word “homogeneous. ' The first part of

_+he word 1s from the Greek word "homos, '

which means like or similar, the latter
half from the Greek word 'genos,” -
. . means fam:ly, race, or kind. It
the application of the principle, three
factors must be conuwolled: (a) activi-
Lies must not overlap, (») duties and
resp msibilities must be ctear-cut and
samilar :n nawre, and (¢) every duty

and respons:bility must be assigned to
some individual in the organization.

(2) In the personnel ptacement
~hase, one should consider the indivi-
diat's mental and physical qual:ifications,
aptiudes, and desires, and then deter-
rmine if they are homogeneous {alike or
related) 1o tite job reqguirements. Guicker
and bester results can be obtained from
seople when they are selected for jobs
mn ~hich they can use their basic knowi-
edge and skills. Homogeneily of assign-
ment 1n this phase can be accomplished
by theroughly and carefully analyzing an
nd.dual’s mental and physical qualifi-
cat: it and aptitudes, and comparing
e tith what the job requires. im-
proper ciassification and assignment re-
suit .1 tow morale and poor efficiency.

(M) Waale the results of effective
app.lcution of the principle of homoge -
Pt~ Dsdigiinentisaall; carmot be meas-
ared .n the vardstick sense, 1t1s zafe to
.~ at ncreased etficiency and economs
ol resuit, If it is diligently applied at
ah levels, tozether wiih other prineples

D opganazatton, homeoleneous assignment
.1 macsersaily awd in the creat.on of &
o4 Hroanization. A CoNacious apoli-

3

"~
.

LR

e

[

61

cation of both phases of this principle
will insure that resources are used in
the most economical manner and that
the quality and quantity of productionare
increased.

d. Delegation of authority. The word
"authority" is defined as the right of de-
cision or command. To delegate is to
entrust to the management of another.
Delegation of authority, then, is grant-
ing or giving an individual the legal right
to make decisions and take action. Notice
that this definition does not include giving
the responsibility that is always present
with authority. The commander or man-
ager can delegate his authority, but not
his responsibility for acting or failing to
act. In actual operation the manager
creates new responsibilities for his sub-
ordinates, the sum total of which will
accomplish his own responsibilities.

(1) Stated as a principie, delegation
of authority is granting authority to in-
dividuals in keeping with their respon-
sibilities; that is, when a man is made
responsible for a job, he is given the
“power" he nceds to do the job. There
are three general types of authority. The
first is authority due to force of char-
acter or personality such as that exerted
by the leader of an informal organization.
The second 1s that due to.a speciat knowl-
edge 1n a particular field, such as sci-
ence or law; and the third is the authority
which 1s inherent in position, It is the
third type of authority with which we are
concerned.

(2) Position actually means a spe-
cific job or task within an organizational
structure, You are given certain legal
rights to act when you are assigned your
posttion as manager,, and because you
occupy that pusition you have an obliga-
f10n to discharge to the best of your abil-
itv the responsibilities imherent in your
raske, You cannot escape this responsi-
bility by passing it on to subordinates,
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but by delegating cuthority you can make
your subordinetes responsible for ac-
complishinz part of the tash, You as-
si1gn authority, but you still retain it,
That accountablity which you have to
your superiors remains the same, no
matter how much authority you delegate
to others,

(3) Why does the need for delega-
tion of authority arise? A manager
should perform only those tasks which
his subordinates cannot accomplish.
For instance, the manager of a depart-
ment which is divided into several sec-
tions must appoint an individual to be in
charge of each section, These subordi-
naie supervisors report directiy to him,
but cach is responsible for his own sec-
tion and must ba given the authority to
make decisions affecting his work and
his personnel, The manager who is
swamped with details probably is not
delegating enough authority to his sub-
srdinate supervisors,

(4) In the process of delegating au-
thority, and when considering 1its effect
on the accomplishment of the organiza-
zonal objective, you must realize there
are three possible results: overdelega-
tzon, underdelegation, and proper
delegation,

) (a) If you overdelegate, you
lessen your control over the subordinate,
along with your control over operations.
Decisicn makingis placedat an improper
level, and the entire organization suffers
loss of efficiency and perhaps morale.

(b) When you underdelegate, the
subordinate is not given freedom to act,
For each decision he must get your ap-
proval, consequently, he soon loses all
initiative and feels that his judgment is
not trusted, You, yourself, are tied to
a2 mass of detail and kept from more im-
por:znt worl:, When you underdelegate,

10

you are mmplying that you can"run the
whole show. " When you become sick or
leave tile organization, ouperations may

be impaired because there is no one pres-
ent who feels he has the ability or the
authority to make decisions,

(c) Between these two extremes

there is the point of the proper amount

of delegation, To arrive at this point,
you must know your objective and your
Jjob, know your personnel, their capa-
bilities and limitations; know your re-
sources; evaluate all circumstances;

and then proceed to assign tasks, reserv-
ing to yourself the major decisions.

(5) The good manager uses judg-
ment and commonsense 1 analyzing the
gituation. He is rot chained to his desk,
but has freedom of action to know what
is going on in his organization, ,When
there is & difficult problem or decision,
he has sufficient time to study the matier
carefully and to come up with the right
answer. The net effect is that the or-
ganization can vperate efficiently, even
in his absence, subordinates exercise
mitiative, and the organization is molded
into a team, all working together,

<. STEPS IN ORGANIZING. The need
fororganizing can be traced back to
primitive society; men have organized
into collective groups for a common pur-
puse simnce the.dawn of civilization.
It i5 reasonable to suppose that, at about
the same time, man learned that organiz-
ing onthe spot and at the time of necessity.
was often too late, survival required
prior planning and assignment of tasks.
From the need for survival, through
jommtand collective 2 .tion, evolved
the process of organizing, Then, as now
the chief was guided in setting up an or-
gamzation by following three princi-
pal steps: determining the jobs, es-
tablishiag the structure,-and allocating
the resources.
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A Deternumng thf‘]’nl)h. In thes -
tzal »tep, the primavy considerationsare
the orcanizational objective and the ve-
~ources avatlable to you. Your imme-

¢ dice task is to divide the overall objec-
t.ve o specific jobs. This wvolies the
olanning procedures of gathermg lacts
and assumptions, evaluating them, and
deriving essential factors, Specifically
souuse the tools of forecasting and policy.

(1) In order to clarify. levus create

a situation. You have been appoiwnted
- " manager of a post recreation oflice, and
your organizational objective is to pro-
vide recreation racilities for personnel
assigned to the post. There are poliCies
and directives from higher management
authority, and you know the number of
personnei and the facilities available. To
Jetermine the jobs, you need to know
what services vour office will provide.
For instance, if you are located in
Needles, California, providing and man-
ning facilities for skiing would hardly be
. a job of your office, even though skiing
is a form of recreation.

(2) The amoit of detail required
in the subdivision of thg abjective depends
on the working level: the cleser itisto
the' operating level, the more detailed is
the breakdown. As a final check, when
the list of jobs is completed, the total of
the job efforts should enable the accom-
plishment of the assigned objéctive. To
orevent overlaps or gaps between spectfic
jobs, clear-cut delineation should be made’
when subdividing the objective. To return
to the situation above, delineation might
be by sports, entertainment, and crafts
and hobbies, sports might be further bro-
ken down into individual, team, group,
and mass participation.

Establishing the structare. The
step, establishing the =irueture,

.5 more detailed than deternuning the ;obs,
o1t e denendenton completion ot the fir=t
-ten. You ohionilanalyze the st of 1obs aud

n.
~ecoad
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determune the specifie duties and respon-
o1bilities of the individuals who will hold
thosc jobs, At the same time the jobs
should be grouped into units and subunits
according to the types of duties (homo-
geneous assignment)., Working relation-
ships must be established between each
unit and each individual position in the
organization 1 order that each person
will know how to perform his job inac-
cordance with the assigned task of his
particular unit and so that all units will
bz working toward a common goal, The
result will be a pattern of relationships
based on specific jobs to be performed
by individuals, with the continuing pur-
pose of integrating their efforts for the
accomplishment of the overall objective.

(1) Ia the step of establishing the
structure, you should consider that there
are various methods of organizing. Some
of the se methods are by line or manager
authority; by activities; by individuals:
or, though not recommended, by alphabet.
It is risky to organize around an individual,
particularly in tihe military. Although
it is good management to make full use
of the abilities of each individual (homo-
geneous assignment of personnel), the
organizational pattern itself should not be
designed to fit the abilities of a particular
person. Obviously, building an organiza-
tion around an wndividual is @ dangerous

.procedure, since that person may be trans-

ferred or may move to another duty-on
very short notice. The approach in this
area is to determne the ultimate organi-
zation 2nd accept the additional benefits
that a future exceptional incumbent may
provide.

(2) When the orgamzational structure
has been detern:ned, it should be charted.
The organizational chart should include a
written description of duties and responsi-
bilities for eacn position. It should pro-
vide answers to questions of span of con-
trol, homogeneous groupings, unity of
command, balance, definite supervisory




channels, specialization, simplicity, and
many more. Study of tt.e chart will pro-
vide a check of the eifuctiveness of your
own orgamzing actions and .may prévent
future perfermance breakdowns.

c. Allocating resources.

(1) After tbe organizaticnal struc-
ture has beendetermined, personne. must
be selected. They must be assigned jobs
and provided with the necessary equip-
ment, the space in which to work, ‘and
the time in whichto carry out their duties.
Observing the principle of homogeneous
assignment, every reasonable attempt
must be made to place the best qualified
individual in each job. Basic considera-
tions which should influence selection in-
clude: Dves the candidate have the skills
required, or can they be developed in
him? Will he fit into the job without-ad-
verse reactions on the part of his asso-
ciates? Usually, a generalist is more
effective than a speciaiist in a supervi-
sory position, A specialist may over-
control his known area, A specialist is,
however, very useful in making recom-
mendations on technical matters. He can
frequently provide answers to such ques-
tions as: Is the cheapest satisfactory ma-
terial being used? Are authorized or ac-
ceptable subsututes known, and can they
be procured promptly if necessary? Can
supply sources assure uninterrupted pro-
curement? Is use of critical materials
heldtoa minimum? Are alternative meth-
ods and prucedures given full consideration?

, \2) When the details of what is to be
done are clearly recognized and the per-
sonnel have been tentatively placed, con-
sideration must be given to equipmentand
facilities. The determaination of the equip-
ment and facilities best suited to a task
requires a detailed analysis of the task it-
self. The following question will aid in'
this analysis: How quickly must the task
be accomplished? What will be its total
duration? Is its prime objective to im-

{o improve working conditions?
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prove training, toincrease productionor
to speed up reporting, to improve quality,
to reduce cost, to provide a service, or

(3) Seiection of equipment requires
technical knowledge if the task being con-
sidered is one involving machinery, in-
struments, and industrial~type processes.
Although 'the manager usually has special-
ists to advise.him in the selection of this
type of equipment, there are several fac-
tors that he himself should be aware of.
General-purpose equipment should be used
whenever possible (plans may be changed
or altered, thereby making special-purpose
equipment useless)., Automatic and semi-
automatic devices or special training aids
may amortize high initial cost quickly in
manpower savings and improved products.
Modern inspection devices can materially
speed up many processes.

(4) Facilities best suited to the task
are oftendifficult to obtain, When achoice
is offered or a change is to be made, the
following general points should be con-
sidered: bzfore work is begun, allow all
interested personnel to see and discuss
the proposed layout and workflow (this may
prevent problems such as hacktracking,
crossflow] or bottlenecks); and attempt
tu have a trial run or a pilct operation to
avoid excessive expenditures on a new .
process.

5. CHARACTERISTICS OF A GOOD OR-
GANIZATION. Some of the more 1mpor-
tant characteristics which distinguish a
good organization are as foilows:

B

a. It is capable of accomplishing the
objective, To be effective, an organiza-
tion must provide for everything neces-
sary to get the job done. If the final or-
ganization evolved is incapable of
accomplishing wie assigned sk, it
15 of little value to anyone; men, ma-
teriel, space, and time will have been
wasted,
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b. It 1s stable. Effecuve organization
anucrpates changes, sothat only signifi-
cant cnanges inobjectives or resou recs

will create reasons for reorgamzation.

c. It is flexible. Flexibility is a corol-
lary to stability in an orz;anization. Or-
gamzing must provide the abulity to cope
with changing situations and conditions.
An 2xample in military organization is a
conibat engineer 'attalion, which s de-
signed to provide engineer support but can
be used as a combat reserve.

d. It is«capable of growth. The activ-
ities and subactivities should be grouped
w permat their departmentalization, when
the growth factor dictates, 'without creat-
ing major reorzanization. An everyday
exarwle of accounting [or this growth
factor can be ‘ound ina postengineer sec-
tion. Forthis section, objectives remain
fairly constant: maintenance of grounds,
puildings, and faciiities. The degree of
ma1intenance is hot constant, varyving with
the strength of the post and the engineer
section; vet organization of the section
need ot change as the status of the post
changes from standby 10 full strength.

o. Itis simple. A retiable mark of
good organization is the simplicity of the
strucidre as shown on the organizational
chart. If an activity is not necessary or
jusufiable, getrid of it, This may be
done by elim:inating it or ¢omoining it
wion another activity. An srgamzaton
that has orgamzatioral elements which
are feither necessary nor justifiable is
not effiwcient.

¢ It has balance. Inan effective or-

isn thore :s balance among the ac-

anizZaiion

acuvities are in proper pat-
weh omer o the olnective,
seopornonatly ditiaed; and

. i
auth rits i3 evenly deleghted,
NN

iy aman < -~ -
DEVELOPFMENT OF TYPES OF OR-
Some nowangers organize

ang some

use the trial-and-error system. In the
former, the manager builds his organi-
zation around his ownor his subordinates'
ideas and abilitiesy This kind of manage-
ment may result Kll an adequate organi-
zation, but it seldom results in a com-
pletely sound one. Organizations built
upon personal abilities of the men in the
organization usually last only as long as
those men remain. Inthe trial-and-error
method too, a successful organization
may finally arise, but during the experi-
mental period there is a tremendous
waste of time, money, materiel, and
manpower, a price that business, Govern-
ment, vr the mélitary can ill afford.

In direct contrast to the intuitive and
irial-and-epror methods is the scientific
approach to organization, employing prin-
ciples of management and organization
along with the use of established types of
organization, Although there are innu-
merable modifications to each, basically
there are three types of organization:
the line, the line-staff, and the

functional.

7. LINE (SCALAR) ORGANIZATION, The
word "line" as used here means an ele-
ment of an orgamzation which is com-
posed of doers; in industry the line con-
sists of those managers and workers who
are producing or creating a product. For
example: ina coal mining company, it is
the persons digging, processing, or trans-
porting the coal; and the foremen, supeft-
mtenderts, and hosses actually directing
the workers. In the Army the line is that
portion charged with waging combat; and
in n mulitary organization it is that portion
of the organization which is trained for
and charced with accomplishing the ob-
jecuave. In business and in the military,
the line has a position of primacy, and’
other e .maents support it Tha line in-
cludes the marager of the organization,

)

a. A une orsanization (fig. 6) is one

which .o buiit on pure authowity. Line and
scalar, as used in gypes of orgamzation,

\
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are synonvmous; i, e,, the grading of
daties scaled according to degrees of
authority and responsibilities. There-
fore, in such an erganization authority
flows in a straight channél from the man-
ager through subordinate!managers to
the workers, The authority of each man-
ager is supreme in his area of responsi-
bility; all subordinate supervisors are
respoinsible to the manager, and all in-
dividuals within the vqriot‘}s organization
elemen:s are responsibdie ﬁo their specific
department heads, |
|
b. This is the oldest and simplest

iype of organization and 1s sometimes
called the military type, since it origi-
nated with the early warring tribes in the
Jdays of the Asiatic conqueror, Genghis,
Khah. Many authorities use the com-
pPany organization in the military as a
prime example of scalar organizing, but
this is subject to argument, since in the
modern army there is soec.alization in
the company and an element of staff or-
Janization (the executive officer, first
sergeant, and company headquarters).

. !

¢. Advantages of a line/or scalar or-
gamzation consist of clearly defined indi-
vidual duties; swift, definite, and com-
plete discipline and control; economy;
excellent unity of command, and proper

5

-

delegition of authority. towever, there
are alzo disadvantages. A line organi-
zation lacks flexibality and provisions for
growth. Subordinate managers must per-
form daties of general managerijal nature
for which they may not be especially fit-
ted. Sach subordinate manager is re-
sponsible for accomplishing personnel
work, training, and supply for his partic-
ular element; as these duties increase,
the requirements for accomplisinng them
may grow beyond the mental and physical
capacities of one person., Other disad-~
vantages include dependence on excep-
tional personnel (1ndividuals who are not
only experienced admintsirators but also
well trained in a particular field), poor
use of specialized abilities (the nature of
the organization minimizes the impor -
tance of the specialist), and too much
reliance on the chief or subordinate man-
ager with corresponding loss of continuity
and flexibility. (Note: Refer to figure 6,
and picture the state of a line organmzation
if the working force were doubled under
each manager. What impact would this
have on the princ:ples of span of control,
homogeneous assignment, and delegation
of authority?)

8. LINE-STAFF ORGANIZATION. As
previously stated, a great disadvantage
of scalar orgamzation is the rigidity of

MANAGER
L ‘
I [ |
S S S
— )
v F F{[F
| Legend:
| I | ‘ S - Superintendent
p . F - Foreman
VLY LY W- Worker
Figure 6. Line or Scalar Organization,
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organization by pure authority, sioe managerial authority over the hinc or
the authority (m\\naau-) 15 often beset other stafl sections. Their reqfthmen-
with activities beyond the capabilities dotions,and tirections are carried out
of wne man.  No e person cat Kaow or ihrough the pertinent line executive and
. do eterything tecessary to run an ors= within bis authoraty. This type of organi-
gamzation properly, he nceds the as- zati~cn has flexibility; the staff 1s able to
sistance of others 1w the form of inform- absorb new activities or change -old ones
. ative. adiisory, and supervisory services, without undue disturbance of tire line
We describe persons who perform these . organization, :
<er\‘n_c~ for the manager by the term . . : . .o
vstaff. " The staff is the alter ego of the b. Disadvantages of the line-staif type
manager,* an ektension of the manager's of orzanization include the following
parsonality (figs. 7 and 8). Lt n
“ (1) Staff advice to subordinate ele-
The addition of a staff to the line or- ments may be considered a managerial 5
sazational structure brings about the . directive, and confusmn may occur be-
Line - ~tatt type of organization (figs. 9 tween line and staff personnél, especially
and 10), Howsever. the mere add:tzon of in the arcas of communitations and - )
a staff does not necessarily create line- authority. v )
swafll organwzation, since the line element ) L .
must contmue to operate as betore (2) The staff may he ineffective due ’
trough the chain of managers. The to tack of authority; i.e., if the manage&‘ '
ciatf must have an advisory but nonau- does not properiy delegaue author‘tv he '
thoritd status; i.e.. directions, control, will not make full use of the abilities of .
and wnstructions cannot pass directly from his staff. . St :
the staff to the worker cr subordinate - S,
managers but must be given by the man- (3) Line executives may come to v
ager or in the name of the manager. rely on their staffs to such an extent that .
the lose their managerial ability. -\ - S
a. In :he line-staff organization, lines RN .
of authomtv are present, and operational ¥ (4) Staff members, -may sometimes’
. control 15 established. Tha sharp path give careless or ill-a dvised opinions on . A
of author:ty running from thic manager 1o the premise that they are not accountable .
v the subordinate managers of the ope rat- for the success of the operation. - -
ing elements and subordinate personne. ’ . ‘ . s v
beyond this point provides the control and (5) Friction may develop between ? ,
discipline necessary in all orgamzations. line and staff elements, due to the in-
: The staif, which 15 outside the chain of ability of each tc understand the other's -+ ' e
¢ N managers and inserted between the man- viewpoint, .
i ager and the operating elements, provi ides
& the operational control so necessary to (6) It is possible that the manager
efficient vrgamzation. The,acuivities the will rely more cn the advice of the staff
staff assumes are usually Lhe outgrowth than on that of cther line elements be- ’ '
of managerial activities that were origi- cause the staff usuvally has more {requent .
nasty tocated in the Lline. Accordingly, a access to the manager.
~taff dury or task can be added tc 1 line . K
acsivaty at any echelon. The statf is not 9. FUNCTIONAL (DIRECTORATE) OR- '
in the prmmary chain of authority. Mem- CANIZATION. The thurd type of orgamza- '
Lere of the syan can give orders only to zion may be found in some business and
-, therr own stalf sections, they nave no industrial organmizations., When charted,
N
15 ‘ .
Q 67 A e !
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STAFF -

A staft agency is a useful eie-

ment of the planning and coordi-
nating responsibilicy. »

Staff is an advisory elemeht.

It does not have operating
responsibilities.

The responsibility of staff is .,
to study ddministrative pcob-
lems, to observe, to plan, to
advise, but not to acc,

The service of advice provided
by the staff operates upward,
outward, downward, and across
organizational lines.

The line and statff principle
may be a principle of opera-
tion. It is an effective way
in which the delegation, co=«
ordination, and divigion of
responsibilities can be atapted’
to practical use. It is a de-
vice ‘the manager uses to satis-
factorily discharge his
obligations.

The staff pathers information

65 which the commander uses to pre-

pare plans, make decisions, and
transmit orders, It keeps the
commander- informed on matters re-
quiring action, makes a continuous
study of the situation, and plang
for futute contingencies. A stuff
officer should be an active, well-
informed as%istagt to the commander
and a helpful adviser to subordi-
nate commapders.

;’ The director, chief executive,-

general manager, or commander.must
plan and“direct operations. He is
not an operating official, except
in swall organizations. He assigns
to others the actual periformance of
the' work. He must delegate author-
ity, keep informed of activities,
coordinate the work of all reiated
elements, adjust disagreements, and
take corrective measures as re-

, quired.

’ .
kY

S . .

_— . QUALITIES OF A STAFF OFFICIAL

.

It is more important for a staff official
to have liaison ability than the ability tc
diregt. He makes recommendati’ns to the
commander; but, if they are not accepted, he
must have lovalty to the commander's deci-
sions and opinions. The effective staff
officer does not seek persenal Yecognition.
He guards against zny leaning toward quick
and inflexible decisions, and practices
judicious persisterice and patience in ac-
complishing desirgd tesults. )

Figure 7. Staff and Staff Officials. '
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| THE LIVE OF AT

The manager must have tine

avthority %o exercise

etfective supervision over
saiordinate elements of

t~e organization, OGener- —

1
- - -

aliy, direct advisory, I

technical, and informa-
tional contacts are per-
arcted, but in problems of
management, policy, repri-
mand, ana related subjects
action through the chanunel
of authority is required.

————— e e e e -
1

'= = = = - Tathalcal and aivisory < -ntact

\ .

Lige of authertty

———

"y ',7" . ?.,,;. 1, ?{.‘; N P A s:af? officer has'no
fﬁé"if/ﬁ:ﬁ' iJ??w‘]ij/li&&{: authoritv to command.
*Policy, decisions, and plans,
whether originating ~ith tha
cormander or with the scaff,
must be auchorizea by the
comrander pefore being put
into effect. #When 3 sraff
sfficer by wirtue of delegated authoric: issues an order in the name of the
commanaer, responsibrlicy remains with the commander even though he may not
«r3w 2f the order.
The exception 1s that internally, the sraff officer has command responsibility
with respect to his subordinate persconel.

DUTIES of 2 STAEFMATURE 5%

Glve professional aid and assistance.

Act a8 agents in harmonizing plams, auties, and operacions.,

Prepare detailed instructions for the execurion of plans.

Forawlate grocedures for effective liaison, investigation, measuremenc,
pianning, ceanference, studv, coordinacion, the processing and flow of work, ecc.

vy,

Figure 5. Authonty.
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Figure 10, Eample of a Line-staff Organizaizon, Military.
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There s an overail
~ui ordmate ma-
gerating elonents, ano in
msofar as ~ocumplishment
of wbjectives 1§ concerned, the autiorit
..ne rans serucally.,  In addiuon, there
Sre directurs at various levets of the
orgamzatzon, and ey performadvisory,
:nfuriative, and supervizory services
for the manager, but here the similarity

Matager, there are
3

w2 S,

)
[44]
1
u.
[ad
1.
o,
X
b

< Inde L s~po of organiza-
.ot Luthority i contaned and repre-
menled L e monazer, the stait has no

Srders or Jdoreciives in s own right, In

T fancuonal fype of crgomziton, dele-
Lol Aoy 1F aiven each stoff section

LLreudiwant e enite orzunizaton, For

S describe & fitnation in

A
e .

CAee e e
Swall =2CCLiong o o

verating elements is a

e
vaa

A e nen e ere
ard PRSI -

EP PN

o
5
’2
(¢4

w.dingd de s rumens,
Later, & foreman n the w

«id & oeniel lnsositor. During

S v A o e
PR YO

= oproduct s funiect tu brealidown,
SIllCe reprosentaiive immediateiv
wsfr WNLAT QENectors dezermene unut s
9 e rouble, W ilzpeciors earn

Watl an nddional weld 2 necded.  In this
aire.turate trpe o OrgdtIation, a repro-
irom the wmsneci.on oifice can

1o the welding {fureman to re-
Tag 3t Chaize in Loerdiany jrocedures an
e Uelding Lop o correct tae error.,
P NPT rild wndoube-
e i ooe wnformed, the reove need nob

$acmdvd nothe Duame Ut raahier oo

Tav peanil Ladauger

w2t oano b, There ore aclinnte advan-
el un this tvne 0 or_omzntion, L, ol
el Too LTI e, e L Lo

1at the com-

2

disadrantages, It mi:hes Laes:mum use
of specialists in narrow and definitive
areas, and applies tie principle of divi-
“ron of labor i both & mental (staff) and
vhysical {production elements) munner,

It provides operatiotal efficiencs by as-
sigmng ar expert to do nothing but adman-
1ster and perform in his particular acie-
vity, Itids exiremel:r flexioie and
provides for growth,

b, Easily discermble disadvantazes
are the weaknesses of lack of unity of com-
mand, control, and fixing of respons:-
Lility; negation of snan of control, over-
delegation of authority; and difficalty of
voordination among the siaff sections.
10, ORGANIZING A STAFF ELEMENT,
In the preceding paragraphs we have dis-
Usged L bes of orgamzations onilic vasis
f e organization as a “whole, W huve
not however, discussed tyves of organ-
szing w.thin 2 segment of the whole or-
-anization, e. g.. an intermediate man-
~ger's office or a staff secuon. ifere
tou, ergamzanon may itlow line, |
staff, or funcuional lines; but here tiere
max ais0 be singie officer organ:z.ng.

a. To e¢xplam this further, tei's lcvok
at an adjutant's office (fig. 11) in o nuil-
wry organizanon, The strengih s 1 of-
T aha 1o e.-

1 vwarraai aificey,

b, The adjitant's office ex:sis to aavise
e comrander and the line elements an
tu srovide sertices, The question taen
arises, "What type of organization :s an
adiatant's office?” When viewed bv an in-
Lty commander, @t is a part of tae staff
element of the overall line-staif orgoniza-
ton, when viesed ds a secuon by the wd-
Jutunt, 1t a hine type of organ.zat.on,
O, s shown figure 11. cvery scegment
ol the adjutant's office :# engaged :n ac-
complisnang the obiective given the oifice.
another question then grises, "Is the

-
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F:gire 1i. Organ.zauion of an Adjumant's Office.

