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COLONEL INGMIRE: 

in the Industrial Collegeas 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 Unit 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 ofl Management Theories 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 ito 

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 Fo Mee of Indiana University° His sub- 

ject is "Management Theories." 

Professor Meeo 

PROFESSOR MEE: Admiral~ Gentlemen~ In the moments that we have 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 t0 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'Ii tell you when we come to i~. 

Admiral Rose~ Gentlemen: You are aware of our responsibility 



We are on the subject of management theories, and, believe me, it 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 exceptions, 

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 followlng conclusion6o 

The first conclusion is this~ Management exists as a distinct and identi- 

fiable intellectual activity which lends itself to practice~ 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- .... 

ageria• behavior° 

The second conclusion is~ The development of management theory indicates 

a chronological relationship to the development of the economic~ industrial, and 

political climate of the countries where it originated and evolved~ 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 that country has an industrial climate, an industrial development, 

or •something to which management thought or theory can be applied~ If it is strict= 

ly anagriculturaleconomy, that~management thought has never emerged. So the man= 

ageme~t •theory came in the industrialized 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~anagement. 

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 mathematics, sociology, and the likeo 

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 operat- 

ing institutions in the economy. Th~ein is this conceptual framework which you 

have in your hands, the visual aid, .which we will move tolatero 

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 

whichrequires 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: (I) Objectives~ (2) A process or 

ways and means for achieving them~ (3) human talents and resources~ and then the 

all-important way of thinking aboutmanagement. In many respects management is a 

way of thinking, ~ust as chemistry~ mathematics~ physics~ or law are considered 

ways of thinking° 

The first identifiable stage ofmanagement 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 
J . . . .  
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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° It was presented as 

a philosophy or mental attitude with some mechanisms for the intelligent use of 

human effort. The emphasis was on maximum output with minimum effort through the 

elimination of waste and inneficiency from human work and from human effort at 

the operative level of performance. 

If you were ever to go back--which ! am sure most of you won't--and look 

at the early writing in this area of scientific management you would find that it 

was all aimed fundamentally at one major purpose--to separate waste and inefficiency 

from human effort~ thereby ~etting greater p~oductivityo 

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 ~he 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. Foumth~ 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 successivemanagement theories~ Some present- 

day scholars and researchers have reinterpreted here the philosophy and essence of 

ito For the purpose ofbuilding 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,r and some of the later behavioral scientists have used 
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only the mechanism to make a comparison with later management theories. 

For instance, Ransard Like~ in New Patterns of Management, which you may 

have read or seen in your Library--it was selected as one of the five best books 

on management last year--on,page 6 gives this model for scientific management, or 

what he calls classical management theory. Behaviorals conceive it as this way: 

F i r s t ,  you b reak  the  t o t a l  o p e r a t i o n  i n t o  s imple  component p a r t s  or  t a s k s ,  

namely, motion studyo Second, you develop the best way to carry out each of the 

component parts or tasks. This would be the one best way O f Frank Bunker Gilbert, 

the i=dust=ial_ en~ineero Third, you hire people with appropriate aptitudes or 
:. ~ .- 

skills ~ pe=f0xm each of .these tasks.° if you remember your hackground~ this would 

be T~y~lar ~ s .=o~cept of the first-class man, the man who was qualified men, tally 

.physically~ ,,amd morally to do .the job, Four~;h, you train peap/e ~o do their re- 

spective tasks in the specified, hesz-way° This ~was a.~miasion of training workers 

to enable them to in£rease. ~heir earnings thro~gh~thelincentive system° Fifth, you 

provide supervision to see that they,, the,workers~ perform the designated tasks, 

Using the specified procedure and St an acceptable rate~ as determined by such pro- 

cedures as timing the ~obo Here catered the time study. Where feasible~ incentives 

in the form of ~ i~dividua! or group piece rates are provided° 

This briefly outlined conceptual model considers the mechanism of scientific 

management but it ignores the philosophy or mental attitude that the pioneers of 

scientific management emphasized when it was introduced into the economy~ Some 

management theorists tend to ca~t doubt and aspersions on the value of classical 

_scientifia..o~ent th~pry by c~iticism similar to the following quotation, as 

you will see: 

"Class'ical management theories 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 supervised to be sure that he adheres to the task as specified. 

Implicit, if not explicit, in this theory is the concept that rank and file employ- 

ees cannot be trusted to d O a full day's work, that such employees will abuse any 

freedom given them by ceasin~.t~: work or by engaging in wasteful activity°" 

The behavioral scientists 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 management theorists, after establishing this model for 

classical management theory that fits their purposes, then proceed to illustrate 

the virtues of their theories ~n a comparative manner° They use comparative con- 

~ep~s •such as this= They talk about classical management theory versus the partic- 

ipati~ management theory here, of cooperation, namely, your psyehologists~ s0ciolo- 

gists, and anthropologists= 

They have many good points. I just .hate to see..~hem-make their-points by 

ca-stingdoubt or aspersions on what worked so .well at one particular time= They 

will talkabout job-centeredmanagementversus~employee-centered.mamagement, or 

autocratic management behavior versus supportive management behavior~ or manage- 

ment-set ~orms versus the shared norms in productivity° They set it up to an 

either or an or situationo . . . .  

