vof our accomphshment On the .other hand, there
_may be another bridge available and our ideal may be
" to build the new bridge stronger, more permanent
and more beautiful than the old bridge; in this case,

is’used. . If one will enly remember- that it is a tool
to use in temporary or transient. situations, expediency
- has no effect on our. ideals. It is only when an ex-
pediency decision is allowed to stand without check-
( ing against our ideal that we later find that we have
permitted anf unfortunate and perhaps deplorable con-
dition to exist.
. The failure in the installation of scientific manage-
ment methods has been, in most cases, attributable to
lthe improper consideration of the unit-of time. Time

" has usually been given an important ‘place in measur-

ing the ideal or standard of accomplishment and little
or improper consideration in laymg out the plan of

action

Any ideal or any true standard must_be based on
facts. An analysis based on facts of procedure must
consider the, unit of time and will fix this umt rela-
tively in its measurement of our ideal.

ment as the bridge that must! be put over.the riv
in a hurry. Time is an important-element; the liquid
capital may disappear while corrective measures are
being planned and the first step in attaining our ideal
‘is to save what we.have.
L1°  Another unfortunate thing for sclentiﬁc manage-
menf has been the assumption that methods and prin-’
. ciples are the same. We hear the Taylor system con-
1 fused with-principles of scientific management. These
‘principles are, of course, umversally apphcable but I
~ do mnot know of any “system, - Taylor or otherwise,
L © which can be used in applying them under all condi-
f tions.
' * In attaining our ideals we are similarly quite likely

.| of'action, with the ideal itself.

' 1 think it is perfectly proper tqbe stubborn re,gard-
mg our ideals.. They are- our %m, ‘and a man isn’t
worth much unless he has them.

.As I have suggested, there are other units of
‘ " measurement thart money, but fortunately the accom-
phshment of ddeals can be measured in money alone

and in this sfngle unit show a credit balance.

1 think it has been demonstrated in several fields

}
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! e is a unit of our standérd but it is not the con-
. Tiplling - unit, ’
Expedxency is dangerous only to the extent that it

i A company losing money requlres the same trea;-/

to confuse our naeth d of reaching them, our plan
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of endeavor that the maintaining of ideals is profit-
able. No large undertaking can be successful w1thout
the cooperation, goodwill and earnest effort of all
who have to do withit. . Whether we-are motivated
solely by the desire to make money, or also by the
desire to,make our business world a little better place
in which to live or to furnish a little .more sérvice
to those who are affected by' it, our plans and results
are the same even though measured in different tpits.
Until others are educated or “sold” on all the umts
of measurement of accomplishment, it may be neces-

© sary to use théir vocabularly and the s_mvle unit of

money.

Some years ago I laid out what I consxdered an
ideal power plant for a company with’ ‘which I was
connected.© The then existing plant was. scattered
all over in different buildings and was a wonderful
education as to diversification’ and ‘inefficiehcy.” THe
“ new plant was estimated to cost $’>00000 andmthe

money was not available. «However, the plan was

revised so that each replacement fitted into a general

plan that would ultimately result in centralizing all”

the power in standard units in-one location. It gave
me a great deal of satisfaction. to- learn two years
ago that the first part of the accomplishment of this
plan was so successful that the company went ahead
and replacéd all the remaining equipment at one time.
This was the accomplishment of an_ ideal, though a
very material ideal.

In attaining management ideals, however, we are
dealing with the relation of human. beings, and while
I do not believe in paternalism *in -any form in
industry, to bring about cooperation of workers in a
joint endeavor we must necessarily effect a mental
stimulus (and perhaps a spiritual one) in our business
associates.

 In the installation of any new methods the first part
of the work is often tedious and discouraging, but
after the first successes have - obtained cooperation
there is a tendency to force the other steps ahead too
rapidly

and a definite vision of his ideal has the jump on the
“dther” fellow. With a predetermined plan of action
'the next step and the reasons for. it are known. It
is possible to justify each step in itself. If the other
fellow has a‘plan, it gives you the opportunity to
check yours. I he has not, then there is no opposition.
The engineer has often been criticized by the lay-
man for his use, of the word “standard.” It is smd

\

There is another point where the man with ideals
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I

that one cannot set a stand

! changmg thought and | pro;

same Situation exists with -

is largely a question of defit§tion.

considered standards, based
expressed in common uhits

there should be no diffiqulty
in the solutiop of practicaljbroblems.
practical problems become s p‘é in the attainment of .

our ideal.

S

;

In concluding, I wish to,
of a budiness associate|:* “\

“Idealist” one who indfilgesfj

idealist is he wllosp drTam.s_

possesses - that serene |uncl,
unobscured by regrets, fear
has the power and courage '
sceking to ‘envelpp realities
idealist envisages fearlessl
and consequently-can r¢ad t!
holds.” This fits my idea
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n’ analysis of facts and
business measurements,
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In fact, our
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me true. IHe it is who

ded vision of realities

or hopes. It is he who
Jlook at the sun, not
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Admmistratlon
‘ i Budgetary Control

By J. 0. Mg
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v .
are prone to term an
-idle dreams. The real '

_essarily of dynamic personality.

These

(who make a very good executive committee) are not
as desirable for Board in formulatxon of general p
cies as persons with outsidé interests. , .

IIL. Trend to select as Chairman of the Board
man other than the president of the éompany‘ ‘There
is a marked difference between policy making and €
ecutive work. | The Chairman is the contact man with I
the outside world. ‘He n@eds plenty of time to think.

IV. Trend to appoint committees of the Board, as
Executive ‘Commiftee, Finance Cpmmittee, ‘etc., 0
study various problems. The interesting thing in this -
movement is that the Board today is taking a more
active part in the life of the firm. 5

V. Trend to make the president’s job different
from what it used to be when the president was a
product of the institution—a man who was an author-
ity on all branches of the business. Today staff ‘men
are filling the presidency, coming from the law de-
partment, the actounting department etc., men who -
are not so quick to give decisions ‘as formerly—men .
capable of analyzing problems rather than men nec-

VI Trend toward the delegation of authonty and
responsibility to subordmates—a marked gettlng away )
from the one-man basis: - .

VII. Trend (on account of VI) to fix the respon-
sibility of subordinates.. A limited 'use. of charts and
instructions is desirable, with provision for expansion
of the job when the given man is capable of doing
more. Such charting, after all, is but a reflection of
thinking. ' '

IX. Trend is again to the placing of emphasis on

(a) Functions of personnel admxmstratxon '

(b) Functions of comptroller '
with a vice-president in direct charge of -each.

X. Trend to restrict the number of executives re-
porting to ,the chief executive—there have "been too
many,_departiments in the past.

XI. Trend to set up some means for, coordmation'
of budgetary control by

(a) Committees .

(b) Plans by head of each department

XII. Trend toward the realization that we must
recognize the personal element. .(There are not enough,
good men to go around.) I suggest making np dn .
ideal organization chart first and then trying te ‘get
men to meastre up to the standards set. Wise ex- |
ecutives attribute to their type of orgamzation the
failures 'of some of their men. -

XIII Trend toward the realization that. the or-