<.rne. se .1 of the adjutant’s ofitce gamization for promotion. Tins commitize
- elementonts "[‘m answer i3 6o, woitd be outs:de the nocma. siruciure
13 oL ad- and. in effect, performing as 2 smui, In

Tiennd to the admtant as well zhi.' same s:wuation, the admuant could ap-

e ana- point 2 conmmitiee (o prepare new pay rec-
Zu- ords for the orzamzation, in which casze

hotr, epend- e comniitice would be perfornung a Lin

ZAT-3 00 e SRU PIE SR task for the adjutaat,

B

LN, et e tdne .3t L Tiance 2, ALl of this mer lx puints out that
v v (fuss L1). Here, ve see an ellan organiiine nas o §er pattern and tha: 737
Jert e P LT e NG D GT.oNs Ol orga- crspriin exanine aoumt and then sar,
LZat.o e MEn2_er 2.c sne worker, “That's tne, tnatls safl, U iraraotatsars

e correct.  Even at the towes: levels,

WO Fead s s omee sosellaliiles shere are few nstanrces .n wheen there o=
Lo Lt L L LR. L Jr rsamiciag Loe., not Soime asne .t of advice or services be-
Crestnonoan oL rrariZaien (eimels line o sigoeriorned Ot someone LHrtue maracen.
.d.-)'-tl’-lf’ Ao s e attee s can he s
fortees T urovade o aronoEsSIDY even 11. CONCLESION. Inorder to sperate

SO the Lt o _aplzation, In eifect..elr aad uccomzm-n the assigned

HPOTE Y AN Y

o, R eaiatant eoutd oppoudst abrectve Dol nust tate o olan,  Butao
T LN ConanL i D sl matier hees Lood zmt L.anl, 1t eannot hreing
cleoted et L L ol Te ol about eifvotive werstons boLteells Toere
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not the final phase, workers and helpers
must be given studied and considered

d:recticuz concerning what to produce, |
when to produce 1it, and how it should be
made. All these matters fall under the
next funcuon of management, directing,

place to work, persons to work
wlividuals to nelp the workers,
metertsls and equapment to work with,
and 4.0 T these clenents must be brouaght
together m a manner that wul acheve
the objective,  The bringing together is

>
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Annex A (PREPARING AN ORGANIZATION CIIART) to Memorandum 46-4 .

-

1. [Lienuiy the chart fuily showing the name of-the unit, date of preparation, and
itle of person or name of department responsible for preparation. If the chart
i3 for cne division of a unit only, meclude such information as part of the title.

e

). Use rectangular boxzes to show either an organizational unit or a person. Plural
executives and other committees occupy one box.

3. The vertical placement of the boxes shows relative positions in the organizational
~ hierarchy; however, due to space limitations, line units are freguently shown one
level below staif unitsy

¢

J
4.  Any given horizontal row of boxes should be of the same size and should include
only those positions having the same organizational rank.

3. Vertical and horizontal solid lines are used to show the flow of line authority.
5. If necessary, use dotied or broken lines to show the flow of functional authority.

Lines of authority enter at the top center of a box and leave at the bottom center;
they do not run through the box.  Exceotion: the line of authority to a staff
. assistant or an "assistant-to" may enter the side of the box,

§. The title of each position should be piaced in the box. The title should be
Jescriptive and show function. For example, vice-president is not sufficient
as it does not show function. The functional area; e..g., manufacturing, should
be included even though it is not a part of the official title. Titles should be
b consisten:; :f necessary, revise titles so tHey are both consistent, and descriptive.

include -he name of the person currently holding the position unless personnel
turnover is so great that revision of the chart becomes purdensome.

s

10, Keep the chart as simple as possible; include a legend if necessary to explain
any special notations. ‘Vhen preparing a separate chart for an organizational
include the superior tc whom the unit reports.

¥
&
unsy,
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Annex C (TYPES, ESSENTIALS, AND PRINCIPLES OF ORGANIZATION)
to Memaqfrandum 46-4

TYPES OF ORGANIZATION:

Line - authority is transmitted directly to subordinates.

Line-Staff - the line has command and operating responsibility; the staff advises
on functions concerning the entire organization.
)
! - - 0 1] 0 =
Functional - each specialist or specialist group 18 responsible for a function
- throughont the entire organization.

Directorate - a line or line staff pattern to which authority has been delegated frem
above.

ESSENTIALS OF ORGANIZATION:

<
-

Flexibility - the organization must permif either expansion or contraction without
disruption.

Essentiality - every activity must contribute to the main objective.
Essentialiny y 3 j

Cohesive - the structure must facilitate adequate and timely communication and
appropriate coordination. -

¢
E:ificient - all resources to be used economically and to ‘heir fullest capacity.

Balanced - each activity must be effective ir. doing its part of the assigned mission.

PRINCIPLES OF ORGANIZATION:

Uni= of Command - every member of the organization should report to one and only
one superior.

Span of Control - should not exceed more than can ve effectivelr coordinated and
directed.

o7

Delegation of Authority - authorily siould be delegated to the lowest level practicable.

Homogenous Assignment. - the grouping of related tasks and functions to avoid
friction.

Fe
S

Resnonsibility - specific, clear cut and understandable for all members of iie

organization.

25 N6 -




31

Clarity of Objective - objectives clearly understood by all segments of the
organization,

Decentralization - sufficient to carry out responsibilities at each organizational
level,

;
I

Communicatior - establish and maintair clear channels for all action,

Command and Staff Relationships - should both be within the scope of their
. responsibilities.” <
s ‘

Consistency - consistent patterns of organization should be used at all levels,

Exception - managers should devote their time to "exceptional" situations and

problems, .

Scalar - every undertaking should have sorre type of superior-subordinate
relationships.

)
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\temorandum 46-4

1. Overall Planning

2, Patterns of Leadership

3. Orgamzation Structure

4. Authority Relationships

Annex D (CHECKLIST OF ORGANIZATIONAL EFFECTIVENESS) to

Written Statements of

Company Objectives

Company Policies

Sales
Finance
Production
Personnel
Other

Primarily

Departmentation

Span of Management

Overall Impression

Factors Limiting
Effectiveness of
Authority

Line-and-Starf
Relationships

12V
-1

50

Authoritative
Participative
Appropriate

Function
Product
Customer
Geography
Process
Sequence

One over one
Two or Three
Three o Seven
Eight or More

Proper Balance
Proper Emphasis

Overlapping Authority

Superior Authority

Provisions for Subor-
dinate Acceptance

Use of "Assistant-‘0”

Limits of Line
Authority

Limits of Staff
Authority ,

Task Force
Organization

IRl

i
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3.

6.

3.

Delegation

‘Decentrelization

Use of Committees
Committees

Board of Directors

Provisions for Control

Parity of Authority and .
Responsibility
Absoluteness of
Accounvability ‘
Unity of Command
Personality Factors

Definition of Decen-
tralized Unit
Scope, Type, and Fre-
quency of Decisions
Availability of Controls
Statement of Goals for
Unit
Degree of Decentrali-
zation
Optimum
Too Little
Too Much

Ad Hoc
Advisory
Management
Composition
Benefits

Outside Members
Inside Members
Contribution

Definition of Standards
Units of Medsurement
Reporting of Exceptions

.Timeliness of Controls

Strategic Placement of
Controls

Control Information for
Line Managers

M6~




' Annex E (OPTIONAL PRACTICAL EXERCISE) to Memorandura 46-4

' From the members of your group select an ad hoc committee orﬁ if this is not
f seasible, vou develop the reorcanization of your section or company. Construct
R organization charts for each type of organization.
.
. . . PRI 2
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Directorate
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(L INTRODECTION, Passengersonone
{ e cransatianiie awrlines are given a
mnprien cailed, Youar Safety Is Our
Foeel Consideration.” In ‘e pampalet
11 #e3t.oelll IOSCUCtons on ¥hat Lo do
.ast one reads, | Avoid geiting unneces-

=AT Ly Vel

<o W bt '3 not 30 easv 1o tell him
cowv %o 10 .. This tusiness of giving
~atructiins <an be omplicated. How
can you -e (ertain that sne other person '
anows exactly wha: you mean? How can
vou e aure that when you tell someone

/ v+ a- " a9, vou have ‘old him everything
ho ruerls Lo RNOW 0 get tie job done? A
‘0" 0t uusS.aiess problems can be traced
. ack 0 faulty directicns; vou have prob-
1.7 pesn on soth tue giving and the re-
ceoaie ends of Lner An administrative
ntTicer 1as a conunuing responsibiiicy
-ur wne #orx of others, and iiis success
s dependent on how 'well he is able to
direc: his subordinates.

a6 third of tnefive funciions of man-
cementis teactof directing. This function
"niddie slot" in management--
e+ tions of planning and organizing
.av tme aroundwors for the accomplish-
a.ent of *he work, the directing function
‘a.ncoss she implementation phase. Or,
5 a1 . cnother way, pians have been
'rave i for the specific mission, the
orzanmization has been set and staffed;
rosources niave been allocated; and the
enterprise 1snow ready to operate--what
.5 neweded is an order or directive to
32ars the acuon. The function of direct-
g (or anv of the other management
Tanenions ) does not exist 2s & separate
w12t and does not have a special spot
r »os:tion :n the management ¢ycle ex-
cent as i is reiated to a specilic pian at
a ~pe i time. Directingis a continu-
cua Pars f management, it overlaps the
atmer S tions and has no ' 3i0p and go'

. - B

~LNE.S,
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s+ t..e plane 1s forced o ditch. The .

[t 5 1su2.l» =as: 10 11l someone 'what

2. MEANING OF DIRECTING. Directing
is the pracess of gettung individuals to
perform their jobs well, willingly, and
quickly. To expand on this, directing

is the function of management which in-
volves communicating decisions and
ideas to subordinates through the issu-
ance of oral and written instructions and
exercising command and leadership to
insure that the instrucrions are followed.
Directing is more than just writing and
issuing orders; it is also communicazing
them in such a manner that subordinates
will be motivated to carry them out.

3. BASIS FOR DIRECTING. Directing

gives life to the organization. It pro-
vides for the initiation of action and day-
to-day supervision. It provides guidance

" that keeps production high in all operat-

ing elernents. It maintains baiance be-
tween seqilir oments and accomplishments,
and orovides for the most economic use
of resources.

a. After the work has been planned
and the organization set up to accom-
plish the work, operations must begin.
Look at it this way: at one end.of an of-
fice is a great pile o{ manuscripts, pa-
pers, charts, anddiagrams, represent-
ing work to be done; at the other end of i
the office are desks and workers. What
good is either of these elements in it
present form? Exactly none--because
there is a step missing. The gap be-
tween the plans and the workers is un-
bridged, and this is where directing
comes in, Orders and instructions must
be issued, telling what is to be done,
when it is to be done, and (in some cases)
how it is to be done. In answer to the
questions when and where directing
should take place, the following ruie ap-
plies in most cases: in every endeavor
in which there is work to be performed,
directing, in varying degrees, must be
present. It is a continuing process and
should be exercised at the rantage point
from wvhich the most effective results

&4




may be expected. (This vantage point
r:av be within the area of activity, or it
nay be in an oifice or a building apart
‘rom it.)

b. To exercise the directing function,
you must be in a position where you can
direct and have the authority neceszary
to gain the cooperation of your subordi-
nates. This authority usually is inher-
ent in your position. The function of
directing is somewhat the same as com-
manding, although the terms are not in-
terchangeable. In effect, when you ex-
ercise the directing function, you
command your subordinates to carry out
your direcuives. However, directing is
more than this; it involves understanding
people and appiying the principle of hu-
man relations in specific as well as gen-
eral situations.

c. The terms ''directing’ {or "direc-
tion') and "leadership' are similar in
meaning. In its more formal sense,
leadership encompasses the issuance of
orders and directives and also includes
all actions necessarv to secure the niost
effective implementation of the direc-
tives and orders. Inherent in leadership
are such functions as motivating subor-
dinates, giving them advice and aasist-
ance, giving recognition of achievement,
and taking correctvetaction when nec=-
essary. Directing (le%;'dership) knows
no set levels. It is as applicable in a
small oifice as at the Department of the
Army Headquarters. The scope changes
with the level,. but {undamentais are the
same. In general, it is necessary to
determine how much directing is re-
quired, to select methods of communi-
cation that will tell people what to do,
to motivate them to want to do it, and
to supervise the way it ].S déne.

4, EXTENT OF DIRECTION NECESSARY.
The degree of directing requirad is de-
pendent on various factors. Some opera-
tions may require close direction,

7

virtually a step-py-step delineation of
each duty. In these cases a directive
may be needed for each succeeding phase
of the operation. In other.operations
there need be only an initial directive

to ''get the ball rolling," and thereafter
the phases of the operation fall into place
smoothly and mechanically. Usually,
the extent of directing necessary comes
somewhere between these two extremes.
There is no ironclad set of ruies to usc,
but the following factors must Le con-
sidered. v

a. Type of operation. A stable or
continuing type of operativn reguires
less direction than a changing operation.
For instance, an industrial-type opera=
tion that turns out the same product re-

petitively is quite different from a train-

ing activity which has varied and -
frequently changing requirements.

b. Degree of organization. Generally,
a greater directing effort is required in
the ravce complex type of organization.
I can be expected that more effort in
direction will be required for an organi-
zation of several geographically dis-
persed units than for one in a single
location. Also, directing usually is less
complicated in an organization in which ,
the executives practice delegation of
authority.

c. Level of experience. Whether
considering the entire enterprise or only
a portion of it, the requirement: for di-
rective effort decreases as the members
of the organization develop opeYrating ex-
perience. Many matters which initially
require considerable problem soiving
and much directive effort soon become
commonplace, and standing operating
procedures (SOP's) can replace or sup-
plement personal supervision.

d. Competence of executives. One of
the primary reasons for seeking manag-
ers and supervisors c¢f demonsirated

ERIC \
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TLor. 1S falror so- lusery alhiea 1o
fe.eS3TIOn Of Bdinoriv, Sitee tnere is
1 zressoraillingmess o delecate i om-

‘enl SarerTLIOr3 are sresent. Ihe
3.:*.‘.3:'-" toLanae Ao don snoud be placed
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['..s oives “he nigher managanial levels
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*he Arm: ave par-
ve 1o the will of the
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< oives amszelf in tne girection of minor
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COMMUNICATIN G THE DIRECTIOXN,.

Noomxtter not souna vour decisions are

oMW LIDOrTant vouwr orders may ne,

ciev are vortni®ss un
-5 and anaers-ood by (commuani_ated o)

e reop.s who are v carry them out. A

L CORAUAL SHDANATINN of comnunica-
e s ot rvE ’.'he way:n whochone
el asges .afvrmat on and under-

STAGin T onother persor.. Ty ~ppar

e~ %, TLahazernent, Wwe must exoand the

N Ciminidnicat.on § an mter-
- ar ‘5, ewpnints, and ideas
L a2 UIIS anoils ‘r"\ of 1nterest,

nusett oD artose and anivy ef effors in
1 .roun of indirauals organizad for
smnon - wpes.. Communication is

o T O’).:»_ of

e Ao ,

: P
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segeie st wmforaiation and avier-

niess ‘hev are known

_rearing mutual understand-

TUn L tat.on Las & twolnnd purposer

standing necessary for eificient job per-
formance, and 1o promo ¢ tiie mutual

uanderstanding and loyalty uecessary for
willing cooperation and job satisfaction.

Communication involves a sender and
a receiver, It always involves at least
1wo people; one person alone cannot
communicate, He may send out'words,
but uniess they are heard and understood
by another, communication has not taken
place. For instance, if you give your
orders in a foreign language, your iroops
ma: hear vou, but they are not likely to
understand you. Tinderstanding is a per-
sonal process that can take place only
in the receiver's mind. One of your
most difficult {ard most important) jobs
is determining when you are being heard
only, and when you are actually oeing
understood, !

. ORAL COMMUNICATIONS. Of the
swn Zeneral iypes of comrhunications,
oral and written, oral comm-nication is
ov far the simpler, There are many
. ases in which an oral order saves time,
reduces paperwork, and eliminaies con-
fusion and misunderstanding. It can be
used effectively whern the action to be
performed is relatively routine and
simcie; when it is accompahnied by a
demoastration, whzan the‘action is ro be
performed only once, or temporarily;
in an emergency, waen these isn't {ime
-0 prepare and disseminate a written
directive or order; when oaly a few peo-
p.e are atfecred: when 1t is to be carriec
ou- then and there; to give assistaace
and guidance, aad t0 clarify a written
order, .

a. When face-to-fac2 communicsation
is feasible, it is preferable :0 using the
teiephone, In eithes case, however, it
is usually wise to have the receiver Ye-

peat the insi¥uctions o ve sure he fully

mderstands them. In many cases. itis
ais0 advisable 0 make a wriiten record
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of the conversation. A properly written
memorandum or note 1ot only makes the
communication a mat¢er of record for
both the originator anc the receiver,

hut gives a gregtes assurance of accu-
racy in carrying out the instructions.

b, In ziving an oral order, it is es-
sential to make sure ycu have the undi-
vided attention of the person or persons
who will carry out the order. Give the
order clearly ard distinctly, usirg words
*hat cannot be misunderstood. Some-
times it may beé necessary to demon-
strate what you want done. At the time
you give the order, point out any diifi-
culties or problems that may arise in
carrying it out. If you have any doubt
that an individual thoroughly understands
what is expected of him, ask him to re-
peat the main points

c. It is as important for a rmanager

r supervisor to know how to receive
and carry out oral orders as it is to
know how to give th.m. The first-step,
of course, is to listen. Simpie as this
sounds, the majority of people have
never learned how to listen. Something
outside tne window distracts their atten-
tion, a word or phrase sidetracks their
thoughts, or a gesture or mannerism
sauses annoyance and subconscious re-
Jection of what is being said. Also,
lzstening hvolves more than just hear-
inz werds. It requires knowing just
what the speaker means by the words he
is using. If he says,''I want the report

right away,' does he mean this after-
noon? Tomorrow? Next week? If
you're ot sure, ask him! Listening
also means watching and interpreting
facial expressions and physical move-
ments. Listening is an active mental
process, not a passive one. Don't "sit
tack and listen' --'""sit up and listen."

d. Orzl mstructions are not always
given in the sequence in which they must

»
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be carried out. Wher you are the recip-
ient you will often need to sort the infor-
mation you havé been given in terms of
Who? What? When? Where? and How?
If, after listening carefully to the direc-
tions and then answering the above ques-
tions, you Stlll do not understand all of
the points, you'should askfor clarification.

e. If you ask an individual why an or-

der was not properly carried out, he

will probably give you cne of two an-~

swers, according to whether he gave the

oxrder or he received it, If he received x

the order: "The boss didn!t explain.

what he wanted me to do." If he gave

the order: ''The numbskull didn't listen .
what I told him to do."

’

Oral orders may be misunder-

.stood for a number of reasons--most of

which can be avoided if the person giving
the order can answer ''Yes'' to the fol-
lowing questions:

(1) Did I speak clearly and dis-
tincily? Mispronunciation and poor
enunciation are often the cause of mis-
understanding. For instance, be careful
of sound-alike*words such as fifteen and
fifty, or sixteen and sixty. They are
easy for the listener to confuse--yet a
misunderstanding can have disastrous
results,

(2) Am I sure the words I.used are
familiar to the persons to whom I was
talking? Do they have the same ‘meaning »

. for those persors that they have for me? .

Even common words have different mean-
ings for different pedple. This, of course,
applies to written as well as oral com-
munications. Take the case of the poli-
tician who, during his campa:gn for
election to his Statz House of Representa-
tives, distributed handbills prormising

"I will work for you." After his election,
a farmer told him that he voted for him
and now needed some help putting up

N
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(I) Did I ve ali of the intormation
teve 73&1"‘ to answer 1. ques’ions as to
L0 -"‘a' wnen, where, why, and how?
A liewtenant said to his secrem;ary, Get
this reoort tuped up as soon as possible.’
li» mv2ut, "Drop evéryvining else and do

»onow, " She thought he meant, 'Do it
as soon as vou finish the other work vou,
:ave on rand. Result? The report
wasn't ready in time xor the staff meet-
ng, the lieutenant was chewed out” by
s :;ess, and you can imagme what the
Ue tonant said to his secretary

(4) Am I sure that toe person(s)
wonverned fudiy understood my ingtyuc-
<ions? A serzeant, giving directions to
an ammbuiance dariver, said,, ". . . tken
voud wil comie 1o a Iork in the road.

urn to <ne leit and go about 7 miles fo |
a .arge green and white farm house,
No'w, pe sure you make the right turn!
Is *hat clear?" The words were simple
and e spoke wnem. tlearly and distinctly..
‘er, he swore he'd told ‘ne driver to
wurn lefr at e fork’'in the road,and the
dr:ver was equaliy positive he'd been
t0ll 10 wurn rigint. The mistake cougd

ve tesen avolided if the sergeant had -
ashed ‘hedrivertorepeat the instructions.

(3) Did I zive the order at a time
and piace where nere was a minimum
oI noise and confusion?

() Am I sure that I had the ful

astention of the person to whum 1 was

watking? I you could not answer “yes'
to the preceding question, it s unlikely
:nat you can say yes to this one. How-
ever there are aings other than noise
and confusien that cause inattention.
There are external distractions sach as
1 orettr gir: walking by or snatches of
sonversaiion at a nearbdy desk. Trere

J]

actly.
i3

are also internal distractions, and these
are harder (if not impossible) to detect.
Although he may have an attentive at:i-
wude, the listener is often "tuned out"
while his thoughts are occupied with last
night's bowling score, family problems, -
daislike of the person talking, personal
discomfort (such as indigestion or head-
ache), or just plain disinterest and bhore-
dom. The safest way to counteract these
things is to have the individual repeat
the instructions you have given him.

7. WRITTEN COMMUNICATIONS, A
written communication has certain ad-
vantages over the oral type. It is usu-
1y more accurate and precise, and the
person receiving it ‘has time to analyze
and study its content. Also, it is easier
to remember something you have read.
Written directives, tco, have moreiorce
of authority. On the debit side, writien
communications require considerable
time and effort to prepare; detailed writ-
ten direciives often resuit in inflexdibility;
and the quantity of written material a
person acwally will read and understand
is limitea. In general, written communi-
cations should Le used to transmit orders
to a location outside yvour own organiza-
tion; when precise figures or compli-
cated details are involved, when execu-
tion of the directive extends over a
considerable period of time, when the
matter is of suca importance taat special
steps are needed to avoid misunderstand-
ing, and when the sequence ot steps in
which the order is *5 be carried out is
important or needs to be followed ex-
General categories of written
ommurications used in the {unctior of
directing inciude orders, directives,
SOP's, policies, and organizational
memorandums, circuiars, and bulletins,

a. Orders., :An order is a directive,
frora a superior (o a subordinate, which
prescribes a specific course of action;
or put more simply, an order ells a

77
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subordinate v.at to do. An order may
be 1n the form of a Fardwritten, infor-
mal note or a mimeographed bulletin or
memorandun:, 0, at the other esreme,
1t may be a formal military communica-
tion, complete with carbons, inclosures,
and other addenda. An order is the tra-
ditional wal of imtiating action in a2 mili-
tary siivation. -

b, Standing operating procedures.
Estaplishing an SOP is an excellent
rmethod of directing routine, day-to-day
activities. Used oroperly, it will result
in standard precedures which will pro-
duce satis{factory results in individual
or Zroup work. When objectives change
or the scope of the activity expands or
contracts, an SOP will help in determin-
ing the nature and extent of the opera-
tional cnanges that should be made. in
simplest terms, an SOP is 2 set of pre-
scribed procedures and duiies pertaining
to specific operations within a particular
organization. In an administrative office,
nc ose item can add more tc¢ the continu-
1ty of operations taan gan an SOP, since
m2st acticns are routine or repetitive.

c. Policy. A policy 1s a broad direc-
e that guides an organ:zation toward

ne achievement of an objective. Policy
may be cons:idered as decisions made by °
e manager to setorganizational
gurdelines for future actions, or it may
be the authority which sets up actions

cn a roaune basis. Although policy 1s
expressed in written communications,
iti1snotnecessarily restricted to
writing. Policy often evidences itself

in actions and words as well as in writ-
ten directives.

£. COMMUNICATION WITHOUT WORDS.
Communications are not limited to.speech
and #riting. These two means are un-
doubtedly tne most imporiant, but con-
sideration srould also be given to the
iess well recognized ones. Ideas and

information may be wransmitted through
such media as behavior and mannerisms,
gestures, actions, reactions, and vari-
ous audio efiects such as tone of voice,
inflection, music, and other sounds,
(For instance, a soldier in a foreign
country can communicate certain ideas
and desires to a person who does not
understand his language. )

The manager who thinks that means
of communication are limited to talking
to people, writing letters, orders, di-
rectives, and memorandums, and re-
ceiving oral and written reports from
his subordinates is overlooking much
that can be helpful to him. Whether he
realizes it or not, a manager is com-
municating daily (voluntarily or involun-
tarily) with his subordinates through
nonverbal commuanications.

a. Involumary comimunication is often
a by -product of voluntary commaunication.
For instance, a supervisor who barks,
growls, or shouts his orders may be
obeyed--but he also (usualiy without
realizing.it) gives his subordinates the
idea that he is inconsiderate, a bully,
or a grouch. A supervisor who is genu-
inely interested in the welfare of nis
personnel may give them quite the oppo-
site impression if he has an austere,
unapproachable attitude, speaks to them
only to give orders or to criticize, or
wears a habitual frown. On the other -
hand, a supervisor may.criticize or rep-
rimand, or issue an unpopular order,
in a voice and with an attitude that sub-

ordinates will accept and respect.
A

y

b, The danger of involuntary com-
munication is that the communicator
rarely realizes (or at least not for a
while) the.impression he is creating.

The manage™ who is aware of this dan-
ger can make his job easier, promote

a spirit of cooperation among his person-=
nel, and improve his relations with his
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suter:ors--if his awareness causes nun

o carefw of s pafrern of behavior.

ree-wav principie of communica-
tion (sometimes called the three-dimen-
sional principle of communication) is-a
term used to designate communization
which fiows from the superior downward,
from the subordinate upward, and among
individuals, organizations, or organiza-
tional s€'zments on the same level (lat-
eral or crosswise communication).

a. Communication downward. The
superior communicates with his subor-
dinates by word of mouth (face to face
or teiephone), by various writien mate-
rials, through the use of pictorial de-
vices such as maps and charts, or
through some acticn taken. Communica~
tions fow downward for a number of
purpvuses. most obvious of which is th
communication of the superior's desires
and requirements for acion. Downward
communications aiso disseminate infor-
mation to the workers, inform them of
chapges in procedures or organization,
allav their fearsor suspicions springing
from unfounded rumors, and, in general,
keep- ke work force well informed con-
cerning all aspects of tne operation.

5. Communication ugward. Communi-
cadon upward is ‘he transmital of infor~
mation and ideas from the subordinazes
up to the superior. Tais type of com-
municaiion gives the manager an oppor-
tunity o evaluate his communication
downward, it creates receptiveness for:
communicazion downward; it creates a
feeling of "belonging" by inviting worker
participation, and it demonstrates the
manage>'s recognition of the personal
worth of each individual. The success-
ful manager encoulages coramunication
apward in order to avoid thie possibility
of gri:vances remaining Janaired, o

keep nimself informed of conditions af-
fecting morale, to insure that reaction
to communication downward is not si-
phoned off, and to kéep "gripes” from
becoming issues. Communications up- T2
ward are of particular value in obtaining
suggestions that will lead to more effi-
cient operations, information upon which
to base a definitive interpretation of
problems, and an explanation and inter-
pretation of conditions that exist at all )
levels.