Now, when such comparisons are made~ it seems only logical that the follow- 

ingconsiderations should be .applied toany suggested theory of management, and 

in dealing wi~_hmanagement or management theory this is a very important approach. 

Fir~t~ _management theory should always he viewed in the proper time per- 

spectiveo .What worked in 1900 probably wi!l not work as well today as what we are 

~ .doing, ..But, likewise, what we find today in:management theory that works well 



probably would not have worked too well in 1900o This we find £o be especially 

true when we work with.the so.-called delayed nations or underdeveloped nations of 

---the-world0 We find great difficulty if we try to advance or teach th~ our more 

sop~_~icated 'management theory l in the 1960's here in the United States instead of 

Starting with the basic management theories or management philosophy and then grad- 

. i 

u a l l y  b u i l d i n g  up to where we ~,ge a t  the  p r e s e n t  time° So t h a t  we v i e w  management 

theory in the proper time perspective° 

Second,  we  shou ld  v i e w  l t  w i t h i n  t~l~e comple te  c o n c e p t u a l  framework of  the  

theory in the time perspeeti~e of when it was establishedo 
we should vlew.f't " 

Third~/according t O the value system that prevailed in the time perspec- 

tive in relation ~ the conceptual model that ~,~la~n,s the theq~0 There was a 

differen t value system in 1900..than there is in 1960o ,We view .£he management 

theovy:~di~..~ .the.~le of .va,!ae.-or.~&£titudes that are prevalent in. the 

nati~.at ~ghe ~ime..t~t.,~e..apply the .theory o 

..Cla~sieaL.~a~ .m~ • ~t-..~he~,..n~ely, s~ien.~Ific..management,.-emerged, over 50 

years ago in envlrQnmea~al-eor+di.ti.ons d£f~e~en:t .f~om today in .the followlng main 

areas 

i~ l~gO-a~d.~t.,~hi~..~-~e~ic-•-~eeolatiom .~hat..we...ha.ve in the 1960~So 

.,(.2)-A=.-~o=~m~o. ~£~.n~ .£~ ..~¢h!~h..~he:-Unl.ted States •before 1900 had about 

5 .per.c.ent ~f~2&he,,~/d~-s',~u!a~ion and 7 percent~ of !the land.area~ and had produced 

.about 15 .~me=cea£.~f...~he .~o.rl~'s wealth, not the situation..today where we, the United 

g~te%~ma.ve~ 6:.~er~t plus of the ~pu!ation of the Worldi we have the .same 
[ 

7..percem£ of.~ Wo~'S ~,ha~rea, but a production record of some 50 percent of 

the world~s wealth, and we 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) " A •political .environment whichadvocated democracy w~th. private 

enterprise~ with complete freedom of managerial choice for progress or failure. Our 

political environment provides~the best climate for production in the world, 

(4) A social environment where in 1900 the educational level of the work 
., . ~ . .  

force was fifth grade or less~ compared with today where 60 percent of our work 

force iseither a high-school graduate or has some college tr.aining~ Before 1900 

about 80 percent of the populati=n l~XL.in.rural areas compared with 80 percent in 

the •urban areas today° So there w~a different environment 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 do@s change in response to changing economic~ social~ technolog- 

ical~ and political conditions in the environment° And~any management theory should 

be viewed, critized, Qr commended in.relatlon to the conditions in which it emerges 

and is used effectivelyo 

Another point Ssbeingmade that management.theor.y.as..we..know it hegan,.with 

the .philosophy and me~.hanism 0f. scientific ~age~ent~ now referred to as classical 

:management__theoxyo .T~is theory provides the starting point and a reference point for 

subsequen£:.theories in that it con[ains~ first, a body of management knowledge, 

secoBd.a set of ~anagement skills or proficiencies~ and always the value system that 

aidedmanagerial decisions andinfluenced~:managerial behavior. 

The value system that many of us grew up on for management in the United 

States came as a result of our being programed in our grade schools~ our high 

schools~ around the hQme, and in any university teaching in our belief in the more 
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efficient ,~,edue~ivi~y that ~ou.ld be realized f - r . ~ -  • a division of labor o r  the 

fettory sy.s~em, or fcr many ef ~-S ~he .so-~l%.e~ ?aritan ethics -that .programed US 

• w~en we~ere y~g, t~eT.~.~i4~m-~r ~rotes.tamt ethic, if we ~eat £o that area, or 

the teachings in Reru~ Novar~_ of ~pe ,-Leo .Xl~-I ~ ,which -was one of the great ..s~cial 

documents .the t gave :app.r.o~a " I.. tG..pers@.r~a i ~rship and .estab fished a has is for the 

pe,~so~a.l-ow~e,rship ir~centive~ ~e were influenced by ~4~at was :.called social Dar- 

winism or ruthless competition in the belief that if we-competed r-u,thlessly then 
. . . . .  • ' - ' ' • . . . . . . .  .L . . . . . . . .  .[ , 

• the strong w0uld a!,Wa.~s .be~. wilt ) 2us Land .w e .wou !d n °t` .be .,hampered .by the weak" 
on 

