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MANAGEMENT THEORIES

26 August 1963

COLONEL INGMIRE: Admiral Rose, Gentlemen: You are aware of our responsibility
in the Industrial College as to the management of national resources.

Today we start to'underline the responsibilities, the definition, the tools,
and the techniques which are involved in management as a whole. The details of how
this will be accomplished in this element of Uni¢ I which you are now undergoing
will be covered in the second session this morning by your faculty instructors.

We are most fortunate to have to kick off Management Theorieé a man who now
holds one of the two Mead Johnson chairs in the United States. This is a very high
honor given to Professor Mee as an individual. It has not been given to the uni-
versity to be filled by whoever they see fit to put in-it,.

You have read about the various jobs that Professor Mee has held, the various
titles. As I mentioned to him, I didn’t know whether to call him colonel, chair-
man, president, professor, doctor, or what.

So with this element of indecision on my part, I take great pleasure in intro-
ducing to the Class of 1964 Professor John F. Mee of Indiana University. His sub-
ject is "Management Theories.™

Professor Mee.

PROFESSOR MEE: Admiral, Gentlemen: In the moments that we ha§e here to go

in to explore. this area of management theory, let’s hold that little.individual

visual aid that you have until about a half-hour passes. That comes in the summary,
‘but I thought it would be better for you to have it in your hands, and then you

- will be sure at least to have something to take out of the room. So you'll have

that, and I'll tell you when we come to if.



We are on the subjeét of management theo;ies, and, believe me, if is a
pleasure to explore‘with you the several theories of management which have
emerged and which are in various stages of development. With few exceptionms,
management theory is the product of the present century, the 20th century. A".
chronological and analytical_study of the development of management theory
during this 20th century leads to the following conclusions.

The first conclusicn is this: Management exists as a distinct and identi-
fiable intellectual activity which lends itself to prgctice9 to study, to teach-
ing, to research, and to experimentation. It consists of a body of knowledge and
a set of proficiencies or skills and a value system for decision making and man-
agerial behavior.

The second conclusion is: The development of management theory indicétes
a chronological relationship to the development of the economic, industrial, and
political climate of the courntries where it originated and evoived, namely, the
United.States, France, and England. This is a very important point, because we
have virtually established that management thought or management theory in any
nation or any country does not emerge and evolve and generate any interest until
that nation or thét country has an industrial climate, an industrial development,
or something to which management thought orAthegry can be applied. If it is strigt-
ly an agricultural economy, that.mandgement thought has never emerged. So the man-
agement theory came in the indgstrialized.nations of the worid.

The third conclusion is: In.the United States the genesis of management
theory was from the area of operative work. In Europe it was from the executive
level of top management.

The fourth conclusion is: The development of management theory resulted
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from the contributions of certain established disciplines and evolved into a sep-
arate and distinct discipline capable of contributing concepts in return to those
disciplines which nourished its origin and development--such as engineering psy-
chology, now mathematicsi sociology, and the like,‘

The fifth conclusion is: Management theory developed in successive stages
which may be identified and characterized by the use of concepts.

The sixth and last conclusion is: The conceptual framework for a theory of
management consists of elements or functions which may be identified and combined
in accordance with the desires or requirements of those responsible for the operdt-
ing institutions in the economy. Therein is this concebtual framework which you
have in your hands, the yisual»aid, shich we will move to.later,

Now, for the purpose of this presentation this morning, the following opera~-
tive definition of management is used: Management is a function.the performance of
which requires a way of thinking for the choosing or setting and the achieving of
objectives within an environmental situation, through a process of intelligently
utilizing human talents and facilitating resources,

The key items in this definition are: (1) Objectives; (2) A process or
ways and means for achieving them; {(3) human talents.and resources; and then .the
all—importaﬁt way of thinking about.management.b In many respécts.management is a
way of thinking,djust,as phemistry, mathematics, physics, or. law are considered
ways of thinking. |

The first identifiable stage of management theory was the one called scienti-
fic management, which sparked the management movement in the United States. As we
-.move into these various states, let me put up . here (on the blackboard) the,first
‘stage of scientific management. I.am not going to bore you with scientific
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management—--you've heard of that--except to show that this is the point of refer-
ence or point of departure. Scientific management was conceived by the pioneers
in management theory at the outset of the present century. 1t was presented as

a philosophy or mental attitude with some mechanisms for the intelligent use of
human effort. The emphasis was on méximum output with minimum effort through the
elimination of waste and inneficiency from human work and from hﬁman effort at
the operative level of performance.

If you were ever to go back--which I am sure most of you won't--and look
at the early writing in this area of scientific managemeﬁt you would find that it
was all aimed fundamentally at one major purpose-—-to separate waste and inefficiency»
from human effort, thereby getting greater productivity.

The conceptual approach to the theory underlying scientific management was
this--a very simple approach. First, there must be experimentation and research
in work. Secondly, the setting of work standards by the.methods of science. Stand-
ards must be established. Third, the scientific planning of work by the managers.
Planning was considered to be a managerial function. Fourth, the maintaining of the
work standards by proper organization and effective controls by managers. Fifth,
provision for cooperation between workers and managers.

The philosophy and the mechanisms or practices of scientific management
established the frame of reference for successive management theories. Some present-
day scholars and researchers have reinterpreted here the philosophy and essence of
it. For the purpose of building a conceptual model of scientific management theory
to enable comparisons to be made with some other theory of management, some modern
scholars have tended to forget that scientific management'theory consisted of both
a philosophy .and a mechanism, and some of the later behavioral scientists have used

&



only the mechanism to make a comparison with later management theories.