¢. Lateral (crosswise) communica-
tion. Lateral communication involves
transmitting information, ideas, deci-
sions, etc., from one organization to
another on a similar level, Communica-
tior, across is closely involved with the
function of coordinating (and its attendant
principle of cooperation). In fact, coor-
dination s impossible withput the free
flow of fadts, ideas, and viewpoints
across organizational lines--thus the
importance of lateral communication.

Lateral commurication also is
that which occurs within a group or
an organizational element. Commonly
called the grapavine, it is the infor-
mation which circulates among mem-
bers of an informatl organization.
It may be based on speculation, sur-
mise, or wishful thinking. It may
result -from communication, ox lack of
comrunication, downwdrd. It may be
rumors znd gossip that undermine
morale zad create dissension. What-
ever its source or its conteat, an
alert manager will find it a reliable
index of attitudes and morale among
his personnel. It will tzl him wnether
downward communication is achieving
its purpcse; whette. personnel are be-
ing kept informed >f maiters affecting
them and their work; and how he can im-

. prove his own swanding with hi§ subordi-

nates.

-3
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10. BARRIERS TO GOOD COMDMUNICA-
TION. Blocks to communication down-
ward are few, making this the easiest
direction to travel. The manager can
express his desires through orders, di-
rectives, and other written or oral in-
structions, while the subordinate has no
such opportunities. Although a complete
list of barriers to gocd communication
would, when considered along with their
cures, iake up volumes, certain impoi'-
tant ones arz the following:

a. The tradition barrier. Tradition,
authority, and prestige are on the side
of the superior rather than the subordi-
nate. The superior's reactions carry
more weight tha the subordinate's

~

arguments, '

b. Administrative language barrier.
Thne superior knows ithe adminisirative
language of the subordinate (for he has
mere than likely been at tne subordi-
nate's level), though the reverse could
hardly be true, This puts the subordi-
rate at a disadvantage in trying 1o think
znd feel his way into the superior’s atti-
tude and viewpoint. .

N\

¢. Saperior-subordinate relationships. .
The formal relationship between a supe-,
rior and a subordinate creates methods

"of communication downward that cannot
be used for communication upward. For
instance, a superior may call a confer-
ence, post a notice, issue a mernoran-
dum, or at any time enter the sutordi-
nate's office by telephoneor in person,

~

b3

.

d. Lack of listening time. A busy
superior may have neither time nor pa-
tience to listen. His impatience is
readily recognized by subordinates and
discourages them from attempting to
comm :nicate ideas or suggestions.

1. ¢\GATEWAYS TO COMMUNICATION.
. For each barrier to good communicatien,
‘here ig a gateway. Many of the gate-

N

ways have already bcen covered, by in-
ference. Here are some additional
pointers:

a. Develop 'multilinguists.' Even
thougn each basic element of an organi-
zation has its special "language," it is
essential that each element (and each
organization) learn to speak the language
of the otters (and, in the case of organi-
zations, that they learn the language of )
related organizations). Always observe
the principles of simplicity, brevity,
clarity, and completeness in both writ-
ten afd oral communications.

_ b. Use the conference technique. A
guided conference, where there is suffi-
cient informality tc draw out reticent
individuzls yet enough formality to keep
the discussion on the subject, can do
wonders for morale.

¢. Include a remarks section i1 or-
ganizationa. reports, establishasugges-
tion box. The addition of remarks sec-
tions’to some of the reports and the
assurance that prompt consideration will
be given to suggestions will allow you to
be the first to hear of any circumstances
that need your attention. Recognition of
worthwhile suggestions encourages per-
sonnel to be zlert for ways to improve
methods and procedures, save time and
money, and contribute to the overall ef-
fectiveness of the organization.

d. Avoid "walls of silence." If you .

" won't allow anyone else to express an

opinion, you build a wall of silence that
deafens you to everything except the
sound of your own voice.- -

12. MOTIVATION. A good director
knows how to motivate his personnel.
This step in directing is a challenge to
vour ingenuity., To motivate your per-
sonnel, to make them want to do the job,
you must exercise all the attributes of
good ieadersnip and good management.

91 ‘ :




AL o ceneral e e mouvalon step
‘Al tame Diace after you tave deter-
moned the extent of direcuing necessary
and tave determined how to tell your
sersonnel what is expected of them.
Tien, vefore or.oncurrent with dis-
seminanion of this wforn.ation, you
soouid oreate.n your personnel a de-
sire %o do the job. In this facet of man-
a.ement, ine most impor:ant thing to
remember 13 “he principle of human re-
* ‘atsons.  You are dealing with people,
the peopie wno are gning to do the work,
and vour success is dependent on how
weil thev do their jobs. There are many
wals vou .an motivate rour personnei--
’ .hev are limited only by your own imagi-
aawhn.  Although there are no absolute
ru.es w0 foilow, there are guidelines
that are gzenerally recognized as excel-
lens motivaing devices.

a. Asx quesiions. Show your person-
ner *hat vou are interested in what they
are doing; ramiliarize yourself with
tneir 1005 as miich as possibie. By so
doing, you no: only increase your knowl-
eqse of tne operation and keep abreast
of all developments, vut also provide

se worxers with an opportunity 0
. ‘sound off, " dispiay their knowledge.
an i maxe sheir desires and opiniong
ZROWn.

n. Be brief, You are wasting your
~swn time and losing prestige with your
personne: waen you talk too maich, Don't

. ramois, and don't usé "govbledygeok. "
Breviwe in soth speecn and writing will
lead to clarity and conciseaess of think-

i and «nnsequently, better pericrmance.

c. Be a good listener. This ties in
with <he attribute of asking questions.
On-e vou have asked a question, devoie
wenr fime and zttention to hearing the
£:11 explanation, . Also, let it be known
rar ou are avaliable, as your work per-
1o hear grievances, suggesrtions,

mits.
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plans, and ideas. Keep an open mind,
and actually listen to what the workers
have to say--their ideasarevaluable.

d. Be direct. Don't leave your per-
sonnel inh doubt about what you mean.
When you have something to say, say it,
and say it to the person to whom it ap-
plies. If it's criticism, get it over with
quickly and forcefully. If it's praise,
give it ireely, honestly, and graciously.
Criticize privately, praise publicly. Be
direct in all transactions with your sub-
ordinates and with your superiors as well.

-
N

e. Be earnest. To be successful in
any jJob, you shouid put your utmost_ef-
fort into it. This may be difficult with
a routine or tedious task, but it will pay,
often by kindling your own interest and
nearly always in worker response. If
the workers see that the supervisor is
conscientious, they-wiil probably be the
same. Be earnest, not orly in perform-
ing your duties, but also in your relations’
with both subordinates and superiors,

~ £, Be friendlv. This is a basic moti-
vating step and applies to all racets of
the operation. This step is really quite
simple to perform. If you are pleasant,
good-humored, courteous, and tacifus,
the~e will be an inccease in worker wili-

ingness and in actual producticn.

g. Look for good in people. Don't
opercie under the assumption that your
workers are lazy and uncooperative;
look for the good in them; tr%Wo, under -
stand their- motives; be optimistic and
aven idealistic ir. your attitude toward
them. You'ul find that more often than
not your high hopes will be justified,

n. Set a good exarple. Fi‘equently, »
the character of the manager sets the
tempo and character of the entire group.
If he is sincere, diligent, and swift in
the discharge of his duties, his workers
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wiil provanls perfurm in sinilar man-
aer. On e otier hand, if ke is lazy,
disraaeresidd, and shipshod. Lhe sheuldn't
eNpet s personnel 1o be any better.
Y u mast Lave the esteem and respect
ol »our personnel if vou (and the opera-
ton whi b yvou manage) are to gain opti-
m nn efficier y; one of the best--and
casiest--wa~ 3 to secure this esteem and
respect is by seuing a good personal ex-
ampie. '

A}

i. Explain "why'" regarding direc-
tives. If a verson receiving A directive
understands why it was issued, he is
be*ter able w adapt his actions to the
overalinurpose. Explainirg "why," is
a hey raotsatien step which wise mu‘hag-
It i3 also an Arnn

1. Give praise<vhere it is deserved.
When your workers de 2 good job don't
adzitate w tell them s0, preferably in
we presency of others, Praise them ir
a manner commensurate with the action
pertermed--don't overdo it. The receipt
of praise will motivate them ‘o better
performance. ’

kK. Welcome just criticdsm. No man-
azer 13 beyond criticism, he should wel-
come constructive and just criticism of
n1s actions or policies. After all, you

e not trying 1o establish vour infalli-

ility7 vour objective is to get the work
done in the best manner possible.

1. gase vour actions on personal re- "

lationsnips. This might be considered
as a condensation of the other motivation
niethods. The successful manager takes
a pgrsonal intereést in all phases of his
su-ordinates' activities, He clarifies
h.s personal relations with his subordi-
nales so wiat both he and they know how
.25 stand, When you have sound per-
sonal retazions with vour subordinates,
‘04 are betier able 1o indoctrinate them,
e mbe tralning for them  und use the

2

D

10

"are any strong eclings or biases,

»

full extent of their abilities to help yoil
accomplish your mi’'ssion, One of the
hest methods of 2aining willing 1response
to a direciive is to discuss the situation
with the persons responsible {or is
imiplementation. This brings them into
the problem area and inakes themn real-
ize the need for a solution,, Furiner, it
gives you an opportunity 10 learn if there
Cou-
sultative direction leads to the develop-
ment of leadership traits and has an
important rolegin any supervisory urain-,
ing vrogram. \\“

N
13. DIRECTIVES. = lthough a directive
may be issued in a variety of forms,
there are cexrtain «haracteristics that
all directives, oral and written, should
have,

a. The directive should be ciear,
Clarity is the first essential of any di-
recilve., There should be no ambiguity;
words should be chosen carefully --theys
m 1St niean the same thing to the writer
and to <he reader; unfamiliar alibrevia-
tions and highly technical language
should be avoided.

b. The directive sihould be explicit.
The windividual recerving the dicective
needs to know how much initiative he is
allowed and the range of his authority
and responsibility.. Tiere should be no
doubt in his mind as to what is to be done
and the quantity and quality of perform-
ance that will be considered satisfactory.
Also, the time allowed for implementa-
tion of the directive snould be indicated.

¢. The directive should be concise.
in prescribing tasks, prescrilc only
thiwse details or methods of execution
necessary to insure that the worker or
unit performs that which is required.
Conci+ ness is needed in directives at
all times, and in emergency situations
it 15 even more imporwant. Be brief and
to the point in all directives.

-




. [heodiresuve should be capable of
auv ot usament, e matn wto recewves
a diredtive snould have the necessary
experiense, and ability 0
perform tne required action satisfac-
toriiv. Betforse issuing me directive,
decermine that time, eaquipment, person-
nel, exte:nal conditions, and other as-
pects ol tne total situatisn will permit
the reciprent to comply if he uses a rea-
sonable amount of effort and ability.

Aoty

e. Once a directive has been issued,

there mus: be a foilowup action. In

~uperyising the execution of the direc-

1nes, vou must allow sufficient time

{or su:bordinates to plan and organize

the rob, However. there should be no

» the operation, and you should take

correctuve action quickly 1if it becomes

apparent ihat implementation is taning

.onzer than ne.essary, In all prases of

directing 1t 1s important to maintain only

supervis:on. Overdireciing

resirices witiative, and underdirecting

to et the job .done. A good rule to

s ¢ maintain onlyv that suwervi-

\ =i e essary for the tinelv and effi-

ax ke
comzlisament of the gork,
A ]

"

14, SUMJIARY.

a. Dirvcting is sometimes referred
10 a3 the xey linx in tne managemen.
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chain: it is the process that activates
the organization into implementing plans.

b. Clear communications are essen-
tial to good directing. People cannot be
expected to perform work properity un-
less they understand what is to be done,
when it'is to be done, and how they are
to do it, ' '

/

c. A good director must have all of
the characteristics of a good leader.. He
should be able to make his personnel
want to do_their work well. Without
proper directing, the best plans and the
finest organizational structure will fall
short of success. e
", d. The function of directing does not
occupy a specific rniche in the process of
management-~it is a. continuing action,
embodied in the day-to-day activities of
the manager, and performed concur-
rently with the other management func-
tions. For the purpose of clarivy, we o
have examined the functiion of directing
as ~oming after the pianning aad organiz-
ing functions and prior to the coordinat-
ing and controlling functiens because
‘on paper' this is where it logically
falls. However, it cannot exist alone, .
and it is present in all rhases ol man-
agement. ‘

’ ¥
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1. INTRODUCTION, The following
exper:ence was related by Major James
Burfore, formerly assigned to the
United States Army Adjutant General
Scicol. ''One of my first assignments
as z second hieutenant was as supply
oificer in a company that was com-
manded by a rather crusty captain,

At the.end of a particularly frustrat-
ing day, when everything had seemed
to go wrong, he grabbed his hat and
stroce to the door. Pausing, he looked
back at me and said witheringly, 'Why
don't you get 1n your car and go for a
drive? There ought to be something
you can control!'’

"I was pretty peeved. Sure, things .
that day hadn't gone according to plan,
but that wasn't my fault, Jones had .
fouled up.the supply records; we didn't
get our supplies because the clerk hadn't
sent in the monthly requisition on time;
Srmita had goofed oif instead of checking
turn-:ns. someone leit the arms room
unlocked; etc., etc. I couldn’t think of
a single thing that I had done wrong.

It's easy to see now that it wasn't what
I'd done~--it was what I hadn't done that
caused the trouble. As officer in cherge
of a sectwon, I'd failed to do several
important things. I didn't check to see
if my personnel were cdoing what they
.vere supposed to be doing; I didg't make .
sure that ezch personunderstood
exactly what he was supposed to do;

and I didn't find out why mistakes were
seing made. As 2 manager, I just
didn't manage. "

Specifically, Major Burford had dis-
regardea tiose two important functions
of management: coordinating and
controiling,

2. THE FUNCTION OF COORDINATING.
Coordinating may be defined as inte-
grating all efforts and details necessary
to attain an objecuve or accomplish

a mission. This integration is achieved
chiefly through the manager's consul-
tation with others--his subordinates, -
his superiors, and representatives of
other organizations concerned with the
particular operation--to secure their
cooperation, For the purpose of this
study, we consider ccordinating as fol-
lowing the function of directing in the
management cycle. However, coordi-
nating is one of the broadest functions
of management and takes place concur-
rently and in close association with all
the other functions. Through coordi-
nation the efforts of all are directed
toward a common purpose, We have
called directing the key link in the man-
agement chain, the step that "gets the
ball rolling™ from the preparation phase
into the implemeatation phase. Coord:-
nating, then, might be calied the con-
necting link throughout the chain of
management--~coordination binds all or
the functions together and insures that
the group is working harmoniously and
effectively coward the accomplishmemt
of the mission. Some coordination is
necessary in all phases c¢f management;
it is so closely inte.iwined with the
functions of planning, organizing, direct-
1ng, and even controiling, that none of
these functions can operate effectively
unless coordination is an integral part
of each.
Iy

a, Coordination is the responsibility
of every Army maanager. it is the thread
which ties the whole organization together
at every level of activity. It extends
down to the individual operator who works
side by side with other overators on an
asseraily line. It extends o the pri-
vate soldier who must coordinate his
actions =s a squad member with others,
if all are to achieve the common purpose
of the squac.

b, Cooperating is an important ele-
ment of coo:dinating, however, the terms

Md46-6




are not synonymous. Cooperating
means ac.ing or operating together,
while coordinating e:tends beyond this
to incorporate the purposes bebind
such actions. Cooperation is a condi-
tion of individuals working tog2ther in
harmeny (group effort); coordinating is
the conscious and orderly arrangement
of individual and group efforts to pro-
vide unity of action in pursuii of a com-
mon purpose,

-

3. NEED FOR CCORDINATING,

a, All of the elem=2nts of an organi-
zation may %e operating efiicienily-
within themselves, but is this suffi-
ciert tor accomplishment of the mis-
sion? The answer, usually, is no.

The actions of each of the elements
should be interrelated: *hex should be
integrated irto the overall scheme.
The manager, thrrcugh exercise of the
function of coordmdt,.ng, mus: see that
each element is contributing its aesired
and expected shaye to the operation.
He should set up guidelines for coordi-
nation prior to the actual action; then
he should see that results of the action
{it into their prescribed niches. U<u~
‘.lly, a part oi each action is carried?
out by d:fferent individuals, 2t different
times, and under different situations,
This requires teamwork to insure that
all actions are moving toward the com-
mon goal. The larger, more complex,
and mcre decentralized an operation is,
lhe greater is the need for coordinatien,
and the more difficult and complex is the
the nature of this ccordination. Although
coordination cannot be the job of one
individual--indeed, it must be a part of
e¢ach person's eifort--the coordinating
function, for best resulis, is centered
in a key individual, the manager. It is
his responsibility to see that operations
within each element of the ofganization
are dovetailed into a harmoenious entity,

- plishment of the task or mission.

b. Coordinating must ln. a continuing
process, and the logical time to begin
1s during the planning phase of manage -
ment. Kequirements for coordination
should be written into each plan. Both
the planning and the organizing phases
should provide for coordirating to be a
part of day-to-day operations, Proper
directing, culminating in the issuance
of clear-cut and effective orders, can
aid considerably in the coordinating*
function. Proper timing of the execu-
tion of the order is another valuable aid
to successful coordinating, Good com-’
munications, certainly, are essential to
proper coordination (a common saying
is "About 50 percent of the workers
never get the.word"--an indication of
poor coordinating on the part of the man-
ager). The cuordinating function is, or
shouid be, a part of day-to-cay opera-
tions, something that the manager pro-
vides for and of which he is always
aware,

c. In exercising tke function of coor-
dinating, the r anager is usually apply-
ing simple principles of logic. Once all
details essential to a task or mission
are completed, they must be synthesized
in a logical manner toward the accom-
The
manager's experience, commonsense,
and logic tell him to use all human and
material resources at his disposal, in
the most efficient arrangement possible,
to achieve the objective,

4, METHODS OF COORDINATING,
Coordination is intended to give ail mem-
bers of the organization a knowledge and
understanding of the organizational objec-
tive, how it is to be accomplished, and
how each individual or unit fits into the
total scheme of the operation. E-ery
meahs should be used to further this
effort. The goal of the various methods
of coordination is, first of all,

9y
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accomplishment 0 the miss.on, But

4 se¢ ondary goal--d ictually one
which is necessary for the first--1s the
achievement of harmonious group '
effort, individuals willingly and effec-
tively working together toward a com-

mon jective. The following is not an
all-inclusive list of methods cf coordi-
nating but contains some of the meas-
ures that, through usage, have proved
efiective,

. :
4. The conference, The simplest
and most commonly used method for
achieving coordination is the confer-
ence. The conference, which can
include as few as two persons, may be
employed at ali, levels of command, 1n
a1y superior-subordinate situation,
and in lateral relationsiups. Its
~bvious limitations are time and dis-
tance. Some advantages of the confer-
ence methcd are that i1t permits open
discuss:ion of poinis requiring ad:ust-
ment, makes it easler to resolve con-
troversies, and provides direct
personal reiationships--both lateral
and vertical. The conierence may be
informal, with the only recorc of pro-
ceed:ngs in the minds of tne nartict-
pating individuals; or it may be formal,
with written or taped surmamaries for
the records of the organization,

b. Oral methcas. Use of the tele-
phone, the radio,.and face-to-faze
communication are considered oral
methods of coordinating, The ways ia
"hich these methods are empioyed are
apparent; they are similar to those dis
cussed in the directing phase, The
on:y difference is that you are telephon-
1ng, raaroing, or talking directly to -
individuils 1o achieve coordination
rather than to give an order.

c. Written correspondence., When
conferetices are not possible or oral
communication won't do the job, written

correspondence may be used to achieve
coordination. This correspondence may
include memorandums, notices, fol-
lowup directives, bulletins, news-
letters, informal notes, or any other
form of written comimunication.
Although written means of coordinat:ng
aré often necessary (and frequently
should be used to reinforce oral com-
munications), conferences or oral com-
munications should, be used whenever
possible,

d. The orgamization itsel!, The
structure of the organization itself .
should contribute to the effectiveness
of coord:nating, In forming the crgani-
zation, consideration should be given

.to the lines of responsib:lity betwaen

the various elements with reference to »
their use as lines of coordinaticn, For
example, existence of functionally sim:-
lar subsections in different departments
will contribute toward better mutual
understanding of operations.

€. The use of committees. The
commiitee method is an-excellent coor-
dinating device, You may set up com-
mittees to perform czr:ain tasks, the
chairmen of these corimittees report
on their actions; and you are able to
coordinate, through the commitiee
chairman, the actions of the segarate
committees into the overail mission.
Also, you may appoint special com-
mittees to coordinate activities witlun
the organization, thus freeipg yourself
from some 6f the adminisirative respon-
sibility (although, of course, you cetain
overall responsibility;.

f. Use of the liaison officer. Often
the liaison officer funcuons as an aid
to coordination between two s :parate
organizaiional elements. A liaison
officer is an officer from one organi-
zation who is placed on detached duty
with another orgamzation in order to
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provide coordination und to represent
the commander or leader of his own’
organization. Usually, the lLaison offi-
ccer 15 used among organizations which
are engaged in comrron operatioas or
projecis. In a military situation, the
linison officer is usec to a large extent
to aid in coordination of efforts and
planning between military unis of dif-
ferent nations involved in common
actions against the enemy.

-g. Standing operating procedures

(SOP's). In developing an organiza-
tivnal structure, it is normal to group
related functions togetber and to write
SOP's which are followed in routine
work. These cperating procedures,as
weil as other instructions, must pro-
vide for automatic coordination between
and among individuals and units where
such action .¢ regquired.

h. ““oluntzry coordinaiion. The
promoticn of x o‘ urtary coordination
through contacts made between execu-
tives helps each become aware of the
total objectives of the organization,

‘ Each executive must see his operation
‘ in terms of its support of the total oper-
atton, and be prepared to adjust bis
performance and that of his unit as nec-
essary to achieve integrated action
toward 2 common goal Coordination
. must become a voluntary matter which
is considered part of the job. A fellow
executive may find a2 weakness or a
factor which should be strengthened.
It 1s better for all concerned that the
coordinating action reveals these weak
| pornis, Correcting the absence of coor-
| dination after the implementation of a
:\ plan can be costly in terms of money,
‘ time, and reputation,

5. OBSTACLES TO COORDINATING,
| Whenever a group of persons meet,
there 1s bound to be some element of

: conflict or’difference. Personality
-
Q
ERIC =
e

differences are a cdmnion cause of
these conflicts. Although they present
problems in all operations, they are )
paxticularly apparent in the ccerdinat-
ing process; it is here that it is neces-
sary to secure ‘he cooperation.of the
workers (cooperation among themselves
as well as with you) if you are to coor-
dinate their actions. Cne personality -
type which hinders coordination is the
overcompetent individual who may con-
sider the coordinating function unneces-
sary since he knows more about his job
and the factors affecting it than those
with whom he should coordinate,
Another example of a conflicting per-
sonality is illustrated by the individual
who fails to explain his ideas to his
associates because he fears their crit-
icai analysis might reveal flaws, Yet,
unreasonably, he resents it wanen his
ideas are not used. Another example is
shown by the procrastinaior who delays ~
taking any coordinating action until it is
too late. However, you may turn the
perscnality factor to your advantage if
you apply sound management principles,
particularly the principle of human rela-
tions, to the process of coordinating. .

.4t

6. WHEN IS COORDINATION,COM-
PLETE? After you have taken all
possikle steps to achieve coordination
within vour organization, how will you
know when the coordinating function is
complete? In general, coordination is
compiete only when there is full
cooperation--among individuals in an
organization and also aniong separate
crganizational eiements. If the organ'-
zation does not seem to be moving “on
course'' toward the accomplishment of
the mission, the coordinating function
is not being carried to its fullest
measuré. Coordinating?is complete
only when all tne sepdrate phases of

" the operation are tied together in such

a manner that the objective is reached
in the shortest timie and at the least

Y
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expensg,. . ud that the product meets
the hizhest stundards.

7. THE FUNCTION OF CONTROLLING.
Controlling may be explained as the
process of seeing that everything is done
according o established plans, pro-
cedures, and poiicies. To be more
specific, :t1s the exercising of author-
1ty on the part of the manager to insure
compliance with these pluns, proce-
dures, and polictes. In his controlling
function the manager compares the
actual versus the planned action, and
takes corrective action when necessary.
One management expert exﬁlains con-
trol in these words: "In an undertaking,
control consists in verifying whether
everything occurs in confdrmity with
the plan ad ) pted, the instructions
1ssued, and principles established.

Its object 1s to point out weaknesses
anca errors in order to rectify them

and prevent recurrence. It operates’
on everything--things, people, actions.”

a. The explanation of the controi
funct:on points out that 1t 1s essentially
the saime no matter to what kind of act.v-
ity 1t is applied.} The underlying eie-
ment of cantrol {s that it 1s a sort of
feedback, i:ke a thermostat. When the
temperature geis too high, the thermo-
stat corrects the situation. When it
fails tco low, the control device makes
the opposite correction tnrough fead-
back. Good manageriai controi shouid
function in the same manner.

b, Often, the difference beteen a
successiul and an unsuccessful opera-
tion :s a matter of dalicate balance,
The manager must keep his organize.-
tion operating at the correct rate to
meet the demands placed on it. If the
balance swings too far one way, the
missions will not ké accor.plished, and
it will be costly and cifficult to restore,

2

“«
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the operation to a satisfactory position.
Conversely, if the baiance swings too
far the other way, an overpotential is
generated, and resources are wasted.
Controlling is dependent on the proc-
esses of planning, organizing, directing,
and coordinating. The more efficiently
these functions are performed, the eas-
ier 1t will be to control the operations,
The interdependence of the functions of
management is illustrated by the estab-
lishment of objectives and goals in the
planning process. These same objec-
tives .and goals also serve as standatds
in the process of control,’

c. A manager uses a major part of
his efforts in the controlling functicns.
Included .n these efforts arg selecting
the criteria by which performance will
be judged, setting standards for these
criter:a, checking and reviewing reports
on performance, and taking correct:ve
action.

d. Each situation has individuaifac-
tors that must be considered in deter-
m:ning whav type and amount of contrcl
will be most effective. In gé€hieral, how-
ever, determ:nation should be based on
the following: :

(1) The comglex:ty of the missions
and tasks to be performed.

(2) The size and structuralarrange-
ment of the organization.

(3) The exierncl controls and re-
strictions imposed.

(4) The amount of delegation of
control and the dugree of decertraliza-
tion practiced.

1}
(5) The characterisiics and zbil-
1tres of the manager and his supervisory
personnel.




e, For a very smuall organization .
the method of control may be relatively
simple and largely in terms of personal
contact. The manager may be able to
observe the efforts of the personnel,
evaluate their effectiveness, and per-
sonallv direct an§ necessary correc-
tions. For a large or complex
organization more systematic proce-
dures are usually required, and both
personal and delegated control may be
exercised in terms of records, reports,
statistics, =nd inspections,

f. The problem of control resolves
:nto one of devising. methods whereby
deviations from an approved standard
can be detected and ccrrections made
at the earlies: time possible. Systems
of control usually involve performance
measurement and reporting in terms of
quantity and quality, and the vay in’
which the resources of men, money,
materiel, and facilities are used.

