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ABSTRACT 

Management theory contains varying prescriptions 

for increasing managerial effectiveness in the work 

environment. This study attempts to develop an 

effective managerial philosophy, consistent with an 

optimistic assumption of human nature with a focus on 

the development of the good, capable, and responsible 

man. Consideration is given to theories of human 

nature, individual belief systems, the values of 

American society, the military organization, and 

current management theory and practice. 
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CHAPTER I 

INTRODUCTION 

It may be said indeed, that without bones 
and muscles and other parts of the body I 
cannot execute my purposes. But to say that 
I do as I do because of them, and that this 
is the way in which mind acts, and not from 
the choice of the best, is

1
a very careless 

and idle mode of speaking. 

Socrates' words just prior to his death as narrated 

by Plato were the statement of his reason for living 

and, in effect, the cause of his death. He believed 

that a man chooses his life and is responsible for who 

he is and what he does. The world of ideas is the truest 

form of reality and each man is capable of choosing good 

and determining it for himself. 2 

In looking at myself and others I have wondered at 

both the uniqueness and sameness between people. What 

has made us what we are? Why do we all have basically 

the same components and yet some achieve more than others? 

What produces a man of integrity, a man who knows what 

is right and says so, regardless of consequences? How 

can a man in the military follow orders, yet know when 

other orders should not be followed? The answers to 
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those questions would be different for each individual 

based on his personal assumption of human nature. 

I believe that man is basically good, capable, and 

responsible for his life and his actions. The environ

ment affects man but he can determine and do what is 

right despite its distortive influences. The purpose 

of this paper is to take that basic assumption and the 

values it presupposes and try to develop a framework 

for personal evaluation in the future. This paper will 

look at one theory of why and who we are in a search for 

more effective and efficient methods of management within 

the Army. Its primary purpose, however, is to clarify 

my values and allow me to- put the worlds of philosophy 

and management into a more useable mosaic of life. In the 

words of Plato: 

Now the partisan, when he is engaged in a 
dispute, cares nothing about the rights of the 
question, but is anx ious only to conv ince his 
hearers of his own assertions. And the differ
ence between him and me at the present moment is 
merely this - that whereas he seeks t o conv ince 
his hearers that what he says is true, I am rather 
seeking to convince myself; to convince my 
hearers is a secondary matter with me. 3 

I do not presume to have the insight and self

containment of a Plato, but I do have a respo nsibility 

to make a personal choice of manageerial values. 

Convincing others of the rightness of my position is a 

secondary matter because each individual who is 

2 



ontrolling and not controlled must determine and affirm 

is own truth and make his own decisions. The outline 

f presentation will be to investigate man's nature and 

system; to look at American society, its 

the military which defends them; and finally, 

looking at current leadership and management theory, 

outline a management philosophy, consistent with the 

ve factors. 
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CHAPTER II 

THE NATURE OF MAN 

An assumption of man's basic nature forms the 

dation upon which are built present day organiza-

and societies. One statement of those assumptions 

be that man is either basically good or evil and 

capable or incapable of determining his own 

That statement may be too simplistic, however. 

is not lived in terms of black and white, but in 

ed shades of grey. An optimistic view of man would 

gorize him as good but capable of evil and his actions 

but influenced by the environment. A pessimist 

he was primarily evil and his actions controlled 

vironmental factors. The pessimistic view espoused by 

The Prince and Thomas Hobbes in 

to advocate societal development 

and the subjugation of his will to that 

higher authority, the State. Those recommendations were 

fied "for the good of man." Sigmund Freud, in his 

ption of the existence of innate evil drives in man, 

felt that man must be controlled by society since he 

of those urges. 2 B. F. Skinner proposed that 
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iety be developed "for the good of man" in which the 

will had no place and in which each man 

by positive reward to fit social design. 3 

recommendation was only a step away from the 1984 society 

ibed by George Orwell in which human beings became totally 

olled automations ruled by force and coercion. 4 

The assumption that man is innately good and can 

ol his own actions and make own decisions based on 

more appealing. Erich Fromm in Man For 

out that Freud's innate drives, while 

not account for man's strivings once the basic 

self-preservation and sex are fulfilled. Man 

s for more, the restoration of a unity and equilibrium 

en himself and nature. 5 The paradox of human nature is 

desire for independence and uniqueness and at the same 

is desire for closeness and oneness with others. Fromm's 

to that dilemma was for each man to perceive the 

it is and to understand that it can be enlivened and 

by himself. 6 Abraham Maslow in The Farther Reaches 

Nature asserted that all research evidence indicates 

Bonable to assume that there is in every human being a 

toward health and a propensity for growth and the 

of full human potential. His great paradox 

in a society as fortunate as the United States, 
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few people ever reach that potential. 7 Chris Argyris 

has categorized human growth and maturation as tendencies 

to activity, independence, longer term perspectives, 

higher positions than peers, control over world, and 

the development of a self concept with feelings of self 

h d 
. . 8 wort an integrity. 

some of man 's needs. 

But these tendencies are only 

He actually spends his life 

attempting to satisfy needs of many types, ranging from 

basic physical needs to those of a higher order, the 

need for productivity and self fulfillment or self 

actualization. When his basic needs are satisfied man 
9 

searches for higher need satisfaction. 

Modern organizations, however, seem to be structured 

for efficiency and function, not the fulfillment of man. 

Argyris has pointed out the incompatibility of an 

individual striving for maturity in an environment 

which demands immaturity. In attempting to fulfill 

needs, the individual develops patterns of behavior 

based on his perceptions of their instrumentality in 

achieving that goa1. 10 It is indeed possible to develop 

behavior patterns in man by manipulating his environment. 
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But man is more than just an automaton programmed to 

reinforce successful behavior patterns and avoid others. 

He has a concept of self - who he is, whether he is good 

or bad and what he values and believes in. He reacts 

to his environment but does not have to be controlled 

by it. The bulk of present Western philosophical and 

psychological theory takes that position. 

The existentialist philosophy holds that man does 

not achieve his human nature until after birth when he 

exercises choice. There is no fixed human nature, no 

values external to man. Man chooses his values and 

thereby makes himself. That philosophy places full 

responsibility for the life of man with man and requires 

action. 