For instance, Ransard'Likef¢ in New Patterns of Managemén . which you may
have read or seen in your library--it was selected as oﬁe of fhe five‘besﬁ books
on management last year~-on page 6 gives this model for scientific management, or
what he calls classical man‘aggfnen_t theory. Behavi’orals conceive it as this way:

First, you break thelﬁﬁtal operation into simple component parts or tasks,
namely, motion study. Second, you develop the best way to carry out each of the
component{parts or tasks. This wquld be the one best way of Frank Bunker Gilbert,
lthe.industnia}lgggipge;. .Ihird;L§q#.hi:e.pegple with appropriate aptitudes:or
skills to.perform each of these tasks. ;ﬁ you.remember your hackgfound, this would
be Taylor“s;songgpt,qfu;he firstéclass«man; thevman who was. qualified mentally,
-physically, .and morally fo do the job. HFoufth?quu‘t:ain people to do their re-
spective tasks im the specified9 hes;-§§y1_\Ihisﬁwaspaﬁq@ssion.uf training workers
to enable them toﬁinc;easq.;hgir»ga;pipgg t@rqggh;thefincentive system, Fifth, you
prov}de“§p?eryisiqn ;ovsgeA;@a;L;pgy?:;hg;yofkerss perform the designated tasks;
using the specified procedure and at an acceptable rate, as determined by such pro-
cedures as timing the job. Here entered the time study. Where feasible, incentives
in the form of ¢ ipdividual or group piece rates are provided.

This briefly outlined conceptual model considers the mechanism of scientific
management but it ignores the philosopﬁy or mental attitude that the pioneers of
scientific management emphasized_whenAit was introduced into the economy. Some
management theorists temd to cast doﬁbt and aspersions on the §a1ue of classical
;s;ien;ificmmanaggment theory by cyiticism similar to the following quatation, as
you will see:

“Clagsical management_theoFies emphasize that the particular job and work
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cycle for each rank and file employee is to be clearly specified, and that he
should be closely supéry§§eq;tb bebsure thg? he adheres to the task as specified.
Implicit, if not explicitigig éhis theory isAthe concept that rank and file employ-
ees cannot be trusted to dp éifull day's work, tﬁat such employees will abuse any
freedom given them by ceas1Q§7to work or by engaging in wasteful activity."

The behavioral sc1entlsts today in their research and development of man-
agement theory cast a great deal of doubt on this basic classical management
theory, and some modern managgpent theorists, after establishing this model for
classical management theory'fﬁgf‘ﬁits their purposes, then proceed to illustrate
the virtues of their theories in a comparative manner. They use éomparatiQe con-
<cepts such as this: They talk about classical mapgggmepﬁ_tbquy"ye;sus the partic—-
ipatiwe management theory here, of cooperation, namely, your psﬁcholqgists; sbéiolo—
gists, and anthropologists: |

" They have many good points. I justthpe.;9 seefthem.make theirupoints by
casting doubt or aspersions on what worked so well at one particular time. They
will talk about job-centered management versus.employee-centered management, or
autocratic management behavior versus supportive management behavior, or manage-
ment-set norms yersu$ the shared norms in productivity. They set it up to an
either or an or situation.

Now, when such comparisons are made, it seems‘only logical that the follow-
ing considerations should bg,gpplied to any suggested theory of management, and
in dealing with managgpeﬁ; or management theory this is a very important approach.

First,rfmanaggQgPE;thgory shogld always bg viewed in the proper time per-
spective. ﬂha;:workgdwip“¥qognproba§}ykwi}1:qufvgrk as well today as what we are
.. doing., "But, likewise, what we find today in;management theory that works well
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probably would not have wgfkeq too well in 1900, This we find.to be especiallj
true when we work with‘the¥ed-gailed delayed nations or underdeveloped nations of
-the world. We flnd great dlfficulty if we try to advance or teach thgh our more
sophi§1cated management theory in the 1960's here in the United States instead of
startlng w1th the Ba51c management theories or management phllospphy and then grad-
ually building up to where we ?fguat the present time. So that we view management
theory in the proper time'pefsgietfveo | |

Second, wefshould view it witﬁin the gomplete conceptual framework of the

.

theory in the time perspectLVe of when it was established.
we should view it :
Third,/according to the value system that prevalled in the time perspec-

tive in relation tb the cOnceptual model that ékplains the ththyw There was a
g :

different value System in 1900 than there is in 1960. ‘We view the management

theory . acccrdiqg t¢ the scale of value BT attltudes that are. prevalent in. the

matien.at the time. that~we.apply the theory,

Classical manggoment- theory, namely, scientific management,.emerged over 50
- years ago im envirommental conditions different from today in the following main
ar_eas: ‘

(1?;Aﬁ;§9h99435§?ﬁ;:????f?ﬁ%??ﬁ:ﬁ?ﬁ;:???ﬁéﬂ??ﬂCiﬁgfthe-indUStrial revolution
~in 1900-aad-aot this-selentific revolution that.we have in the 1960s.

42) An sconomto snviramment in which the United States before 1900 had about
5‘percggt“gi*5@8”?9¥%§¥§?E9R¥¥§fi99Haﬁdw7jﬁﬁ?9?5ti°£ ;he _land,..area9 and had produced
-about l5upercent.afmthe.worlﬂ‘s wealth, not the situatiqnﬂtoday'mhére we, the United
7.percent 9f-¥§é“V°?§§T§H¥ﬁﬁé*§?ﬁéa bqt a proggction record of some 50 percent of

s , A | st N e it |
the world's wealth, and w¢ are running at approximately 42 percent of the world's
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income per annum. No other nation among the some 117 nations in the world has a
production record such as ours.

(3 : " & political environment which advocated democracy with private
enterprise, with complete‘freedqm of managerial choice for progress or failure. Our
political environment provides the best climate for production in the world.

(4) A social environmeptiwhere in 1900 the educational level of the work
force was fifth grade or less, compared with today where 60 percent of our work
force is-either a high-school graduate or has some collége training; Before 1900
about 80 percent of the population‘ii#édwin_rural.areas.compared with 80 percent in
the urban areas today. So there wasa different enviromment of management theory
50 years ago than the environment we have today.

So a point is being made, right now, that management theory is subject to
change and that it does change in response to changing ec0nomic; social, technolog-
ical, and political cenditions in the environment. And. any management theory should
be viewed, critized, §r commendgd inrrelation>to_the conditions in which it emerges
and is used effectively. \

Another point is being made that magageygptrtheqry,asuwehknow.it began.with
‘the philosophy and mgghapism_éf_§gieq§i§ic management, now . referred fo.as classical
-management -theory. This theory provides the starting point and a reference point for
subSequentTtheories in that it contains, first, a body of management knowledge,
second.a set of management skills or proficiencies, and always thevyalue system that
aided managerial decisions and influencedgmanagerial behavior.