8. DEVELOPING STANDARDS. Con-
trol procedures are implemented
through standards against which per-
formance can be measured. Siandards
are a yardstick with which to measure
eificiency and progress. They also
give subordinates a specific goal to
attain. Standards must be representa-
tive of the task being performed, and,
whénever possible, they should be
expressed in measurable terms. For
example, the performance standard
for a typist might be the number of
pages typed per hour. '

-

a. The first essential jh setting a
standard of output is to find a method
of measuring production, A‘work count
may be obtained in various ways, such
as the use of standards that have been
set for similar operations, past accom-
plishr'nents as compiled from records
and statistics, and estimates based on
persor:al knowledge and experience, or

)

the observat.on and timing of individuals
doing the work.

|
\
l
|
b. Determining performance stand-
ards for ix}dividuals and groups whose
production cannot be measured in units . :
is more difficult but not impossible. -
Many supervisory and most middle man-
agefnent and-executive po%itions are of
this type. Standards in such cases may
be based on methods of.perfcrmance,
planning ability and initiative, ability
to speak and write clearly and force-
fully, integrity and loyalty to the organ- .
ization and his superiors, his assofi-
ates' and subordinates’ attitudes toward
him, and the morale of his-subordinates,

¢. Standards and intermediate objec-
tives are determined in the planning
phase of management. These same .
objectives are the intermediate or stra-
tegic poinis at which progress should
be measured., Standards of perform- Q
ance should be set up for these same
intermediate points and used as a basis
for comparing the actual performgmce
against planned performance. Sthnd-
ards are subject to change, of course,
and should be re-evaluated periodically.

- 9. COLLECTING DATA. Having deter-

mined the standards against which per-
formance is to be measured and the
points at which these measurements 1
are to be made, the next step is to
determine how to coilect data that will
show whether standards are being met.
Many managers use both formal and
informal sources to obtain data and
information, They also use various
"experience factors' to keep them
posted on performance.

a. Much of the data collected is in
terms of either "status" or "trend."
Information which shows the current
situation or position, or compares the
current situation with'that previously
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set forth in the program, indicates the
status of an activity., Such data is

used to evaluate progress, and the man-
ager takes corrective action when there
" are deviations from the program.
Information which shows the change
which has occurred between two
periods of time shows the trend.
Careful analysis of trend data
will often enable the manager to detect
potential trouble areas and take correc-
tive action before a problem fully
develops. )

b. There are various methods of
acquiring internal control information
and data. Some of the more commonly
used methods are staff meetings (daily,
semiweekly, weekly), briefings cons
cerning particular activities, commit-
tee reports concerning special activ-
ities, statistical compilations, and
regular and special reports,

c. Time permitting, there is no sub-
stitute for personal visits and inspec-
tions. By this means the manager
assures himself that he is familiar with
the steps being taken to accomplish his
missions and also can satisfy the need
for visual examination of work progress,
Controi practiced fhrough the use of
statistical examination, reports, and
personal inspection i1s desirable, since
it combines the analytical efforts of the
organization with visual inspection by
the manager. .

16. CORRECTIVE ACTION.

a. When analysis of periormance
data reveals a significant deviaaon from
estoblished standards, the reason for
the deviation must be determ.ined before
corrective action is initiated. The
cause will often dictate the remedy. For
instance, failure to achieve dasired
results may be caused by factors beyond
the control of tie subordinate, such as
poor lighting or heating, inadequate

<

equipment, breakdown of equipment, or
latk of supplies. The proper correc-)
tive action is immediately obvious in !
such situations, ( ’,
¢

b. Corrective action may include
some modification of plans. When it is
not possible to make adjustments to
unforeseen changes in external condi-
tions, it will probably’'be necessary to
revise or modify plans in order to over-
come or nullify the effects of these v
changes. For instance, if operations
are hampered by a combination- of
adverse weather and inadequate heating
facilities, it may be advisable to change
work schedules or to move to a tempo -
rary location, ’ .

c. Frequently, failure to attain
desired goals*esults from podr direc-
tion. Whenthisis suspected, you should
discuss with your personnel the require-
ments of the job and clarify any
misunderstanding, Also, ycu should
re-examine your directives and the man-
ner in which they were issued to be sure
your desires are clearly stated and have
beer. m:de known to the persons
concerned.

d. In some cases, failure to meet
standarcs is due to inexperienced and
untrained personnel, Hegf, corrective
action should consist of providing the
training as quickiy as possible and, when

‘necessary, giving the individual tempo-

rary assistaace urntil he becomes fully

~qualified. In most instances it is advis-

able to leave a man on a job if.he can
learn to handle it in a reasoaable period
of time and if the situat:on permits,
However, there are times wnen a
subordinate tacks both the skill
and the abilicy to learn to perform a
job, or has perscnality character-
1stics which make i’ undesirable for
him to continue in, a specific job.
Reassignment of personnel will
usually solve this problem.
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e. When lailure to achieve desired
results 1s due to negligence, indiffer-
ence, or deliberate failure to comply
with directives, the corrective action
should take {je form of administrative
disc:plipe, such as repriniand, removul
from the job, demotion, denial of ¢er-
tain privileges, restriction of liberties
and similar actions.

f. An orvganization is successxul
only to the extent that its members are
willing) to put forth eifort to do their
jobs. JjFailure of the workers to con-

* fornfto standards may result frommis-
directed or inadequate motivation, If
factiinding shows that'this is the troubley
there 1s a need to re-examine personnel
relationsh:ps and survey the personnel
activiuies program to sge how it can be
improved. ) )

g. There are various ways in which
correciive action may be initiated.
Some of the more frequently used ways
are as iollows:

(13 A formal written directive may
be used. -

‘.
(2) A less formal memorandum

' may be used.

[ 4

-
- .

(3) The manager may use an oral
order. During the course of a briefing,
a staff meeting, or a personal inspec-
tion, be may inform the responsible
individuals of his wishes.

(4) An announcement in the Gaily
bulletin is another method of starting
corrective action. Post newspapersor
reighboring community papers may be
v&.lid #$nd adequate med:a for initiating

) orrective action for such matters as

rout ng of trafiic, parking, attendance
. at SpeC‘fl uncnons, care of buildings

ERI
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and grounds, or safety
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- .

maiters. .

(5) Speeches, on formal or semi-
formal dccasions, give the mana.ger an
opportunity to explain his missions and
his philosophy for mission accomplish-
ment to those having responsibility for
implerentation. Speeches to the mgm- .
bers of the’ organization on special occa-
sions, such as unit anniversaries, pen-
mit the expression of appreciation for
work well done and also the furnishing
of adgitignal guidance as an aid to even
bette¥ performance.

The function of controlling is one
of constant repetition. When the manager
is informed of or detects imbalances in
performance, he takes corrective action
to adjust these imbalances. He may ‘
change the basic program in terms of
new or adjusted goals or‘objectives, or
in terms of timing or standards of per-
formance.. After the adjustments are
applied to the program, the program is
conducted under the new conditions, and
again performance is measured, evalu-
ated, and reported to the manager.-
Again, imbalances occur and corrective
action istaken. Thus control is cyclicin
nature and mustconstantly recewg the

-manager's atuentxon. .

11, THE WORK SIMPLIFICATION PRO-
GRAM. Work simplification in the
Army is a planned program of organized
effort to make work of any type easier,
reduce waste, and find simpler and
better ways to do the work, Itisaimed
ateliminating the nonessentxal and simpli-
fying the essential.

a. Work simplification is not basi-
cally a program to produce more work
in less time. It is not a speed -up pro- :
gram, although it often resuits in pro-
duction increase. Its objective is to
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increase n worker's effectiveness rather
than his etforts (work smarter, not .
harder). It also seeks to‘encourage per-
‘sonnel to think about improving their,
work and finding netter ways to'do it.

a

" dn effective program of work simplifica- |

tion van eliminate wasteful and nonpro-
ductive ogez:ations and actions. It can
improve quality, prevent errors, and
increase accuracy, It can eliminate bot-
tlenecks and reduce operating costs, It
can help standardize methods,
tools, and dperating costs. It can make
.. work more interesting, and it can im-
prove moraie. .
N ~

bh. The purpose of the Army work
sxmplificatﬁon prograra is stated in AR
1-63: '"The basic purpose . . . is to
provide both military and civilian super-
visory personnel with a method for ana-
lyzing the way work is done so that a
better way can be found for doing 1it.
This will result 1n mere effective use of
available resources: manpower, equip-
ment, materials, facilities, and tisne.

c. Note the use of the word "'supervi-
sorj."' in the statement of purpose. This
means work simplification is the respon-
sibility of all supervisors, at all levels.
There is a tremendous reservoir of un-
used ideas in the minds of all people,
particularly supervisors. The work
simplificaiion prograrm. is often the key
that unlocks mental inertia and relezses
creative thinking. Work simpiification
presupposes that there is 'one best way'
to do a job--but it must be remembered
that this holds good for only one moraent
in time. Improvement is a never-en'ding
process, and it is important to recognize
that better metnods are nor always read-
ily anparent; they don't just nappen--~they
mus* be searched for, -deliberately and
systematically.

12, BASIC STEPS IN LIETHODS IM-
PROVEMENT,

materials,
* *a nontactical situation.

In a tactical situation, a -

(i8]

Y A & [}
commander follows a basic pattern in
reaching his objective: .rirst, he seilects,
or is assigned, a mission. Then he

makes a reconnaissance of-the situation.

'I‘h1rd he determmes what courseg of
action are open to him and analyzes
each one. After analyzing them, he se-
lects the best one and formulates aplan.
Finally, he executes the plan.

?

These same five-basic steps should
be followed in making improvements in
It is.necessary
to (1) select the job to be improved, (2)
record the job details, (3) analyze the.
job'details, (4) develop the improve-
ments, and (5)‘install the new method.
Followed systematically, these steps
may be applied to any nontactical
operation,

a. How do you select the job to be
1mproved‘7 Obviously, the jobs which
need improvement are those causing
the most trouble. There are various
clues that nelp to identify trouble spots.
For instance, does performance data
Show that procuction is falling below
standard? Are backlogs and unfinished
work e..cessive? Are workers using
too much time and effort to gather and
organize materials and equipment” Is
it takiag too long to do simplz jobs?
Are there any below-standard \fr-oxtl\ers 2.
Is morale low? It there toc much far-
diress and absenteeism? Are there un-
used and unnecessary material and
equipmeat in the operating area?

o. After the job is selected, how
many of the job details should ke re-
corded? This will depend on the type
of job being studied. The principle is
to record suriicient information to allow
analysis of any detail that may affect
the entire operation, However, this is
the factfinding phase, and there should
be no attempt to analyze or evaluzte a*
this stage, Job details should be
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racorded in the qrder in which they oc-
cur. Generally, even details which seem
tobe unimportant should be recorded,
since ther fmay be found to have a bear-
ing onthe present or the proposed method.
&~

¢. How do you analyze the jobdetails?
This is primavily a "‘why" procedure-
To make sure that each detail is essen-
tial, ask these questicns. What is the
purpose of the detail? Why is it neces-
sary? Where should it be performed?
Why is that the best place? When should
't be done? Why? Who shouid 6o it?.
Why is that personpreferable toanother?

S

How should it be done? Wk Why should it be

done RH thot manner? Since it is_human
nature to offer excuses for existing con-
ditions and tc resist change, it is-neces-
sary ‘o make a :lear distinction between
facts and opinions during the investiga-
tive process., ~*

-

d. Can improvementis be developed

on the basis of the {irst three steps?

Yes=--if they have been skilXfully accom-~

plisfed, An objective completion of the
analysis step invariably furnishes clues
to improvements. This relationship may
be illustrated this way!

<

Wh. 2t is the purpose of each detail? ,
Wi m is 1t necessary?

Whnere should each detail be parlox med ?

When should each detail be done ?,
Who should do each detail?

How should each detail be aﬁcomp.hs.Hed 2

]

-

e Elfminate unnecessary
S details.

"sible. Change for a
better sequence,
Simplify when possible.

-

. j Combine details if pos-

[}

e. The final step in effecting an im-
‘proverent is to put the new methgd into
operation. Rzfore it is definitely
adopted it is advisable to test it, meas-

ure its effect on other elements of the -~

organization, and have it reviewed by
other operating officials. However, it
must'be recognized that benefits de-
rived from work simplification some-
times are not immediately measurable
in terms of money, material, or time
saved. For example, how much is a
study worththat results in a more com-
fortable work area for typists ? How do
vou know exactly what savings result
from shortening the distance between
the mailroom and the main office ?
How much is gained by having a good
preventive maintenance program for
the care of office machines
and equipment ?

r

13.WORK DISTRIBUTION CHART (DA
Form 673). Just 2s a combat com-
mander needs reconnaissance photo-
graphs to get an idea of the overall situ-
ation, so a supervisor needs to get a
bird's-eye view of his activity when he
is looking for ways to improve methods.
The device which will give him this
overall picture is the work distribution
chart. You will find a sample of this
chart in Annex J, perforated for easy
removal, to refer to as you study.

This chart is used to record and ana-
lyze the contribytion each individual
makes toward accomplishing the work
of his unit. There are three basic
steps in preparing a work distribution
chart: (l)compﬂmg task lists, (2) com-
piling an activity list, and (3) recording,
on the work distribution chart, data
from task lists and activity lists.

" 1 U ';1




a.'TxISk iist. The supervisor re-
quires each individual m his organiza-
tion, (including himself), to prevare a
tagsk hist (fig 1). Each duty and type of
work performed should be listed in de-
tail, together with the number of hours
per week spent on each. The task list
is not a quotation from an MOS or job
classification statement; it should be a
clear andé accurate description of what
each person does during the time speci-
fied. Actions listed should be specific,
such as ''type Form 100," not general or
.ambiguous, such as 'administrative «
services." TasKs are numbered for
cross-reference to activities listed on
the work distribution chart. .

b. Activity list. This list (fig 2)is
prepared by the supervisor, and is alist-
ing of ihe functional work areasinwhich
the tasks are grouped. For instance,
keeping time and atiendance records,
preparing reports, and reviewing reporis
are tasks which may be grouped under
aaministration and supervision. Also,’
these tasks may be performed by more
than one individual. Forms for both tne
task list and acti\:'ity list may be devei-
oped an:j. »roduced ’z,oca.lly.a |

~ ¢. Rgcording™ata ont DA'Eform 673,
The duties shown on the activity list are
entered in the lett column on the York
distribution chart. They may. ve listed
either in tne order of their relative im- .
portance or accoraing to the number of
man-hours required for performance.

The work-count and hours-per-week tol-
umns in this bleck are summary columns,,
and amounts en.ered are totals of the
amounts in corresponding cQlumns in the
other blocks. The position colurans or.
blocks are used to identify each individ-
ual by name, grade, and title, and to re-
cord his tasks and how many hours per
week it takes him to perform each task.
Tasks arn classified in the activity to-
ward-which they contribute. Individuals
should be lListed in the orders of their

11

v

. 1us

. o~

.mportance to the organization, be- ",
ginning with the officer in charge. -

14, ANALYSIS OF CHART. -An analysis
of the completed work distribution chart
(Annex K)will give the supervisor an-*
exact picture of how each'individual inthis
organization divides his time. The su-
pervisor should question each activity
and each task related to the activity.
= 1]

a¢g What activities take the most
time? Ace they the ones which should
take the most time ? Usually, the most
ime. should be spent on the major activ-
ity of the organization, and other totals .
should reflect the relative importance.
of the various activities. If the chart
indicates areas in which too much time .
is being spent, the supervisor should
circle suck man-hour totals, to mark
them for future process charting and a
more detailed analysis. * .

b. Is there misdirected efiort? Is
the organization spending too much
time on relatively urimportant activi-
ties or unnecessary work? Instances
of misdirected effort are frequently
fourd in "'miscellaneous’ or "adminis-
trative'" categories. The time wasted
by any one individual muy be smali, but
1t becomes a sizable total when seyeral !
people are involved., Misdirected ef-
fort appears on the work distribution
chart when individuals are involved in
tasks not contributing direcily to the
mission of the organization.

c. Are skills being used properly?
Are special skills and-abilities being
wasted ? Individusls in higher grade
levels should not be required to per-
form tasks which could be perforimed
by’employees in lower grades. Also,
it is wasteful to have a gerson working
or. a level that is abdve his ability.

d. Is any one individual doing too
many uarélited tasks ? A large num-
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ber of aeivities recorded in any one
column on & work distribution chart
may indicate that the individual is in-
volved in such a variety of efforts thzt
there is lost motion and resuitant waste
of manpower. Few individuals can per-
form ¢ variety of tasks equally well.

€. Are tasks spread too thinly? Per-
formance of the same task bty more than
one individual may indicate duplication
of effort. One person working steadily
at a task is more productive than sev-
eral individuals working intermittently
with the same tetal number of man-hours.

f. Is work distributed evenly? Thae
relative importance of tasks assigned to
persons exgaged in similar activities
should be mezsured. For example, two
clerks of eqgual ability and grade snould
usuzlly be charged m*h similar volumes
ol work. The urgert and important tasks
snoulid te spread as evenly as pessible

o insure that work is done according to
scnedule.

1. FLOW PROCESS CHART. Unsatis-
factorw answers to any of the basic oues-
tions indicate areas in which improve-
rent stould be made- they oinpoint a
process or operation requiring further
analysis. A *ool which has been devel-
oped for this purpose is the flow process
chart, DA Form 684 (fig. 4). This chart
is a graphic presentation of the steps in
a specific operation, from its beginning
to its completion. It may be used to
har: Lhe actions of an md1v1dual or to
In

o

iz on:
vork distrib' zion chart, a dow process
art is a valuable aid in analyzing pro-
ccd..zrcs when a2 new organizationzl unit
i¢ being csiablished; a2 major change in
oersom‘.e , brocedures, or workload is
lace; a periodic review of oper-
ting me 'fhoc: isiteing made; or a pro-
ral nrovlem arises.

The first step in process charting

is to describe each task or type of action.
Through the use of symbols, the tasks
are classified to assist in eliminzting,
combining, rearranging, and simplify-
ing various processes. A requisition
for supplies will serve as an example
The form is removed from a drawer
and filled out. This procedure is 2an
"operation." The completec form is
then "transported" to another office or
desk for "inspection'' or verification,
and eventually, it is approved During
the crocess it may be "delayed" by
other wori. Finally, the form will be
"'stored" in a {ile.

b. For unifcrmity, the symbcls used -
on a nrocess chart have been standard-
ized. These symbols may be used to
chart any type of activity within an or-
ganization.

(1) An operation is symbolized by
a circle, thus: Q. It occurs when an
object is intentionally changed in any
of its physical or chemical character-
istics, is assembied or disassembled
from another object, or is arranged or
prepared for another operation, trans-
portation, inspection, or storage. An
operation occurs also when information

" is given or received, or when planning

or calculating takes place. For exam-
ple, an operation might consist of typ-
ing a letter, crating supplies, repairing
a weapon, registering mail, or mazking
a telephone call.

(2) Transportation is symbolized
by an arrow, thus: I'-'{) . It occurs
when an object is moved from cne place
+0 another, except when such move-
ments are part of the operation or are
caused by the operator at the work sta-
tion during an operation or an insbec-
tion. For example, transperiation oc-
curs when a letter is carried to another
desk, supplies are shipped tc a ware-
house, or mzil is routed.

(3) An inspection is symboiized

\i+6-6
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b;v" a square, thus: (J. It occurs when
an object is examiried for identification
or is checked for quality or quantity in
any of its characteristics. For example,
inspection occurs in prooireading a let-
“‘ter; checking weight-of srppliespriorto -
shipment, or testfiring a weapon.

(4) A delay is symbolized by a
block-letter D, thus: D It occurs when
conditions, except those which intention-
all» change the physical or chemical
characteristics of the object, do not per-
mit or require immediate performance
of the next planned action. For example,
there is a delay when a letter is‘in an
outgoing hox waiting for a messenger,
there is an assembly line breakdown, or
an item is being held to prepdre a com-
plete shipment,

(5) Storage is symbolized by an in-
verted pyramid, thus: V7. It occurs
when an object is retained and protected
against unauthorized removal, or stored
in a file. For example, storage occurs
when correspondence is placed in a per-
manenti file or when supplies are placed
in a warehouse, pending issuance,

c. A flow process chart is prepared
in the following way:

(1) Fill in the information requested
in the upper left corner of the form.
(The form is designed to record the steps
in a single process only, and can be used
for either present or proposed proce-
dures.) Information should be specific
as to identification of the process, the
person or material being charted, and
the places or times that the process be-
gins and ends.

(2) List each detail of the process
in brief narrative form in the left column
on the chart. Details should be clear,
specific, and listed in the sequence in
which they occur. The value of a

.

process chart lies in the accuracy with
which it portrays the details of a pro-
cedure.

. \

(3) Classify each detail by relating |

it tothe appropriate procedural sym- -~ ——

bol, and draw a line connecting the sym- |
bols throughout the sequence of actions.

(4) The columns "Distance infeet, '
"Quantity," and "Time" are completed
whenever appropriate.

(5) Summarize in the upper right
corner of the form the total actions in
each procedure, |

d. In analyzing the process chart,
each detail of the process as it is now
being performed is questioned.

(1) Why is it necessary? Can the
srocess or steps be eliminated? This
is the basic, overali question.

(2) What is done ? \What are the
steps? Are they all included? What
are the pertinent facts? |

(3) Where should this be done ? |

Can or should it be done in another |

place? .. |

g |

(4) When should this be done ? Is ‘

it done in the right sequence? Can it i
be combined or simplified by moving it

ahead or back? ' ‘

(5) Who should do the job? Is the
right person handling it, or can some-
one else do it better?

(6) How is the job being done ?
Can it be-done better with different
equipment or a different layout ?

During the analysis process, per-
tinent notations are made in the "Notes"
column. These should provide the clues
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“to possible improvements. When results

of the analysis show how improvements
can be made by eliminating, combining,

_rearranging, and simplifying the details

and groups of details, the proposed new
method is charted.

e. Figure 4 portrays present proce-
dures in an activity, and figure 5 shows
the final, typed flow process chart of the
proposed procedures. The in‘prove-
ments illustrated result in a saving of
125 minutes of time and 400 feet of dis-
tance traveled. These savings were ac-
complished by eliminating one of the
registrat"ons,, combining certain steps,
ana changing the sequence to provide a
smoother flow of work. Grouping pro-
ductive operations reduces transporta-
tions, delays, and wasted effort.

16. LAYOUT STUDIES. Closely allied
with the work distribution chart and the
flow process chart is the layout study,
which is an analysis of the-flow of mate-
rials, transportation, distances, and
space arrangements in a selected work
area. This tool of work simplification
is devised to show the supervisor how to
provide the greatest physical ease for
the largest number of individuals, and

to permit as straight and short a distance
as possible for the processing and travel
of materials, documents, personnel, and
related activities. Often, apoor =rrange-
ment of facilities makes the difference
between a smoothly operating procedure
and an inefficient one (fig 6). The ideal
physical layout cannot always (or even
often) be achieved. Usually, there is a
difference between the desirable and the
available type and amount of space and
equipment. Frequently, several differ-
ent operations must be performed in the

,same work area and with the same facili~

ties. . However, there are certain basic
principles of layout that should be consid-
ered in any physical arrangement of a
work area. It is usually possible to make

improvements when these principles
are followed.

a. Use one large area in preference
to an equivalent amount of space that is
broken up. This will result in better
11ght1ng, vent11§t10n, supervision, and
communication. N

. \\

b. Use a uniform size of desks in °
any one area. This gives a bejter ap-
pearance and promotes a feeling of
equality among the personnel.

c. Use straight symmetry;
avoid jogs, offsets, and
angle arrangements.

d. Provide for work to flow in
straight lines as nearly as possible.
Avoid backtracking, crisscrossing,
and unnecessary transportation of
papers and other materials. . 5

e. Have the work come tothe worker,
not the worker go to the work.

f. Keep jobs of a similar nature.in
near relationship.

g. Locate supervisors where they
can easily observe what goes on in

their work areas.

h. Place individuals so that they do

* not face each other.

i. Arrange workers so that ample
natural light comes over the left
shoulder. An individual sould not face
a window while working.

j. Avoid locating private offices
where they will deprive a general office
area of natural light.

k. Locate individuals receiving visi-
tors, or required to maintain outside
contacts, near entrances.
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Z Locate files, cabinets, etc., near
work. s who use them most frequently.

,m. If a counter is required, consider
providing it with drawers or shelving
space. .

n. Be sure that there are no.surplus
facilities or equipment (furniture, tools,
etc. ) occupying floorspace.

17. OFFICE LAYOUT. When making
the office layout, use a systematic ap-
proach to the problem. -The first step
is to make a layout chart, whicn is a
plan or sketch of the area upon which
the low of work may oe traced. Tem-
plates or overlays may be used to deter-
mine the best arrangement of facilities,
equipment, and personnel.

a. Determine the areas of main traf-
fic movement. -

b. Gain a complete, overall picture
of the work to be done in the area.

. rmine the quantity, size, and
tvpe ot physical units to be included.

d. Identify the basic groups making
up the oifice.

e. Consult with the head of each basic
group.

f. Formulate tentative answers re-
garding the use or nonuse of private
offices for each basic group.

g. Make templates to scale of all
physical units and identify t:em clearly.
With the accurate and complete floor
plans of the ouilding or area drawn to
scale (one-half or one-fourth inch to
1 foot is suggested), place templates on
the floor plan to experiment with vacious
possible arrangements of the physical

21

04

units. (A template is a scaled pattern
representing a physical unit. Itis a
clearly identified separate representa-
tion of each desk, chair, filing cabinet,
or other item that must be placed.)
These templates may be squares or
rectangles, but should be on the same
scale as the drawing. Shifting tem-
plates around on the outline plan of the
area permits selection of the best ar-

" rangement. Using the layout chart and

templates, the various components and
equipment of the office can be tenta-
tively located. '

<
~

h. When the preliminary arrange-
ment has been decided, such fixtures
as electrical outlets, telephones, radia-
tors, lighting fixtures, and coatracks
should be sketched in. Probable flow
of work may be shown by means of
thread or colcred lines.

JAn example of the need for care-
ful space layout is the placement of the
central mailroom of the mail and rec-
ords section which, since it is the fun-
nel of incoming and outgoing busiaess,
is the hub of the oifice arrangement.
For conveniesce to messenger service
and to minimize the distraction of de-
liveries, this center should be located
near an entrance. Yet, for accessibil-

" ity to the office personnel, it showld be

located cenirally. Consequently, to
satisfy both consideraticns, consider-
able shffting and experimenting may be-
necessary. ' ' ~

Ir. figuring the space requirements,
sufvicient aisle space must be allowed to
avoid congestion and to raake it easy to
move between desks and operations.
Cross-aisles may be used to shorten
travel distances for workers, provide
adequate space arcund the riles, and plan
for such matters as tae trafric routes
to telepnones, restrooms, and exits.
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18. APPLICATION OF OFF:CE LAY-
OUT PRINCIPLES. While it is recog-
nized that all decisions are vitally
affected by the space available and the
floor plar of the office area, four inter-
related factors must be given careful
consideration in deciding on the physical
layout of the office--function, including
accessibility; control; appearance: and
environment.

a. Funciion. After the amount of
available space has been determined,
the dominant consideration must be the
various functions of the office and the
personnel to insure that the layout foi-
lows tne procedural flow as closely as
possible and provides for documents and
materials to move in as straight a line
as possible.

b. Control. The work must he con-
trolled--administered and supervised--
by responsible key personnel. There-
fore, the location of these contirolling
persons must be duly considered in the
office arrangement. The term '‘control”
as used here means alsc the {requency
of contacts® the frequency with which an
individual l. > to be consulted. One obvi-
ous principle in the consideration of con-
trol is that an individual must be placed
conveniently near the activity that he
controls. For instance, it is advisable
that the person in charge of supplies be
located near the supplies and that a su-
pervisor charged with operating a typing
pool be near the typists.