In the words of Sartre, "Man is nothing else than 

his plan; he exists only to the extent that he fulfills 

himself; he is therefore nothing else than the ensemble 

of his acts, nothing else than his life."11 The humanist 

philosophy of Fromm also holds that man is responsible 

and must be productive but maintains that the sources 

for norms or values are objectives and within man's own 

nature. That nature has a requirement to know oneself 

and the capacity to love, be good, and productive. Value 

judgments determine our actions. Upon their validity 

rests our mental health and happiness. "The aim of 
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man's life, is the unfolding of his powers according to 

the laws of his nature."12 The Judeo-Christian ethic, 

although authoritarian in its view of what should be 

believed, also affirms that the ultimate responsibility 

and accountability for man's actions rests with himself. 

In fact, the bulk of philosophical authority and 

religious belief concerning man rests on a foundation 

of self-determination and free choice. 

That choice is based on perceptions of the individual 

derived from experience that a certain action will lead 

to an end or goal that is valued. The behavior itself 

is chosen based on situational stimuli, the belief 

system of the individual, and habituated behavior pat

terns. Central to that belief system is the concept of 

"self." The term refers to the unique integration of 

the parts of the personality for a given individual. 

That "self", once formed in the process of individual 

maturation, serves as a framework or guide that enables 

each individual to make sense of his own experience. 

It is the personal answer to who I am, what I am, and 

where I stand with the world around me. The "self" is 

the strongest of beliefs, the one least subject to change 

and the part of one deciding if all future experiences 

are accepted and integrated or ignored, denied or 

distorted because experience makes no sense to self.
13 
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An optimistic assumption of man's nature holds him 

to be capable of choosing the good and personally 

responsible for his choices. Man is affected by his 

environment but does not have to be controlled by it. 

He can, in effect, make himself by his productive 

actions and thus fulfill the potential of his own 

nature. His choices are made in accordance with his 

beliefs which integrate his "self" with the external 

environment. The makeup of what belief system and its 

effect on behavior will be the subject of the following 

chapter. 
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CHAPTER III 

THE BELIEF SYSTEM 

The culture into which man is born, the society 

in which he lives, the institutions within that society 

and the man himself determine his beliefs. Each and 

every one of those beliefs about physical and social 

reality are organized in some psychological form in 

his belief system and, in effect, make up his personality. 

Milton Rokeach, a psychologist who has devoted his career 

to the study of beliefs, attitudes, and in particular, 

values, has defined them as follows: 

Belief - an underlying state of expectancy. Each 

person has tens to hundreds of thousands of beliefs. 

Attitude - an organization of several beliefs 

around a specific object or situation. They number in 

the thousands. 

Value - a single, enduring belief that a specific 

and state of existence or mode of conduct is preferable 

to an opposite and state of existence or mode of conduct. 

Rokeach groups values as instrumental (means) and 

terminal (ends) and has identified eighteen of each type. 

10 



A value system is an individual's organization of values 

as to their importance. 1 

Besides his attitudes and values, each individual 

has cognitions about his behavior and commitment to 

that behavior, cognitions about the belief systems and 

behavior of others who are significant to him, cognitions 

as to the behavior of physical objects and, most impor

tantly, cognitions of his self, who and what he is. 2 

The concept of self and that of values held are the 

most central to the individual since values are norms 

to self conduct and can determine the importance of his 

basic needs. The self as the center of man's personality 

is maintained against threats by defense mechanisms. 

In modern society, if needs for growth and actualization 

cannot be achieved, the individual will vary his pattern 

of behavior in an attempt to achieve them. If those 

goals are still not achieved, he may resort to aggression, 

regression, denial, rationalization or a myriad of other 

defense mechanisms to protect his self concept.
3 

Behavior which conflicts with values will result 

in a change in behavior to agree with the value held. 

An individual will also change his behavior if it is 

inconsistent with his attitudes. But, because attitudes 

are situationally specific and less pervasive than 

values, the behavior change will be more limited in 

11 



scope and less enduring. If attitudes, behavior or 

values conflict with the individual's self concept 

and he becomes aware of that fact in evaluating his 

self, he will change those beliefs or behavior to con

form with that self concept. The key here is to become 

objectively aware of the discrepancy. 4 

It is quite possible that an individual will change 

his attitudes and behavior in a given area if he is 

told that his boss's attitudes or those of his work 

group differ from his own. He is less likely to change 

if he feels that his real self is in agreement with hi$ 

attitude and behavior. Questioning of values and 

evaluation of self seldom occur, however, unless the 

individual makes an effort to do so. In present 

society man's behavior can and often does become con

ditioned by experience and controlled by his social and 

cultural exposures and the institutional environment in 

which he works. The ultimate example of such a conditioned 

individual would be an Eichmann or a Calley and those 

around them who blindly acted without ethical foundation. 

Other examples on a lesser scale could be given of 

practically all of us. 

A man's beliefs largely determine his actions. While 

man develops attitudes based on specific situational 

exposures, his values and self concept are more central 

12 



guides to conduct and far broader in their application. 

Men of character have closely examined themselves and 

their values and have a firm, ethical foundation on 

which to evaluate their actions and responsibilities. 

The next chapter will examine American society, one of 

the major factors in the development of the individual 

and one of the major influences on the determination 

of his values. 
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CHAPTER IV 

AMERICAN SOCIETY AND ITS MILITARY 

Abraham Maslow considered the two major problems 

of our time to be the making of the good person and 

the making of the good society. 1 In effect, he was 

asking how can we produce the self-evolving, responsible, 

self actualizing man and what type of society can sus

tain him? John Locke developed a political philosophy 

in the seventeenth century based on indiv idual liberty, 

equality of opportunity, and each man's right to the 

pursuit of happiness which should have provided the 

answer. Assuming the nature of man to be good but 

capable of acts harmful to others, Locke advocated a 

central government with authority to insure the security 

of all and to provide for equal and impartial justice. 

To provide that authority each individual must "part 

also with as much of his natural liberty, in providing 

for himse lf, as the good, prosperity and safety of the 

society shall require. 112 

Man can be viewed as an end in himself and because 

it recognizes that, the United States is the first moral 
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. t 3 socie y. 

however. 