• There were such things• as the achievement motives/which now McClellan=-if 
T 

you have read his book add his research from Harvard on The Achieving Societ/z-- 

claims that the epondmic growth of ~' our Nation or other nations may be more adapt- 

.able or .traceable .t o ...hgw .we ~ere ~rogramed in oLr"brains and. our ,achievement de- 

........ ....~ir.es ~hen ~;e .~ex-e [o~" .;f~.om.__the i i .such as .................... .,...~i, .:.~ ..... ., ~ . ~eratUre= . Horatio .at the B=id~,,_._, . or 

The C~ar~,=f..,~e.,~ight Bri,p~ade, or ,the . M e s s ~ 0  We never .knew what was 

,.in it+,.hut..he go~ .hher~o There was the.story of the .little boy with his finger in 

the. dike o He..should have-been .at home, but all .night he stood out there .at .his post° 
• " . . . . . . . . . . . . . . . .  . . . . . . . . . .  . L, 

Then there-was~the,account,of.~ow they took~the~good news from Ghent to Xo From 

all of ,these that.we-were.programed with we.got, the desi=e for achie~emento What- 

ever objective was set.we?must acc0mplish? McClellan.has shown .the various soci- 

eties or nations having a/g~eat.relationshi p hetween what the young people were 

taught im .their early ~hooling and in the homes and their desire for accomplish- 

'ment or :achievement.af-terward 0 

So these ~alue systems that we have have a tremendous influence on us as man- 

agers and our decision making and our~manage~ial behavior° So some knowledge of 
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the fundamentals, philosophy, and mechanisms of ~scieatific .management is essential 

toa proper u~de~sta,ding of subsequent.manageme~ttheo~es in the areaof--if 

you do your reading and you get into this area of management theory, you ~ind 

these other terms,-organizationthe0ry or control theory and planning theory, or 

the,management process the.ory,~ordecisiontheory~.using this.new.araa~f~nage- 

ment science, or the. b..ehavi:ora!and :social-syste m theory, or .to goup into the 

overall.ambrella, the a~ea.ofl.mar~g~e~nen t systems itheorles. All of these came and 

devel~ped. 

A case can be ~made that all present-day management theory ~had its seeds in 

the first identifiable stage of.management theory, namely, .scientific management 

or classica I .management theory, which dominated .management thought until about 1.930. 

Then there .came ,a second stage of maasgementthe~ry or management.~/q~xttght whi=h is 

called organization and system, Sta.rting in the 1930's ,we began t~.,change our pro- 

graming.and thiBkipg about.mana~e~eat~and.moved iahere to a second stage .of .man- 

agement theory whlc~ ischaracterized bythe name and concept of organization and 

sys tern. 

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 maP~gemeat. But this concept requires both of themo 

Administration represented the.@wner.ship .point of view, and it involved two things: 

(I) the formulation of, P~l£cies,.and (2) the establishment of the organization. 

This was the era .the~ ~hen,.we came in .ahd developed to proficiency .the line .or the 

i ine and staff cor, cept of o~n!zation, .and, secondly, the divisionalized oz-~aniza- 

tion, with .this concept .of deceatz~lized ~e;ati.ons -with .centzal policy control. 

This was an adap~tion of the Taylor funcr~ional foremanship concept of organization. 
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But AI Sloane, in 1921, faced with a reorganization of General Motors, reversed 

it and applied it to t h e  top instead of the operative work, .an4 tl~e~management 

consultants for years have beenmaking a good living in,tr~d4/cing~nd eKplainlng 

this to other firms who need this type of organization because of their growth 

and success and more eomplex markets. This, of course, makes use for a great 
/ 

many management development programs through the country. 

Once the organization was established by administration policy, the 

organization became the mechanism of management for carrying out the work assign- 

ment through the system, which was conceived of a network of routine, operating, 
4 " 

and control procedures. So, administration policy set up the organization. Then 

enters management. You need the two terms. 

Management represented the control point of view to assure the proper per- 

formance of work within the organization in accordance with prescribed work stand- 

ards~ The scientific management theories continued to be applied to work at the 

~pera.tive level for the purposes of separatipg waste and inefficiency fro~ t~e 

operating procedures by devising the best possib!enetwork of operating, procedures 

or routines. 

Now,-.as~an-aside , -we could say that during this same period, the 1930's-- 

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

of company and field grade used tables of Qrganization, tables of equipment, stand- 

~rd operating procedures similar to the manne~ in which• the industrial managers used 

organization and system asa way of managementthinking. 