Tae office manager's desk should
be readily accessible to visitors and to
his subordinate supervisors in the sec~-
tion. It should be sufficiently private to
permit undisturbed thinking, discussion
of confidential and personal matters,
and dictation of correspondence without
disturbing other workers. An operating
supervisor--that is, a division or‘branch

22

chief- -should gererally be located with
or near the activity he supervises.
{
In some major headquarters pri-
vate offices may be justified by the need
for concentration and confidential work;

‘however;-the offices of those managers’
. or supervisors who a2 largely con-

cerned with, adr_r\inistrative control, op-
eration, and direct supervision should .
be located near the activities and people

‘they control. A private office is costly

in that it usually requires additional
equipment and facilities, frequently in-
terferes with effective use of the gen-
eral office area, permits-less supervi-
sion of and by the occupant, and always
occupies space that is otherwise ade-
quate for two or three people. in allo-
cating office space, observe the purel
utilitarian rule: ''Is a private office ©
necessary tc get this job done 2"

c. Appearance. ‘After deciding the
matters of function and control, the
outward appearance should be consid-
ered. Such necessary matters as clean-
liness and orderliness should occur
automatically to all Army persohnel.
Grouping desks and chairs of the same
type,’ finish, color, and size into one
section will improve the appearance of
the office. If consistent with the func-
tional considerations, the layout should
strive for straight symmetry in the ar-
rangement of desks and equipment,
avoiding offsets, jogs, and angle ar-’
‘rangements.

Arrangement of desks within divi-
sions and sections of an office should
usually be left to the discretion of the
respective chiefs, with placement con-
sistent with the overall plans and with
function more important than appear-
ance. Careful attenticn to this matter
of appearance--including such details
as bulletin boards, signs, coatracks,
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and unobstructed aisles--wifl be re-
flected 1n tmproved attitudes and
higher morale of the workers. The
entire offica should appear, and be,
efficient and businesslike.

' d. Environmental factors. An office
manager is obligated to provide working
conditions that will promote efficiency
and'reduce individual strain and fatigue.
The working environmen: should be as
pleasant. comfortable, nealthful, and
conducive to good work habits as is pos-
sible. The matter's of sanitation, safety,
and cleanliness are well cared for by
established Army policy and standards..
The manager usually has little to say
about such items as furniture or wall and
floor coverings, but he does have consid-
erable conirol over, and must pay partic-
ularly careful attention to, the environ-
mental factors of light, heat, ventilation,
noise control, convenience, and comfort.

(1) Light. Poor lighting can resuit

in work errors, lower productivity, eve- '

strain, frayed nerves, fatigue, and de-
fective vision. Maximum use should be
made of natural light by avoiding blocking
oil windows with such office furniture as
filing cabinets and by arranging the desks
so that the workers' backs are to tne win-
dow, or so that the light comes over
their left shoulders. Daylight from the
north is preferred, followed in order of
preference by eastern, southern, and
western exposures.

In rnost offices the natural light
must be supplemented by artificial light,
preferably of the indirect or semidirect
type that affords more evenly disteibuted
and diffused illumination thaa does direct
lighting. Desk lamps may be nseded Tor
isolated desks, some private offices, and
certain detailed operations.
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The quaht" and quantity of illu-

mination should be governed by the type
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of work done, with due consideration
for 4hose who have defective vision.

The least that can be done is to place -
personnel in such positions as to give

them maximum benefit of light without

facing light sources. Corrections,

sometimes effected simply by shifting

or relocating the desks, should be made

to prevent glare, harsh shadows, and ~
uneven distribution of available light.

¢ (2) Heat. When the temperature |
drops below 60 degrees Fahrenheit, all ‘
office work is affected and productivity |
is decreased. Similarly, any temper- |
ature above 76 degrees must be consid- |
ered excessive because it causes dis-
comfort, drowsiness, and a drop in
productive capacity. Provisica must

be made for a dependable supply of suf-
ficient heat during the winter months,
preferably at an inside temperature of
about 70 degrees Fahrenheit. .

N v

(3) Ventilation. Adequate ventiia-
tion must be provided a: all times.
Lack of ventilation makes the wdrkers
feel lethargic and unduly tired. Airing
the office, during winter, by openingz
all windows for a few minutes during
the break and lunch periods will help
expel stale 2ir and freshen tae office.

*

(4) Noise abatement cr elimina-
tion. A noisy office is seldom an effi-
cient office. An office manager has
four means of reducing noises: (a) :
move the entire office to = quieter area,
(b) have the floors, walls, and ceilings .
covered with material to deaden the

sources of the noise, or d) segregate
the sources of noise from the rest of
the office. An Army oifice manager '

tive measures, but usuaily hz can make
use of the third and fourth measures.

If possinle, the office manager




should isolate noisy operations, such as
telesype, mimeograph, and adding ma-
chine, and typing pools. He should dis-
courage unrecessary noises such as
slamming doors and loud talking and
laughing ip the office. Sufficient aisle
space should be provided so that there

is no undue congestion or noise disturb-
ance from movement. Because of the
noise of traffic, the central mailroom
and the information office (if any) should 4
be located near the entrance. In addi-
tion, perscrnel who frequently have visi-
tors or make outside contacts should be
located near entrances whenever possi-
ble. Much of the disturkance from visi-
tors and traffic can be avoided by placing
identifving signs in appropriate places to
guide visitors and messengers.

If one room must be near a
strozst from which traffic noises may
disturb a quiet operation, such as a plan-
ning office, then that exposed room
should be used for a relatively noisy op-
eration, such as the use of reproduction
equipment. R

(5) Convenience and comfort. Care-
ful thought must be given to the place-
ment of items used in common. The of-
fice manager should plan for the location
of such items as pencil sharpeners,
clocks, dictionaries, coatracks, and ref-
erence materials--they should be cen-
irally located, yet closest to those per-
sons who use them most often.” In line
with the maintenance of high morale, he
should try to provide such facilities as
lounges or spackbars. Most offices au-
thorize periodic rest periods, usually a
short "cdffee break'' in the morning and
afternoon, particularly if the personnel
are engaged in monotonous or tedious
work.

e, Integration of factors. Related to
the preceding discussion is the fundamen-
tal principle that the allocation of space
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should be ir keeping with the require-
ments of the work--that is, the best
lighted, best ventilated, and least noisy
space should be used for work requiring
closest attention and concentration. An
office manager should arrange for the
best possible integration of function,
appearance, c0ntrof, and envi‘ronment,
giving due consideration to the needs of
each organizational element. .
12, MOTION ECONOMY. Motion econ-
omy is concerned with determining the
area in which an individual can work
niost efficiently, and what procedures
he should follow to get his work done
with a minimum of physical effort.
Motion study consists of dividing weo~k
into the most fundamental elements VoS-
sible; studying these elements sepa-
rately and in relation to one another;
and from these studied elements, when
timed, formulating improved methods.
The physiological-environmental fac-
_tors (the effect of noise, lighting, ven-
tilaticn, and temperature) and the limits
of the working area must be considered,
as must the extent to which specific
parts of the body are invol¥ed in mo-

tion, including determination of whether -

. motions are performed with the right
or left hand. This studyof the details
of any physical ‘activity for the purpose |
of developing a better and easier method
has the objective of élimination of waste
motion, time, and effort. Time and
motion studies have their greatest use
in the operation of mechanical equip-
ment, or other attions of a repetitive
nature. The prirciples may be
applied, however, to most types of
office work.

_a. The "average' empleyee is the
standard. Physical data for an "aver-
age man’ are inciudea .n ligure i A
motion study should develop the best

_ method of performance by a normal,
average person without special skil|ls
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. Physical ‘Dai'a.For An Average
! . Man . e
o Weight o 55 Ib.
, [ty Heighti oo oo 578" ?
C Length of arm................. 30.8" - |
Upper Arm _ ......12.9" ;
. Forearm ....................10.6" i
Hand.....occoovevinierereenmnnnnen 703"
S End jointof 2nd finger.......... {.0"
Estimated inches from shoulder .
‘ pivot point fo table edge...... 3.5
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or involved training. To choose the
above-average, or the best quzlified,.
would put the scale requirem=ats too
high, to choose the below-average, or
the lezst qualified, would put the scale
requirements too low..

b. The trme ddd motion study should
be objective without consideration of the
occugant of the position or any other in-
dividual. * Yet full advantage mus? be

; taken of suggestions from the operating
personnel shemselves; in fact, the best ,

. experimentation and ideas may -originate
with them. The personnel should, there-
. fore, be motivated to seek means of

eliminating waste time and motion. Al-
though there may ke someinstances of
resistance to examination of the nanner
in which a person performs ais duties,

it is axiomatic That people believe in
something in diréect proportion to the ex-
tent tc which they are part of it; there-
fore, the interestied cooveration ané par-
.~icipation of the concerned operating
personnel must be obtained.

-

c. A full description of the techniques

' ¢f motion economy is beyond the scope
cf this explanation. However, study and
application of the basic principles will
Lelp to develop better, easier methods
of work.

> e
(1) Paysical activity or rootion,
to be {ully productive, requires prepo-

- sitioning materials and tools with "a
‘place for evarything and everything in
its olace.' Long reaches, hunting for
materizls or tools, and carrying prod-
ucts any farther than is absolutely
necessary must be avoided.

(2) The compos1te motion
pattern (the.total of all tie motions
involved in the operation being ob-
served or studied) should be arranged
to permit a rhythmic, smooth flow of
motion in the work.

ERIC

Aruitoxt provided by Eic:

ﬁ

(2) Both hafids should begin
movements s1vnu1tdneously

¥ (b) Both hands-should complete
their movements at the same time.

(c) Both hands should not be
idler at the same time.

{(d) Motions of the arms should
be in opposite and symmetrical direc-

tiori; and should be made simultaneously.

(e) There should be no hesita-

tions, motions with sudden stops, or

abrupt changes in direction.

(f) Straight line motions requir-
ing sudden changes in direction are not
as desirable as continuous, curyed
motions. ’

(g) The sequence, of motions
should be arranged, as far as possible,
to make the rhythm automatic.

(3) The fewer the body movements,
the faster is the motion. Therefore,
motion should be as simple as possible.
For example, motions involving the
hands are classified, in order of econ-

omy, as follows:

(a) Finger motions only.
(b) Finger and wrist motions.

(¢) Finger, wrist, and fore-
arm motions.. R

(d) Finger, wrist, forearm,
and upper arm motions.

(e) Finger, wrist, forearm,
upper arm, and shoulder or body mo-

tions (which, unlike the other four
classes, require a change in position).

(4) Slding, rather than carrying,
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is usually a quicher way to transport ob-
Jucts. Gravity snould be used wherever
possible.

(5) The individual should be com-
fortable and at ease, with prover
rhysiological-environmental conditions,
including a desk or workplace of correct
height and size.

(6) The flow and backlog of work
should be regulated permitting neither
icle stretching-out of the operations nor
suchi intense demands that the worker is
placed under mental and physical tension
that interferes  with good motion habits.

d. Even if no formal motion economy
study is made of the various office opera-
tions, the manager, supervisors, and
individual workers can apply the forego-
ing principles to vaiious jobs. For ex-
ample, motion economy principies can
be used to increase eificiency by de-
creasing "make-ready'. and "put-away”

" time. Every job involves these three.
steps:

(1) "Make-ready" or "take-out,"
which is the act of assembling material,
setting up equipment, arranging for per-
sonnel to do the job, and such prepara-
tory office operations as recording in-
coming mail and oirtaining nersonnel
jackers from the central files.

-
2

(2) "Do, " which is the actual ac-
complishmen! Jf the work, such as mak-
ing decisions or taking action.

(3) "Put-away, ' which is the clean-
up phase, such as dispatching replies and
returding jackets to the files. .

In some instances, an operation
can be broken down into further elements,
such as ''preparatory,’ "arranging,"”

" s e o 12 "ow - 1]
searching and finding, doing work,
"removing, "' and "adjusting," as would

Q /12

be done when deriving a standard prac-
tice guide and timing the steps. Many
office workers use too much time in
the ''make-ready" and "put-away' steps.
Obviously, any time saved in these
steps will result in increased speed
and production. Systematic efforts to
shorten and combine or eliminate the
"make-ready” and "put-away" time
usually will result in immediate im-
provement.

e. Related directly to motion econ-
omy and to decreasing "'make-ready"
and ''put-away' time is the individual
layout of work ‘materials. The effec-
tiveness of personnel can be materially
increased, and the time required to
process work decreased, by attention
to simple details of the layout of equip-
ment and materials used by each person
in his work. Obviously, an imprcved
layout arrangement will also decrease
the time required for the *'do" step of
the.¥ork. Incividuzis should periodi-
cally examine the arrangement of mate-
rials in tkeir work areas, discard or
store materials not needed in their
usual work routines, and arrange needed
materials for maximum convenience and
availability., Each person should check
to be sure that his work layout coxn-
forms to these patterns:

(1) Frequently used materizis
should be located in the normal work
area--that area covered by ar arc made
by the hands when the arni .s extended
from the elbow.

(2) Occasionally used rcaterials,
those which are used cccasionaliy each
day, should be locatea within the maxi-
mum work area: that area whicn is
within reach when the arm is exiended
from the shoulder.

(3) Seldom usec materials should
be kept off the work suriace.

M46-6
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20, WORK MEASUREMENT. Work
measurement i5 the method used to
determine the amount or guantity of
work accomplished by an individuval or
grovp of individuals. Work measure-
ment provides a time standard for
performing work of an acceptable
quality. It inforras .nanagement of
the performance effectiveness of the
work force.

a. Work measurement produces the
ratio of the number of man-hours that
should have been spent, based on a
time siandard, to the number of man-
hours actually expended producing
work units completed during a report--
ing period.

b. A variety of techniques can be
used to perform work measurement.
Some techniques reguire more time
and money to establish than do others.

¢. Validity and reliability are some
of the criteria used to check various
tests. Validity means that the test
measures what it is intende2 tc meas-
ure. Suppose that we want to time or
measure how long it ‘takes a mechanic
to replace a set of spark plugs; we
will time the operation of replacing
spark plugs, peing certain to time this
operation only on cars vith the same
number of spark plugs. Reliability
means that the same results will
. always be obtained if the tests are
conducted under similar conditions.
If we time {ive machine operators and
find that they produce 20 units per
hour, another set of inspectors should
get the same results; 20 units per hour,
from the same group under the same
conditions.
/
21. WHERE TO USE WORK MEASURE-
MENT. Most activities are measur-
able. Many are easy to measure and
the cost is low. But there are some

28

activities which are very difficult

to measure satisfactorily, and the
cost may be high compared to the
benefits derived. Repetitive kinds
of work are usually the easiest and
least costly to measure. However,
techniques for measuring nonrepeti-
tive work are widely used, and the
cost to administer these procedures
has dropped sharply. Much of the
work in offices and job shops is non-
repetitive yet is being successfully
measured in many organizations.
Today it is not a“question of whether
an activity can be measured; the
question is, is it profitabfe to meas-
ure it?

a., A commander needs to weigh
the cost of installing and maintaining
a work measurement program against
the anticipated benefits before start-
ing any comprehensive plan to apply
this tool to all activities. Good
practice is to first select those ac-
tivities which can be measured
quickly, with the least cost, and with
the best prospects of benefit. Later,
measure the more difficult areas.

b. Some of the exceptions or
more difficult areas to measure are:

(1) Commanders and their
staffs.

(2) Supervisors, foremen, and
managers.

(3) Members of analytical and
interpretive groups.

(4) Policymaking and coordi-
nating groups.

(5) Students and trainees.

{6) Speech writers and public
relations personnel.
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7) Firefighters, nurses, and
doctors.

. (8) Attacheés and investigators.

c. Work sampling for the above
groups is an excellent technique for
identifying working and nonworking
time for these individuals. The time
spent by personnel on activities that
do net support or pertain to the as-
signed job is lost or wasted time.
Work sampling is useful in revealing
this loss.

22, WORK MEASUREMENT TECH-
NIQUES. There are many types of
work measurement techniques devel-
oped and five of the most widely used
methods are explained in the following
text.

a: One of the most commonly used

work }neasurement‘techniques is the

technical estimate: It is used to
measure highly technical or irregular
work. Examples of the use of the
technical estimate are maintenance,
rebuild, and repair of complex items
such as missiles. The technical
estimate is performed by breaking
down the operation into its elements.
An estimate is made of the time it
shoyld take to perfiorm the operation.
This s usualiy dore by the supervisor,
foreman, inspector, or znalyst. Use
is made of reports, standard data,

and past experiences for each element.
The data is recorded and evaluated.
Then allowances are determined and
applied to the estimate.

o. The historical technique .s used
to measure irregular work where a
work 'unit may be determined. Some
of the types of operations where this
method can be used are administra-
tive, indirect labor, clerical, and
warealousing. The procedure is to

develop and analyze records and man-
hours expended, and related output of
units produced. Averages and statis-
tical methods such as median, mode,

mean, quartiles, percentiles, regres-
sion, and correlation are determined.
Select realistic work units and corre-
late input to output.

c. The predetermined time tech-
nique of work measurement is ex-
tremely accurate and inexpensive. it
is used in operations which have a
repetitive, short work cycle, and
where the volume of production is high.
The dominant characteristic is hand
ind body movements. Some eéxamples
are assembly, rnachining, packaging,
packing, shipping, stock picking, and
editing. To use the predeterranined
time technique, break the operation
down into basic motions. Nake a pre-
cise measurement ci all variables,
such as distance. Determine time
variables from tables. Determine and
appiy allo'vances.

Fa

d. The time stvady technique may be
used to measure cepetitive, short
cycle work performed at essentiaily
one work station; or irregular cycle
work, frequently performed by moving i
about severa! work stations. Som.e
examples of the repetitive, short cycle
operation are assembly, machining,
packaging, typing, filing, editing, and
packing. Exainples of the irregular
cycle work are janitorial, clerical,
rebuiid, repair, and waretiousing., To
apply the time study technique, conduct
detailed raethods study: Establish the
elements which are io be iimed.
Measure the time wita a stopwatch, or
cecord with a camera. Estabiish
statistical réliability by taking ade-
quate samples. Rate the performance,
then determine and apply allowances.
Even though there is an irregular work
cycle, there is usually a reasonable
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amount of standardization of metiod
possible.

e. The work sampling tecnnique is
used in operations where there is
irregular work and the work unit is
closely connected to the work input.
The types of operations which can use
the work sampling method are cleri-
cal, rebuild, repair, warehousing,
facility maintenance, and indirect
labor. This technique involves the
preparation of a gross description of
the method of operation. The elements
and the end points are defined. A ran-
-dom schedule is set up. Intermiitent
observations are made, and a tally is
kept so that a production count may be
.obtaired during the study. The per-
formances are rated based on random
sampling. The allowancs is deter-
mined and applied.

The last three types of work mezasure-
ment techniques discussed (predeter-
mined time systems, time study, and
work sampling) are called engineered
standards.

22, DEVELOPING WORK MEASURE-
AMENT STANDARDS. The steps in
developing work measurement stand-
ards are as follows:

a. Inform your personnel. Let
your people know what and why you
are doing what you are doing. Enlist
their cooperation and solicit their
opinions.

b, Make a preliminary study. Col-
lect job descriptions, check work flow,
and interview operators and super-
visors.

¢c. Select and define measurable
work areas.

d. Improve work methods, condi-
tions, tools, a2nd equipment.

e. Stabilize and simplify the work
methods in use.

f. Select the work units to be
measured. :

g. Choose a work unit which fits the
work being done.

h. Select the work units for meas-
urable work areas.,

i. Design a simple and practical
method for counting work units and
measuring time expended.

j. Record and compile basic data.

24, SUMMARY. Coordinating and con-
trolling are-essential elements in all
vhases of management.

a. There are various methods of
coordination: by direct personal con-
versation; by use of common communi-
cations media, such as letters, memo-
randums, telephone, and public ad-
dresses; by other forms of oral and
written communications; in confer-
ences; and by the use of committees.
The chief obstacle to coordinating is
the difference in personalities.

b. Controlling is the final function
in the management cycle. Proper
control consists of checking perform-
ance against established standards,

determining the reasons for substand-

ard performance, and taking correc-
tive action when necessary.

c. The functions of coordinating

and controlling are performed through-
out all phases of management. The
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successful manager must smoothly re-
late and coordinate the activities of
his organization, and establish and
maintain eifective controls io insure
that all work is being performed
in. such 2 mananer that the or-
gantzationa! mission will be
accomplished.

d. Work simplification makes the
job easter and more efficient and
helps to increase morale. Work
measurement is used to determine
the amount of work accomplished. By
enlisting the cooperation of the
employees, many valuable ideas and
contributions are received which make
work simplification and work measure-
ment beneficial for the em-
ployees, supervis'Srs, and the
Government. '

31
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25. CONCLUSION, As an important
part of analyzing and controlling opera-
tions, the Army work simplificatién
program and work measurement pro-
gram are directed toward making work
of any type easier, reducing waste, and
finding simpler and better ways to do
the work,
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Annex A (WORK MEASUREMENT SUMMARY SHEET) to Memorandum 46-6

1. Definitions.
a. Work measurement,
(1) An evaluation of work in terms of time.
(2) Measures quantity of werk accomplished.

(3) Provides a time standard for work of acceptable qua.ity.

t

(4) Informs management of work force effectiveness,
(5) Compares actual performance with expected performance,
b. Work area.

’
(1) A group of closely related work processes within a specific functional
area for which man-houvrs are charged.

(2) The category of work for which quantitative measurement is desired;
a sutdivision of the organization for management control purposes.

(3) Semetimes cdlled work or cost center.

c. Work unit. An item of work or unit of measurement selected to express
guantitatively the work accomplished in a work area.

d. Performance standard. The established number of man-hours for accom-
plishment of a unit of work of acceptable quality. (There are three primary types
of standards as shown below.) : '

(1) Statistical/Tiistorical Standard. The time (man-hours) it should take an
individual or group to produce a work unit based upon statistical analysis of past
performance. In its simplest form this represents the time the worker has taken
on the average to do the work.

(2) Technical Estimate. The time (man-hours) it should take an individual
or group possessing required skills to produce a work unit at a normal pace as
forecast by technically qualified individuals and based upon a detailed analysis of
its components. This technique is solely dependent upon the judgment of the
person making the estimate.

(3) Engineered Standard. The time (man-hours) it should take a trained
worker, or a group of trained workers, working at a normal pace to produce a
prescribed unit of work of acceptable quality according to a specified method
under specific working conditions. Engineered standards usually are determined
by one of the following techniques:
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(a) Direct time study. )

~ (b) Predetermined time systems.
(c) Work sampling. -

e. Standard man-hours. Computed man-hours within which a given number
of work units can be produced based on an established standard (the number of
work units produced times the standard-equals standard man~hours).

f. Performance effectiveness. The ratio obtained by dividing the number
of standard man-hours by the actual man-hours consumed and multiplied by 100
to obtain a percentage. (Normal rangé 80-120 percent.)

g. Rating (leveling). Involves comparing the performance or effective effort
of the worker to the effort exerted at normal pace (100 percent). This involves
the application of a numerical factor to indicate at what proportion of the normal
pace a worker is working, that is, 110 percent, 80 percent, etc., of normal
pace. Synonymous terms are eifort rating, pace rating, leveling, performance
rating, and speed rating.

h. Allowarces. A time increment added to the normal work time (basic time),
for production loss due to fatigue, personzl time, and unavoidable delays.

2. Criteria.
2, Cost in time, money, and effort to develop.
b. Effectiveness in increasing_ ecornomy.
c. Develop methlods of control ana provide data for planning purposes.

3. Uses.

a. Manpower utilization.
b. Budgeting.

c. Performance appraisal {not discipline).

33 M16-6
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POSSIBLE RIEASONS
FOR LLOW OR HIGII
PERFORMANCE
EFFECTIVENESS

Staffing.

-

"Deviation from
standard policies,
practices and pro-
cedures.

Quality of Work

131
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CHECKLIST GUIDE TO IMPROVE PERFORMANCE

CHECK OR ACTION RECOMMENDED
WHEN PERFORMANCE EFFECTIVENESS
IS LLOW

Can be personnel in excess of workload.
Shift personnel to a function which has
backlog--if condition-is temporary; put
personnel on leave; if condition is part
of downward workload trend; reduce
personnel staffing,

Compare the processing time eleinent
with the standard; enforce adherence
to established procedures. ., -

Is the quality in excess of standard ?
Wht has it been raised? Adjust to
meet the established specificiations.
Are errors requiring corrective
action high? Keep account of errors
by individual and the impact on .
production until situation is resolved.
Consider training program.

CHECK OR ACTION RECOMMENDED
WIIEN PERFORMANCE EFFECTIVENESS

IS HIGH

<

Are there unfilled vacancies causing
remainder of personnel to work at an
excessive sneed? Are employees
using an abnormally high amount of
annual leave in view of workload?

Is workload increasing more rapidly
than personnel staffing ?

Is there any "illegal’ shortcutting ?
Ilave you improved a policy or pro-
cedure without the proper followup ?
Can this improvement be applied «
throughout the command ? Ilas there
been an award paid?

Check quality being processed, Is it
below that called for by standard ?
Why ?

’
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. POSSIBL.IE REASONS CHECK OR ACTION RECOMMENDIED
- ' FOR LLOW OR [HGH WIHENPERFORMANCE EREF ttCTIVIINESS
‘ PERFORMANCL IS LLOW ’ ’
EFFECTIVENESS
Improper Reschedule work or shift persdnnel as-
Scheduling signments to balance personnel with

workload. Bliminate bottlenecks,

g ( Performance Could be poor scheduling, nmany errors

. *in previous requiring correction, ete, Correct to
function is obtain smooth, accurate workflow. Is

faulty supuervisor in previous function aware

= of situation? Tlas he taken steps to
correct condition and prevenl recur-
rence ?

¢

Equipment Determine machine and personnel
balance; establish machine preventive
maintcnance program; develop and
maintain equipment history record to
reflect number and types of break-
downs, cost, etc; where maintenance
costls arg high, consider replacement.

Supplies Has flow of supplics been faulty, im-
pediog timely work compiction? Are
supplies inferior? Take corrective
action,

Layout . ITas the layout been changed? Has.
this increased the processing time ?
» = How? Correct layout to obtain '
@ ' straight-line tlow, ecliminating back-
@ tracking or circuitous routing.

]

/

CHECK OR ACTION RECOMMENDID
WIEN PERFORMANCE EFFECTIVIENIESS
1S HIGII

-

Is one operation or account showing
high effectiveness because of poor
scheduling? Reschedule and balance
personnel with workload,

Sce paragraph above. /

[las new cquipment heen installed or

is old equipment being used more
efficiently ? Does this change the time
required to process? Restudy and ,
adjust standard.

-

Are new or different supplies expe-
diting work ?