Governmental authority must be limited, 

In her Nature of Government essay, Ayn Rand 

succinctly stated that "a private individual may do 

anything except that which is legally forbidden; a 

government official may do nothing except that which 

is legally permitted."
4 

Society is the means of peaceful, voluntary coex

istence of individuals. So too, in the economic realm, 

is the philosophy of capitalism. What is produced, what 

is purchased, and the price at which it is to be sold 

is determined on an equitable and efficient basis by 

decisions of individual producers and consumers in the 

market place. Each man acting in his own self-interest 

will insure the most efficient allocation of resources 

throughout the society. 5 This self-interest and rugged 

individualism was contained in the Protestant Ethic, 

a justification for materialism cloaked in the garment 

of religion. Individual salvation is obtained through 

hard work, thrift, and competitive struggle. 

Life, however, does not blindly follow the r0admap 

of philosophical thought. With the advent of the 

industrial revolution came a trend to bigness and com

plexity. In the beginning this produced a requirement 

for rugged individualists to make order out of chaos, 

but that soon passed. Operations, procedures, and 
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performance had to be predictable. Jobs had to be 

broken into their smallest parts and engineered to insure 

optimum efficiency. With decreasing worker individuality 

came an increasing requirement for collective, selfless 

actions for the good of the business or governmental 

institution. A legal, eternal entity superior to man 

was formed and named tha Corporation. Decision making 

authority moved from individual to collective processes. 

The most effective manager was a team player and large 

corporations were highly selective in hiring their type 
6 

of people. 

John Kenneth Galbraith has pointed to the develop

ment of another power center in society, that of the 

technocrats. Technically proficient bureaucrats in 

large organizations are planning and controlling by 

committee the allocation of resources and direction of 

the American economy. He asseted that "it is not to 

individuals but to organizations that power in the 

business enterprise and power in the society has 

passed. 117 Those organizations do not reflect the will 

of the total society in their goal structure. The 

change in the focus of societal decisions has been due 

to the increasing intricacy and interrelationship of 

issues and the lack of individual will to become 

involved. Those issues and the increasing c omplexity 

16 



of life have engendered individual apathy. American 

society is still a participative democracy dedicated to 

liberty but the trend is to yet another kind of society. 

Alvin Toffler has pointed to the accelerative thrust 

and complexity of life in the future which may force 

individuals to shun novelty and innovation, avoid decision 

making, and develop totally habituated behavior patterns. 8 

New experiences which cannot be incorporated into an 

existing attitudinal (situation specific) system will 

be ignored or distorted to fit with those attitudes. 

Should individuals become apathetic and conditioned to 

that degree, American society and its values could not survive. 

George Orwell in his Animal Farm provided a classic 

yet chilling example of how a society created on the 

principle of individual liberty and equality could 

become a totalitarian system because the many endured 

small reductions in their decision making authority 

until, by their inaction, some few became "more equal than 

others. 119 The rights of individual liberty pose with it a 

moral responsibility to exarcise that liberty by questioning 

and choosing as a productive citizen. America has had its 

Watergate, a history of racial prejudice, economic inequities 

and other major problems. Its basic strength is that it 

eventually faces up to its aberrations and attempts to resolve 

them. Its basic weakness is that it shouts "stop" to those 

aberrations only when they have gone too far. 

17 



Military forces of the United States are charged 

with safeguarding this society and its values from 

outside aggression. During early us history those 

forces were kept to a minimal level during peacetime 

and were augmented with citizen soldiers during periods 

of war. With the advent of the nuclear age, however, a 

large professional military force was considered essential 

even in peacetime. Civilian control of military forces 

has always been important, but the nuclear age and the 

Truman-MacArthur confrontation during the Korean War 

reaffirmed it and made it a basic tenet of military 

doctrine. Whether military forces should be a profes

sional elite or citizen soldiery, how the standing army 

should relate to society and how its military members 

should fulfill their obligations as participating, 

challenging citizens have been constant sources of 

debate ever since. 

Samual P. Huntington in his The Soldier and the State 

classified the military officer corps as professionals 

in the management of violence. The military view of 

human nature was characterized as essentially Hobbesian: 

man is irrational, weak, and evil. Inferring the military 

ethic from its responsibilities he termed it as "pessimistic, 

collectivist, historically inclined, power oriented, 

nationalistic, militaristic, pacifist, and instrumentalist 

in its v iew of the military profession."1 0 

18 



It is difficult, however, to perceive of the 

military as an effective guardian of societal values of 

liberty and equality if it does not share them. Morris 

Janowitz in The Professional Soldier held that there is 

no required incompatibility between a modern officer 

corps and the democratic society which it serves. 

Military professionalism is nourished by societal values 

and influences, provided it does not become overwhelmed 

by them. In his prologue to the second edition of the 

work, Janowitz voiced concern that present trends were 

toward the isolation of the military force from its 

civilian values and recommended maintaining civilian 

crossfeed to foster integrity and accountability.
11 

Current research reflects an agreement with basic 

societal values by military members. Because of the 

uniqueness of the military environment, however, attitudes 

in specific areas related to war, military policy and what 

should be the influence of military leaders do diverge.
12 

Technological improvements in weaponry have created 

a requirement for varied leadership in the Air Force 

capable of swift independent judgment in crisis 

situations but, at the same time, knowledgeable of and 

responsive to the desire of higher authority. Individuals 

within the military are more educated than in the past 

and must assume far more responsibility due to increasing 

fiscal constraints on resources. The military system 

of management must provide effective long term planning, 

19 



efficient current operations and immediate response to 

a variety of contingencies. The officer must be versatile 

enough to deal with military, government, and private 

organizations at all levels and must be capable of 

separating relevant from non-significant data in his 

decision making. In the planning process he must be 

capable of participative leadership to insure all rele

vant factors are considered, yet in a moment of crisis 

he must insure those plans are carried out to the letter. 

He may be a fighter pilot or logistics officer, or both. 

Regardless of his education he must be able to apply his 

k 1 d • 11 13 h f h f h • now e ge pract1ca y. Int ea termat o t e Vietnam 

war he asks himself when must he deviate from his pat

tern of obedience to orders and at what point must he 

refuse? How much participative management can be 

applied in a military organization before the ability 

to achieve objectives is impaired? 

