\
140

- ORGANIZATION PLAN

i ibilties =———
ks sl

BULLETIN OF TH‘E TAYLOR SOCIETY

Vol. XV, No. 3

OF THE 'KENDAl;wl;VSA(S)&

July 1929

,

" TSTAFF COMMITTEE

PRESIDENT

ASST. 1 PRESIDTT]

PRESIDENT EX OFFICIO
|
. i e

~
|
RAW MATERIALS FURCIASHG AT ..:__._-_.
)
1 ]
CE: H )
i

[

TFigure 1

b. The manufacture of these raw materials in
well designed, well equipped, well organized plants,
with -a personnel that is well chosen andrade—

uately paid. -
¢ c. '}i‘}f)e distribution of these finished products,
in trademarked or branded form, through the com-
pany’s own sales organization. )

That - these economic objectives were sound is
shown by the fact that through many Yicissit.udes
of the general economic situation, and in abhxgl.ﬂy
competitive industry, the company grew in size

. and strength until today these objectives are fully
carried out in the nine plants owned or controlled
by The Kendall Company. '

3. Social Objectives. The Kendall Company has
been actuated by certain fundamental concepts,
motives and desires, developed in common pur-
poses, which have given it its present special Fhar-
acter. The main objective inspired by its president
has been sound, sane, permanent social betterment
and economic well-being, first, within the sphere
of its own activity, and second, within the scope
of its influence. Wherever this company has con-
tacted, we find happier men—men inspired to do

better, perhaps their best; better homes; chi.ldren
better educated, better clothed, better nourished,
and all with a continually broadening vision and
a keener appreciation and sounder appraisal of the

‘art of living.

The Kendall Company, under, Mr. Kendall’s
management and administration, has'dgmonstrated
how the resources of the company, gotten together
by forésight, courage and proven j‘udgme.nt, and
operated apparently to produce certain textiles, can
be exploited successfully for human welfare and
economic well-being and for the enrichment of
human lives. In organizing and carrying forward
this business, our aim is that its resources shall
continue to be enlarged and expanded in order that
further opportunity for such exploitation may be
provided; that the company may demonstra.tg, fur-
ther test and establish in practice its ability to
harmonize operative methods with the require-
ments of human nature; and that it may lift the
general level of industry by setting forth new ideas
of efficiency, even-handed justice and democ.racy,
and by establishing them as realities in a science
and art of management.
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History of Organization Development

From an’ organization standpoint, the history of

The Kendall Company may be divided into three:

phases: (1) the pre-organizdtion phase; (2) the
loosely-knit organization phase; and (3) the present
phase of integrated and defined organization.

The' pre-organization phase covered the years
from-1904 to 1917. The phase of loosely-knit organ-
ization extended from 1917 to 1929, while the
present integrated and defined type of organization
is about a, year old. .

'
1. Pre-Organization Phase. The term “pre-organ-

_ization” needs définition. It covers a period of

development through which most businesses pass
as they grow from small to larger size, during
which the guiding spirit of the business must him-
self be the organization and not only formulate
policies but make and e¢xecute most, if not all,
executive decisious. . .

If the chief executive has vision and ability a
business under this plan can grow, up to a certain

« point, at which it becomes necessary to delegate

important responsibilities and to develop organiza-
tion. -

In The Kendall Company this first phase ex-
tended from the year 1904 to 1917. Meanwhile, the

company had experienced a substantial growth.
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Two additional plants had been acquired—a north-
ern finishing plant in 1915 and a southern cotton
mill in 1916.

2. Loosely-Knit Organization Phase. By 1917 the
size and complexity of the business made it neces-
sary for the chief executive to relieve himself of
some, of his multifarious responsibilities.

The first step in building a self-sustaining or-
ganization' was the selection of three experienced
executives for the parent plant at Walpole, a sales
manager, a works manager and an assistant
treasurer, responsible -respectively for selling,
manufacturing and accounting, financial and office
functions. .

These men were brought in from the outside,

* there being no suitable material available within

the company. Since that time the organization has

Jargely been built up from the inside, chiefly

through the acquisition, training and promotion of

young college men, added from year'to year.
During this phase, extending from 1917 to 1929,

a second southern cotton mill was bought in 1918,
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a third in 1924, a fourth in 1925 and a fifth in 1926.

. The purchas¢ in 1928 of Bauer & Black, Chicago

surgical dressings house, brought about the neces-
sity for the [further development of organization,
and marked |the close of the intermediate phase.

During this period the parent plant at Walpole
was operated|by an executive committee consisting
of three seniqr exesftivgs, each responsible directly
to the president. There was no general manager.
The finishing plant at Slatersville was in charge
of a general |manager, while each of the southern
mills had a local manager, also responsible to the
president.

It will be $een that under this loosely-knit type
of organizatipn:

a. Local guthority was relatively weak in most
instances.
b. Many dxecutives and functions were directly

responsible td the president. = A

c. There Was no well defined staff development. -

In spite off certain inherent defects, this type of
organization {worked well during this intermediate
period because of the excellent character and ability
of the executives. :

3. Integraled and Defined Organization Phase. In
1929 a type gf organization was developed to meet
the needs of| an expanded and relatively compli=.
cated business comprising nine scatteréd plants
located in sik states engaged in several types of
manufacture jand distribution.

This plan bf organization is shown graphically
in the organization chart. While the plan was
built to fit the special needs of our business, the
underlying principles are of general application.

The outstapding feature is the development and
correlation of Jdine and staff responsibilities in a
manner which permits effsctive decentralized oper-
ation of indjvidual divis}ms together with the
co-ordination|of policies and methods essential to
the effective |direction and operation of the enter-
prise as a whole.

The nine plants are grouped into four divisions,
each in charge of a general manager. The Lewis
and Slatersville divisions each has a single plant. .
Each of the other two divisions consists of a group
of plants. ThHe Bauer & Black division comprises
a plant at Chicago and one at South Bend, Indiana.
The Kendall| Mills division includes five cotton *
mills in North Carolina and South' Carolina, in
charge of locql general managers, each a “shebherd .