The vital or .organic functions of management Were inherent in this organiza- 

tion and system conceptual framework of management. Administration performed the 

functions of goals and planning for policy, t~e organizing function and a general 



control function° Management performed the functions of leadership~-othe motivating 

or the directing and the operative p!~nning and the operative controlling° This 

organization and system stage of management theory from about 1930 to 1945 provided 

the foundation concepts for subsequent efforts in organizing theory° This is the 

time the books came out on organization and on organization theory° That was from 

two different approaches° You can test yourselves now as to how you think about 

this° 

There were two fundamental approaches in this organization theory° One was 

the assumPtiOn of first establishing an organization and then proceeding to planning 

and Controlling~o,rk perf~rmamce-within the,o=ganization.~o achieve the objedtiveso 

• You establish your. or,ganization first and then~lo you~ .work in ±t~ or in the second 

assumpti~..we_choose.,or.set~an.ehjective..~nd.then-do the..plamning to achieve its= 

• design the.organization in accordance with.~he-.plamandbase ,the •controlling function 

.upon the plano .Now~ if your thought i.s .the se~omd,,assumption~ then.~you are well 

equipped .to .go .into pr@~,ra~ .evaluation . review ..techniques, or PEP, or .LESS,. or the 

critical path .=e~hod~ agd ~.he. new, project ..type of ..organization or the Matrix type 

..of organization~ W hi~ is..~.~De~te~Si~N7o~..~e.proj.ect type of organization~ 

where PERT is mo longer satisfactory for many projects and we change from PERT to 
+ 

RA~, which is .resour=e allocation for multiple projects and we have a Matrix type 

of,oxganiza.~ion wh$~h .Is fg=• the .mul.t£p!e~.proJect types of organization= 

But~ .without,.the.£undamental concepts to move in there~ we have difficulty in 

.adjusting our ~tahinking to the mission, So,.~during the.stage of organization .and 

system,.hoth ~or~an£~tiOn and managementi~were ~ considered to be separate fields or 

areas° The major b~oks were entitle~ Organization and.Management in this.periodo 

It's horrihle.now~When we look at the books at this particular.period•of arganiza ~= 

tion and management~ because they are all virTually 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 definitionof system and what 

i 

system i s ,  and then  there  are  27 to 33 c h a p t e r s  d e s c r i b i n g  every  procedure  in  

detail, down to the number of copies ~nd the number of steps that were ever de- 

signed from a plan. 

Of course, this was horrible, because, in the schools of business and 

engineering, we were forced to train on an obsolete product. By the time we had 

the  boys  memorize a l l  t h o s e  o p e r a t i n g  p r o c e d u r e s  the  world  o u t s i d e  had improved 

and we were constantly having the boys memqrize procedures that were no longer 
.?. , 

a p p l i c a b l e .  So t h i s  d i d n ' t  s u f f i c e  or s t a y  very  l o n g .  

The second thing that came out of the organizationand system concept was 

the control theory. The control theory emerged from this organization~nd'system 

stage of:management. Inasmuchas work routines or procedures were established to 

carry out the activities of the organization, the main efforts of managers were 

considered to be those of executive control tomaintain 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 segmeDt of~man~ge~enttheory ~ad~seeds in organization and system . 

This was the humanrelatiOns movement which began during this management theory 

eraand has since transcended i~to the behavioralScienge~theory stage. Consequently, 

the vaiue system has been modified to emphasize the~ethics of human considerations 

al~ne with the work ethics and all domin~n~!materi~ii~tic ~ ~thlcs. The commodity 

concept of labor has become less popular since then. 

Now we come to the third stage, which ~e are all in right now. This is the 
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area of the vineyard in which we are all working heavily today. This is the stage 

of management theory here called the management process. An example of this for 

the Air Force officers is Air Force Manua! 25-1. The title of that is The Manage- 

ment Process. This is the one that was conceived and promulgated. This management 

process theory has been prevalent since about 1945, up through to 1960. This was 

where the general manager approach to the attainment of desired objectives char- 

acterized this third stage in the development of management theory. 

the 1940's the conceptua!framework for management developed into During 

this process that could be used as a general approach to the achievement of objec- 

tives for an enterprise as a whole or for any portion of it. Whereas management 

theory had previously been associated wlth production and personnel, this concept 

of the management process also was being associated with the functions of selling, 

marketing, and financing, and likewise all functions in governmentsl agencies and 

military operations~ The Internal Revenue Service for the past 5 or 7 years has had 

a very active and successful management development program using this management 

process as the base. 

Management thought became oriented around the identification and refinement 
i 

of the elements or functions in thls maDage~ent process. The concept of professional 

management then diminished the distinct~o_nbetween administration and management. 

Today we use administration and~nanagemen t virtually synonymously unless the author 

or particular institution gives an oper&tional~definition that one is different 

from the other° But in the literature We havecombined administration and manage- 

mento Either or both are considered as a management process or the administrative 

process. 

The governmental institutional and pol~tlcal 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 for 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 reconstruction sti~ulated 

interest in the planning and decision making functions, because of changing con o 

ditions and situationsa 

The growth of Organizations insize and numbers of employees necessitated 

the study of divi~i0nalized or decen'tralizedtypes of organization° What is extreme- 

ly important is.that the engineering science and managementeducation program of 

World War Ii ~ur~hered: management theory through thief. : .management .~! .  process, just as 

scientific management was established during World War Io There developed the con- 

cept of management as a process that consisted of deflnite an~ identifiable elements 

or functions, namely--in the process of management you say, "! am a manager° What 

is m y  mission? .K~ha_t-~do I do?"~ 

First, the setting or acceptance of an objective or a goal0 

Second, the formulation of policies as guides tO thought and actions° 

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

Fourth, organizing to put the plans into effect° 

Fifth~ the leading or t~e m0tivating or the ~ d~re.ctin$, of the people in 

the organization to carry out-the plans 

Sixth, the ~ontrolling of the activities, in conformance with the plan~ 

The.concepts which were inherent in the .scientific management approach and 

• the organization_and ~ystem framework became sharply identified and combined 

into a system of management thought or manageTent theory° It is this management 
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processthat 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- 

$ouseompanies. As yo~go-al~gi.l~ere in the prQeese, ~ving-giYen-any-objective, 

~h~re .i6 the. planni~g..~anc.tion~.:..~ .-..~. ~. the o~c.~ani,zi~g .functi0n,/~nd these remain constant. 