Has the layout been changed? Has
processing time been reduced?
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POSSIBLE REASONS
FOR LOW OR HIGH

CHECK OR*’AQ@ON RECOMMENDED
WIEN PERT‘ORM.ANCD EFFECTIVENESS

CHECK OR ACTION RECOMMENDED
WIHEN PERFORMANCE EFFECTIVENESS

9-9tIX

PERFORMANCE
EFFEC TIVENESS

Low Individual

Work Units  *
and
Standards

. LIs.LOwW

\

l/
<t
Is il due to new and inexperienced per-

organization by resolving problems
expeditiously; repor ting troublesome
areas to his supervisor; being aware
of and correctirig any of items dis-
cussed herein. Consider supervisory

training program,

:

Ias the composition of the work unit
changud sothat more time is required
to accompiish a work unit ? If the
copdition is temporary, so explain.

If permanent, advise Management

I‘ngmeermg Division to adjust standard.

Is the'standard too tight? Why? €an
you factually suppert your contention ?
If so, consult Management Engineering
Division to aduxst standard. Is the

IS HIGH

-

las a turnover in persom;el left you

Productivity sonnel? Take a work-count to determine with highly skilled individuals ? Are
»distribution of work and individual pro- these skills being properly utibized ?
ductivity. If training is indicated, take I'ind the proper job.and pay cate~ '

) necessary action, . gony for these individuals, /

Leave Ilas the annual leave rate been low.? Has the annual or sick leave been

. Ilas the annual leave or sick leave high, so that a few are doing the
) ‘ been high, with,too many key persou- entire work? Has annual leave been
nel.being out at the sarne time ? low causing a production rate higher -
. than the standard? If so, check sick
: . . leave and/or schedule/ annual leave,
(%]
fo>) , ] '
Sup\ervision Supervisor is not."managing" the Are supcrvisors using a better .

technique lo accomplish the workload
more quickly? Is there any operation
in the chain being missed.

Has the coraposition of the work unit
chahged so that less time is required
to accomplish a work unit? *Is the
standard too loose? Check the
account definition and work unit
definition.

LY -«
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9-9VIX

POSSIBLE REASONS
FOR LOW OR HIGH
PERFORMANCE
EFPFECTIVENESS

IS L.OW

4

Work Units _ standard too tight? Why? Can you .
and factually support your contention ?
Standards If so, consuit Management
(continued) Engineering Division, Do work
* units adequately describe the work?
If not, suggest better rork unit.
Should count be made at a different
time? When?

Reporting of
mankours
expended and
work units

Verifying reporting, Do personnel
understand the composition of the

work unit ? Do they understand and
properly take credit for the count ?

accomplished, Consult Cost Accounting Branch on |
" discrepancies. Consider training
program,
Organization Has this been officially changed so

that it increases manhoutr costs ?
Ilas an informal organization
change taken place ?

»

Dapyynd.
woutMolure

Reports ‘Have reporting requirements in-
creased to the extent that less

work units can be accomplished per
manhour ? Has the design of existing
reports been changed so that a
significant adverse effect on work-

! load is being experienced?

CHECK OR ACTION RECOMMENDED
WHEN PERFORMANCE EFFECTIVENESS

CHECK OR ACTION RECOMMENDED
WHEN PERFORMANCE EFFECTIVENESS
IS HIGIH

Verify reporting. D)o personnel
understand the composition of the
work unit? Do they understand and
properly take credit for the count?
Consult Cost Accounting Branch on
discrepancies., Consider training
program,

Hfas this been changed in such a way
that manhour costs are reduced? 'Is
this change official? Check the
organizational manual and recom-
mend changes.

Have reporting requirements de-
creased to the extent that more work
units can be accomplished per man-
hour? Has the design of exisling
reports been changed? Are all
reports required being accomplished ?
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PPOSSIBLE REASONS
IFOR L.OW OR HIGH
PERFORMANCE
EFFECTIVENESS

Forms

134

CHECK OR ACTION RECOMMENDED
WHENPERFORMANCE EFFECTIVENESS

IS LOW

[Tave forms been added? Do they
serve a useful purpose? Does it
effect production? Can it be
eliminated, simplified, or com-
bined with another form? Do they
duplicate existing information?

1as the forms design been changed ?

e

CHECK OR ACTION RECOMMENDED

WIIEN PERFORMANCE EFFECTIVENESS

IS HIGH

Ilave forms been eliminated? Does
this reduce the time to process a
work unit? ’

NOTE: In all cases of high performance
effectiveness examine reasons closely to
determine if an individual or group award
shauld be given. In those cases where
changes in method have been affected,
examine to see if there is Army-wide
application.
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Annex C (REVIEW EXERCISE) to Memorandum 46-6

.
LR 3

Situation. You are the supervisor of a small reproduction umt of an.administrative
office. Your personnel and equipment resources consist of two mimeograph-machine
operators and the equipment and work site shown on the layout chart in this exercise.
Based on personal observation, you beljeve that the operators spend too much time
away from the machines and walk unnecessarily great distances in performing their
duties. You decide to make improvements, but first you must prepare a flow proc-
ess chart covering the actions presently performed by Mimeograph-Machine Operator
Number 2 in completing a work order. The following facts and procedures are known:

The process starts and ends at Mimeograph Machine Number 2,

Operator Number 2 starts at his machine, picks up the work order and stencil
from your desk, and returns to his machine,.

He then proceeds to the supply cabinet, colle'cts necessary mimeograph paper,
and returns to his machine.

.

He puts the paper in the feed tray of the machine, puts stencil on the roller of
the machine, and runs the order.

He collects completed \vofk from the tray, takes completed copies along with
copy of work order to the table, and then returas to the machine.

He removes the stencil, places it on paper backing, zand files tne stencil in
File Cabinet Number 1.

He rewurns to the machine and cleans it for the next job.

1. FIRST REQUIREMENT, On one of the attached DA Forms 684, prepare a flow
process chart to show the actions now followed by Mimeograph-Machine Operator
Number 2 in completing a work order,

Situation (Continued), Now that you have prepared a flow process chart of present
operations by Operator Number 2, your next step is to study this chart to see how you
can umprove the procedures. Based on your swudy of the present operat.ons, you de-
cide that the work area shown on the present layout chart is poorly arraaged and that
correction of errors in this arrangement will be your only important management im-
provement for the tirne being.

2. SECOND REQUIREMENT. On the attached blank layout form, prepare a new office
layout. Locate the equipment and furniture so that Operator Number Z can perform
his work more efficiently, In your layout, try tosachieve what seems to you to be the
best economy in the distance Operator Number 2 has to travel in performing his joo.

39 MV46-6
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Situation (Continued). After you have studied and tried out your new office layout
{second reqmremen’c) vou come to the conclusion that it is an improvement 1n man-
power efficiency. However, you are not sure of the exact extent of the improvement,
and you decide to depict the new layout and operations on znother flow process chart
and compare the new with the old.

3. THIRD REQUIREMENT. Prepare a flow process chart of the reproduction umt'
opera’nons based on the new layout. Again, trace only the actions of Operator
Number 2

lag

40 M46-6
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Annex D (EMPLOYMENT OF WORK MEASUREMENT) to Memorandum 46-6

1. Procedurc for Conducting a Work Sampling Study..

a. Determine the purpose of the study. " Prior to planning the details and
actually conducting a work sampling study, it is important that careful consider-
ation be given to the purpose of the study or the use that will be made of the
information derived from the study. With work sampling, it is relatively easy
to establish a subjective relationship between the accuracy needed in the data to

_be provided by the study and the potential value or benefit to be derived from the
data. Since accuracy is mathematically related to the number of observations,
cost can be controlled by stating the accuracy requirements desired after con-
sidering the potential use of the data provided. A typical accuracy requirement
for a work sampling study, wpuld range from a plus or minus 3 percent to a plus
or minus 5 percent at a confidence level of 95 percent. (An example of a sample
size chart based on a confidence level of 95 percent is on page 50,) '

b. Obtain cooperation of the supervisor. The second step in the study {s to
obtain the cooperation’'of the supervisor of the area in which the study is td be
conducted. Eveh though he may be the one who requested assistance to solve
a methods problem, it is important that he be apprised of your plans to use the
work sampling technique. Therefore, a careful explanation of the theory,
concepts, purpose, application, and resuilts to be expected f{rom such a study is
necessary.

c. Select categories/for observation. This step invclves an evaldation of the
work performed in the work area to be studied. Subsequent to this, the activities
of the area must be subdivided into categories or tasks, which collectively -
represent every function that is performed. The categories selected are a direct
function of the purpose or objective of the study. :

d. Design the study.

(1) Determine the length of the study. In rmany ‘work areas, certain cyclic
patterns can be observed. Thus, to gain valid resulis from work sampling, at
least a complete cycle must be included in the study. If the area to be observed
does not have a work cycle, it is desirable that the study continue for a period
of at least 1 week.

(2) Determine the number of observations required. The number of observa-
tions that are needed for the study can be determined by use of the sample size
chart on page 50. To use this chart, an estimate of the percentage of occurrence
P (%) for each of the categories to be used in the study is required plus a state-
ment of accuracy requirements (as discussed in paragraph a above)., If we use an
example of the Engineer, with the category "Clerical jobs, " with 'an estimated
percentage occurrence of 20 percent and accuracy recguiremeats of plus or minus
5 percent, the table will show that 256 observations are required. Each category

45 ' M46-6
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in the study must be.checked, since the number of observations required for the
study is determined by the category requiring the largest number of observations,

(3) The number of observation trips requ.red each day of the study is deter—
_mined by:

Trips/day = observations required : . . .
(study days) (observations /tmp) ' .

(4) A preliminary work samphng is usually made to\determine the percentage
of time spent in the various catégories and to suggest ‘necessary refmements in -
categories. Usually 3 days is sufficient for a preliminary sampling. s T

(5) Select random times of observation. Since observations must be made -on

a random basis, the analyst must pick his times for making observation of the

activity on a random basis.” There are two acceptable methods for doingthis. The

use of random number tables or drawing times of observation from a hat con-
i taining slips of paper that cover each minute of the day. Whatever procedure is
used, it is essential that the time ultimately sélected will allow opportunity for
observa,tion of the activity under study without any bias on the part of the observer. o

(6) Design study foerms. This is usuallv best accomplished by custom design-

ing a swtable format for local requirements. The form used for making observations
should be kept as simple as possible. Data summary sheets may also be designed .
for use in summarizing the data collected on the observation forms.

e. Conduct the 'study.

(1) Make observations. At the specified times, the analyst should walk to a >
preselected point and observe the worker. The analyst classifies the activity of
- 7"ihe worker, at the instant of observation, into one of the -predefined categories on
his work sampling observation sheet. Each worker is observed each trip and is
counted as one observation. FEach worker should be pace rated at least 25 percent
of the observatmns ’

\

|

|

|

|

\

|

(2) Calculations. The percentage occurrence P(%) for’ each day of each |
category is determined by dividing the number of observations of the category by |
the total number of obsnrvatlons for the day. For example;_ if a category, |
"Perform Clerical Work, ' was observed 1Q times a day in which 100 observations |
were made, the P(%) value would be: 10/100 or . 10(10 percent). The same i
relationship is used on a cumulative basis at the end of the study. ) ’ |
|

|

|

|

|

\

|

~ ~

f. Evaluate and summarize the results.

(1) The final stép in conducting a work sampling study is to compile all the
data collected into a meamngful format. This final summarization, plus analysis.
of the data collected, must be done in view of the original or revised objective of
the study. ~ :

14y
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{2) Stand time/unit = working man-hours X pace X allowance factor
! { . _work units '

“

]
? (3) Example: ..

Category - No. of Observations Pace rate

Time. Stamping 500 .15 . R
Recording the Order |- 300 .90 ‘
. . Filing the Order \ 400 ‘ . 80
. : Routing the Order \\“ﬁ ' 400 . ° . 1,00 i
] - 1
. .~ - o} » . ‘
! Unavoidable Delay ~ ' ~ ., 100 ' R |
N : [R—— . o . ¢ . ‘
I . |
i Idle . I 300 » - 1 .° . : {
- total observations--- 2000 ' |
|
|

(a) Computé available hours (covered by sampling pexiod) .

, 5 workers-X 3 weeks X 40 hrs/wk = 600 man-hours ” .
3 workers X 1 week X 40 ltn's/wk = 120 man-hours . , /
N o . 720 man-hours ’ T
(b) Compute working man-hours X pace. ‘ T ) ;
L o
Avail | Working Pace |Working Man-hours 3
Category . <P(%) | Time | Man/hrs. Rate X Pace
Time Stamping -1 25 720 180 .75 135.0
Record(n.q the Order | 15 720 108 . 90 97,2,
N . ) 1y N
Filing ( .+ 20 420 144 . 80 115.2 *
) Routing ) 20 720 144 1.00 | 144.0
R total . "451.4
. U ' . 2 .
(c) Compute allowance factor (allowances = 50 mig/day} ,
F 1 + min/day o '
480 - min/day . oL g A
. ¥ g
=1+ 50=112 ' o ‘ '
' 430 -
L} /(
. . 47 ?
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.

(d) Compvwte standard time/ unit

Standard time/unit = working man-hours X pace X allowance faétor
- number of units produced

. -

. 550 hrs/unit

=491,4X 1,12
1,000

\
(e) Compute manpower requirements

average work units per day X standard X 1.11
8 (standard hours per day)

s
n s

50X.55X1,11 . =3.8 = 4,0
8 e

q
\

2, Computation and Use of Percent of Effectiveness.

— i —— - —

i

a. Percent of effectiveness. Percent of effectiveness is computed to show how
the actual amount of work accemplished compares with the established’standard
of performance, This compuiation highlights work areas where additional mana-
gerial effort’is required or where outstanding performance may be identified,
Percent of effectiveness is used atso to adjust personnel requirements; schedules
of work, and budgets when they are based upon work measurement standards.

If the number of productive man-hours actually used is greater than the number
established by the standard, the effectiveness is below 100 percent. If the
converse is true, the effectiveness is about 100 percent, To compute percent

of effectiveness, we must first arrive at the number’of standard man-hours, or the
hours which should have been utilized with a given workload and standard of meas-
urement, and the number of man-hours actually expended in the accomplishment

of this workload. ' "

; . LN . .

b. Range of acceptable performance, In analyzing performance, the common
practice is to focus attention first upon those work areas where percent of effec-
tiveness is less than 80; next, in the areas where percent effectiveness is more
thann 120; and last, in areas where percent effectiveness is beiween 80 and 120,
However, this common practice should not influence commanders and supervisors
to ignore completely those work areas in which the percent effectiveness is be-
tween 80 and 120, as a sharp rise or fall in the percent effectiveness in a work
area might highlight an incipient problem which deserves command attention,

c. A percent effectiveness of less than 80 or more than 120 ordinarily is an

.indication that a study should be made to determine the causes., Incomplete

planning, poor scheduling, inadequate supplies of material, or improper tools
may be contributing to poor performance. Performances may be exceptionally
high because of inadequate staffing, rush orders, or peakloads for which excep-
tional effort is required to complete projects. In either case, manager‘fient
should determine the cause so that the conditions can be corrected as soon as
possible. Last, work areas or work unifs may need clarification, performance

o
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data may be incorrectly reported, the time standard may need adjustment, or other
factors may be responsible for the apparent unusual percent effectiveness. Repeated
performance above or below the acceptable range indicates the need for a survey of
the operaticns, including study of procedures, work flow, layout, and manpower
utilization. )

} , 19 M46-6
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% Occurrence

(in Decimai) + .01
.01/.99 396
.02/.98 784
.03/.97 1164
.04/.96 1536
.05/.95 1900
.06/.94 2256
.07/.93 2604
.08/.92 2944
.09/.91 3276 -
.10/.90 3600
.11/.89 3916
.12/.88 4224
.13/.87 4524
.14/.86 4816
.15/.85 5100
.16/.84 537¢
.37/.83 5644
.18/.82 5904
.197.81 6156
.20/.80 6400
.21/.79 6636
.22/.78 6864
.23/.77 7084
.24/.76 7296
.25/.75 7500
.2b/.7 7696
.27/.73 . 7884
.28/.72 2064
.29/.71 8236
.30/.70 8400
.31/.69 €556
.32/.68 8704
.33/.67 8844
.34/7.66 8976
.35/.65 9100
.36/.64 9216
.37/.83 9324
.38/.62 9424
.39/.61 9516
.40/.60 9600
.81/ < 9676
.427.58 9744
.437.57 2804
.44/ .56 9856
.45/ .55 9900
.46/.54 9936
.47/.53 9964
.48/ .52 9984
.29/.5]1 9996
.50 10000

SAMPLE SIZE TABLE

Sample Size Reauired for p values, 95% Confidence Limits

+ .02

99
196
291
384
475
564
651
736
819
900
979

1055
1131
1204
1275
1344
1411
147¢
1539
1600
1659
1716
1771
1824
1875
1924
1971
2016
2059
2100
2139
2176
221
2244
2275
2304
2331
2356
2379
2400
2419
2436
2451
2464
2475
2484

2491 .

2496
2499
2500

50

+ .03

44

87
129
171
21
251
289
327
364
400
435
169
+03
335
5t
559/
627
656
684
711
737
763
787
811
833
855
876
396
915
933
951
9¢7
983
Q97
1011
1024
1036
1047
1057
1067
1075
1083
1089
1095
1100
1104
1107
1109
1111
LR A B

15
O

% Acceptable Error Expressed in Decimals

+ .04

25

49

73

96
119
141
163
184
205
225
245
264
283
301
319
336
353
369
385
400
415
429
443
456

. 289

481
493
504
515
525
535
544
553
561
569
576
583
589
595
600
605
609
613
616
619
621
623
624
625
625

<

Occurrence = Estimated or observed frequency of category or element
Acceptable error = Acceptable deviation from true percentage.

+ .05

16

K)

47

61

76

90
104
118
131
144
157
169
181
193
204
215
226
236
246
256
265
275

283 -

292
300
308
315
323
329
336
342
348
354
359
364
369
373
379
381
384
387
390
392
394
396
397
399
399
400
400
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Annex E (OPTIONAL PRACTICAL EXERCISE 1) to Memorandum 46-6

1, Situation. You are the manpower control officer, Camp Jones, GA. You are
developing a standard for the processing of supply orders, using the technique of
work sampling. The work unit is orders received. Using the information and
formula below, complete the two requirements of this PE..

a. The category with the highest occurrence is estimated to be at 25 percent
and accuracy requirements of plus or minus 4 percent. (See Sample Size Table on

page 50.)

b. There are 240 hours covered by the sampling period. (2 workers, 3 weeks,
at 40 hours per week.)

c. The allowance factor is 1,12,
d. Work units in the sampling period are 500.

e. The work sampling summary sheet (p. 52)gives data concerning the number
f observations and average leveling (rating factor). -
o vation average leveling (rating factor o™

f. Level factor. Estimated rate of operators by observers:

Time Stamping -~ .15
Recording Orders -- .90
Filing -~ .85
. Routing -- 1.00

P (%) = Month observations (time stamping) = 150 = ,25 = 25 percent
total numbter of observations 600

Avail. Time = 240, given in para b above.
Prod. Time = P (%) X Available Time or .25 X 240 = 60

Level Factor = This is the rate or speed at which operators are working.
This is estimated by observers.

Leveled Prod.Time = Prod. Time X Level Factor or 60 X .75 = 45




.
WORK SAMPLING SUMMARY SHEET /s/a
;’
STUDY TITLE: Supply Orders
DATES: April 6 to April 24
paY) 1] 213 4 51 6 71 8 ol10]11]12[13]14 | 15[Total N P(%) PACE
CATEGORY 31 LEVEL
N 136136 }36 |41 | 43 |37 |43 |43 {40 | 40|40 45 (381437 45} 600 FACTOR
OB [10f12 J11}] 9 9| 8 110 |11 gf12f12]10f 9] 8 11 150 ¥ .15
1. Time stamping P . e '
OB 6] 64 6} 17 71 4 5] 5] 6 71.8 6 6 4 90 P .90
2, Recording order |P i )
oB |8} 7] 7] 7 g4 8|].9]10] 8 51 6 8 91 9 120 B .85
3. Filing the order |PR 1. \ et .
' - OB | 717 71 8 8 9110} 71 8 81 7 7 91 9 9] 120 ; 1.00
4, Routing the order |P i BT
Y Bl 1 =121 al -1 -[a]4 2 -]6] -J21] 2 30

5. Unavoidable delay P

|
l .
oBlsTal 3l 71 8 966 6{ 7] 8] 5/ 5] 5 90 §
6. Idle P - - |
' OB ; T
1. P
OB
8. P v i
OB Sl ik
9. P .
, OB ; - ¥
‘ 10. P ) —
| OB Sl
| 11. P :
‘ ~—|0B N
\ 2. P , , ,
| = OB d vt I
| & 13 ’ P ( “idlioa
? . RS
o TOTAL ,
ORSERVATIONS
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FIRST REQUIREMENT: Complete the following table.

—

: . !
AVAIL. PROD. LEVEL LEVELED

CATEGORY P(%) | TIME TIME FACTOR ! PROD. TIME
Time stamping 25 240 60 .75 " 45

Recording orders .90 | ]
Filing .85 | o
Routing 1,00 | %

SECOND REQUIREMENT:

a., Calculate th.e allowance factor. .
for break, 15 minutes

e daily nonproductive work is 20 minutes

The workers' averag
and 5 minutes for equipment repair.

for personal needs, 10 minutes idleness,

1 + min/day (min/day is average daily nonproductive work total)

380-minsday

60 minutes X 3 hours = 480 minutes

b. What is the accurate number of observations that would have been requjred
for the study? '

Refer to page 50, lin

et

s . 25/.15 -- go over to Column ¥ .04 (4 percent)

e ———

c. Compute standard time per unit.

Standard time/unit = total leveled productive time x allowance factor -—

total number of units produced.

4. With a projected average monthly workload of 840 for the coming year and
based on a 40-hour week, what are the manpower requirements ? (NOTE: There
is a leave factor of 11 percent). Assume a 4-week month.

40 hours per week
x4 week
160 hours

1,00

+,11
1.11 leave factor
Manpower requirements = workload x standard time/unit x leave factor
——hours *

S




Anmnex - (§OLUTION TO PE 1) to Memorandum 46-6

1. Solution to first requirement.

[

b, Observations: .469 (See table p. 50)

¢. Standard time per unit is .3722

.2X 1,12

166

500

d. Manpower requirement is 2.

= ,3722

840 X .3722 X 1,11

160

= 2,169 =2

1

—
U
v

AVAIL.| PROD. | LEVEL LEVELED
CATEGORY P (%) | TIME TIME FACTOR | PROD.TIME
Time stamping 25 240 60 .75 45
1
Recording orders | 15 | 240 36 .90 32. 4
— :
Filing 20 240 48 .85 40.8
{
Routing 20| 240 48 | 1,00 48
TOTAL 166, 2
2. Solution to second requirement,
a, Allowance factor is 1,12
Nonproductive time = 20 1+ min/day ' 1+ 50
15 480 - min/day 480 - 50
10 ‘ ,
5
50 min/day 1+ 50 1+,116=1,12
430
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Annex G (OPTIONAL PRACTICAL EXERCISE 2) to Memorandum 46-6

INSTALLATION PERFORMANCE STANDARD

FIRST REQUIREMENT: Determine the performance standard for an installation
work area using the following monthly data. The formula used to figure this is:

Productive man ~hours + work units produced = performance ratio

WORK UNITS PRODUCTIVE PERFORMANCE
MOXNTH PRODUCED MAN-HOUES RATIO
January | 9,706 6, 675 o
February 9,152 6,632 ' B
March 9,247 6,944
April ' 7,961 | 6,194 .
May 8,994 7,165 '
June 8,153 6, 586
July 7,924 6, 582
August 7,490 “‘ 6,266 ‘ ’ '
September 7,781 " 6,730
October 7,377 6,408 '
November 7,869 7,0%1
December 6,873 ) 6,244

SECOND REQUIREMENT: Add the hfgh 6 months figures of work units produced and
ada the figures for corresponding months of productive man-hours; then figure the
ratio for this high 6 months. ‘

’
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Annex H (SOLUTION TO PE 2) to Memorandum 46-6

, ,
INSTALLATION PERFORMANCE STANDARD X 1
WORK UNITS PRODUCTIVE PERFORMANC g
_PRODUCED | MAN-HOURS RATIO °  \ | ;
9,706 6, 675 a .688 ' 4
9,152 \ 6, 632 725 )
9,247 , ; 6,944 . 751 ’
7,961 ° 6,194 ' . 778
" 8,994 E 7,165 197
8,158 53,218 6,586 40,196 = .807 755
7,924 6, 582 . i . 831 Vo
, . 7,490 6,266 . 837
i\\\-r— 7,781 6, 730 | 865
7,377 | 6,408 , . 869 |
T 7,869 : : 7,011 ' . 891
6,873 ‘ 6,244 . 908
‘ 15
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Annex [ (OPTIONAL PRACTICAL EXERCISE 3) to Memorandum 46-~6

f \
COMPUTATION OF PERCENTAGE OF EFFECTIVENESS ' .
]
/ COLUMN 1 COL[3MN 2 COLUMN 3 COLUMN 4 COLUMN 5
! Performance-—- . Standard Actual Percenlage
' Standard Workload Man-I;Iours Man~-Hours Effectiveness
.125 27, 500 3, 437, 50 3,600 |
L 1.70 3,750 6, 375./00 7,900 '
| 18.1 250 ; : 4,525,00 4, 400
4 .‘013 . 35, 450. . ) 460, 85 400
k“:. . 250 1,850 462, 50‘ 500
' .075 28, 460 2,134,50 2,200

REQUIREMENTS: Compute Percentage of Effectiveness, °

Formula: Column 1 X Coluan2 = Column 3 <-Column 4 = Column 5

| 57 ) M46-6




Annex J (SOLUTION TO PRACTICAL EXERCISE 3) to Memorandum 46-6

COMPUTATION OF PERCENTAGE OF EFFECTIVENESS

COLUMN 1
Performance
Standard

e 125

‘1.70

e

COLUMN 3

COLUMN 2 COLUMN 4 COLUMN 5
Standard + Actual Percentage
Workload Man:-Hours Man-Hours Effectiveness
27, 500 3, 437.50 3, 600 95, 49
3,750 6,375.00 7,900 80,70
250 4, 525,00 4, 400 102, 84
35, 450 460, 85 400 115,21
1,850 462, 50 \ 500 92, 50
28, 160 2,134, 50 V2,200 97,02
i ,»
161
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MODTFICATIONS

_gmyé 5'7'- /40 of this publication has (have) been deleted in
. adapting this material for inclusion in the "Trial Implementation of a

Model Svstem to Provide Military Curriculum Materials for Use in Vocational

and Technical Education.”" Deleted material involves extensive use of

military forms, procedures, systems, etc. and was not considered appropriate
!

for use in vocational and technical education.
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ATTENTION

s
[ . b N

e Please check stud) material you recewed agamst listing on the cover of

- this booklet. If'a discrepancy exists, notify the Director, DNRI, U.S.
Army Adjutant General School, Indianapolis, Ind. 462489,
* o STUDENXS OF THE UNITED STATES ARMY ADJUTANT GENERAL SCHOOL:
USE PUNCHED ANSWER CARDS. 2yOUR SUBCOURSE EXERCISES AND EX-
AMINATION WILL BE MACHINE ADED. DO NOT BEND 'OR MUTILATE *
YOUR ANSWER CARDS, ’

1

STUDENTS OF OTHER SCHbOLS: USE ANSWER SHEETS OR CARDS PRO-
VIDED BY YOU:!?C?CHOOL. A

A\

. .
AN

- » .