The value system that many qf us g;ew up on for management in the United
States came as a result of our béing programed in our grade schools, our high
schools, arougd the home, and in any university teaching in our belief in the more
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efficient productivity that could be realized from- -a division of labor or the
»ﬁécgory"system, or farmany of us thg_éo—gal%gd:?u;itan ethics that programed us
when we were young, the Puritan or Protestant ethic, if we went to that area, or
the teachings in Rerum Novarum of Pope leo XIIL, which was one of the great social
documents that gave approval to persopal ownership and established a basis for the
'personal-GWHérship iﬁceqfiyeau We were influenced by what was .called social Dar-
winism or ruthless~competi%i@n in the belief that if we competed ruthlessly then
the strong would always be with us and we would no;.beuhampe:éd.by the weak.

on
There were such things as the achievement motives/which now McCléllan—-if

you have read his book and his research from Hatvard on The Achieving Society--
~claims that the ggppd@ic'grqwth of’our Natioﬁ or other nations may be more adapt-
.uable or:tracggbleitptggw.weiwer@ programed in owbrains and our achievement de-

w;ires‘uhen:#éfwe;glgéﬂgg}ﬁpqhﬁthe literature, such as Horatio at the Bridge, or

\

- The Cﬁgggewoﬁm_ 2. Light Brigade, or the Message to Garcja. We never krew what was

TATR

-in ifgfbutmhelgctwﬁhgrga‘ There was the story of the little boy with his finger in
the dike. He should have been at bome,“buthalligfghtbye stood out there.atvhis post.
Then there was . .the accouptugﬁwhqw they ;kaxphe,good news from Ghent to X. From
all of these that.we were programed with we got the desire for achievement. What-
ever objective was set.we must accomplish. Mggle}lgn;bas shown the various soci-
eties or nations having ggg;gatlrelatigpshig between what the young people were
taught in their early schooling and in the homes and their desire for accomplish-
‘ment or ‘achievement.afterward.

So these value‘systeps thattwerhave‘ﬁave a»tremepdous influence on us as man-—
agers and our decision making and our‘pggagexial behavior. So some knowledge of
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the fundamentals, philosophy, and mechanisms of .scientific management is essential
to a preper understanding of subsequent management theories in the area of--if

you do your reading and»yoq getLiqto this area of management theory, you ﬁﬁhd
these other»terme—o;gguiza;iqnvt@g@;y or control theory and planning theory, or
the management progegs;;pégry,for.decisiqn.theory,.gsing this new .area.q@f manage-
ment science, or ;helyghavip;al and social-system theory, or to govup into the‘
overall umbrella, the af@?;?£;@?“?$9@?ﬁt‘$Y§F3P$;the°Fies' All of these came and
developed.

A case can be .made that all present-day management theory had its seeds in
the first identifiable stage ofmmanagementv;heory,.nagely,,scientific mapnagement
or classical management ;Pequ,;whigh‘dgm;ua;edf@aqggement.;hogght until about 1930.
Then there came a segondgstage‘of.maaagemeat-thegxy orwmanagementuthapght which ig
called organization and system. Starting in the 1930's we began to. change our prp-
graming and thinkipg about managepent.and moved in here to.a second stage .of man-
agement theory?whiép is characterized by the name and coﬁcépt of organization and
system.

This conceptual framework requires the concepts of both administration and
management, which have caused us some confusion later as to what is the difference
between administration and mapagement. But this concept requires both of them.
Administratiqn-represgatgd‘;he;gwne;shipwpqipg.Gf”view,.&nd it involved two things:
(1 therfermulatignsgprbxicies,wapd‘(Q)che establishment of the organization.
This was.the.era,thgﬂ'ghepzwe came in .and deye;qud to Profigiency.the line or the
line and staff concept,of.o;gaaizatioﬁ,ﬂgnd,vsqugdLy, the divisionalized organiza—
tion, with thisAc9pcept-of'4egeatx&lized~gp¢rations1with\central poliey'control.
This was an .adaptation of.the Taylor functional foremanship concept of organizatioﬁ.
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But Al Sloane, in 1921, faced with a reorganization of General Motors, reversed
it and applied it_tovthelgop instead of the operative work,tand the -management
coﬁsultants for years have been making & good living introdiucing and explaining
this to other firms who need thié“typé of organization beéause of their growth
and success and more eomplex markets. This, of course, makes ﬁ#e fﬁr a great
many management development programs through the country.

Once the organization was established by administration poiicy, the
organization became the mechanism of management for carrying out.the work assign-
ment through the system, which was coppeived of a network of routine, operating,
and control procedures. So, adminis;;ation policy set up the organization. Then
eﬁters‘management. You need the two terms. |

Management represented the confrol point of view to assuré the proper per-
formance of work within the organizaﬁipn in accordance with prescribed work stand-
ards. The scientific management theories continued to be applied to work at the
- operative level for the purposes of,separativgi waste and inefficiency from tHe
operating procedures by devising the best possible network of operating procedures
or routines.

.pr,uas;anﬂaside,mwe could say that during this same period, the 1930%s--

I doubt if any of you are old enough to remember--military officers or managers

of company and field grade used tables. of organization, tables of equipment, stand-
ard operating procedures similar to the manner in wh;qh the industrial managers used
. organization and system,as.g.ﬁay of managemént.thinking.u

The vi;alAor.a;gqn;cﬁqugtions of management were inherent in this organiza-
tion and system conceptual framework of management. Administration performed the

functions of goals and planning for policy, the organizing function and a general
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control function. Managemeht pe:ﬁgrmed the functions of leadership--the motivating
or the directing and the operatiygmg¥§nning'and the operative controlling. This
organization and system stage of ﬁa§§gement theory from about 1930 to 1945 provided
the foundation concepts for subsqugg?‘efforts in organizing theory. This is the
time the books came out on organiz%?égn and on organization théory° That was from
two different approaches. You can test yourselves now as to how ybu think about
this.