When individuality is submerged or discouraged in 

any organization what is produced is consensus, a lack 

of responsibility and, in times of crisis, ineffectu

ality of leadership. In his The Best and the Brightest, 

Robert Halberstam gave a chilling portrayal of the 

genesis and g rowth of the Vietnam conflict. Some of the 

most dedicated people and best minds in America committed 

atrocious blunders in the handling of the war because they 

became committed to their war strategy and felt dissent 

and the airing of differing proposals t o be counter to 

20 



perceptions of teamwork. This conformity actually 

resulted in manipulation and distortion of reporting 

to back-up prior decisions. In effect, a group of 

brilliant individuals acting together managed to provide 

a less than mediocre output. 14 

Believing in individual worth does not seem to be 

inconsistent with cooperation and teamwork. In fact, 

it would seem to be the very essence of it. Individu

ality should be encouraged and the best of it integrated 

with other bests, producing something more than any of 

its individual inputs. This relationship was termed 

synergy by Ruth Benedict and is characterized by an 

individual acting for himself and, with that same act, 

serving the advantage of others. It is not a game in 

which some win at the expense of others, but a relation

ship in which all are nourished by excellence and the 

b f d . ff . . . 15 est o i ering viewpoints. 

In his book, Nineteen Stars, Edgar F. Puryear, Jr. 

studied the lives of four great American generals of 

World War II, George C. Marshall, Douglas MacArthur, 

Dwight D. Eisenhower, and George S. Patton. He 

categorized the overall leadership qualities of each 

and concluded that one description of the character 

required for success would be professional knowledge, 

d . . . h . d 16 ecision, equity, umanity, an courage. In reading 

his biographies, however, it seems that more central to 
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the emergence of real character is an early interest in 

and development of a well-thought-out individual value 

system and a lifelong search for exposures to challenge 

so as to increase individual capabilities. 

Through lifelong preparation each of those four men 

were ready for command when a crisis or opportunity 

appeared. Throughout their careers, all acted in the 

highest fulfillment of an ethic based on Duty, Honor, and 

Country, but at various points all took actions or devel

oped strategies counter to the prevailing wisdom. There 

is no reason to question that each, if faced with 

required violation of their high standards of character 

and integrity, would have resigned rather than compromise 

them. 

That type of leadership in a military officer 

profession cannot be developed by saying it exists or 

by mandating adherence. It requires opportunities be 

offered for individual growth, maturity, and the 

development of an individual philosophy and value 

system of the highest order. It also requires an organi

zational system flexible enough to develop and effectively 

use those capabilities. The next chapter will look more 

closely at the organizational system of the United 

States Air Force to determine if such flexibility does 

exist or can be generated. 
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CHAPTER V 

MILITARY ORGANIZATION 

The prior chapter described American society as one 

founded on an optimistic assumption of human nature. 

Individual freedom and equality of opportunity are 

cherished values, safeguarded from external threat by 

the military. However, under the mantles of ever 

increasing size and complexity internal threats are 

more insidious. Apathy is often generated in the 

majority who have passed decision making authority in 

key areas to an elite few, representatives of interest 

groups and power centers in our society. Those few plan 

and make decisions based on group consensus, often 

evaluating past actions only after the point of crisis 

has been reached. That same societal problem is mir

rored in its main organizational mechanism, the 

bureaucracy. 

The bureaucratic form of organization was fostered 

in the United States during the nineteenth century when 

productivity and efficiency became the watch words of 

American business. Large increases in business size 

23 



were accompanied by concurrent decreases in job scope 

and worker autonomy. Job structure was measured in 

therbligs, the smallest segment of the work process, 

and jobs were designed for optimum productive efficiency. 

Worker autonomy decreased as a result. The growth 

process was characterized by ever increasing speciali

zations of function, increasing levels of hierarchical 

supervision, an all pervasive system of rules and 

regulations to insure conformity of process, and an 

impersonal character of worker/supervisor relations. 

In effect, the mature bureaucracy was created. 1 While 

no better organizational system exists to insure preci

sion, reliability, and efficiency of large business 

operations, factors within the bureaucratic organization 

can and do have dysfunctional consequences for the 

actualization of individual potential and the achievement 

of organizational goals. In fact, Honore' De Balzac 

terms Bureaucracy ''a giant mechanism operated by pygmies." 2 

A bureaucratic organization is normally a secure 

employer, providing for graded careers, seniority, and 

an appraisal system which rewards disciplined action. 

As a result, adherence to regulation and a lack of 

innovative thinking can be engendered. Bureaucrats then 

shrink to fit their job outlines and rules become 

24 



absolutes in themselves. Merton has summarized this 

ends/means confusion by stating that 

Through sentiment formation, emotional 

dependence upon bureaucratic symbols and status, 

and affective involvement in spheres of 

competence and authority, there develop pre

rogatives involving attitudes of moral 

legitimacy which are established as values 

in their own right and are no longer 

viewed as merely technical means for expe

diting administration. 113 

The tendency to confuse ends and means is not 

limited to large businesses in the civilian sector. It 

is even more pronounced in governmental institutions 

where measures of profit and loss do not serve as the 

final arbiter of organizational efficiency . Robert Kharash 

has termed the problem The Institutional Imperative. Layers 

of institutional mechanisms develop and every action and 

decision within the organization is intended to keep insti

tutional machinery working, regardless of contribution to 

ultimate organizational goals. 4 

The United States Air Force is an extremely large, 

bureaucratic organization . Spending over $32.2 billion 

per year, employing almost a million people , with 140 

major installations and over 3,000 other locations, it 

is indeed big business. 5 Since 1964 it has decreased 

its personnel strength by 27%, yet personnel costs have 
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risen 77%. At the same time increasing costs of weapon 

system procurement and operation have further compounded 

the problem. As a result, management has increasingly 

stressed doing more with less by increasing productivity. 6 

The Army and its sister services have been largely 

successful in their business. To overcome ma~y of the 

inherent weaknesses of the bureaucratic model, they have 

developed an effective staff organization, used a 

personalized system for promotion at higher levels, and 

instituted the project form of organization in areas 

where it would be most beneficial, particularly in the 

. . . 7 
systems acquisition process. 