But thenonthestartof the management theory~ where-we would have directing or 

~otivating of the peopl~ and the~-coNtroll£ng the.i= ac.tions into conformance with 

ins~ead•~ofthe ~ai~ec~£~g.or.~o~.t.~o~l$~g..they wi•ll.•use inte~r~ting.and•,measuring, 

measuzing perfo;mance. 

• -arid ~he ~ea~on is alwo influenced by the .research 

in the behavioral scier~CeSo This .has '~ more:of the management ~hough£, or ~he0ry, or 

attitude of the so-called scientific ,management orclassical management theory 

where the manager given an objective, ~lans to.achie-ve it, or.~anlzes ~o effect the 

plan, and •then directs Qr ~ti~aes ~or leads his •people i n •~e .o~ganization to •that 

objective in the plano Then he performs the controlling function to be certain 

that if ther~ are any errors that need adjustment he will take the action. 

Today in-Tyour larger organizations, instead of this directing or motivating 

the concept of integrating isused~ which is;on e O f shared values and participating 

management. It is believed that if employees are given the objective or the desired 

resula and then left to themselves to have great freedom of how they do their work 

~here will be~reaaer productivity than if the manager tells them the one best way 

ar how to do their work. 

Under this concept the ~ma.nager must be satisfied to achieve the objective, 

leaving the employees ifree~m t~.make many de~isions as to the how~ rather than 

~16 



~.elling them° Then, i.f-¢orrections .e.re needed, if errors /qave .come in and correc- 

ti-ve action is needed, instead .of tl~e manager .tak~pg .the.a~tion to do the control- 

ling, the information is prQvi4ed ito ;~he employees, ar~. tl~ey t~en are tl~e ones who 

t~:ke the corrective action to getbag~ onthe p lanning~meam tankard the objective° 

This is the basic concept ~hat is in ~.his.~ /tz~rns of ~Mana ement by Likerd~ 

or the concept of supportive.m/~nagementor partlci.pativemanagement thatcomes with 

a higher educated work fore e amd supp~sedlya~de~ndnow from the empl.oyees for more 

participation or Cooperation in the conduct of organizational activities° 

So the management process is in, it is established, managers all over are 

being trained, educated, 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 framework ~of~anagement that indicates the various sag- 

ments .of management theory ~hatare developing andthat somehow we must put together° 

So ~this .fourth stage of management thaught is developing from the concept of this 

management pracess to a broader p~=~pe:ctive of a philosophy which includes state- 

manta of the purpose of a business and the ethical beliefs relating to the conduct 

of business in addition to .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 mathematics~ psychology, sociology and anthropology 

are being integrated with the concepts of a management process in a theory of man ~ 

agemento 

This conceptual framework for the development of a universally accepted 

management theory consists of certain factors~ elements~ or functions which Can 
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be identified and combined into a system of thought. Management theory has devel- 

oped to the stage where it has its own idently, distinct and separate from the other 

disciplines and subject areas of business. An example is illustrated on this page 

now whichyou haveas 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 oh- 

jectives for any military~ business, or any type of organization is made within a 

changing environment in which the economic environment changes, the political envir- 

onment changes the technological environment changes, and the social environment 

changes. So it is extremely important that our leaders, whether they are in bus- 

iness, in government, or in the military, have an understanding of the situation 

and the changing situation in our environment as to the choice of objectives. 

Some of you may have seen the little report from past-President Eisenhower's 

Commission on National Goals° For the first time, to my knowledge, the President 

of the United States established a commission to set the national goals for the 

United States~ In there there were eleven domestic goals and four international 

goals Seto - 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 our national goals. 

So that we make the choice here somehow of objectives° The beautiful part 

about our Government or political clima~t~ is we do have great freedom of choice or 

latitude in setting those objectives. This gets done with a process of decision 

making. Herein comes the whole area of the decision-maklng.theory of management, 

There are management scholars today, and if you read publications, they say, 

"Management is decision making." Well, this is a partial, truth. But I would, sub- 

mit to you gent, lemen~ that all of you could ma~e decisions all day and nothing would 
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happen, unless the decision is implementedo I have made beautiful decisions and 

nothing has ever happened from them and you may have experienced the same thing. 

• , ' L 

But this decision making iS in all of the mathematical mode~s no~ ~be management 
i 

science and the approaches as to when faced W~t~ different alternatives or thinking 

up different alternatives; Which one do you choose and on what basis? Is it for 

a basis of health securlty~ a quantity of something, quality of something, the 

time, the cost? At least the decision-making ~heory helps US to be'more rational, 

objective managers, in that it sharpens up our decision~making function and ability. 

Here is your whole area of your decision=making theory. ~ 
! 