There were two fundamental aggtgaches in this organization theory. One was
the assumption of first establisbing‘an”organization and then proceeding to planning
.and»éqntrolling~w0rk pgrﬁqrmagcg~yithin the~orgapizgtion;to«aghieve the objectives,
-You establish your‘organiza;ipn first and”thenkdp your.work in it, or in the second
: assumption~we“ch9055qp:~set:anaobjeptivemand3thgnido the .planning to achieve it--

- design the organization im accordance witbr£bgfp{anrand:base,the éontrolling function
--upon the plan. qu,”iﬁlyoq;'thgugh;ﬂis t?? ﬁegggdmassgmptions then .you are well
equipﬁed~to.go igtovprggra@:evaluatianreviaw;tg;hpiques, or PEP, or LESS, or the
critical pathipe;hod?‘agg ;@g&qewhprgjgg;:FXPg“qffprgapization or the Matrix type

-of organization, yhicp ig.nqwuag.g§tgg§igqTp§w§§e.proj§ct type of organization,

where PERT is no longer satisfactory ﬁgrvmagg.Pgojgcté and we change from PERT to
RAMP, which is“resourqg‘é{Lgcgtiqﬁ fog gqlE?g}e(grqjectsg and we have a Matrix type
ofﬁorganizapionnwhighsis fp:.thg-mu;;ig}eﬁgrojgct,types of organization.

But, without.the fundamental concepts to move in there, we have difficulty in
,adjusting our thinkiag“t9~tbe mission. 392*4“?%P§ thgﬁstage of organization and
_system,.ho;h.organigg;ipnAggdAmanggemgﬁtquygiggq;i@ereq to be separate fields or
areas. The major books were entitled.pyggnizgtipp»andlManagement in this‘period?
It's horrible,nOWIWhen‘wq_look”atvthganqksigyvtbis particular period. of organiza-
tion and management, bgcagse_they are all‘virFually the same. The first chapter is
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on the industrial revolution, the second chapter is on organization that briefly
designs line and staf, the third chapter gives a definitionl¢f system and what

- system is, and then there are 27 tow§3w¢hapters describing_e#éry proéedure'in
detail, down to the number of copies gpd the number of steps ﬁhat were!ever de~-
signed from a.plan.

Of course, this was horrible,.beqause, in the schools of business and
engineering, we wefe forced to txainﬂpp_én obsolete product. By the time we had
the boys memorize all those operatipngrocedures the world ougside had improved
and we were constantly having the boys memqrize procedures thé; were no longer
;pplicable. So this didn't suffice or stay very long.

The second thing that came out of the organization and system concept was
the control theory. The control theory emerged from this organization and"system
stage of mahagement. Inasmuch .as work routines or procedures were established t§
carry out the activities of the organization, the main efforts of managers were
considered to.be_those'of‘gxegq;ive.cqnt:ql.tq»maintgin the work standards. So
~at that time the manager did executive control, and there were many books entitled
Executive Control. They were in control of the routines or procedures.

Systems theory also had its root in this stage of management.

A third segment of -managepent theory had .seeds in organization and system .
This was the human relations movement which began during this management theory
era_anq.haé since transcepded into the behavioral'SCiengertheory stage. Consequently,
the value system has been modified to emphasize the’ethics of human considerations
v..alnne'vwith the work ethics and all dominantimaterialistic éthics. The commodity
- concept of labor‘has.bécome less popular since then.

Now we come to the third stage, which ye are all in right now. This is the
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area of the vineyard ip which we are all working heavily today. This is the stage
of management theory here called thgqpagggement process. An example of this for
the Air Force officers is Air Force_Mgggal 25-1. The title of that is The Manage-
ment Process. This is the’one that wagwgonpgived and promulgated. This management A=
process theory‘has-beeﬁ'prevalent sipce'about 1945, up through to 1960. This was &/
where the general manager approach to the attainment of -desired objeétives char-
acterized this third stage in the devg}gpyent of management theory.

During the 1940's the conceptua}f?;amework %or management developed into
this process that could be used as a general approach to the achiévement of objec-
tives for an enterprise as a whole or for any portion of it. Whereas managément
theory had previously been associated Qi;b production and personnel, this concept
of the management process also was being associated with the funétions of selling,
marketing, and financing, and likewiseAail functions in governmentsl agencies and
military operations. The Internal Reven@g_SerVice for the past 5 or 7 yearé has had
a very active and successful management development program using this management
process as the base. .

Management thought became orienﬁgé around the identification and refinement
.of the elements or functions in this maéégépent process. The concept of professiomal
management then diminished the distincgégglbetween administration and management.
Today we use administration andﬁmgnageméﬁgyvir;ually synonymously uniess the author
or particular institution gives aﬁ opera;iqnalidefinition that one is different
from the other. But in the literature we have combined administration and manage-
ment. Either or both are considered as a management process or the administrative
process.

The governmental institutional and pOl*tical pressures on professional
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management--when I talk about professional management I mean that managers of our
industries today don't own them, they are professionals; they manage’fér pay--—

to justify the existence of private enterprise generated interest in the setting
of socially justifiable as well as economic objective for business. The exper-
iences in the war economy and the subsequent period of réconstru;tion stimulated
interest in the pLanning apd decision making functions, because of changing con-
ditions and situations,

The”growth.cf‘btganiiations in size and numbers of employees necessitated
the study of'diViéiSnaIizéd or decentralized types of organization. What is extreme-
ly important is that the engineering s¢ience and managementzedggation ﬁrogram of
World War II furgifred management theogy.through thig mariagement process, just as
scientific management was established during World War 1. Tﬁéke‘developed the con-
cept of ménagement‘as a process that consisted of-défiaite anh identifiable elements
or functions, namely-—in the process qf management you say, "I am a manager. What
is my mission? What.do I do?':

First, the setting or acceptance of an objective or a goal.

Second, the forﬁulation of policies as guideé tb thougﬁt and actions.

Third, the planning to achieve those goals within the policy.

Fourth, organizing to put the pians into effé'ctu

Fifth, the leading or the motivating or thé'dﬁfegting of the people iﬁ
the organization to carry outwihe plans.