The types of jobs in today's Army approximate 

those found in civilian industry. So do the types of 

people. Enlisted men and officers, particularly in support 

roles, are generally highly educated and responsive to 

democratic rather than authoritarian styles of leader-

ship. Like their civilian counterparts, they are often 

frustrated by bureaucratic dysfunctions. The military 

organization itself has built-in autocratic tendencies 

and frequently limits opportunities for worker partici

pation in the decision making process. 8 The range of 

management versatility r equired is great. In many 

situations, particularly in the execution phase of 

operations, rank is position and unque stioned obedience 
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is essential to mission fulfillment. In others, particu

larly in planning and problem solving at higher levels, 

participation and the consideration of all alternatives 

are essential to optimize resource efficiency. 9 

Professionalism was never more needed but conversion 

to an all volunteer force, increases in compensation at 

all levels, and a perceived erosion of unique military 

benefits are chaning the military career from a pro

fession to one more like a civilian occupation. As 

military careers become more civilianized and the 

individual enlisted man loses his sense of purpose, he con

siders his job as nothing more than that - a job. As 

a result, military services are in very real danger of 

. . . 10 unionization. 

The implementation of a new Officer Effectiveness 

Report system may have a further, adverse affect on the 

bulk of the officer population. For the first time one

half of all officers are being told they are below average 

and implicitly in danger of promotion passover. The 

appraisal system has become a zero sum game, with a 

winner for every loser. As a result, morale and motiva

tion are decreasing and an effective system for 

managerial development may be hindered. 11 

Other changes have been necessitated by modern 

warfare. The increasing destructiveness of modern 
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weapons systems, the ever present political shadow in 

operational areas, and the growing sophistication of 

command and control systems have resulted in increasing 

decision centralization at higher levels. The broad 

functional expertise required to cope with complex 

modern problems and budget limitations have made those 

decisions more difficult and fostered a collectivism 

of the decision process. 12 

When collective decisions crossing functional lines 

are made in an organizational framework which confuses 

ends and means, inefficiency and stagnation are inevitable 

system outputs. George Odiorne, one of today's foremost 

management theorists, has pictured the military bureauc

racy as composed primarily of non combat, functional 

experts who resist traditional military discipline, 

complicate rather than simplify, and spend huge sums of 

money producing a self reinforcing, inflationary economy. 

As a result, congressional and business interests are 

focused on the military and often work counter to 

military perceptions of mission requirements. Military 

leaders have become powerless in many key areas and 

resigned to the inevitability of the system. In effect, 

"the continuance of old fashioned military autocracies 

and command continue in those areas which are unimportant 

while being totally impotent to deal with the important 
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. . "13 strategic questions. 

Often plans and decisions are made by staff or higher 

level functions with an objective of clearing an in

basket, rather than producing the optimum result. The 

execution of those plans by workers at lower levels of 

organization will be less than intended and could make 

even a good plan ineffective. Peter Drucker has 

characterized the difference between an effective and 

ineffective organization as a difference in what is 

delegated. The poorly run organization delegates 

authority while the superior organization delegates 

'b'l ' 14 respons1 1 1ty. 

It seems logical that a leader who assumes that man 

is capable of innovative, productive action and capable 

of controlling his environment delegates responsibility. 

That delegation is, in effect, an assumption of respon

sibility at lower levels. If a leader does not allow his 

supervisors to assume that responsibility, his plans 

reamin his plans and their execution by others may not 

be optimum. 

In the wake of Vietnam and the Watergate scandal, in 

a period of increasing cost and decreasing resources, 

and at a time when world war could destroy civilization 

as we know it, effective management and leadership in 

the military is essential to national survival. That 

29 



leadership will have to be characterized by an ability 

to handle change and conflict constructively and, most 

importantly, by a solid core of integrity upon which 

a democracy must be based. The next chapter will look 

at present management theory in an attempt to develop 

a framework for such leadership. 
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CHAPTER VI 

MANAGEMENT THEORY 

Stemming from the specialization of function and 

standardization of operations required by large 

businesses, the bureaucracy has produced tremendous 

growth and productivity in the American work place and 

largely increased the living standard of the average 

worker. It has also produced activity oriented 

managers who often lose sight of organizational goals 

and take little responsibility for their achievement. 

That type of behavior is not consistent with the 

fulfillment of man's actualizing potential and is, in 

effect, a triumph of environment over man. When man is 

less than he could be both he and the organization are 

losers. The key to achieving productivity for man and 

organization lies with man himself. A carrot and stick, 

reward and punishment management system cannot achieve 

full potential. 

In 1957, Douglas McGregor characterized the then 

prevalent carrot and stick approach of management 

practice as one founded on a pessimistic theory of 
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human nature which required that man be controlled by 

his environment. Advocating an optimistic assumption 

of man's nature (theory Y) he recommended changes in 

the work place to foster the self-controlling, self 

directing individual. He warned, however, that present 

habits, attitudes and expectations had already been 

formed by the existing work place environment. Any 

application of new theory would be slow and progress 

achieved in small steps.
1 

In 1961, Harold Koontz pictured management theory 

as a jungle in which experts talked different languages 

and where a common, interrated approach had not been 

developed. 2 Little has changed today. There is no 

acknowledged one best way. Practitioners of psychology, 

sociology, systems analysis, management process and 

other schools of management still abound, selling pro

grams for overall organizational improvement based on 

forecast profits which wouid result from the unleashing 

of human potential. 

Applications of psychology and sociology to the work 

place have been, for the most part, attempts to develop 

an environment conducive to changing the behavior of 

individuals so that organizational objectives can be 

better achieved and human needs satisfied. It is felt 

that changes in organization, tasks, and methods of 
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operation can provide intrinsic and extrinsic reward s 

to the individual and over time produce changes in his 

behavior pattern. This is, in effect, the carrot and 

stick approach to motivation in theory Y disguise. 

Peter Drucker has termed much of the effort in this area 

as "psychological despotism.'' Enlightened despots are 

maintaining control of the work place by replacing com

mand with persuasion and the old forms of managerial 

coercion with new ones of persuasion, reason, and 

enlightenrnent. 3 

If we agree that man is capable of good, and 

responsible for his actions, that optimistic assumption 

should be reflected in the management programs designed 

to enable him to fulfill himself. Granting that the 

work place has largely influenced man's behavior and 

restricted his abilities does not presuppose that man 

must be molded by an enlightened few to achieve his 

potential. If he is to become active, choosing, 

responsible, and productive, he cannot achieve it by 

letting others act and choose for him. Social needs, 

the need for recognition and other psychological rewards 

are only part of man's higher needs. He must be what 

he is capable of becoming. Efforts in the work place 

should be largely directed at assisting him in that 

task. 