Then, of course, your process of creative thinking or the scientific method 

can only give you a new or better alternative for your decision-making theory. 

....... Coming down here to this next line-of the concepts model~ strategies and 

techniques, these.would be ~he . mathematical models. These are your strategies 

,of Minimax~r ,Random or Col..lation here in decision making~ or the techniques your 

linear, pr~graming~ queuing theory, Mante Carlo~ your various.quanti£ativer0r man- 

a4~eme~,~acience~models~where~imathema~.cs is used to help quantify ~he_alternatives. 

This is an area where mathematicians and economists are working, saying 

"This is management." This is decision theorylj But once these decisions are 

made and the objective is set~ I maintain that i£ ~ bec0me s necessary to Zmplement 

those decisions with our old friend~ h4r~ ~, whic h has been established, the so-called 

ObjectiVe ~ sa~eh0w there •m~st be plahning management process so that~ given' ahy .... ~ '~ 

T 

to achieve it, organizing to carry out the plan , and then you can direct or inte- 

grate or implement, and then control or measure', ~ 
t 

So here is where you have management theory working on this management 

process~ down here in this process of managem#nt° Then~ just to be sure 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 t~is ~rganization theory developing, motivation theory developing~ and con- 

troltheory developing° 

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- 

izationo 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 people to want 

to work or to do as they doo 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 establishment, 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 in one area of the or- 

ganization it has an effect and an influence on every other part of the organiza- 

tiono 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.whole conceptual frame- 

work of.management, but .it is applied to the setting andachieving of objectives by 

a process which in telligentlyases ~human talents and facilitating resources~ ~ffe~nt 

scholars ~ will emphasize different aspects of management theory. In a short 

presentation such as this, one must make a chQice of explaining in detail one phase 
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of management theor[, such asldecision theory or planning theory, or attempting 

to explain the development of segments of management theory and showing the rela- 

tionship of the segments to the total conceptual structure. 

I have chosen the latter° 

It is a pleasure to hav~ been here if fo = naho~herpurpose that one which 

is really my mission in life at the present time. That is that t~rough developing 

management theory~ using management theory, and applying management theory~ it is 

my sincere hope that in our soGiety and in our economy the manager will obtain the 

same recognition as the doctor, the lawyer, the artist, the engineer, or the sci' 

entist for contributing as mucb good to society as these others. If you will think 

for a moment, the manager contributes gr~at good to society. It is through the 

managerial effort here that goods and services are produced. It is through the 

managerial effort that our standards of living are increased, our standards of 

health are increased, and it is through the process of management an d the efforts 

of managers, be they industrial or educational or military managers, by which the 

goals or objectives which we set in society are achieved° 

It is my hope that before I die the manager will rec~i~e the recognition of 

society for the job that he has done in promoting and deveioping our economi~ 

growth and our standard of living in the United States. 

You have been very patient° Thank youvery much. 

COLONEL BLACKWELL~ Gentlemen~ Professor Mee is ready for your questions. 

QUESTION: These former stages of development ~ if I have followed you, 

~rofessor foremost in my way of thinking, exemplify a general broadening of the ~ 

definition of a management process~ It is a process Of becoming less and less a 

specialist and more and more a generalist on the part of the manage r . If I am 



correct in my appraisal~.~t.~oui~ be the consequenees-.of this with regard to 

your objective to obtain more stature and professional recognition for this 

manager? Is this more likely to facilitate or is more likely to impede? 

PROFESSOR MEE~ Well, No~ i~ I think you are right in your interpreta- 

tiono We both may be wrong~ but I 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 professional 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 manages 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° 

I hope management never becomes a profession~ like law~ or like medicine° 

I hope this never happens° 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 phased 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 automated by putting transfer mechanisms 

and then computers add servile mechanismso~We have automated~ raisins the need for 

higher education of our employees and looking at this desired result or objective. 

If I get into it today I would like tO explain this latest concept of 

planning called positive thinking° Let me do'it right now if we bare a minute° 

22 



This to me is probably the greatest advance of the so-called manager, if he can do 

it, of anything we~have l~ad .so far. It is..t~e concept that, through the sift of the 

• manager's .creative~r~a~inati<~n, •.he ,ca~ ~e -~ fiRal ~ven.t--take-A~ot.I~ o n  its 

launching pad, or-a~y f.i~a.!, eve~tq.~a. 9d bY. th!n.ki.n~ b~.ekward ~to .the-various .changes 

in the environment~ all the events--with Apollo there are maybe 20,000 subcontractors, 

21~000 prime contractors, 150~000 scientists and engineers, and $30 billion, you 

see, all this resource application--\ if done, will cause this final event to 

happen, so that •the final event generates the causes which bring about its own 

ef.fe~tation o, 

NOw, .try end #do -t-he ApQII~ Project by sheer decision .... I can' t conceive ~f 

getting Ap~l!o•io~,a.~M.~ther ~nissile off b~ ~sh/eer ~ decision making, .There must be 

this .positive thinking projected in this.4na.n~s ' i~ginatign .on that which is desired, 

so t~at by positive thinkin~g .he can ghen hri=g it .to .paSs. 