Sixth, the controlling of the activities in conformance with the plan,

The concepts which were inherent in the_scigntific management approach and
the organizétionwand.system framework became sharply identified and combined

into a system of management thought or manageTent theory. It is this management
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procéss that is used in the university and the company management-development pro-
grams of 3 to 6 weeks' duration today with certain differences of viewpoint. Now
there is one very definite change starting in this management process amongst var-
ious comp&nies. As you go-aleag here in the process, Hdving given any objective,
fhiere ;s:thé.planﬁ;qgfﬁungtian,.the oxganiziﬁg,functiqﬁ,ianﬂ these remain constant.
Eut then on the star;kqf.the managemgnt theory, where-we ﬁdu1d have directing or
motivating of the peoplé; and thgﬂ-cbptrollihg thei; actions into conformance with
the plan, many of ;he;gogpgaéﬁgngégy:é&il;hu;e\the‘pLanning»aﬁdue;ggnizﬂngﬁﬁbpt
instead .of the<di£pc§igg,p$ungntfqlling Lhe& will use integrating and measuring,
measuring performance. |

The .reason is ag,ig;lqws,vaéd_the.reason-is alﬁo.;nfluenced by the research
in the behavioral scieprces. This has &ore?of‘tﬁe management thought, or theory, or
attitude of the so-called sciemntific management or classical management theory
where the manager, given an objective, plans to.achieve it, organizes to effect the
plan, and then digects.g;fﬂgf§§§;gs:g; }ggds‘hisnggple in the.organization to that
objective in the plan. Then he performs the controlling function to be certain
that if ther? are any errors that need .adjustment he will take the action.

Today invyour,iargep.organizgtions, instead of this directing ér motivating
. the concept of'integra;ipg is .used, which is.one of shared values.and participating
management. It is believed that if employees are given the quectiVe or. the desired
-result and then left to themselves ta have great freedom of how they do their work
. there will be.grea;e;Jpgoﬁqc;iyi;y than if tbe mgﬁager tells them the one best way
 o;fhow.to do thei? work.

Under this concept thg_mgggggr_mgst ye satisfied to achieve the objective,
‘1eav1ng the emplpyees;frge@oTntdj?ake_mapy degisiqns as to the how, rather fhan

16



telling them. Then, if*pqrrections-gre needed, if erg@rs‘have-come in and correc-
tive action is needed, instead of the manager taking the actien té_do the control-
ling, the information is provided to the employees,ﬂanq_tbey.thea are the ones who
take the correctiye‘gption_to~ggt~ba§k on the plaahingubgamvtoward the objective.

This is the basic cohcép§ that is in this.Patterns of Management by Likerd,
or the concept of supportive management .or participative management that comes with
a higher educated work foree and supggsedly.a;dg?and’now from the empleyees for more
participation or cooperation in the conduct of organizational activities.

So.the»@anagement.process is in, it:isjestablished, managers all over are
being trained, educatéd, and coached in the use.of this management process.

Now comes the fourth stage° A fourth stage of management thought is develop- ;
ing. This is where you have that individual visual aid. It hasn't got a name yet.
We'll call it a conceptual ﬁnamework,ofﬁpanage@ent that indiéates the various seg-
ments of.management.theorf that are developing‘gnstbgt somghow we must put together.
So .this fourth stage of_mapagementhyhgughtlis gevelqping from the concept of this
madagementhp:ocess to a broader pevgpective of'a“pbilosophy which includes state-
menta of the purpose of a business and the ethical beliefs relating to the conduct
of business in additionmto;the.management process;

The management process has also been used as a basis for the conceptual
framework for a newer theory of management. Thought streams and conceptual contri-
butions from the disciplines of maghematics9 psychology, sociology and anthropology
are being integrated with.the concepts of a management process in a theory of man=-
agement,

This conceptual framework for the development of a universally accepted
management theory consists of certain factors; elements, or functions which éan
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be identified and combined into & system of thought. Management theory has devel-
oped to the stage where it has its own identiy, distinct and separate from the other
disciplines and subject areas of businessar An example is illustrated on this page
now which you have 'as a visual aid, Briefly let me explain it. The area of man-
agement that we have here starts with the choice of objectives. The choice of ob-~
jectives fqrnany military, business, or any type of organization is made within a
changing Qnyirqngent in which the egonomic environment changes, the political envir-
onment Chaqgg§, the technological enviromment changes, and the social environment
changes.’ So it is extremely important that our leaders, whether fhey are in bus-
iness,'in_goyernment, or in the military, have an understanding of the situation
and the changing situation in our environmment as to the choice of objectives.

Some of you may have seen the little report from past-President Eisenhower's
Commission op‘National Goals. For the first time, to my knowledgé, the President
of the United States established a commission to set the national gbals for the
United States. In there there were eleven domestic goals and foﬁf international
goals set. Now, if these are accepted, they will have a great influence on everyone
else in the United States as to integrating individual business or industry goals
or firm goals or university goals with oﬁr national goals.

So that we maké the choice here soqehow of objectives. Tﬁe beautiful part
about our Government or political climaé;}is we do have great freedom of choice or
latitude in setting those objectives. ?his gets done with a process of decision
making. Herein comes the whole area o% the decision-making- theory of management.
There are management scholars today, and if you read publications; they say, |
“"Manggg@gntvis decision making." Well, this is a partial truth. .But L would.sub-

Rt to you gentlenen that all of you could make decisions all dsy and nothing would.
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happen, unless the decision is implemented. I have made beautiful decisions and
notbiqg has eyer‘happened from them, and you mayﬂhave experiencedwghevsage_th%ngi_»
' ' !
But this decision makipgvis in all of the.maﬁﬁemetical modeﬂs how,the managemepé
science and the approeches as to- when faced with diffe;ent eltefﬁat;ves or tﬂiﬁking
up different altéfﬁafiﬁes. Which one do you choose and on ﬁhap Qasis? ﬁs it for-
a basis of ﬁealth; security, a quantity of something, qual;ty of'soﬁething, the
‘time, the cost? At least the decisioﬁemaking theory helps pe to Be)ﬁore ratibnal,“_
objective managers, in that it sha:pene up our decision»making fencﬁieﬁ ahg ability.
Here is your whole area;of your decisioﬁeﬁeking'theory; |
Then, of course, your process of c;eative fhinking or the scieﬁtific method
can only give you a new or better alternative for yduftdecision—making~theory.
-Coming down here to this next line.of the concepts.model, strategies and
techniqﬁes,;thesepruld be the . ma;hemeticel_models. These are your strategies
. of Minimax,or,Random or Coldation here in decision makingg or the techniques, yopr
linear. programing, queulng theory9 Monte Carlo your varlous quantitative. or man-
-agement .science models, . where mathematics is used to help quantify the. alternatives.
This is an area where mathematicians and economists are wo;king, saying
"This is management." This is decision theor§Q ‘But; once these decieiohs are
made and the objectlve is set, I maintain that it becomes necessaty to melement
those decisions with our old frlend heres wblch has been establlshed the so-called
. -management process, so that, given any ob;ective 5 sdmehow there mpst be plannmg
to achieve it, organizing to carry out the plan, end then you can direct or inte-
grate or implement, and them control dr'meaéﬁre; | ‘)
So here is where you have maeagement theory woxking on this management

process, down here in this process of management. Then, just to be spure that we
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have all the help and information we need, we have scholars researching on each

one of those functions. There is an area of planning theory developing, an area
here of this eorganization theory developing, motivation theory developing, and con-
trol theory deweldping.