33 



Some hold that a humanistic or optimistic view of 

man which pictures him as controlling and responsible and 

the agent of change is more philosophic than 

scientific by nature and not practically applied to the 

work environment. 4 The problem may be that we are 

limited in our view of man's potential by our own 

scientific perspective. Be he psychologist, sociologist, 

or biologist, the scientist is mechanistic in his view

point, attempting to explain man on the basis of his 

own preconceptions. Experts in the behavioral sciences 

often apply their scientific ideology in lieu of moral 

values. In effect, our view of man and his possibilities 

is limited by our viewing instrument. In evaluating 

much of the behavioral science perspective on man's 

nature and potential, Robert M. Young has found it 

wanting. ''Science causes a fatalism on the one hand, 

and amenability to technological manipulation on the 

other ... We must recover our right to define our own 

nature through our struggles to overcome our own limitations." 5 

Man has an urge to change what is into what should 

be but has difficulty in accomplishing it because his 

mind has become entangled with the difference between the 

two. Robert Powell has pointed out that man fails 

to realize that "the pressures which have created our 
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problems are the very same pressures that have molded 

the mind with which we try to solve the problems. 116 

Since the working of man's mind cannot be readily 

observed, scientists examine his behavior and the type 

organization which produced it. Based on years of 

laboratory research, studies of corporations and 

application of accepted theory, Rensis Likert outlined 

some twenty-four properties of highly effective work 

groups. They are summarized as follows: 

Members of the group interact well together on 

the job. 

Members and leaders demonstrate a mutuality of trust. 

Values and goals of the group and individuals 

are in high agreement. 

All interactions occur in ·a supportive environment. 

Standards are high. 

Communications are effective. 

Creativity and the assumption of responsibility 

is encouraged. 7 

Likert's description seems to demonstrate the type of 

behaviors inherent in an optimistiv view of man's nature. 

In trying to develop organizations along those lines, 

however, participation has often become a goal in itself. 

Practitioners of change sometimes lose sight of the fact 

that the growth of the individual will produce those 
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behaviors with a deep rooted, lasting formulation. 

A man who has been limited in capability learns to be 

productive by doing something productive and he cannot 

change to a controlling man overnight or in a series 

of laboratory exposures. Sensitivity sessions and 

human relations training, however, have often been 

8 used as primary tools of change. This type of overall 

organization program has frequently developed conflict, 

not resolved it. An authoritarian manager placed in an 

organization which is operating under or undergoing 

changes to participative management may have considerable 

difficulty adapting to the situation. A democratic 

manager placed in an organization with an authoritarian 

superior or with followers who cannot function in a 

participative situation also experiences role conflict. 

He is, in effect, at war within himself. Changing his 

personality or behavior in a manner inconsistent with his 

real self could be perceived by others as manipulative. 
9 

Leadership style is a product of individual development over 

time and cannot easily be changed. In moments of stress, 

the false colors can show through and leadership effectiveness 

10 will diminish as a result. 

The primary ingredient for successful achievement 

of man's good and controlling nature is to believe that 

he has such a nature and then present him with oppor

tunities to be what he can be. If he is capable, he 
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can choose wisely. That choice based on knowledge 

would seem to be an essential basis for change . So, too, 

would productivity. As was outlined in Chapter II, 

Fromm's key to reconciling man's desire for independence 

and at the same time his desire for closeness with 

others was productivity. Designing a program for change 

or a personal managerial philosophy without some mean

ingful link to achievement would remove man's purpose 

and his responsibility from the change system. 

Systems designed for managerial development or 

individual fulfillment must be consistent with an 

optimistic view of man's nature or that nature will 

never be realized. Individuals can change themselves 

and their environment when presented with information 

which causes them t o be aware of situations that require 

change. To do that has been particularly difficult, 

however . Not all men desire self fulfillment, but that 

opportunity must be provided. The remainder of this 

chapter will focus on four systems for constructive 

change which, if properly applied, can provide individual 

growth opportunities and increased organizational 

effectiveness. They are self evaluation , Management By 

37 



Objectives (MBO), job e nrichment , and situational 

management theory . 

As outlined in chapter II , an o ptimistic v iew of 

man holds him capable of and responsible for developing 

his own self concept and liv ing and choosing in 

accordance with a belief system based o n it . Research 

supports that conclusion . The inner directed individual 

has developed his own values and a management style 

which is most effective in an environment which values 

achievement and independence . He deals actively and 

analytically with task requirements and has no difficulty 

in differentiating among subordinate s in performance 

appraisals . He knows what is right and what is most 

important to task achievement . An individual who relies 

on his environment for value development and task 

definitions is passive, socially oriented and cannot 

differentiate in the appraisal of subordinates. 11 This 

does not stereotype internally valued individuals as 

introverted and task oriented or externally valued 

people as extroverted and human r elations oriented. It 

does not even ho ld that their values are dissimilar. 

It means that a man who has closely examined himself 

and his beliefs is -less like ly to be controlled by his 

environment . A man who knows his values and thos e of 

the organization in which he works are in agreement 
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should be more loyal a.nd le$S lj,l<.ely to give up those 

beliefs under the pressure of mediocrity or conformity. 

The research of David C. McClelland into the 

achievement motivation and his success in fostering it 

shows that man can change his values when placed in an 

• t h h b 1· h' t • 1 d 12 environmen were e e ieves ac ievemen is va ue . 

Other research has provided a new insight and a possibly 

useful tool for fostering constructive self evaluation. 

Attitudes are numerous and specific to situations. 

Values endure . as standards for man's actions and are 

far more pervasive, controlling many attitudes. Milton 

Rokeach has developed a technique for measuring individual 

values and the perceived values of others. By showing 

inconsistencies in relative ranking of individual value 

~ystems and offering those individuals an opportunity 

to evaluate their real self concepts, changes in values 

have been effected. Those changes were in the main 

toward an increased rather than decreased importance of 

four values: freedom, equality, a world of beauty, and 

self-control. 13 

Managers need to examine their values and be able 

to accept and share multiple value systems within the 

organization. Value surveys of the Rokeach type could 

also be used as an aid to insure a better match between 

superior and subordinate in the employee selection 
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process. 14 More importantl1 the evaluation of personal 

values may move a large number of people towards 

personal self actualization. It may also result in 

others leaving the organization because they perceive 

an incompatibility in basic values and search elsewhere 

for fulfillment. 15 That, however, is consistent with 

man's choosing nature. There is likewise an obvious 

danger in wholesale value changes engendered by any 

revolutionary attempt at value standardization within 

an organization. That is manipulation. If man is truly 

capable of choosing, an aid to value clarification 

should enable, not coerce. 