Of. course this..,hrings in your C2M, your cr~ical patl~ .method your2ERT.net- 

work.and .all-of .these .prod.cots-that will come ap~.to ~this final event. This is a 

tremendous thing. We need to .he very ,careful in-the future, because .I am ..sure that 

.men like you in this ro0mand other managers will be so adept at achieving any 

given objective through,our ,~lannia~.~and.positive ~.hinking and o~r.managerial-ability 

that what we just ha,re to be .a.wf.ul.:~,are:ful :of is I that.that i.s .the~ final .event we 

wan t when we -get i t, 

l'am sure we will_be.able .tO get ito .Our..omly worry will be that maybe we 

wanted .someZhing_elseinstead of that. .Here is the .important thing. 

QUESTION: Sir, it appears that most of your discussion centered around 

.management theory on y6urprdspective economic organization, How much cortes- ........ ` . . . . . . . . . . . . . . . . . . . . .  , . . . . .  ~ ~-..,~ ,~i • : • . 

ponding theory is there on things like government and the military? I don't think 



you mentioned the military one time in your discussion° 

PROFESSOR MEE~ l~ll bet you if you want to bet° I~iI bet t~e tape 

shows that i did mention the military° But go ahead~ 

STUDENT: It appears that there are certain statutory differences in the 

Constitution, fo r examp!e ~ in Ceng~e6s~ ,the president~nd the Depar.,tments0 Is 

there a correspondin~ application Qf this .or a ~more.simpiified-.tbepry~in a way~ 

bee&use it goes toward .the-broader prsblam .of government? 

PROFESSOR MEE~ It was my hopb in this presentation~ and apparently I didn't 

achieve my objective~ of making a demonstration or a presentation that management 

theory has a universal application, whether it be to an economic institution, a 

social institution, a governmental agency, or any military unit~ from the stand~ 

point .of the setting of the objectives° I also pointed ou.t in the conceptual 

framework that objectives must be set within.economic conditiQns and environment, 

economic and political° Here is the politiQal=-there are certain laws that affect 

the Internal Revenue Servicer.the same as they do the materiel commands .of :~he. Air 

Force° But there..are certain .laws that affect the.First National .~ank in Evans= 

ville° There are .laws that.affec.t the First Sa~ings. and.Loan0 Weareall suh~ept 

to economic limitations., political limitations, _technological limitations° 

Suppose that Apoll0.here .is Waitin $.for many scientific breakthroughs. It's 

a technological limitationo 

It was.my hope to .show today that management theory is just as good for you 

in the Army, the Navy~ the university ~ 0r wherever it would bed as a way of thinking 

on a process of .achieving 0bJectiyes within an environment by the intelligent use of 

people amd resources 0 

Otherwise W e.ge t into that horrible situation of having to have marketing 
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management or artillery management or Air Force management orship management. 

This is whatthis engineering science and management training prpgram during 

World,War llvi~tually~lem~nstrated--that in any activity ,there is this manage- 

ment process pr management theory ~. 

That was my hop4, I don't know whether I have ~nswered you r question 

Qr not. Bu~ if there was any doubt about it I thank you for asking the question 

@o I could clarify this~ because I was very careful to mention ~b~ military sev- 

eral times. 

QUESTION: professor 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 progress on project management? 

PROFESSOR I~E~ I wish I could. I can tell you 0nly 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~ especi~lly after the Russians 

put up Sputnik, we questioned ho~ they had this managerial ability to do this, 

along with the technical abilit#, When, say, Apollo is launched, there will be 

an argument as to just which group did the greater job. Did the scientiBts and the 

engineers who built t~e hardware and the flight control mechanis ~ do the greater 

job, or did the managers do the greater job, who put 150,000 scientists and engin- 

eers =n it and~ombined ~O?O00 .~ubcontractors, and all this? Which group did ~he 

greater ~ob on launching the missile? 

Surprising as it is, we ~ound that at the same timethat t~e scientific 

management movement was emerging in the United States, and on this ~he first book 

.._cam e out.in,.say~ 1903--if any of y0u have hacksround on this, it would be the book 

ca!led Shop Mana~emeqt~ byFre~erick Wins!owraylor'-startirgthe management move- 

ment in the united States, ~n~oland one of the first management philosophers o7 



theorists, a man by the name of Harold Adamecki~ developed what he called the Har- 

~monagram--it was harmonizatio n of labor or effort=-and presented it to the 

Society of Russian Engineers for ~se in the rolling mills in Russia--in 1903~ 

If you will look at t~is conc~t or theory of Naroid~me~ki~s ~Ear~nomag~am, it 

has got the seeds~in i.t .of th~s .PERT network or ~this ami.tiaal path.~ethod that 

• we are using so effec~ively.~oday~ and to which we give.some credit 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 I know is that they started at the same time we did with the same 

concepts° Whether or not they have kept up with usa-or what they have today, I 

don~t know. E~at I 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~ 

or~nizing~ •staffing~ directing~ and controlling o Would you comment~ sir~ on 

the significance of staffing not being on your list? 