So, when we get down here to this organized effort for human performance,
this is how we get many people and put together the work, their work functions,
their talents and abilities, and their attitude for performance in any given organ-
ization. Here is where we have our social systems theory and our behavioral sci-
ence theory, our participative management, our sociological theory of interactions
and beliefs, our hierarchy of human needs theory, as to what causes ﬁeople to want
to work or to do as they do. We have this whole area here of organizational or
social system theory.,

Then we get down to applying all this. You can call this the firm or you can
call it any military unit, or‘establishment9 or governmental agency, where eventually
we are working on this overall management system theory, to where we consider today
the organization as not an autonomous part but that each part is related to every
other part in a system, and that whenever something happens iﬁ one area of the or~
ganization it has an effect and an influence on every other part of the organiza-
tion. This gets into your weapon system management or rocromatics and these areas
where there is a complete flow of activity.

Gentlemen, in general, management theory embraces the.whcle conceptual framé-
- work of .management, but it is applied to the setting and achieving of objectives by
4 process which intelligentlymuses human talents and facilitating resources. Dffemt
scholars - will emphasize different aspects of management theory. In a short
presentation such as this, one must make a choice of explaining in detailjone phase
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of management ;héory, such as-decision theory or planning theory, or attempting
to explain the_deveiopment of segments of management theory and showing tﬁe rela-
tionship of the segments to the ﬁotal conceptual structure.

I have ;hosen the latter.

It is a pleasure to have been here if fovr nehether purpose that one which
is really my mission in life at the present time. That is that tproﬁgh,developing
management theory, using management theory, and applying managemeﬁt theory,'it is
my siﬁcere hope that in our sogiety and in our economy the manager will obtain the
same recogni:ion as the doctor, the lawyer, the artist, the engineer, or fhe sci4
eﬁtist for contributing as much good to society as these others. I% you will think
for a moment, the manager contributes grd#t good to society. It is through the
managerial effort here that goeds and ser?ices are produced. It is through the
managerial effort that our standards of living are increased, our s;andards of
health are increased, and it is through the process of management and the efforts
of managers, be they industrial or educational or militar§ managers, by which the
goals or objectives which we set in society are achieved,

It is my hope that before I die the marnager wi;l receive tpe recognition of
sociéty for the job that he has done in promo;ihg and dévelcping~9ur économigc
growth and‘our standard of livihg in the'United Statés; |

You have been very patient. Thank you very much.

COLDNEL BLACKWELLz Gentlemen, ProfessorMee is ready for your-questions.

QUESTIQN:‘ These former stages of development, if I have followed you,
Professor, foremos;, ip my way of thinking, exemplify a general broadening of the’
definition of aAmanageﬁéht process. It is a process of bécoming less and less a

specialist and more and more a generalist on the part of the manager. If I am
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correct in my appraisal, what would be the conmsegquences-of this with regard to
your objective to obtain more stature and profes§10na1 recognition for this
manager? Is this more likely to facilitate or is more likely to impede?

PROFESSOR MEE: Well, No. 1, I think you are right in your interpreta-
tion. We both may be wrong, but 1 think you are correct, in that this develop-
ment of management thought shows a broadening of the managerial work or activity.

When I said "professional manager.," this did not mean that management is
yet a profession. It is used to differentiate men in this room fundamentally as
professionals, such as a pfofessional engineer, a professional athlete, a pro-
fessional musician, to differentiate the manager from ownership. At one time
virtually all managers were owner managers and they managed by right of owner-
ship. Now a man m;nages by right of ownership of a body of knowledge, a set of
skills or proficiencies in planning and decision making and his particular value
systems, |

1 hope management never becomes a profession, like law, or like medicine.

I hope this never haépensq But I do hope that the professional manager develops a
code of ethics or a value system wherein he will get the recognition for his con~
tribution to society. Now, this is a broadening phase, because from scientific
management, where we had the human being doing the work precisely as it was
planned, we have since gone into mechanization, we have mechanized a great many of
these processes. Secondly, then, we have qutqmated by putting transfer_ﬁecﬁanisms
and then computers apnd servile mechanisms.*We have automated, raising the need for
higher education of our employees and looking at this desired resulﬁ or objective.

If 1 get into it today I would like to éxplain this latest concept of
planning called ppgitive thinking, Let me do'it right now if we have a minute.
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This to me is probably the greatest advance of the so-called manager, if he can do
it, of anything we have had sd far. 1t is the concept that, through the gift of the
-managgrfsAcreativéj;magipa;ion,uhe¢caﬁh§§ke;§ay §;a§;'§ygnt——take»ApoLLo—on iés
launching pad, or any finsl event—~and by thinking backward to the various changes
in the environment, all the eveﬁts—4with Apollo there are maybe é0,000 subcontractors,
21,000 prime coﬁt;actqrs, 150,000 scientists and engineers, and $30 billion, you
see, all this resource application--y " if done, will cause this final event to
happen, so thét the final event generates the causes which bring about its own
effectation..

Now, -try -aad do the Apollg Project by sbger,dQCiSion...i can't conceive 6f
getting Appllo. or any -other missile qfﬁ‘by;sbgey.dec;siOQJQaking; .There must b;
this positive thinking projécted in thisamagfsu;gggiAa;;Qn.qn that which is desired,
'so0 that by pasitive thinking he can then briasg it to pags.

_,Ofﬂcgurse'thisfbrﬁngs_in‘your QPM{‘yqui:crgiqal Path;method,vyouerERT.net—
work .and all of these projects.that will come up to this final event. This is a
tremendous thigg.‘ We need to be very .careful in.the fgtu;e, because I.am .sure that
- men like you in this room and other ganagers will be so adept at achieving any
given objective through.our planning-and-positive thinking and opr.managerial ability
that what we just have §o be.ay£g}7§apéf§1t§£ is:thgtﬂthat is the.final event we
want when we get it. |

1 am sgré we wi;l.be“abletpplget i§,<upuxmogly worTy will be that maybe we
wanted something else instead gf.thg;. .ﬁgre‘iswthe.important thing.

