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diate pay-roll necessities. For a time it looked as if
such adjuncts of management work were only fair-
weather factors. As the period of most severe depres-
sion passed and prosperity began slowly to return, it was
found that frequently that which had been, eliminated
from an organization could well be spared, that it was
really an after-war overdevelopment of a good prin-
ciple, badly worked out. But plants found out that they
needed personnel departments and production depart-
ments, if they were established on a sound basis. Ex-
amples of well-mapaged plants that had weathered the
storm best of all, through low inventories and quick
turnovers made possible through highly developed or-
ganizations, came to be well-known, and the sound basis
of management work as applied to a particular plant,
came to be better understood. The feeling that cor-
relation of various departments within a business was
_of primary importance and!operating methods within
the departments come afterwards was a distinct .out-
growth of the experiences of many plants during the
depression. ~Labor, even union labor, frequently pre-
. viously hostile to management developments because of
misunderstandings or poor operating methods in par-
ticular plants, came to be more friendly because of the
depression. It saw that there was less unemployment
in better-managed plants, less wild ‘wage-reductions,
more sympathy for the point of view of the worker
from the executives who were working in accordance
with modern management principles. All in all, the de-
pression served to squeeze the water out of the manage-
ment movement and to put it on a firmer, sounder,
more appreciated basis in all portions of industry.

32. The management movement has progressed re-
markably when its youth is considered. It has grown
rapidly from the early beginnings of Frederick W.
Taylor, and it seems destined to continue to grow be-
cause of the logical trend to operating methods which
we have seen is a fundamental condition in American
industry. There are a number of factors which are
combining to insure steady Rrogreés in the development
of the field of management. Among these are the
growth of societies, whose mem‘bershib is largely plant
executives and whose interests lie entirely with manage-
ment problems, the increasing literature, both periodical
and book, on management subjects, and the attention
being devoted by the next generation of factory man-
agers, now in educational institutions, to management
as a study.

33. Just as the growth of scientific education in col-
leges during the last fifty years has aided in revolu-
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tionizing American industry, so the growth of manage-
ment education is likely to aid the management move-
ment in further revolutionizing it. . Ten years ago
there were not five courses in management given in
American universities. Today practically every busi-
ness and engineering school in the United States is of-
fering courses in Management. While this extremely
rapid growth of management instruction has been in

_response to the demand from industry, yet in many

cases it has led the demand, and has, through its grad-
uates, called the attention of industry to the strides that
have been made in management in other sections of the
United States. It must be put down as one of the

most important developments in management in recent

years. Particularly is this true in the instances where
industry and the colleges have cooperated in manage-
ment education, for in practically every case where this
has occurred, the combination of practical and theoreti-
cal instruction has resulted in very distinct advances in
the management field. -

34. Probably the best criterion for the continued
growth of the management movement is the interest of
the general public in management matters. Manage-
ment literature is no longer confined to technical pub-
lications, but a large portion of the public is informed
of strides towards better management through the col-
umns of the daily press and popular periodicals. Each
time that public interest is threatened through some in-
dustrial upheaval such as a strike in a basic industry,
editorial comment points directly to industries and fac-
tories where better management has solved similar prob-
lems.  The general public, as well as the enlightened
factory manager, is coming to know that a solution of
a specific controversy between employer and wage-
carner lies deeper than mere adjustment of the prob-
lems immediately incident to the particular difficulty.
It is coming to be daily better understood what the
hidden forces are which make for smooth and effec-
tive operation of industrial establishments, and that
these forces, though sometimes highly technical in their
development, must be successfully coordinated by what
is known as management to bring about industrial bet-
terments and the industrial peace so sought after.
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By Joun H.

N speafdng of the ways and means of the chi.ef ex-
I ecutive, 1 shall try to avoid coufusing them with his
problemas. A problem implies a question of judgment
such as the adoption of one means or another. I shall
try to avoid, advocating any particular means for the
solution of any particular problem and to' stres's the
desirability of certain means as having an m‘tegnty of
their own apart from their application to a given prob-
lem. ]

On this basis the first means of the executive may
very well be the recognition of the altemanvr. types
of management through which he may fun?tlon, the
selection of one or another of these, and consistency to
the selected type of management in all that he may do.

Nothing is more important than morale and nothing

will destroy it more quickly or more effectlfall’y .then
inconsistency in those things which characterize differ-
management.
el]tl;;p:;pzfof magnagement I mean the disposition or
tendency for or against such matters as: '
! The subdivision of duties and 1'esp0nslblh'txes on the
basis of function or of personality of executive. '
The lodging of final authority in commlttées or in
individuals. o
The centralization or the decentralization of author-
mgl‘he use oi accumulated experience or the use of re-
search as'a measure of accomplishmenlt.
The meeting of conditions as they arise or the seek-
ing to forecast and prepare ff:r them in adv?nf:'e.. A
By “the subdivision of duties and .responsd)lhtlei on
the basis of function or of persnnallty. of executive,
1 mean that there is a tendency to assign wqu to in-
dividuals because of the circumstance ?f their availa-
bility, their reputation or personal relations to the (?l:\le
making the assignment. However easy and agreeable
this method of assignment may be to the chief, it is
mesemed before the Exccutives’ Club of the Boston
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enormously detrimental to the organization itself. W‘hlle
it goes without saying that the one to whom an assign-
ment is made must be able and have the necessary
capacity for the matter in hand, it is in most cases even
more important that he should be the person charged
with resporisibility in’ such other matters as need. to be
coordinated with the one in question. ' This 1 bel.levt.e to
be the underlying principle of functional orgamza.tlon.
The mere making of a chart according to functional
subdivisions of the work and the assigning 'of general |
responsibilities on this bagis, means very little 'unless
the chief is willing to be guided in maklflg specla_l as-
signments by the relationship of the thing to be.as—
signed to the duties and responsibilities of his various

assistants.

By “the lodging of final authority in committees or ~

in individuals,” 1 have in mind the differenc; betv\feen
joint and 'm(lividtﬁal _responsibility.,. .\/Vlth the.cc?mmltteg
form of organization, responsibilities are d}v1ded anu,
what is the duty of more than one person 1s no one’s
duty. Advisory committees are sc.m‘u?t}mes helpful 1.11
dcv—eloping various alternative pOSSll?llltleS, but therle T
always the great danger that they w111' be used to .e ud \i
individuality. There is another undesirable facton. v‘w‘t‘
reference to committee decisions. Most men wxll.?g-.
céde and respond to a decision rendere.d by t.he Pers:ovn
responsible for the decision, but thercf, is an instinctive
distaste for accepting impersonal decisions.
~ A committee is a clumsy thing at best. mder
took to get a meeting of minds on every question 1;
has to decide, it would be like a jury. It would spend
days on each question. It rTmst by Fhe very natura;t
things be superficial or'lpemh. 1t is too many-sided.
il he too versatile man, ) :
ilu]?ﬁclll:rftl)tr one way or the other to be consistent and
rceful.
iz:;:ifngly stupid men were successful. T kr{ow u;‘)w
it was because, although they saw only one thing, they.
saw it clearly and prosecuted it aggre:\’sn-ely. SUES
mindedness has made imore men than it has ruined.

If it under-

seldom sees anything

i ‘ ny
[ remember as a boy wondering why so many
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