'Q

HOW TO USE P.UNE:HED ANSWER.CARDS

-
¢

(For detailed instructions, see'the instruction booklet sent to you with your
punched card stylus and sponge, )

I, Check your SOCIAL SECURITY NUMBER, ENROLLMENT NUMBER or .

GROUP ENROLLMENT NUMBER and the SUBCOURSE NUMBER -t
entered on the card CL . | 3 L
* N 1 -
N 2. P‘ace the card on a hard surface, Using a soft lead pencil. circle the .

lesson number. Then circle your ONE answer to each guestion. If
you make an error, "X" 1t out and circle your new choice. DO NOT . .
. ERASE, .

f
. N R »

"3, Place the card on the sponge furnished yod. Using the stylus, pdnch

out the LESSON NUMBER you have circled. Then punch out your .
o . circled ANSWER foy eacl question. (In answering true and false ques-,
tions, punch out "A' for true or "B" {or false,) '

4. Check to make sure that you have punched ONLY ONE answer for each
question. If you have punched more than one answer per guestion, you ,

must make‘a new card. Brush all the chips free from the punched card.

5. Place your ADDRESS on the back of the card. Mail the card in the en-

veiope provided. 3
< . REMEMBER
’ i
" TAN-colored cards are LESSON cards )

BLUE-striped cards are EXAM cards
ORANGE-striped cards are SECOND TRY cards

.
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SUBCOURSE 46--FUNDAMENTALS CF MANAGEMENT

INTRODUCTION )

Men, destruct:ve force, weapons, inventiveness, energy, keenness, flexibility--
these are the essence of military power. How do the r'e‘sponsxble persons use and
control millions of men, masses of materiel, and billions of dollars? How do they
employ thus power, energy, and keenness? These questions can be answered in
terms of tactics, strategy, and leadership, but an all-inclusive word is "management."

The responsibility for the most eificient use of American resources is one of the
most sobering factors in military life tcday. Each new scientific development, each
satellite launched into space, emphasizes the need for skill, intelligence, and in-
genu:ty in those who decide how to employ our resources.

The need in our Armed Forces is not only for those who can inspire men io
bastie but also for those who can plan and direct supporting operations. Military man-
agement is not limited to commanders ai top echelons; it must be understood and
applied at all levels of command, and every officer and supervisor has management
responsibilities. ‘ N

This subcourse 1s not intended to make you a management expert. It is designed
to give you an understanding of the fundamentals of management. We hope that when
you compiete the course you will apply what you have learned and will go on to ad-
vanced study in the field.

) Twelve credit hours are allowed for this subcourse. It consists of six lessons
and an examination, as follows:

Memorandum
Lesson 1--Introduction to Management (1 hr) 46-1
Lesson 2--Principles and Policies of Management (1 hr) 46-2
Lesson 3--The Function of Planning (1 hr) +6-3
Lesson 4--The Function of Organizing (3 hrs) 46-4
Lesson 5--The Function of Directing (1 hr) 46-5
Lesson 6--The Functions ol Coordinating and Contf-olung (é hrs) 46-6

1
Examination (2 hrs)

Texts furnished: The memorandums included for the lesson assignments are the
only texts required for the completion of this subcourse. They are based on regula-
tions referenced in the appropriate memorandums. They reflect the current thought
of this School and conform as closely as possible to Department of the Army doctrine
a3 of August 1971, Development and progress make such doctrine continuously
subiect to change.

Octional practical exercises are included at the end of each memorandum. Stu-
dents are encouraged to participate, utilizing the information furnished in the text.
. Do NOT rail your solutions in for grading.

1 EB 46
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The instructional material furnished you is essentially the same as that furnished
to instryctors and students oi"the U.S. Army Adjutant General Schooi.

Be sure th‘},{ vou u‘ﬁ?ierstand the requirements of each lesson assignment. Study '
the text material for each lesson and complete the exercise requirements. When you
are satisfied that your solutions are correct, prepare your answers exactly as
instructed.

LESSON 1--Introduction to Management Credit hours: 1
/ . Questions: 20

/

!

TEXT ASSIGNMENT: Memorandum 46-1--Introduction to Management.

LESSON OBJECTIVE: \When you have E:ompleted this lesson, you should be able to:

1. Explain the overall objective of management.

to

Explain the difference between personal leadership and management
leadership.

3. List and give a brief explanation of the functions of management.

’ «

REQUIRO,EMENT: Answer the following 20 multiple-choice questions. Select the BEST
answer ,for each question and punch out the appropriate item on the answer card.

|
1. Whait is the rirst process in the management cycle?

'
7

a. ‘'Allocating resources. c. Determining priorities.

b. ‘Assigning responsibilities. d. Planning a line of action.
2., Which of the following is considered an indispensable aid to airecting?

a. Highly skilled personnel. c. Clear communications.

b. Adequate manpower.’ d. A formal organization.

3. What are the functions of management?
a. Forecasting and policymaking.
b. Planning, organizing, directing, coordinating, and controlling.
c. Initiating, sorting, filing, reporting, and correcting.
d. Organizing and commanding.

4. You have been appointed chairman of a planning committee and have been told to
select the other membérs. Which of the following should you choose ?

a. Persons of equal grade level.

b. Both military and civilian personnel.

c. Persons who will be most direct v affected by the proposed operation.
d. Persons who will not be directlv affected by the proposed operation.

2 16 EB 46
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5. What 1s the overall cbjective of management?

a, Economical production.
b, Attainment of a definite goal.
c. Technological advancement.
d. Conservation of money and materials.
6. Lieutenant Beaver, personnel oificer at Fort Harmony, has been assigned the job .

of starting a training program for clerical personnel. In which of the following
actions is the function of directing BEST illustrated?

.

a. He writes and distributes to instructors the program of instruction, the
master schedule, and the weekly schedules.

b. A few days after the start of the program he discovers that one of the in-
structors is not following his schedule. He talks to the instructor, explains
why the schedule must be followed, and tells him to conduct future classes
in accordance with it.

c. He selects instructors and administrative personnel and assigns duties to
them.

d. He calls in three of his subordinate supervisors, explains the project, and
asks them ‘o submit recommendations concerning the curriculum.

7. Referring to question 6, which of the following actions BEST illustrates the
function of organizing?

a. He writes and distrioutes to instructors the program of instruction, the
masier schedule, and the weekly schedules.

b. A few days aiter thestart of the program he discovers that one of the in-
structors is not following his schedule. He talks to the instructor, e. lains
why the schedule must be followed, and tells him to conduct future classes
in accordance with it.

c. He selects instructors and administrative personnel and assigns duties to
them.

d. He calls in three of his subordinate supervisors, explains the project, and
asks them to ~ubmit recommendations concerning the curricuium.

8. Which of the following terms might be defined as "a premise based on known cir-
cumstances' ?

a. Principle. c. Fact.
b. Policy. : d. Assumption.

3. Which of the following is defined as "the right of decision or command" ?

a. Authority. c. Kesponsibility.
b. Controlling. . d. Direciing.

1"

10, Whaich of the following is defined as "2 process of establishing and carrying out

respensibilities™ ?

o. Management. d. Controlling.

EB 6

’ a. Responsibility. c. Directing.
|
|
|
|
|

i o
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11. You are the chief of a department which is subdivided into three sections. It is

the policy of the organization to decentralize authority and responsibility. In
which of the following cases would you be adhering to that policy?

a.

The wife of one of the workers in Section A has complained to you that last
week her husband didn't bring home any pay because he lost it all gambling
at work. She threatened to inform the police. The organization has a strict
policy against gambling, and violation of it is cause for disciplinary action
or dismnissal. You investigate and find that there are varying degrees of
violaticn in all departments. You call in the three supervisors and tell
them to clean up the situation. You do not divuige the name of the employee
whose wife called, on the basis that you want all gambling stopped.

You are strolling through Section ‘A and see a worker sitting idle at his
machine. You reprimand him severely and immediately return to your
office. ' .

You have a rush job which one man can do in about 4 hours. You go to Sec-
tion B and find the supervisor is at lunch. You select one of the workers,
explain the rush job,and tell him to stop whatever he's been doing and start
immediately on the new work,

Your secretary seems to have more work than she can handle. Yo lLaow,
however, that the secretary in Section C is very efficient and always seems
caught up on her work. One day you ask her to help out on some of your
secretary's work,and she does 1t so quickly and efficiently that you continue
giving her work to do. Her supervisor comes to you and protests that his
secretary 1s overburdened as a result of the extra work and no longer has
time to do yours. You reply that the needs of the organization come first,
and that is why you have told his secretary that your work shouid have
priority. ’

As chief of a department with several firstline supervisors reporting directly
to you, in which of the following cases would you be exercising personal leader-
ship”®

a.

You have had complaints that the quality of the work produced in Section A

"has decreased during the past month. You call the supervisor to your office

and ask ih:m to take whatever steps he considers necessary to correct the
situation.

You have cbserved that several persons in Section B are often late coming
to work. You watch closely, and the next time it happens you go directly to
the offender and reprimand him.

Your boss has told you .here will be an unusually heavy workload during the
following month and that it must be accomplished without an increase in per-
sonnel. You call a meeting with your supervisors, explain the situation,
and ask for their suggestions and recommendations.

Top management has decided that your department should take over part of
the work that 1s being done in another department. You determine that
Section C is best equipped to handle the work. You tell the supervisor to
work out operational details and let you know if he runs into any difficulties.

4 EB 46
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' 13. You have been given the job of planning the organizational structure of the persor{—
nel secton at a newly activated installation. Which of the following should be
vour first consideration?

a. The number of authorized personnel.

b. The budget ceiling.

The work that must be done by the section. e
Getting the job done within the time allotted to you.

14. The primary purpose of organizing is to
a. establish costs, procedures, and objectives.
. b. motivate the personnel with a desire to work efficiently.

[a N o]

c. establish relationships among personnel, actvities, and resources.
-d. delineate responsibilities of individuals and units.

15. If you, as coordinating oificer for a project, meet with opposition from a staff
oificer, vou should do which of the following?

a. Convince him that his help is needed. -
b. Bypass him, in the interest of expediency.

c. Report the situation immediately to your superior,

d. Amend :he project so that his help will not be needed.

15. For what purpose does the Department of the Army publish staffing guides ?

a. To guide in the selection of key personnel.
b. To establish personnel ceilings.

c. To establish staff procedures,

d. To show methods of work that will increase efficiency.

17. Which of the following most adequately describes an SOP?

tells people why an action is performed.
tells people what to do and how to do it.
deiineates standards of performance.
explains policies on supply and persornel.

2.0 R
=t
o+ v ot v

18. Which of the foliowing is a characteristic of personal leadership?

a. Authority is decentralized to the lowest level possible.

It allows competent subordinates to rise rapidly in the chain of command.
. Authority is highly centralized.

It can-be used more successfully in a large organization than in a small
one.

o

[o N 9]
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|
You have been assigned as project officer for the Armed Forces Day celebration. |
The installation will be open 10 the general%ublic, and there willbe open houses, |
exhibits and displays, a parade, special luncheon groups, and afternoon entertain- ‘
ments.  An important part of your job is seeing that everyone concerned Knows |
when and where the various events will take place and his part in the activities. |
With which function of management is this phase of your work primarily concerned? |

a. Coordinating. c. Organizing. |

b. Planning. d. Controlling. l |
s |

20. Wien the military pay voucher system was adopted, the personnel officer at one |
installation personally checked the first hundred vouchers prepared, then 'spot |
.hecked" the rest of the vouchers. Each time he found an error he discussed it |
with the person who prepared the voucher. After all vouchers had been prepared, |

+ne officer made a list of all errors detected and distributed it tothe personnelin ‘

tre pay and allowances section. Waich function of management was he exercising? ‘

a. Planning. ’ ¢. ‘Controlling. ‘

b. Coordinating. d. Directing. , |

| 1

LESSON 2--Principles and Policies of Management. . Credit hours: 1 :

Questions: 20 .
TEXT ASSIGNMENT. Memorandum 46-2--Principles and Policies of Management.

Lf:;SSO.\’ OBJECTIVE: When vou have completed, this lesson, you should be able to:

1. Explain the terms "principle" and "'policy''as they pertain o Army
P P Y b 3
management, :

o

. List and explain at least five basic principles and five basic policies
of Army management.

3. List five characteristics of a good policy.

4, Explain the difference between technical skills and perceptual skills.

<

ZEQUIRFMENT: Answer the following 20 multiple-choice gquestions. Select the BEST
answe: for each question and punch out the appropriate item on the answer card.

1, Whach principle of management states that workloads and technical requirements
for a job increase when the scope of operations is enlarged?

a. Functional growth. ¢. Mriltiple hypotheses.
b. Departmentalization. d. “Opportunity costs.

17
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2. Wihich principle of management says that a man's skill increases in proportion to
the effort he puts inwo his work?

a. Sacrifice. c. Scientific management.
. Specialization. - d. Parsimony.

3. Waich principle of management states that efficiency is improved when definite
patterns for operations and performances are established ?

-a. Specialization. c. Simaltation.
b. Standardization. d. Departmentalization.

It is an Army policy that assignment of responsibility and delegation of authority
should be made to the lowest practicable level and that responsible persons te
clearly identiried. Which principle of Army management supports this policy?

e

g
a. Responsibility. ‘ ¢. Unity of command.
b. Essentiality. d. Human relations.
5. Which principle of Arm; management requires that organizational structures -
should be designed to fit the mission of the command?

a. Objective. - ¢. Unity of command.
b,  Flexibility. d. Service.

LS

6. What is the first principle - of Army management?

a. There should ke only one boss at each level of command,
b. Efficiency is measured by production cost.

c¢. Reiated activities should be grouped together.

d. No unnecessary activities should be established.

. Which of the following is NOT a perceptual skill?

-3

a. Establishingproduction standards. ¢. Understanding of human nature.
b. Problem-solving ability, d. Ability to adapt to changes.

8. Whaich of the following BEST describes an Army policy?

¢t is an order prescribing specific actions.

It is a statement of an administrative objective.

It is a general guide for action.

it is a resulation governing administrative procedures.

20 O e

“. Which of the following principles of management 1s BEST illustrated by this state-
ment: "The commander should not be bothered with petty problems' ?

a  Simplicity. ¢. Exception.
b, Ideals. \ d. Cooperation.

7 " EB 46
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10. Which of the following principles of management is BEST illustrated bysthis state-
ment: ''Similar jobs should be grouped together' ?

a. Homogeneous assignment. c. Multipie hypotheses.
b. Coordination. d. Simplicity.
11. It has been proposed that a new recordkeeping system be installed in the per- ‘
sonne! section. Operations in several other sections would also be affected.
Thorough investiéa;mn has shown that the new system would be a definite im- ‘
provemeént, but several of those directly concerned are opposed to it. Accord-
ing to DA policy, what action should the commander take? ‘
|
|

Appoint a committee to make the final decision.

Install the new system and meet the problems as they arise.
Discard the idea of the new system and continue with the old.

Clear up the problem areas before the new system is adopted.

00 o p

12, Which of the following is NOT a feature of a good pc;licy?

a. Flexibility. c. Sincerity.
b. Idealism. d. Stability. .
Sergeant Black and Sergeant White are each in charge of a section where similar
work is being done. Sergeant Black is a particularly strong leader, aggressive
and forceful. Sergeant White is skilled and competent, but lacks the drive and
assertiveness of Sergeant Black. Although the work of the two sections is of
equal 1mportance, Sergeant Black usually manages to get the easiest assignments,
the better qualified personnel, and the best materials to work with. What prin-
ciple of management is being violated in this situation?

[y
€2
.

a. Discipline. - c. Cooperation,.
b. Departmentalization. d. Human relations.

14, Which of the following principles of management is considered an aid to determin-

ing the relative importance of each factor of an operation? g
a. Coordination. c. Probability.
b. Simultation. d. Analysis and synthesis.

15. Which principie of manageraent requires that the abilities of the individual be
matched to the requirements of the job ?
a. Parsimony. c. Personnel.
b. Human relations. d. Participation.

]76'
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16. You are the chief of a department which is subdivided into two sections.
It has been reported to you that one of the inen in your department has several
times com? to work intoxicated and that it is suspected he drinks during working
hours. What immediate action should you take? | .

a. Talk:i: over with your superior and ask his advice on disciplinary measures.

L. Call the man's wife and ask her cooperation in correcting the situatinn.

c. Talk with the man's immediate supervisor and tell him to investigatc the
matter,

d. Call the man into yow office and get his side of the story.

17. What is a principle ?
a. A statement directing specific action.
b. A statement based on past experience, with usually predictable results.
c. A moral precept issued to establish desirable behavior patterns.
d. A function of managcment.

18. Lieutenant Green was stationed at an installation where frequently there were im-
portant visitors, both military and civilian. He submiited a suggestion that, to
create a better impression and enhance the.prestige of the installation, a
"Visitors' Service Section' be set up. The new section would, he proposed, be
staifed to provide services normally provided by a number of other sections,
such as personnei, transportation, special services, signal, and public infor-
mation. Also, it would provide services of a personal nature. What principle

of Army management would have shown Lieutenant Green that his suggestion
srobablv would be disapproved?

a. Principle of essentialiry. c. Principle of service.
b. Principle of unity of command. ¢. Principle of imprdvement.
12, Waich of the following principles of management is BEST illustrated by this ‘ @
t

statement: ''Unless all premises can be verified, the conclusion cannot be a
C

v >

a. Xcoeption, c. Analysis and synthesis.
. Probability, d. Simultation.
!
2 20. Lieutenant Baffle put Sergeant Beam in charge of a section where a corporal, a

or:vate, and three civilian typists were employed. Several weeks later Lieuten~
ant Baffle ovserved that the private was spending most of his time in conversation
witn one of the typists. Consequently, the efficiency of the section was falling
beiow standard., What action should Lieutenant Baifle take?

a. Reassign ei*her the private or the typist.
L., Reprimand both the private and the typist.
¢, Assign extra duties to the private.

d. Te:l Sergeant Beam *0 correct the situation. 4

9 EB 46 >

ERIC

Aruitoxt provided by Eic:




. L\.ESSON 3--The Function of Planning Credit hours:

1
Questions: 20

" TEXT ASSIGNMENT: Memorandum 46-3--The Function of Planning.

s LE§SON OBJECTIVE: When you have completed this lesson, you should be able to:

¥
*

»

1. Explain the four basic principles of the function of planning.

Explain what a ''forecast' is.

&

o~

3. List and explain the five phases in developing a policy.
4. List at least five characteristics of a good plan.

5. List at least five probable results of poor planning.

6. List at least five benefits to be derived from good planning.

N

REQUIREMENT: Answer the following 20 multiple-choice guestions. Select the
BEST answer for each question and punch out the appropriate item on the answer card.

1. A good plan has many characteristics. Regardless of all other factors and char-g

(5]

1

acteristics, there is one essential tha®t must be present in every good plan.
Which of the following is the primary characteristic of a good plan?
~ >
2. It uses existing resources to she maximum.
b. It is based on facts with minimum assumptions.
c. It is capable of accomplishing the objective.
d. It provides the necessary organization.

. If the functions of management could be performed separately and in ‘chronologicai

sequence, which of the following would be a true statement ?

a. Controlling would be performed first.
b. Planning would be performed first.

¢c. Organizing would follow-directing.

d. Planning would follow organizing.

Which of the following normally would NOT be included in the conténts of a plan?

a, Activities involved.

b. Final goal to be reached.

¢. Areas in which difficulties are likely to occur.
d. Performance standards.

Which one of the following normally would NOT be the medium for disseminating
an organizati/onal plan?

a. Memorandum. ¢. Orders.
b. Regulation. “TdNN SOP.

10 EB 46
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Which ot the followinyg is a statement of policy?

The service club will conduct classes in square danc.mg eacn Monday evemng.
Company & will provide the honor guard for the parade on 30 May. .
\auanons will be scheduled so that not more than 50 percent of the personnel
wizkin a department will be absent at the same tiine.

The post All-Star football team will participate in this year's in
competition. ‘

ierservice

Which of the following BEST describes the relatiofship of detail to scope in a
forecast?

. ¢ <
Detail increages as scope Jdecreases. .
Detail increases as scope increases.
Detail decreases as scope decreases.
Detail is not affected by scope.

Waich of the following is usually the most reliable source of information upon
which to base a forecast? - S

a.
b,

.

»
.

The opinions of persons who will be directly concerned with the operation.
Individual experiences in operations of a similar nature.

Orcanizational records and reports of previous similar operations.
Capabilities ang ¢{imizations of.organizational resources.

Ignor:ng the fact that for some situations there is only one course of action and

for others there may be dozens of possible courses of action,

what normally

should be the minimum number of possible solutions considered prior to deciding
upon a course of action”®

a.
.

Four.
Five.

Two. . c.
Three. ’ d.

You are the officer in charge of the Personnel Actions Branch (one officer, one

warrant oificer,
ters,

three enlisted men, five civilians) of the AG Section of Headguar-

For: Williams, fowa. Which of the following probably performs your

vrancii-planning function?

[

a. YOu the manager.

. A clarning suvelement of your branch.

¢. Aan ad hoc comvmt‘ee of personnel of your branC(..

d. Your prmcmai assistant.

Wnweh of tne following is the most logical answer to the question, "Why do we
plan’ °

a. Efficient operazions arg dependent on good planning. i

h, It is required in modern society.

c. Plans deal wih tue mecnanies of operations--they tell how to get the job done.
d. 1t s reguived by Armv regulations. ’

11
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11, Which of the following best describes forecasting? ’

a. It is the process of gathering and analyzing data that will have a direct effect
on a proposed operation,

It is a method of deciding on a course of action to accomplish an objective.

¢. It is‘the process of formulating guidelines to direct the activities of an

EXY
o

organization, .
d. It is the development of performance standards that will help a manager to
predict probable work output. -
. J

12, What 1s the first step in the function of planning?

a. Apportioning the budget. c. Allocating the personnel.
b. Determining the objective. d. Selecting a course of action.

13. Which of the following is characteristic of a forecast?

It originates at the lowest management level,
It directs a course of action to achieve a given objective.

It :s the process of assembling and analyzing data.
It provides a framework for the organizational structure.

Qo0 o ®

14, Which of the following is characteristic of a policy?

a. It provides guidelines for planning the activities of an organi”atxon
¢ b. It contains a clear definition of the objective of a specific operation,
c. It defines the duties of individuals within an organization.
d. It outlines the best procedures to follow in order to reach a given objective.
15, Which of the following phases of policymaking would probq bly be accomplished
last?
. a, Informing the organization as to its provisions,
$ o b. Testing provisions in organizational operations.
¢ Determining the best methods of gaining the cooperat:on of personnel who :

will :mplement the policy.
d. Interpreting and deciding on exceptions to policy.
\4 .
16. What is the-corresponding term in & tactical situation for the "plan" in adminis-

trative operations? &
a., Commander's estimate.. c. Intelligence estimate, ' 5
b. Operation order. ' d. Operational report.

12 EB 16
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. In wwe procuss ot planning, with which of the following are you most concerned?

a. Answering the questions, who, .vhat when, wherey and how. .
b, Combining esseéntial details. = : S '
¢. Relationships among your personnel.
" d. Tue efficiency of the work force. .

13. A conference called to explain why a policy is being issued is an example of which 4
'p'nasé of policymaking? / . v
a. Formulation. ¢. Application. “o. )
b. Education. ’ d. Promulgation, .

. N »

&. For which of the following would a manéger probably appoint an ad hoc planning
committee?
. /’
. To conduct requrrent, or day-to-day operations. -
. To pldn all the major operations of the organization. -
. Todevelop a t"ammrr program ‘or administrative personnel. |
. To conduct a x.ontmumg review and evallation of personnel utlhzauon.

o P

[e N9

20. In which of the following cases would you have an "indirect" requirement for .
planning? . .

\

a. You have been assigned as project officer for the Armed Forces Day celebra- .

tion. 4 '
b. You have been told to investigate the circumstances surrounding a recent
accident. . .

¢. You have been no:ified that you will be escort offn:er for four visitors who
will arrive at the post next Monday.
d, - Xour regular assignment is post billeting officer, and five new officers and

their families arrive on the post on the same day. . 3
\\
( \
LESSON 4--The Function of Organizing. ] : Credit hours: 3!

Questions: 20
TENT ASSIGNMENT: Memorandum 46-4~-The Function of Organizing.
LLESSON OBJECTIVE: When you have completed this lesson. you should be able to:

Explain what is meant by "the function of organizing. "

p—

5. List and explain the four basic principles of organizing. .

2. List and explain the three principle steps in organizing.

4. Lis: fn-e characteristics of a good organization. ’ .
L4 Nl

5 Lis- and explain the basic characteristics of three iypes of

organizations. .
* S y
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answer for each question and punch out the appropriate item omr the answer card,

1.  Waich of the following is a x-equir(ed characteristic Pf a good staff officer?
a. The ability to give orders.and direct the activities of others.
b. The ability to establish and maintain good liaison.
c. The ability to make quick decisions.
d. The ability to take quick corrective action when problems arise in an opera-
tional element.

=+  Whach of the following is a feature of the functional type of organization?

a. The staff acts in an advisory capacity only and does not have authority over
operational elements,

b. Lines of authority flow in an unbroken channel from the manager through
\ subordinate supervisors to the workers, “
¢. The authority of each subordinate manager is supreme\m h;s area of
responsibility.
d. A staff section has authority to direct and control activities insofar as they
concern his area of specialization.

3. In applying the principle of homogeneous assignment to the process of grouping
like responsibilities and duties within the organizational structure, which of the
following need NOTlLe considered?

a., Activities must not overlap. .
. b. Duties must be clear-cut and similar in natur

S ¢~ Every duty and responsibility must be a551gned to some employee,
*. d. Ali activities must be grouped together,

4. The number of direct relationships between the manager and his subordinates in-
.reases as the number of subordinates increases. Waich of the following would’
ve the num%er of direct relationships among a manager and four subordinates?

2. There are disadvantages as well as advantéges in the use of the scalar type of
organization, The difficulty of establishing certain principles of organization is
one disadvantage. Which one of the following is most difficult to establisk »nrop-
erly in the scalar type of organization?

2. Provisions for growth. ¢, Definition of duties,

b, Unity of command. N d. Delegation of authority.

LM I
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Which of the following are the steps followed by the manager during the process
of organizing?

a. Learning the objective and determining the jobs.

b. Determining the jobs and delegating authority,

¢. Determining the jobs, assigning personnel to the jobs, and accomplishing the
. objective.

d. Determining the jobs, establisning the structure, and ¢llucating the resources.

Which of the following is the step of organizing rhat includes assigning personnel
to a job and providing necessary equipment and spale in which to work and the
time to do the work?

a. Allocating resources. c. Establishing the structure.

5. Determining the jobs. d, Considering the objective.

Which one of the following statements BEST characterizes the position of the staif

in a directorate type of organization?

a. The staff cancot order, but it can recommend action.

b. The siaff can order other elements 7o accomzplish a task.

c. The stwaff performs actions that are an integral part of the organiz ational
obiective

d. The chiefs of staff sections are coequal w subov'dmaue elemeni managers

In whict. one of the following situations is +he manager most likely 10 oversupers-
vise his subordinates?

e

a. Subordinates are located quite dizrant from ‘he usual location of ne marzger.
b. Subordinates are perfo::ming simple work tas:cs.
¢. Subordinates are performing specialist work ia
4. Subordinates are located near tihe usual iovation of the manager

Which one of the following terms would NOT be 1sed in describing the character-
istics of good organization?

a. Simpliciyy c. Rigiditw. !
h. Flexibility d. Stabiiity.