PROFESSOR MEE~ Yes, sir° This comes Upo It"s a question of how we break 

it down when we start identifying in any area what it is composed Ofo For instance~ 

right now I ask9 "Gentlemen, how many chemical elements are there?" I start down 

the row. If you are nst careful~ you~ll give me the number of chemical elements 

when you took chemistry and I'Ii know just what your age iSo There were 88 when I 

studied it. It was much easier then° When I left Indiana University there were 

103o 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 would have. I 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'~e all studied logistics and planning and we believe 

in ito 

But, now then, somebody says--and there are some management authorities that 

sa~-"Yes, but, before planning there must be forecasting." Now I've got someDne 

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 youhave 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 He 

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 t~e people to ito" 

So then we have to do staffing~ This is Harold Kutz, of Kutz and O'Nonnell. If 

you read Kutz and O~Donnell, you see that it is going to be pla~Ding , 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, organizing, 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 coordinatingo What do you do but coordinate?" After you did all of 

your work and your staffing and your resource assembling, and you started directing, 

motivating, or leading, then you coordinated.~he people and you got down here to 
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control° ! know where the Air Force got that coordinating° .WhOever wrote 

Manual 25-1 was i n f h ! e n c e d  by Hen=y Bayou, the  Frenchman° T h o s e ' q f  you who 

know your French~ : will..:_ say ,  ,What ! s  the French word for  planning?.!! They have  

recently-taken. ~r American,..w~rd. There was no. word in French fo~ planning° 

'. sort of  a s loppy  p l a n n i n g  job ,  t h e r e  you are°  And the  Air  Force  ~ r o v i d e d  f o r  

--this° l-~au~h.~er) I d{d~,L'£ mean it that way~ There .goes my coN~;.~sion for sure, 

"~OWo ! stilt hold a commission IN the Air Force ReserVeo In tg:~@ ~beY added the 

".... 

• ::aS Lwe ..thiak.~f .it._t~day:.~d .then ~ou..get .do~ ..to..the p~nt ~f .~e~tion, then you 

-.~ ao..~me ,~oordi~aglng, ...... . , ':" .: 

@~..e ~ going .to end up 

• .-use "coor.~iaa o" ...... Man al 25,1 and ~ake a study •of what 

i.s -under .~oordiaatin~-~" you will. find "co~unication0. Everything in. this coord~- 

.n~ion .£~..=umm~tnie.atig~ ,4@.w~ .to--~h,..p~i~:o.~f fi~Ji~,..h0w they ca~ ~et ~he work do~e 

--~.his./s ,a .L~n~, ,.roundabeut ~,y Of answering your •qUestion;: I am merely 

skowing .that-diffe~t..a4/thorities will.break this out differently~ Now, other 

,~uth~rl-~tes.-~re ,~Ltn~ ~,~e ~h~t. ;...t~:in k islvery .important; This will be planning, 

.~izing,.in~eq~arisg.,.measurin~ or con~rolling, and innovating, It is the 

manager's job not just to run this cyclearo.,u~ through time and. to do a good job 
, . .  , , ,  i~  . , . , , /  ~ . . . .  : , .  : , .~ , L , . .  .,.:,,, . W . ,  i .  . . . . . . . . . . . . . . .  : . . . . .  i ,  . . . . . . .  .:." : . ~ '  , ' 



of what is being done now but constantly ~here must he 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 I left them sweating and stealing, a year and a half behind." 

This is an attitude here° 

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

PROFESSOR MEE~ I was worried° 

STUDENT: I find it a little bit embarrassing to sit back here between two 

or three naval officers, too° My question is: Recently I have found out that there 

is very little going on in industry for training men in management. What is being 

done in universities on training management? 

PROFESSOR MEE: I was so happy to see 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 out 

that there is very little going on in indu&try of what I consider a fo!mal manner 

of training managers. There is a lot of haphazard stuff going on and seat-of-the- 
a 

pants operations, but I don't consider it/formal program. 

PROFESSOR MEE~ Apparently you and I have been moving in different circles. 

My experience has been different° I will cite the firmso 

STUDENT: Doctor, I can think of several big firms that have no program 

at all. 

PROFESSOR MEE~ ! agree with you, and I can name several that have got ~ 



terrific ones= There are 4,750,000 business firms in the United States° About 

I0 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. They are all the way from Columbia and Harvard to every one of the big 

ten universities ~ . t o  the Pacific Co~s t ~ ~to Texas C~nris tian and South Carol ina, and 

they have these programs= 

Now, there are firms such as Socony-Mobile Oil Company, Mobile Oil, Texaco, 

Firestone~ Goodyear, right down to Uo So Gypsum, Quaker Oats~ Gary Works of U. S. 

Steel, which have a continuing programo 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 campuses. 

In a three-week•program ~ two weeks ar e . . . . .  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 end one week on these environmental conditions--the economic, 

social, technological environments 0 

So ~e have tO get t0gether to compare notes, I suppose I heppen to be ac- 

quainted ~ith them, because those are the firms I have worked with and are ac- 

quainted wi~h that have excellent programs° But i agree with you° You can go out 

and find some t~t don,t° Here 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 them through an executive placement firm." This is 

their choice° They may be mistaken. 

3O 



COLONEL BLACKWELL: Gentlemen, Professor Mee will be around mvisit the 

various seminars this ~orning, so you will have a chance to question him further. 

Professor Mee, on behalf of both the faculty and the students, t~ank you for a 

very infQrmative morning. 