_QUESTION: Sir, it appears that most of your discussion centered around
1pmahagement theory on géﬁﬁ praspective economic organization. How much corres-
ponding theory is there on things like governwgnt_andvthe militaxry? 1 don't think
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you mentioned the military one time in your discussion.

PROFESSOR MEE: 1I'11 bet yoﬁ if you want to bet. I'll bet the tape
shows that 1 did mention the military, But go ahead.

STUDENT: 1t appears that there are certain statutory differences in the
Constiﬁuti.on9 Afo; exampleslin Congress, the President, -and the Departments. Is
there a correspondingvapplieatipn of this or a~more-$impli£iad"tpepry9.in.a way,
because it goes toward the-broader problem of government?

PROFESSOR MEE: It was my hope in this presentation9 and appérently I didn't
achieve my objectivé9 of making a demonstration or a presentation that management
theory has a universal application, whether it be to an economic institution, a
§ocial institution, a governmental agency, or any military unit, from the stand-
point of the setting of the objectives. I alsoc pointed ocut in the conceptual
framework thaf objectives must be set withiq.ecpnomic conditiQns and environment,
economic and politidal;‘ Here is the politigal--there are certain laws that affect
the Internal Revenue Se;viée,_ﬁhe same as they do”ihe materiel cammaﬁds.offthe~Air
Force, But there.are certain Laws‘that afch; the First Naticnal.ﬂaﬁk in Evans-

ville. There are laws that affect the First Savings and .Loan. WelafeAall subject

to economicylimitationg, politipal_%ipita;ionse technological limitations.

Suppose that qullo he;g\isﬁvgigipg.fpr‘many scientific bfeakthroughs° It's
a technological limitationa

It was my hope to show today that management theory is just as good for you
in the Army, the Navy, the university, or wbgreygr it“would be, as 3 way of thinking
on a process of achieving objectives within an environment by the intelligent use of
people and resources.

Otherwise we get into that horrible situation of having to have marketing
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management or artillery management or Air Force management or ship management.
This is what this engineering science and management training prpgram during
Wor1d~Wa;vII»virtuallyvdemonstxated-—that in any activity there is this manage~
ment process or management theory,-

That‘waéJ@ylhopé, I don't know whether I have answered your question
or not. :But if tﬁéfe was any doubt about it I thank you for asking the question ‘
g0 I could clarif;‘thié, because 1 was.very careful to mention ;h? military sev-
eral times.

QUESTIDN;’A?rofessor Mee, could you give us any information as to the status
of management theory in Russia and even possibly Red China, with particular refer-
ence to their_ppggress on project management?

PROFESSOR MEE: I wish I gould. I can tell you only one thing that sur-
prised me. This is a very unsatisfactory answer to your question. In research
on the development of management thought and theory, especially after the Russians
put up Sputnik, we qugstioned hoy they had this managerial ability to do this,
along with the technical abiliﬁﬁ, When, say, Apollo is. launched, there will be
an argument as to just which gropp did the greater job. Did thé scientisgts and the
engineers who built the hardware and the flight control méphanism do the gfeatér
job, or did the_managers do_the greater job, who put 150,000 scigntists and. engin-
eers on it and combined 20,000 gubcontractors, and all ﬁhis? Whiéh group did the
greater job on launching the migsile?

Surprising as it is, we found that at the same time that the scientific
managemént movement was emerging in the United States, and on this the first bo;k
- .came out.in,.say, 1903——}f any qf ypu,pave.background on this, it would be the book
~called Shop Management, by Frederick Winslow Taylor--startirg the management move-
ment in the Unitéd Stgtes,}iqf?qyand one of tﬁeAfirst management philosophers orx
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theorists, a man by the name of Harold Adamecki, developed what he called the Har-
monagram--it was harmonization of labor or effort--and presented it to the

Society of Russian Engineers for pse in the rolling mills in Russia--in 1903.

If you will look at ;his pqquﬁt.gr theory of Ha;oldrAdégegki"s.Hatmanagram, it

has got the seeds in it of ;hié»?ggI network 0r £his gri;icalﬂpathdmethod that

wWe are using so efieg;ively t9day, and to which wg give‘some créﬁit,for the speed-

ing up of the Polaris missile.

If we think that Russia didn'‘t have access to these same theories of man-
agement at the same time we did, we are fooling ourselves,

Now, I didn't answer your question as to what the state of development is
today. All 1 know is that they started at the same time we did with the same
concepts. Whether or not they havg kept up with us,-or what they have today, I
don't know. What ] do know is that anything that is ever written here they have
access to.

QUESTION: Many authors say a divided function of managers is planning;
organizing, staffing, directing, and controlling . Would you comment, sir, on
the significance of staffing not being on your list?

PROFESSOR MEE: Yes, sir. This comes up. It“s_a question of how we break
it down when we start identifying in any area what it is composed of. For instance,
right now I ask, "Gentlemen, how many chemical elements are there?" 1 start down
the row., If you Are nqt careful, you?ll give me the number of chemical elements
when you took chemistry and 1'11 know just what your age is, There were 88 when I
studied it. It was much easier then. When I left Indiana University there were
103. Now there may be more this afternoon.

You start breaking anything down into its elements. So this is a good question.
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If I thought of asking you to ask it beforehand, I wculd have. 1 appreciate
doing it. Now we start into what the functions of management are. We sit down
and we start to think this through. We say that once we set some objectives we
must do some planning. We'ue all studied logistics and planning and we believe
in it.

But, now then, somebody says--and there are.some.management authorities that
say~ "Yes, but, before planning there must be forecasting." Now I've got someone
who says we forecast, plan, and then organize. All right. But then others say,
"Well, to do the planning you have to have the forecasting in it." Now we come
to organizing. Here you have your concept of organizing. We know that it con-
sists of work to be done which comes from the plant. It's assigning people to the
work in . some work place. So, in this organizing some authorities consider this to
be the determination of work functions and the relationship, like setting up a PERT
network here. Then other say, "Yes, but then you have to put tHe people to it."