Management By Objectives is probably the best system 

for integrating the efforts of internally valued 

managers, enabling those who are not mature to grow 

through productivity, and producing organizational 

synergy where individual bests are optimized in a mean

ingful manner. It is, in effect, a philosophy of 

management based on an optimistic assumption of man's 

nature. A capable, controlling man is responsible for 

his actions. That responsibility and the achievement 

which can stem from it are the key elements in the 

growth and actualization process. Peter Drucker has 

termed it management by objectives and self-control, a 

philosophy of management which converts objective needs 
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into personal goals . Th~t conversion is considered by 

him t o be genuine freedom . 16 The system consists of a 

joint determination of future objectives by superior 

and subordinate and periodic reviews of progress in 

their achievement. Efforts are focused on r esults, not 

personalitie s and performance appraisals are made on 

that same basis .
17 

By coordination of objectives 

betwee n managers, task accomplishment and indiv idual 

contribution are optimized . Managers foster their 

personal growth by being productive in achieving 

organizational objectives . Although some ho ld that MBO 

can be applied effectively in an authoritarian setting , 18 

it would s eem log ical that the program c ould only produce 

choosing , responsible, motivated individuals if those 

involved b elieved that such men were possible. The 

program would make little sense without that basic 

assumption. MBO, properly applied, starts with an 

optimistic assumption of man and can , in fact, foster 

such a reality. 

Although man's nature can be achieved through his 

wrok, that work may be so structured that it is a barrier 

rather tha n aid to fulfillment . Redesign and 

enrichment of the job to provide necessary challenge and 

opportunity is then an effective and necessary tool of 

management. In fact, efforts at environmental 
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modification would seem worthwhile, even essential, 

providing they are attempts to remove such barriers and 

not to shape people to fit a mold scientifically 

theorized as the one best way. Real motivation for 

most stems from the fulfillment of higher level needs. 

A man can be satisfied with company policy, money, and 

even supervision but they do not motivate him. Frederick 

Herzberg has classified motivators as those things most 

valued in or tied to the job: acbievement, recognition 

for achievement, the work itself, responsibility, 

advancement and the possibility of growth. 19 Job 

enrichment evaluates and redesigns the work to insure 

it contains the opportunity to achieve those valued 

benefits. An effective program involves people in the 

process. One such program was implemented in 1974 at 

Ogden Air Logistics Center, an Air Force Logistics 

Command Depot engaged in support of high technology 

weapon systems. Jobs and responsibilities were redesigned 

with brainstorming techniques used to take full advantage 

of worker knowledge and engender a sense of commitment 

to the design. In the main, thecpplication of job 

enrichment at Ogden has been a success and further 

expansion of those efforts is in process. 20 

Jobs differ, as do individual capabilities and 

personalities. If men are free to choose, organizations 
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must be capable of meqn~n~fully making use of different 

types of people to achieve its goals while providing an 

environment conducive to individual growth and fulfill

ment. 

Current research theory looks at the leader, his 

followers, the task to be accomplished and the time for 

its accomplishment and attempts to determine their 

optimum mix for success. The answer to Koontz' management 

theory jungle has now become situational management. 21 

Differing terms are used in many of the studies in this 

field but as a whole they are somewhat synonomous. 

Whether a leader is considered as human relations oriented, 

democratic, or participative in style, he is the opposite 

of one who is task oriented, autocratic, or directive. 

In general, younger or more educated managers are 

more participative than the older or less educated. 

Staff officers are more consultive and line officers 

d
. . 22 

more 1.rect1.ve. Difficult and ambiguous tasks, people 

service jobs, and the planning function are better 

handled by participative means. Autocratic leaders are 

better suited for highly structured tasks and in con

tingency or short term response situations. The task 

directed type of leadership is effective in very 

favorable and very unfavorable situations. If the 

leader is accepted, the task is structured, and the 
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leader's authority and power are high, the situation is 

very favorable. If those three conditions are missing, 

the situation is very unfavorable. Between those 

extremes participative management is most effective. 23 

The most important ingredient for success in any situation 

is the match between leadership style and subordinate 

personality. Regardless of success, however, workers 

generally are more satisfied with a human relations 

24 
manager. 

Most managers can exercise many styles of mahagement 

depending on the situation but are probably most 

effective or comfortable within a range of styles. A 

manager should know himself, recognize the dictates of 

the situation and if the required style is within his 

range of competence, act in the most appropriate manner. 25 

Contingency theory would seem to be most effective 

in a framework of individual choice. A mature, con

trolling manager with an optimistic assumption of man 

would seem to be effective in a broader range of 

situations than one who is not. This is because he 

knows himself, is less likely to act counter to that 

self, and is more likely to focus on what is important. 

He is not carried away by situational imperatives but 

evaluates them and chooses from a soldi foundation of 
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character and integrity. If the opportunity is given 

to each manager to examine his self and his area of 

optimum effectiveness and he chooses accordingly, he 

will grow in maturity and in the breadth of his mana

gerial effectiveness. The man who chooses based on 

reason takes the first step on the road to his self 

actualization. By making that choice and acting accord

ingly man not only fulfills himself but redefines and 

realizes the possibilities of human nature. 

The tasks of management are to achieve organizational 

mission and purpose, to make work productive and workers 

achieving, and to be responsive to and good for society. 26 

Those tasks are even more important in the American 

military where the nuclear age and technological 

improvements in modern warfare require constant readiness. 