¢ she three zeneral types of autnority, shat f 2 military manager is derived

L Mte

from 'which one of the following?
a. His force of characier. ¢. The position he holds.
b, Iliz force of personality. d. His specialized knowledge.

s
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answer to whether we have effectively orgakized

Onix time can srovide the 1rue j
onr offices and units. We can check and partially insure this effectiveness in ad- ..
vance by whicn one of she following actions ?

£

Organizing our office on ti¢ vame lines as other like offices.
+.  Studyng the organifational chart of the proposed organization.
. Grouping all related activities together.

i. Establishing unity of command.

<

o~

Woaren one of the following statemznts characterizes the position of the staif in a
line-staff tvpe of organization?

a. Tre staff can recom mend action. .
.  The staff can order other elements to accomplish a iask.
. The staff performs actions that are an integral part of the organizational

; se -ions are coequal with subordinate element managers.

W..1 1 of tne following meti:ods of organizing is most likely to result in a sound

ovzanization ?

z. Intuition. c. Siientific.
Triai and error. 4.  Adminis-raiive.

‘

Captain Jones s chiel of the post transporiaiion section. One of his subordinate
supervisors is Mr. Brown, who is in charge of the maintenance unit of the motor
o0oi. Caprain Jones frequently visits -he motor pool and carefully checks the
work each man is doing. If it is not exacily as he thinks it should be, he then and
-ere criticizes the man doing the work and sometimes takes him off that job and

K

54ts a1 on another. What principle of management is Captain Jones violating? . -

c. Delegation of authority.
Homogeneous assignment.

a. Personnel.
n. Unitrof command. d.

LS

in an mfentry d:vision, which of the ‘ollowingz elements would be considered as

-

a. Medical battalion. c. Transportation battalion.
b. Tank batwalion. d. Ordnance battalion.
L4
What 15 the minimum number of persons that may be crnsidered an "organization”? )
a. s manager and two workers. )
b. A manager and a worker.
c. A manager, an assistant manager, and three workers. .
d. A manager, a supervisor, and four workers.

I
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19, [n suen prinaple of organization 1s the location of personne& and activities a -
major factor’ -
’ a. Span of control. c. Unity of command. 2
b, Par mony. d. Personnel.

1. \Wnich principle of organization is concerned with placing peopie in jobs for
wiaieh they are best fitted” '

s

a. Span of control. c. Unity of command.
b. sDelegation oi authority. d. Homogeneous assignment.
9 PR s . - . .
20, sWarch type of author:ty :s held by the leader of an informal organization?
1. That which he gains through the force of his own character and personality.
:.  That which he nolds because of his work assignment.
.  That which he ga:ins by becoming an ekpert in a particular field of
specialization
*. That whicn he has attained through a position of seniority.
-~ I . %0.
LESSCN 53- The Function cf Directing Credit hours: 1

Questions: 20

TEXT ASSIGNMENT: Memorandum 46-3--The Function of Directing.

LESSON OBJECTIVE: When vou nave compieted s lesson, vou shouid be able to:

1. Exriain vhat is meant o¢ the fanction of direecting.

s List five factors to ve considered in deterrhining the degree of
direc’ing required for an operation.

. 3. List ard explain the advantages znd disadvantages of the two

general types of communaicatior. v . .

7

. ] s
: Exnlain what is mean: by "three-way' communications.

5. List at least five chacacreristics of a gcod director.

. M P -
A List at least four rharacteristics of a good directive. -

. REGUIRFMENT: Ansuer ghe ‘ellowing 20 'n«.lnwle-chmcn aque<tionz. Select the BEST
~pnawer for eacn auestion and punch out the 1ppropriate item on the answer card.

’ I
f. 3w wnatl medno, according to trad.t’fun, 15 action imtiated in a military sxtuation?

. Transcription. . .

a. an S0P, <
) 4. An order.

Cerpa, commuanicaiion

oy
=l
w
>ha
[=7]
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. In w-ich of the fallowing cases would a manager be LEAST ii'.¢ 'v 10 use a written
form of cominunication?

a. When a complicated table of figures is involved.

b.  Waen it is important that the prescribed order of operations be followed.
¢. \When a previous order needs immediate clarification.

d.  When there will be a time lag in carrving out the order. .

3. Which of tne following statements is MOST applicable to the principle of com-
munication?

a. Communication takes place among men, machines, and organizations.
b. Communication is concerned only witn the transmission of information.
¢. For communication to occur, there must be a minimum of two people in-
volved. ’ ‘

d. Successful group effori can be achieved without zommunication,

<. Which of the following is» an advantage of using the written form of directives ?

. A N

a. Wriiten directives require little time and effort to prepare.
b. When a directive is written, the recipient is able to study its conients,
c. Written directives furnish the recipients a great deal of latitude regarding

\

the course of action to e taxen. ’
d. The use of wrizien directives results in a considerable savings in iim:z and
materials. : . .
Q = e s s o N . - . s -
©- Woiich of the following actions on the part of the manager would NOT be consid-
ered a gateway 10 good communications ?
a. Estwmablishment of a policy which would permit subordinates to interrupt the
manager as they saw fit, - 7
b, Establishment of a remarks section in orgamzational reports. ’
.. Adoption of frequent use of the conference.
d. Estabiishment of « suggestion box.
6. Which of the foliowing statements BEST describes the function of directing ?
a. It is the issuance of orders and close supervision over the workers o see
that the orders are carried out.
b, It is the channeling of individual effort into a pattern prescribed by the man-
ager 50 that the objectives may be achieved.
c. It is the process of getting people to perform *heir jobs well, wiilingly, and
g 0 L 2
quickly. . ’
d. It is a series of Manipulations exercised by the manager following the com-
nunication of the requirement. N . .
1.
Mo
s - R 5
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u are drrector of a department shich has several subdivisions. You are
1sare that you are respoensibie for all actions of your subordinate supervisors
and are ceterm ined to make a good showing for your department. What is the
test way for veu to do1t?

.

[
)

[

4
a. Regquire iliat each supervisor consult you on any matter requiring other than

rouzine actiorn, . v, \
h. Allow your suborditiate supervisors to attend to all details and procedures
excent the unusual. . . ’

<. Require that a report of daily activities, actions, and procedures be sub-=
mitted to you. ’

d. Allow vour subordinate superv:sors full authority to cope with all situations
waiich may arise in their areas of control.

Your superior ras asked you for a report on certain activities within your depart-

ment, You teil Sergeant Sharpgbyour most reliable man, to get the statistics and

nformation vou need and to have them ready for you the following morning al-

though you realize it may mean he will have to work overtime. You have other

_ pressing matters to attend to, so you make your instructions as brief as possible.

-
P
.

-

Whas i5 the Des: way o make sure they will be carried out accurately? .

a. Tell him ou are sure ke knows what is expected of him and that you rely on
him ro do is.

h. Ask Sergean: Saarp to ‘repeat, in his own words, what he is supposed to do.

o Tell him tiat if he nas 10 work overiime you will give him #ime off to make
up for it. ; .

d. Check a: freguent intervals 1o make sure he is doing as instructed.

»

A directive, either ()i‘al or 'vritten, must be clear, explicit, and concise. What

15 & fourth requirement?

a. It must be sufficiently detailed to provide for all contingencies.

%. It must oe (n technical language.

o. It must be worded so that the authority of the superior to issue such an order
is'never in doubt. :

4. Those to whom it is directed must be able to carry out the instructions.

Which of the following illustrates lateral communication?

a. Cemmupication frem a company commander to the commander of another
company.' '

b. Communication from the executive officer to the battalion commander.

o Communication frcm the company commander o the first sergeant.

4. Communication rom the company commander to one of his platoon leaders.

¢

Unoier 'viiich of the following circumstances would the managzer be MOST like*ly:
1o uze an oral directive?
1. When wne action to be performed is somewhat complex,
b,  \When a condition of emergency exists.
~.  'Ihen “he mstrnctions must be wemorized.
1. “Yhen tmere 1s 2 time lag between the issuance of the directive and its
» accomplishment.

) FB 48
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12, Ycur superior has just talked with you about a rush Job and has given you precise
instructions for getting it done. You have listened carefully, and taken notes.
Later, in your office you realize that your boss has made several mistakes in
telling you when certain of the actions should be taken. He will not be available
for consultation until the following morning. What should you do ?

a. Follow his instructions exactly as ne gave them to you, knowing that he will
, b€ responsible for any errors in judgment.

b. Re“rrange the sequence of actions and start on the job 1mmed1ately

¢. TASKTour boss's immediate superior if you should make a change in
procedures,

d. Defer action until the following morning, when you can consult with your boss.

13. in nunverbal communications, which of the follow'ing creates the greatest hazard
tor the supervisor?

a. His tendency to reiy on them to reinforce verbal communications.

b. Using them with superiors, but not with subordinates. b
¢. His unawareness of the impression he is giving.

d. Using themiwith subordinates, but not with superiors,

P
sha

- What are the two general types of nonverbal communications?

a. Voluniary and :nvoluntary. c. Sound and action,
b. Behavior and mannerisms, d. Favorable and unfavorable.

15 What is meant by the thrge-way principle of communication?
a. Oral, written, and demonstrated. c. Voluntary, involuntary, and rece:ved,
¢ b, Up, down, and across. d. Accepted, rejected, and ignored.

18. You have observed that there is a tendency among your personnel t¢ d:splay re-
sentment and antagonism toward any of your orders or directions. They carry
them out, but they slow up production. What is the best way to correct the
situation?

a. Call a meeting, and ask your superior to talk to the personnel.

b, Write your directives in more positive and forceful words, makmg sure mey
cannot be misunderstood. ,

c. Install a system of !ncentive awards to make the personnel want to work faster.

d. Whenever vou 1ssue a directive, explain why 1t is necessary.

»

17 Which of the following activities would require the greatest amount of directing
on the part of the manager?

a, A tvp'r'g pool which services the administrative elements of the organization.
b. A transportation section which conducts a post-wide drivers' tra: ning and
. vehicle maintenance program.
¢. A signal maintenance section of which the majority of personnel are skilled
tecnnicians, i
d. A unit personnel section which maintains morning reperts and service
! records,

20 184 ER 46
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15, Wi b of the tollowing torms of communication would be MOST helpful to a new
emplovee 1n learning procedurcs to follow in performance of his duties?

a. Verbal ins'rucions. c. Organizational memorandums.
»,  Orgzanrzational polic:es. , d. An SOP.

17, Which »f the following BEST describes communication?

’ a. A piece of writing, such as a letter or a note, which is meant to convey a
g specific thought or idea.
b. A process whereby management determines how information should be
; passed down the chain of command to the workers.
c. A process of transmitung information through the use of electronic or auto-
matic relay systems.
c. The transmittal of information from one person to one or more other per-
sons so that mutual understanding is achieved.
20. Whieh of the following is the MOST essential characteristic of a successful
director? .
” a. Ability to motivate others to perform duties according to previously made
plans. g )
b. Technical knowiedge of the particular operation over which he has charge.
¢. Phvsical stamina that will enable him to w:thstand long hours and arduous
working conditions.
d. Tact; poise, ané personal appearance that create & good impression on others.

LESSGN - The Functions of Ceordinating and Controlling Credit hours: 3
Questions: 21

FEXT/ASSIGNMENT: Memorandum 46-6--The Functions of Ccordinating and
C wurrrolling.

LESSON OBJECTIVE: When you have completed this lesson, you should be able to:

-

Explain what is meant by "the function of coordinating. " .

e

2. Explain what is meant by "the function of centrolling. ™

3. Listand é.\:plain‘ at least five methods of coogdinating.

- 4. List five factors io be considered in dete rmining the tvpe and
amount of conirel required for an operation. .

3. List and exylain five methods of initiating corrective acrion

< when performaner is below srandard. ’
i e p - . = v A
6. Ewplain the principles and methods of werk simplification. -

7. Explain the purpcse and meothordz of work measurement.

21 ) - EB 46
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REQUIREMENT: Answer the following 21multiple-choice questions. Select the BEST:
answer for each question and punch out the approoriate item on the answer card,

, ) |

L. Wiich is the lowest level at which coordination should take place? |

/ |

a. The {irs:line supervisor, c. Toe section chief. ” Cd |

b. The individual worker. d. Tne departmental manager. : |

=- Which of the following is NOT considered a inethod of coordinating? ¥

.
-

. Use of the liaison officer. ‘
Adjustment of physical and external conditions.
Employment of committees,

The structure of the organization itself, . .

o

I

oY

2.6

-

Witich of the following BEST defines the function of coordinating ?

3

~a. Planning operations in an orderly and operationally sound sequence,
* L, Arranging matters so that individuals act in such a manner as to achieve an
overall objective,
c. Seeing that persons working in the same operational element are in agreemant,
d. Organizing details of an operation so that they fall into logical sequence,

% As a section chief, you have been given an additional operation that must be per-
formed by your personnel, When should coordination enter into your considerations ? “
L]

a. After youhave completed your plans and are orgarizing your method of procedure.
b, When you are planning how tfié operation should be performaed.

¢. Whenyouareready toputyour plansintoope 'atign and siart (o prepare directives,
i, Afterdirectiveshavebeen prepared and disseminated to the operationalagencies.

»

> What is the most commonly used method of attaining coordination among operaiing

&

personnel? \
a. Conferences, ¢. Letters and mamorafidums.
b. Telephonic com nunications. d. Orders and directives,
6. What is the most difficult problem faced by a -coor inating officer ? -

%
a. The amount of tim=s it takes to contact and talk with the persons concerned.
b, The large number of details involved in any one operation. .
Rigidity of regulations and orders which prescribe and direct the operation.
d. Diiferences in personality and viewnoints among individuals concerned.
“What isthe minimum number of persons that would be considered as constituting
a conference ?

) 2. Fave, c. Three.
v b.,, Four. . d. Two. .
- - L]
[SR P
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2. Waien or tive following is NOT cne of thie steps which normally would be utilized
in the correciive-aciion phase of conirolling®

a.  Lmprovement of motivation,

b, Establistment of standards,

o, Administration of punishment,

J4.  Assurance that subordinates are properly directed.

You haswe been appointed project officer for the blood bank drive. One of the most
important elemens of the jou is that of coordination--to make sure that times,

" vlaces, and people sinchronize without confusion. Waen may you consider that
coordination has been aciicved?

. Waen you nave planned and scheduled times and places, numi bers of donors,
and nuimbers of medical personnel required.

7 \¥.en actual activiries are underway and things are going harmon iously and
’ according to schedule .
'.Vaen vou rave receiv ed satisfactory reports from gou_* personnel that they
are acting on your instruciions.
~d.,  Whaen you have siven insiru tlonq to your personnel and told them hiow their
part of the job fits into the overall project.

<

5]

3

-

1 oof the foilowing BEST explains rhe frncrion of controiling ®

»-
w
-
o
v
™

a. Making surethas actions proceed ac.ording to plans, procedures, and policies.
b. Maintaining close supervision of all sudbordinate De"sonnel

~. Enfercinz regulazions and prescribing disciplinary measures.

d. Planaing operations and issuing directives to subordinates.

11, As -uef of a suppl: secrion, you have received a number of complaints from
qnits tnat vour section services. What would be the best method of determining,
wnether she vomplaints are justified?

a. Examinaion of records and reports,

h., Personal observation and inspectiions.

«. Personal interviews with personnel.

4. Corferences with, chiefs of compiaining units.

12, Yoo kave Leen appointed chief of a newly orzanized typing pool. What should be

wour first step in establishing mezhods of adequate control?

3

- a. Bilding vigh mo"a ¢ among the personnel.
iy,  Dividing: -2.5‘,011 silities a.cording to anilities and job requirements.
. De :.Gl‘:ﬂ’.:‘.".n’ and s :1! l shing standards of performance.
d. Devising Dorms anc Hlishing veporting procedures. : .
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Il you determine that production standards are not being met by y our personnel,
what step should you take first?

a. Find out why production is lagging. ) .

b. Establish more realistic standards.

¢. Initiate a request for more personnel. . .
d. Devise means of spurring your personnel to increased effort.

What 15 "trend' data?

a. That which shows the present position of an opération or activity.

b. Any data pertaining to one specific part of an operation. -

“r

d.

>
That which shows a change or changes occurring between two periods of tirhe.
Information which shows a comparison between like ogperations. -

-

When should a manager exercise the coordinating function? . .

oo

jo M o}

Which of the follow:ng BEST describes a liaison, officer ?

The

a o0'cn

The

o U w

[o¥)

>

On a weekly or biweekly basis, depending on the size of the operation,

As part of the daily operations.

_When 1t is apparent that the organizational elements aren't warking together.

“\When his subordinates submit a report to hxm indicating that they have com-

pleted an action. . v

3

An officer from a fore)_gn nation on duty with a ynit of the armed fources of

that nation. -

An officer of field grade or above assigned to a ﬁeld army headquarters. . .
An officer from one nrganization on detached duty with another orgamzatvon

in order to provide coordination between the two orgamzatxons

An officer detailed from one organization to another when the second organi-

zation is not functioning satisfactorily.

flow' process chart is used to note the -

rate of production.

actions of ihdividuals or to follow the movement o;mgtemals. -
productivity of a section. -

determine the availability of personnel, material and equipment,

work distribution chart is prepared in the following basic steps

preparing rosters of employees and listing their jobs.

determining organizational elements and charting their progress.
determining staffing requirements and alloting requisitions.

compiling task lists, compiling activity }ists, and recording data from task
lists and activity lists.
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has validity if it

17, A me vorement technigque
r” ¢

1. measJres wihat 1t atemnt = to measure. .

» is true in all ararrstical aspects.
o, can be readily checked)
SRR accurate in % fopmulation. S

¥

measurement technique is determined by

-

29 Tre veliability of 1

. tne accuracy of the computations.
w. ,-he positive correlation of ene item to the other items.

retestinz under similar conditions and obtaining the same results.
a. changing the cenditions of the test and correlating the differential

<

observations. .

L A v

21. The advantages of the predetermined time technique are that it .
) -

.

.. 1s extremely accuraié and mexpens}\\e.

Yy, requires administration by highly qualified personnel. |
15 adaptable to m2ny areas and localities.
statistically compatibte with correlauons and regressions.

-
.
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TEXT A3SSIGNMENT: All previous text assignments, I completing this examination
you muay use all memorandums or other instructional material accoiapanying this
, Fabecurse, . . Credit hours:- 2
Questions: 25
: - '
FE(\e CMENT: Answer the following 25 multiple-choice questions, Select the BEST
ansy

“

r for each question and punch out the appropriate item on the answer card.

. I, Wil of the following is a\probable result of the practice of bypassing in a chain

o comtand? . R '

-~ ) . At .

rdinates are encouraged to produce more.

iency is sumulated. . ' . .
ction-is increased.

’ ‘ SUBCOURSE 46--FUXDAMENTALS OF MANAGEMENT o '
\
|
\
\

o 1

odu - |

} d. . There is a breakdowy in operational control. . |
s ?‘ .

Su
b. Ei
Pr
Th

2. \WWhat are the iwo broad categories into which communications may be grouped? «
. e A

' a. General and specific. c. Routine and special.

v,  Simple and detailed, " Oral a;% written.,

| | -
Ve o VWlena ma".aﬁef 's subordinates responsible to him’ for accomplishing a task,
| wihion of o 10110"' tzzements is rue" . A .
. . A p
! e is still  narged xith full r%ponsmﬂ.;tt for accomplishinent of the task.

He is overdelezating authority
. : He is underdelecdiing avxtl'orif'\'. . )

He.ls 5711 required 1o supervise every action or decision. ) S

« . -

A

- “.‘.”}‘:‘:; ¢ the following 12 3 prerequisite for h_old'irrr 2 po"aoﬁ‘responmb ¢ for the "
Beriornince of & rask ‘ . .
r .
. .3, 3Twe person has oroved inat he can perform,the task effectively.
. P ez hegn lelesas =i the wuthority necessary to accomplish the task.
¢, The zask aas been as=i1zned to the person on written orders, 7 .
P Ao eov Az been .esaned a managerial noamon in the organization, L

4 v
. R i ’ -

r
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WWhile preparing the monthly report for the unit of which you are supervisor, vou

note that production figures have fallen “elow the established ‘standards., In the
process ol determining the reason and taking steps to correct the deficiency,’

-

U . » » '
with which fuaziion of management are you primarily concerae 19 hd
\ ‘
\ ' ! '
a.  Plannwnaz, c.” Con’rolling,.
b. .D\recting. d. 'Coordinating, .

Which df the following is NOT an advantage of the use of the conference for the *
purpose of securing coordination? )

a. It provides a common meeting ground for superiors and subordinates. *
b, It,permits open discussion of points that may require adjustment.

c. It saves time, since directives do not have to be prepared.

d. Its informal nature contributes to the resolving of differences.

Lieutenant sones 1s in charge of an office in which Miss Bee, Miss Cee, and Miss -

s R b . . W
Dee are workers. According to the theory of V. A. Graicunas, thers are several :
vpes of working relationsnips among these people. 1Which of the following terms

is used to express the relationship between Miss Cee and Miss Dee? .
t B

|
|
J
f
a. Cross relationshio. ‘ ¢. Direct group relationskhip. .
b, Direct singie relationshin. . d. Indirect singie relationship.

The gashering of facts and assumptions affcciing a proposed task and the study of

those fasts and assumiptions are specifically included in 'which of the folloving

processes? \

a. Forecasting. ¢, Coordinating. >
b, Controilirg. d. Policymaking. .
—
Which of the following statements BEST describes the function of controllinz® - '

a. Itis the accomplisnment of the mission through the correction of m:stakes
in the execuilon phase of the operation. .
o. It is,the process of seeing that everything is done according to establisned :
plans, procedures, and policies. N
¢. It is the function which insures that each of the other management funciions
is \x:orlzing effectively toward the accomplishment of the mission,
. It is the act of comparing actual performance with established standards,

2.

)
* . . ~

Waich of the following would result if there were full application of tne principle
of wnity of command in an organization? ) H .

-

a. Taere would i.e ne supordinate or intermediate manager between the wo. ker
na tne commander of the organization, . %

Qo andiviaual wodld knew 10 whom Lie reports and thom Leodire s,
-« Trere woula ue .t same numper of suvordinates dixioctt-d GV LAl sebutisor,

B

o

.
P

M é

-

b

A, Ihere woud Le aivegt tines of communi ation tewween a2 worker and 1.6
various : i{"azers. ) .
. , . v
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Which one of the following should have the LEAST influence on the extent of the

span of control in an organization?

-

The cost of the activity.
Tie time it takes to do the work,
The distance between supervisor and subordinates.

The nature of the work.

How are personnel requirements affected when the span of control 15 reduced 1n
an organization?

‘What is managemen: by exception?

More supervisors are needed.

Fewer supervisors are needed.

Fewer workers are needed.

Personnel requirements are not affected.

All decisions, without exception, are made by the manager.

In exceptional cases the manager delegates complete responsibility to one of
his subordinates.

In the manager’s absence, he is represented by his chief assistant.

Routine matters are not called to the attention of the manager.

Which of the following statements BEST describes the function of coordinating ?

o'W

Q.0
.

. 2 .
- 18 %

I: is ke consultation of the manager with nis subordinates to secure their
cooperation oward accomplisttment of the mission.
condition wheremm individuals are working together in narmony.

eries of posm,"e actions tat{en b*' the mana'fer to insure that all ele-
f the organization are moving ''on course” toward the objective.
integrating of all efforts and details necessar; "o attain an objective
mplish a mission.

he value of an administrative activity determined?

By an aralysis of production costs.

Bx the numver of individuals for whom it performs services.
By the compiexit:- of it3 operations.

B:- the services it performs for the using agencies.

inclination c¢f individuals to work together informally is called

delegation of authority.
unity of command.

group association c.
division of work. d.

~
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17. The purpose of a policy is to
- - - - » - w
a. direct operational procedures, c. establish organizational objectives.
p. limit manpower requirements. d. provide org zanizational guideiines,
¥38. Which principle of management is violated when a worker is required {o report
to two different superiors?

a. Span of control. c. Unity of command.
b. Delegation of authority. d. Allocation of resources.

19. A common complaint of managers is that subordinates fail to use initiative. Ex-
i clusive of personal deficiencies,” subordinates may not use initiative simply be-
cause the manager usually overrides their decisions. If such is the case, how
does the principle of delegation of authority apply?

- a. The manager has overdelegated authority.
b. The manager has underdelegated authority.
c. The manager has properly delegated authority.

d, Dezlegation of authority has no bearing on a subordinate's lack of initiative.

20, Assuming that you are the officer in charge of each of the following activities at
your installation, in which would you find coordination least difficuit?

a. Armed Forces Day celebration.
h. Nth Army bowling tournament finals.
c. The annual United Fund drive.

d. Settmg up a training program for post supervisory per sonnel.

21. The flow process chart is used to note the

rate of production.

actions of individuals or to rollow the movement of materials.

. productivity of a section.

. determine the availability of personnel, material and equipment.

[oNIES TE o 2 V)

1~
o

. The work distribution chart is prepared in the following basic steps

a, preparing rosters of employees and listing their jobs.

b. determimng organizational elements and charting their progress.

c. determining staffing requirements and alloting requisitions.

d. compiling task lists, compiling activity lists, and recording data from
task lists and activity lists.

23, A measurement technique has walidity if it

a, mea sures what it attempts to meastire.
b. is true in all statistical aspects.
. can be readily checked,

d. 13 accurate in its formuiations.

4 1 8‘1 TXANM 46
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4, The relivnlity of a measurement technique is determined by

(4>

a. thie accuracy of the computations.
" h. the posiiive correlation of one item to the other items.
¢. rete<ting under <imilar conditions and obtaining the same
esults.
i, changing the conditions of :he test and correlating the differential
observations. y - .
9% . VYu are the chief of a department which 1s subdivided into three sections. It is
tne policy of the organizauon to decentralize authority and responsibility. In
winch of the following cases wouid you be adhering io that policy?

a. The wife of one of the workers in Section A has complained to you that last,
we=k her husband ¢idn't bring home any pay because he lost it all gambling
at work. -She fhreatened to inform the police. The organization has a strict -
po.ic aga.nst gambling, and violaijon-of it is cause for disciplinary action
or dismissai. You investigate and find that there are varymg degrees of
violation in all departments. You call in the three supervisors and tell
them to clean up the situation. You do not divulge the name of the employee
whose wife called, on the basis that you want ali gambling stopped.

b. You are sirolling through Section A and see a worker sitting idle at his
machine. You reprimand him severely and immediately return to your
oifzce. N

c. You Have a rush job which one man can do in about 4 heurs. You go to Sec-
non B and find the supervisor is at iunch. You select one of the workers,
e\ptam th° I".lah JOb and tell him to siop whatever he's been domg and start

‘xow :ecrp:ar" seems ha\e more work that she can handle. You know,
howewer, thai the secretary in Section C is very effecient and always seenis
caughi up on her work. One day you asx her :o help out 6n some of your
secretary’s work, and she does it so Jickly and efficientiyfthat you continue
g1ving her work to do. Her :uperv':or comes to you and protests that his
secretary is overburdened as a result of the exira work and no 1onger ha~
time to do vours. You reply that the needs of the organization come firs

and that is whv you have told his secretary that your work should have
priority. :

[N

U

'
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