doing. It is harder
' never been dofie b

cepted way. Do 'n
. however poor they
 being accepted.

to do«son&ething in a way it has
fore than in ithe commonly ac-
t forget that existing: methods,

|may be, have the advantage of

The Environment Under Which the Control
- Must Function

What do I mean

y environment ? Whilelrenvi'rom

ment includes physicql surroundings, I have principally

in mind at this mo:
conflict i in she attitu
concerned. In this g
 that have taken place| i

‘At the beginning o
an individual affair|

. Sons succeeded fathefs;

stituted the ending d
“Marrying a businesy”
fact, business still b
the family. ' Labor ty
was negligible. '

Today business, is
.mostly 'through corp
rapidly disappearing,
today owned by tens
holders, who are unk
aged by non-stockh

ment the degree of tharmony \or
e of mind of the various groups
onnection let me consider changes
in the last twenty or thirty years.
I this century business was largely

“and Son” or’ Prothers con-
f a fair ma]onty ?f firm names.
was a common expression.. In
re the earmarks of its origin in
rnover, both in office and factory,
. . |
largely impersonal. It is done
orations.  Small businesses are
being consolidated. Business is
vf thousands of impersonal stéck-
nown to the managers, and man-
olding, salaried executives un-

known to all but a fgw of the stockholders.

Another change in
in family and home
was usually large.. 1
with less than twelv
fifteen or eighteen.

environment rises from changes
ife. In the old days, the family
h our family ‘we rarely sat down
at table, and often there were
Everyone képt open house, 50 to

speak. If 'we had seen just two persons living tol

gether ‘alone in thos
there was something|

Space was plentify
spare rooms.
* compared with toda:
. tions were easy. O

‘household did not 1
i The older members
come, and there was
. Consider the cont
“.scarce, standard of 1

e days, we would have thought
queer about it.
ul. There were always several

The standard of living was simple, as

and social and’ economic condi-
ne or two more or less in the

of the family were always wel-
hlways something for them to do.
ast today: Family small; space
ving complicated, social and eco-

_ nomic conditions hagd. Go anywhere and see the big

_ houses being torn down.

‘do not want. to liv

do not seem to like the big family idea.

People cannot afford and
in them. Young people today
If they have

There. were few corporations. -
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nean much in terms of money. '

l

. highly undesirable.

advise you under no conditions to use the word in’
. . 0

¥
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,a spare room, they want it for their friends.
the old folks used to be the principal factor in the
family, today they are merely tolerated.

Consider thé spread of education. In the old days,
ani educated laboring man- was the exception. The
rudiments of economics were unkhovy'n not ofily among
laborers, but among the white collar class. Today
everyone has some schogling, and 'the percentage of
‘those of college educatidon has. increased enormously.
Economics furnishes' the head]mes in-our daily news-
“papers.. The New York radl_o announces stock market
‘closings from eight or ten stations. © Ordinary laborers
discuss ‘supply and demand -and some even the law
of diminishing returns,

Yesterday the laborer ‘looked forward | to a steady>

job at good pay, and that was alI The white collar
man looked forward to ownership of a business, part-
nership in a firm, or some position.of responsibility

that would distinguish him a little from the rest of = " "

the world. Todqy theré is no (listincti?n' between

classes except in the so called smart'set and to those

of us who are not in it there does not seem to be
much there.
business man have an equal chance to sink or swim.
Labor and the white collar class have merged. To-
day all classes look fortWard with much the same hopes
and fears.:
You mfay ask, “What have all these changes in en-
vironmental conditions to do with top control?” They
~mean a lot. They have changed what the employer
and employee see in and expect of each other.
have created a need for the older generation to adjust
itself to new conditions at the time of life when it is
hardest to make adjustmeﬂts, and, on the other hand,
a need for the younger generation to put up with
standards and exactions from business superiors for
which they can see no reason or necessity. Common
ideals and standards and objectives are the essence of
effective control, and everything which tends to ex-
‘aggerate’ differences in environment of the various
groups of which industry is composed tends to make
control more difficult.

Psychology of the Word Control

In t]re light of what I have said about con‘d‘itions

of top control, I want to refer again to a point I made
briefly at the outset. The use of the word control is
No matter what use necessity
compels us to make of the word in discussion let me

.

i

Where '

* hospital.
protected agamst .ordinary

_child before it is in any

The laborer’s son and the son of the bw )

“They

~ with other -departments.
.that dislike of arbitrary control which Dr.