The consequences of military failure cannot be measured 

in profit and loss or in unemployment statistics. It 

could simply result in the end of American society. The 

final chapter of this paper will sumarize the problem 

and present an individual management philosophy consistent 

with an optimistic view of man and modern military 

organizational imperatives. 
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CHAPTER Vll 

SUMMARY AND CONCLUSIONS 

Man is by nature capable of doing what is right, of 

controlling his actions, and of influencing his environ

ment. That assumption makes him responsible for his own 

decisions. If he does not actively choose, he will be 

controlled by his environment, programmed to act and 

think in a superficial manner and never achieve his full 

potential. His nature is such that his potential can 

be achieved through productivity on the job. In that 

achievement, the needs of the organization must also be 

served. As a result, programs for growth and effec

tiveness of the work force must be focused on the 

accomplishment of responsible activity and serve both 

individual and organizational objectives. The achievement 

of objectives is important but so, too, are the means 

used to achieve them. Desired ethical standards should 

be explicit so that any disparities between individual 

and organizational value systems are surfaced and resolved. 

An effective organization cannot be built on 

individualism alone. This paper has not stressed group 

participation or programs which meet social and esteem 

46 



needs of the individual since a meaningful relationship 

of achievement between individuals, in effect, provides 

a mutuality of respect as a solid foundation in that 

area. That is, of course, essential to an effective 

management system. Group needs, organizational goals, 

and the needs of the individual must be balanced and 

maximum benefit optimized. 

Resolution of the conflict between individual and 

group needs and those of the organization requires more 

than human relations training or organizational develop

ment or behavioral modification. The differences in 

individuals should be used constructivel y as should 

their ability to work together. Peter Drucker has 

outlined the effective executive as one who first and 

foremost knows himself. He knows what he can contribute, 

and looks for strengths not weaknesses in himself and 

others. Before making decisions, the effective executive 

solicits differing opinions, not concurrences, from all 

sources and builds a management team capable of thinking 

and articulating in relevant terms. He considers the 

building of other leaders as one of his prime goals and 

jointly agrees with his subordinates on what is important 

and for what objectives each is responsible. Most 

importantly, he does not measure individual contribution 

on traits or personality or the happiness of empl oyees , 
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but on achievement . 1 

A well thought out personal management philosophy 

would seem to be an essential aid to the manager in 

evaluating and acting in today's complex management 

environment. The following seven tenents of such a 

management philosophy for the Army manager would seem 

to provide such an aid, consistent with an optimistic 

assumption of man's nature. 

1. The organizational ethic or value system should 

be explicitly stated. Duty, honor, and country are 

understood as the key ethic of the military man but 

what they demand of him and why are subjects for fruitful 

discussion. To safeguard American values of freedom, 

the military manager may be required at times to obey 

and thus limit his own freedom. He may ultimately be 

asked to give his life for those values. The Army 

ethic need not be overly restrictive since it must 

provide for widely hetrogeneous assortment of individuals . 

Its development, however, could give substance to a 

management ideal and provide general parameters for 

standards of behavior. 

a. Managers should evaluate their own values and 

abilities on a periodic basis. If a manager does not 

know himself, he is controlled, not controlling. A 

well-thought-out value system is a firm base for 
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individual character and integrity, so essential to the 

military manager and our society. The Rokeach value 

survey could provide one tool in that regard but so, too, 

could periodic discussions of values between a manager 

and his subordinates. 

3. After self evaluation, the manager should 

determine if he is in agreement with the acceptable 

range of ethical standards and values within the 

organization and whether he can act within their restric

tions. If he does not meet organizational requirements, 

he can either change, attempt to change the standards, 

or resign. 

4. In his area of career specialty, the manager 

should determine if his managerial style is effective 

and, if possible, adjust it as necessary. He may also 

tailor assignments to his strengths and/or change career 

fields to make his strengths productive. In developing 

subordinates the manager should also work to their 

strengths and provide every opportunity for their 

challenge and growth. 

5. Environmental modification to enrich jobs and 

remove obstacles to individual fulfillment is consistent 

with an optimistic assumption of man's nature. Manipu

lative attempts to modify behavior are not. In every 

way he can, the manager should provide j o b challeng e 
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opportunitites to thos e who will accept them . 

6. Some form of Management By Ob j ectives should 

be implemented providi ng it is founded on an assumption 

of the reas oning , control ling , productive man . MBO is 

both an effective management system and a phi l osophy 

of management . By engaging in joint goal setting and 

reviewing progress based on achievement , bureaucratic 

restrictions to i ndivi dual growth can be overcome. MBO 

would seem to be the most effective system in engendering 

participation , delegat ing respons ibility , bui lding 

subordinates , planning activity and providing a forum 

for t he discussion of rel ative values and goals. 

7 . The abil ity to deal with ambiguity has been 

outlined as one stage of the maturat ion process . 2 

Nowhere is that abi lity more essential than in the 

realm of the manager, particular l y in his decision 

making function . The effect ive manager l ooks at all 

s i des of an issue and attempts to strike t he proper 

balance between compet ing ideas . He searches not for a 

compromise of mediocrity but for what is right . He 

listens to all arguments and chooses based on reason, 

not emotion . In the words of Aristotle: 

Virtue then is a state of deliberate moral 

purpose , consisting in a mean relative to our

selves, the mean being determined by reason , 

or as a prudent man would determine it. It is 
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a mean, firstly, as lying between two vices, 

the vice of excess on the one hand, and the 

vice of deficiency on the other, and secondly 

because, whereas the vices either fall short 

of or go beyond what is right in emotion and 

action, virtue discovers and chooses the rnean. 3 

Man is unique. Largely determined by his environ

ment, he is capable of overcoming and controlling it. 

He is limited in his achievement by his nature but, 

even more, in his perception of that nature. He is 

given life and the opportunity to make himself, yet 

unless he thinks about who he is and what he can do, 

his promise is largely unfulfilled. In his Republic, 

Plato recommended the leaders of a perfect society be 

given the reigns of power based on their abilities and 

periodically retire from public life to think and 

replenish their stores of logic, appreciation of beauty 

and truth in preparation for greater responsibility. 4 

In an effective organization, leaders should also be 

selected based on achievement and integrity and 

periodically afforded that same opportunity for 

reflection and intellectual refreshment. Reflection 

alone is not enough, however. Real growth requires 

action based on a reasoned philosophy of management. 

In sum, the assumption of man's nature and the 

values of the individual manager which stern from it, 

51 



largely determine organizational aspirations and the 

level of achievement and integrity of its personnel. 

Man must set his standards high in terms of what could 

be, not what is. Only then can he fulfill the promise 

of his nature. 
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