So then we have to do staffing, This is Harold Kutz, of Kutz and O'Donnell. 1If
you read Kutz and O'Donnell, you see that it is going to be planping, organizing,
staffing, directing, and controlling.

But then, if you go to the East Coast, to Columbia University, and read
Newman, of Hill and Sumner, he would say, "No, it's planning, orgénizing7 assem-
bling of resources.” Just the staffing won't do. He wants assembling of resources,
which are the human resources, the typewriters, the tanks, the planes, or whatever
it would be. Then, if you are in the Air Force, you'd come up and say, "Ah, but
you forgot coordinating. What do you do but coordinate?”" After you did all of
your work and your staffing and your resource assembling, and you started directing,
. motiyatipg,wpr leading, then you cpordinated(qhe people and you got down here to
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tir iy

control, I know where the Air Force got that coordinating.. ﬂﬁéever wrote
Mandal 25-1 was influenced by Henry Bayou, the Frenchman. Thoséqu you who
know your French will say, "What is the French word for planning??@ They have :

feeently~takenrour American-word. There was no word im French fQF plamnng°

had aramaukem4iadrﬂp§aﬂeir‘“ wbieh~meaa£ ta see*ﬂhaad

ouswg ii ¥Ou- m,ap

i sort of a sloppy planning job, there you are. And the Air Force provided for

~this. {iaugh%er) 1 didu‘t mean it that way. There goes my comm}ssion for sure,

ow.. 1 stilL hold a GommLSSIOD in the Air Force Reserve° In tq}g tpey added the

pxeexecuxlon @xlor ta- the executiqnov So if you dOn't do a preci"e

.Planning Jdb

. as ‘we think.of it today~and then you. get down to the. pqxnt af eg%ehtion, then you

wmust do-some cooxdlaatinga‘

1f you-will go.qut here to your libyary.or.research laboya #kry' and start

- -txacing-Gown -the W“iﬁ!g @f’w“rdmati"" » 4o you-know .what you "%Fé; going to end up
:wyégygéfgka§§§qgfh:§§”gaans.?Laangngdaémthé point»ofuéxécutioﬁ. "

.JSagsgyéyzd_: Ldsg of ghe ﬂreach«gqm¢ap;, whiph was there 88 prevoir, had to

.use "cpdydﬁgq§§aﬁd 1 }@u will take)Amr Eorce Manual 25 1 and mﬁke a study of what
is . uader !conrdinatiggwu you ¥ will.find "communicationoﬂ Everything in. this eoordi—
‘nation is. communxcatinn dgwn to. the ppintdnf fiqdlng how they can get the work do%

: at the execution Ln.accordance with the’ pIan..d”“” """

”Thi$;45*a;¥99§::¥9%993b99F:??X_9?,?95?????3,Y°“f_S“esti°n; I am merely
showing that different authorities will bresk this out differently. Now, other

. .authorities. are adding ope that I think is very important; This will be planning,

-"organizing,.integratiﬂg,i easurlng or cont.rolling9 and 1nn0vatinge It is the

manager s job not just to run this cycle aroumd through time and to do a good job
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of what is being dome now but cons;an;ly‘;here must be an input of an improvement
factor here-—innovating through creativity, or this positive thinking, or the
improvement. |

As Kipling said, “They copied all they could follow, but they couldn't
copy my mind, and 1 léft them sweating and stealing, a year and a half behind.”

This is an attjtude here.

QUESTION: You haven't had a question from anyone in the Air Force.

PROFESSOR MEE: I was worried.

STUDENT: I fipd it a little bit embarrassing to sit back here between two
or three naval officers, too. My question is: Recently 1 have féund out that there
is very little going on in.industry.forAt:aining men in management. What is being
done in universitieson training management?

PROFESSOR MEE: I was so happy to $ge you up there as an Air Force brother
but now your question sort of hurts my feelings. I happened to make a slip here
that I didn't mean, but I understood you to say that there is not much going on in
industry on management training. |

STUDENT: Formally., I recently did a little study on this, and I found oﬁt
that there is very little going on in imdustry of what I consider a formal manner
of training managers. There is a lot of haphazard stuff going on and seat-of-the-
pants éperations, but I don't consider it/?ormal program.

PROFESSOR MEE: Appafently you and 1 have been{moving in different circles.
My experience has been different. 1 will cite the firms,

STUDENT: Doctor, I can think of seyeral big firms that have na program
at all.

PROFESSOR MEE: T agree with you, and ] can name several that have got'
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terrific ones. There are 4,750,000 business firms in the United‘States° About

10 percent of them are corporations. Let me name some firms that I think have as
good a management development program as we have in the universities. There are
about 42 colleges and universities in the United States today that have anywhere
from a two-week to a two-year program. I think you know the colleges and univer-
sities. Theyvare'ali the way from Columbia and Harvard to every one. of the big
ten universities$A;9 the Pacific CoastzxtonTexas Christian and South Carolina, and
they have these programs.

Now, there are firms such as Soconnyobile 0il Company, Mobile 0il, Texaco,
Firestone, Goodyear, right down to U. S, Gypsum, Quaker Oats, Gary Works of U, S.
Steel, which»haye a continuing program. There's Prudential Life Insurance,
Travelers, Metropolitan Life Insurance. They have programs with their managers
constantly in training, with formal programs, many of them on.university .cdampuses.
In a three-week program, two weeks are devoted to this management process on
which I made my presentation. This management process is virtually the backbone
of your university and firm management develop programs. There are two weeks on
the management process and one week on these environmental conditions--the economic,
social, technological environments.

So<we.havé to get together to compare notes, 1 suppose I heppen to be ac-
quainted;wi;b them, beéagse those are the firms I have worked with and are ac-
quainted with that have excellent programs. Bqt I agree with you. You can go out
and find some that don't. gg;e is where some firms are banking on training man-
agers. that they are going to need in the future. Some firms are saying, "That's
too costly. We'll just get themlthropgh an executive placement firm." This is
their choice., They may be mistaken.
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COLONEL BLACKWELL: Gentlemen, Professor Mee will be around to visit the
various seminars this morning, so you will have a chance to question him further.

Professor Mee, on behalf of both the faculty and the students, thank you for a

very informative morning.
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