'
N

October, 1926

b

. . . L .
that immediate environment in which the machinery

of control is developed and

harmless. as we conceive rit, it nevertheless suggests.

restraint and limitation, is|

obstacles ' to the successfu
methods,

Dr. Watson a few years
on babies in the maternity
{ It was arranged

S0 as to 1)rotect them agal
fluences. THe idea was: t
being is like before it becon
He found there are three

joperated. Unquestionably

repugnant to many people

' physically and psychologlcally, and creates avoidable

1 workmg of the control

ago cohducted experiments
ward of the Johns Hopkins
that the babies should be
environmental conditions
nst parental and home in-
o' find out what a human

major gharacteristics .of the
ay contaminated, and one

of these is dislike of physic;
another word for control
movements were restrain

cried and showed anger.

~When I was in Washin,
a department called “Mate;

was to control the distribution of materials.
nothing but trouble with

of the troubles we decid

al re§traint which is merely
Themoment the babies’
d or interfered w1th they

on during the war we had
ials Control.” Its function
We had
it. After careful analysis
d to change the name to

“Records Department” a ; we never had ary more

trouble. The only real ch;

nge we made was to send

the factS with reference to materials to the various

%

divisions and ask them to
whereas formerly, without|
sent them instructions wh;

bring about certain results,
sending them records,< we
t to do. !

+ You cannot control, in the generally accepted ‘mean-

. mg of the word, in this da%r without doing more harm
than good, and you might as well face this fact.

You

can, on the other hand, glee people facts and ask them
to work to certain ends, ind even prescribe methods

to be followed, provided y
are given them to insure

babies evidenced.

s The Methods of Top Control

u explain that the methods
the. necessary coordination
Apparently we never lose
y Watson’s

.

The principal methods, through which .general ad-
ministrative control is effected in the ordinary organ-

ization are:

1. General accounting—-that is, records with refer-

ence to purchases, sales, re
and losses.
2. Estimating—that is;

eipts, disbursements, profits

;{price fixing.

oo N4 p !
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nes prejudiced by its elders. |

3.  Cost accountmg-—that 1s, cost ﬁndmg :

4. Budgeting—that is; pohcy determination, allo-
cation, comparison of accomplishments with forecasts. '

5. Interpretation—of. the progress of the going
concern in terms of causes and effects.

Who Shall Establish: Control Methods?

_ Control consists of a oup of methods which gi\;e

information to executiveg, on the basis of which ex-

ecutives make decisions of one kind or another..

am strongly of the opinion that the function of dc-i

termining methods of doing things and the functhn

of making deqmon: should riot be performed by the

same person. |If they are, the function of determin-

ing methods will be: continually subjected to interrupr.

tions by the function of making decisions. The exp

ecutive who is called upon to make decisions is con-

tinually ‘subject to interruptions and must be continu-
ally adopting expediences which are inconsistent with *,

careful and unbiased study of situations and laying ‘.

out of well-balanced methods. ‘
" While the methods man must have no responsxbrhty
for the doing of things, he must necessarily have full

authority and responsibility with reference to means-

of recording such as the accounting classification. Any
executive responsibility, in the ordinary sense of the
word, will unavoidably involve him in results achieved
and so bias his judgment.  His presence should not
be necessary at any given tirhe to any phase of the
operation of the industry ; he should be free to devote
his undivided ‘attention to problems, one at a time,
and so be saved from hurried or immature judgments.

The function of an operating executive, on the other

hand, should be tq make decisions and to éngage in
constant study of different policies in their effect upon
results, and in the development of a common under-
standing throughout the personnel of the organiza-
tion as to objectivés and current practlse const1tutmg
the control.

As illustrative of a piece of research, such as would *

be carried on by the methods man, I have in mind a
particular study of the relative merits of distribution
through jobbers and through branches. The methods
man made the; study and collected all the facts. - The
executive then went over them with him and made
suggestions for further investigation. After further
investigation there were further consultations, and in
the end the executive decided to use both methods of
~distribution under certain restrictions in each .case.
The methods man then set up the methods and in-
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