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on engineer does—on the basis of facts first,
ion. = He first midkes an analysis of the market
possibility for the article offered. He isolates
ke that must be met so that his activities may
ted against the real problem. For example,
cy started out to analyZe the problem of a
Lturer of canned beans. They found that 60
t of the potential market did not eat ‘baked
bo per cent preferred to bake their own, and
cent- bought canned baked beans, the client
half of this percentage. . This client had been
v his effort against the competition that held
er 10 per cent of the potential market, whereas
mes as much opportunity lay before him in
ng the idea of eating canned baked - beans
the other So per cent of the market.
wing, this market analysis and isolation of re-
. the/agency prepares a plan just as the engin-
s. It then catries on a test campaign just as
ineer \tries out his p!an4 on a small scale before
them into the whole% ‘plant.  Satisfied with
proceeds on the plan. | . ,
big question is, Does it work? The answer can
d in your own obsertations. - Of the nationally-
ited, nationally-know: 1" trademarked goods,
Lily all are advertised and advertised ig the.
Il magazines. Recently a question was' put to
tors of “Printer’s Ink” as to whether there was
own case where a manufacturer of a nationally-
uted pro‘duct of general' consumption had been:
change from private brands to his own brand
t the use of consumer advertising. Their an-
as that no such case is known. ' .
, however, easy to point out well-known cases
the change from the manufacture of a complex
implified line and from jobbers’ brands to the
own brand have been accomplished by the tse
sumer advertising. For instance; the Hammer-
laper Company brought this change about several
ago and now makes little except their well-
line of Hammermill papers. Fayette R. Plumb,
he well-known tool manuifacturer, since the close
war has-been ablj to change his business from
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practicallly all private brands to 80 per cent his own
brand. At the same time, he has reduced from 2752
items under 200 différent brands to 761 items. He
has in‘creﬁased his business and gives befter value for
the money. The Certainteed Products Corporation,
by explaining their goods to the consumer through

- magazine advertising, by labelling them so they could

be identified, Has made it more advantageous for the
jobber to handle the mill’s t{r nded goods than his own,

so that their business has been swung to their own -

brands. Even in women’s dresses we have the case
|

_of the Goldman Costume Company, Inc. By creating

the Betty Wales models: and advertising them in the
magazines, they have been able to shift. from 1500
different styles under any kind of label to their own
brand with 4 series of about 50 styles in each. Inci-
dentally, it might be pointed out that their ‘advertising
costs are approximately 3 per cent of sales. A similar
story might be told of the-Martex Towels, the Flor-
sheim shoes, ,the‘Brenlin window shades, the Scott
Paper Company’s Thirsty Tissue, and the General
Cigar Company. This last, for example, by advertis-

ing was able to reduce “frém 152 brands to but,5 -
brands. Simultaneously, their sales ‘increas,ed» one-
third despite the growing popularity of the cigarette.

Time only limits multiplication of such cases.
“In conclusion,: the, following points seem clear :—

First: Just as the sales department must have
efficient manufacture back of it to enable it to meet
competition, so must the manufacturing department:
have cc{mpetent marketing to allow it to operate
effectively. !

Second: Wherever, the distribution of goods is
broad the manufacturer must employ mass selling
methods just as he does mass manufacturing.

Third: The avertising agency of today operates to
bring the same effectiveness and scientific methods into
marketing problems that the engineer brings into manu-
facturing.

Fourth: Experience has shown that it is only .

through the application of these scientific principles
fo ‘mass marketing that it is possible for the manu-
" facturer of a widely distributed product to gain control
of his oyynL marj<et, and, therefore, of his own manti-

facturing.

Scientific Management in Germany

How T?ylor Methods Have Taken Hold Since the War * . |

. . . . By. EDUARD MICHEL.
. Consulting Engineer, Berlint
Translated by H. FELDMAN, Hanover, N. H. (

NTIL. recently only a few industrial leaders or

factor_y managers in Germany have known of

the existeneg and the progress of scientific man-
af?rement. My book of a few months ago, “The Plan-
ning of‘\"Vork"z was planneq to present a comprehen-
sive outline of the subject and show what could be
knowh,and should be known' generally about scientific
management. : . ‘

The customary conception. of the term scientific
n,};{.na.gement, is that it dem)tes certain fundamental
principles of quite general 'application, these to be
q‘dapteil individually to different types of businesses.
Some people, however, are‘lsp'reading the idea that in
the m‘ana.gementvof industry, so far as questioﬁs of
'organ}zatlon are'concei‘ned; there are many waysv to
Rome; and each seems' to believe that his'lﬁarticular
method is for him the only proper one.

The idea that one’s’ special ability and experience
enabl; one to’ establish an undex{iably exceptional
case is a characteristic widely' observable in daily life.
When we consider the fact that with few exceptions

. the managers of our factories are too busy to make

themselves fdmiliar with the scientific side of their
profession, it becomes clear that the avevrage manager
lacks the  critical, objective -attitude of mind esen
though he may have a detail knowledge of his Yspecial
branch of work. The fact that the management prob-
lems of ajmine are only superficially different from
those of aghocolate factory' or a k‘]aundry seems sO
grotesque a notion that it gets little recognition. The

" possibility that such extremely different ‘branches of

industry may be provided with a form ‘of organization
ess(:mially identical and with the same types\of mana-
gerial direction and methods of production, undermines
thf: foundations of all oi'diqary understanding. ‘
Qne who has the opportunity to gauge the mental
attitudes of the technical managers in' the various
vo:ﬁ:r‘el;fl:n‘g).f"uWie macht» man Zeitstudien” and “Arbeits-
2V. D. I. Publishing Company, Berlin, S. \V,’ 19, 1924,

1ndusF_ries finds a similarify of opinion concerning
qucstlous: of wages, working hours, policy towz;rds
Frade unions or government agencies, taxation health
insurance and other matters of social legislatio’n, But
if one inquires by what means the hand workers or
th'c machine workers, for.example, have their dail

tasks plat.med and apportioned, what provisions mus};
be made in order always to have the tools handy and

- what guarantee is given the worker that his perform-

ance will be justly remunerated—all requirements
which are fundamental management conditioﬁs neces-
sary anywhere—then a Babylonian confusion is pro-
duced by the wide variety of answers.

The reason for these differing answers is thdt a
standard method of operating and directing a busi-
ness concern is neither recognized nor desired by any
Iarge number of industrial leaders. The unconscious
fmtfpath_v towards everything new with which the
mfhvidual comes in contact, the contentment with
things as they are, often also the unquestioned financial
success:<acl1ieved with the accustomed means—in a
VYOrd, inertia—forms the primary defense, the pro{ec—
tive wall agairist new ideas. If the head of a factory
of sevgral thousand workmen, as for instance the man-
ager 'df a weaving mill, is told that his concern could
by scientific management be organized in exactly the
same way and provided with exactly the same method
of procedure as a foundry or a. machine shpp;.or if
he is told that scientific management Eoday:" ‘fs"aead'y
and able—and can prove this by practical examples—
to use a standard system of organization, of scheduling
and dividing the work and of making time stud.iesbf
whether a factory employs. 25 men‘or' 50Q0, :mciL
whet'her it is engaged in single, serial or mkasg. pro-,
l..luCtl()n ; then the demand upon his understanding
is so great that he is glad to escape to the st}\}gglés
with daily petty details of the business. ] .

And science? Our technical institutions‘?. One
.must say with shame that in the art of production,
in the development in an orderly and scientific wa);




