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to feel the necessity for codrdination of some kind,
- but are still a little in' the dark as to -just what ought
to be, bé kind to tlﬁem, don’t rub it in. Then there
are three things you can do. First, there are things
you can do that they are not now doing, and as long
as they are not now doing them they won't object to
your doing them. Believe me, in every situation in
Washington that needs correlation not over ten per
‘cent of the allotted ‘field is covered, so that any such
one agency that is appointed to correlate them has
ninety per cent of the field in which to operate with-
out treading on anything that is now being done. The
second thing you can ‘do is to give your help where
they want help, and I do not know any five agencies
that ought to be correlated that do not want more
help than.'any living man or group of men can give
them.. And then, three, you can make studies of ex-
isting practice. Nobody refuses in a demacracy to
let you come in for study.

I'haye not met any group of agéncies in Washing-
ton that by the end of three months will not follow
any lead developed along these lines. But to start .
in on the assumption that théy are wrong, or that they
can immediately accommodate themselves to the wish

¢ of the order of somebody ‘above, I think is a mistake.

I am going to read the final

paragraph in this mem-
orandum: :

“If the industrial activities of our military estab- .
lishment are to be carried on with the maximuni of
effectiveness and with the minimum of dictation from
the top, growth along distinct lines is necessary. We
‘must develop in every unit of organization a desire
for a common lea’dershipl and an ability to respond to
that "leadership when it is intelligent and sometimes
when it is not. But more important even than this,
we must ‘develop as our leaders men who see their
capacity fo; leadership conditioned by }he loyalty -
of those whom they seek fo lead, and they must be
njen to whom facts are as masters.
which must necessarily he established
activities are to be coérdinated will be unlike anything
in industry. It will be the function of these super-
organizations to seek out the inner theories of action,
to enunciate policies, and Iperhaps to record perform-
ance. But administrative responsibility in the end
will rest with units altogether too large to consolidate,

“The organization of any top control can, in my
opinion, only proceed as we develop the organization
of each of the units, the activities of which are to be

‘correlated. To work from the top without providing
at the same time for a responsé from below is alto-
gether-un-American and unworkable. No one in this
country has authority of this kind.

: |

The top controls
if your military
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Ty “To seek to formulate the boundaries of this type
of dction is a timely activity for this Society.”

Mg. M. C. Turree:! I am reminded thdt it is dif-
ficult to play a solo on a tin whistle after a trombone
has just finished. ’ .

When an industrial concern is confronted with
sudden increase in its volume of work the manage-
ment considers two possible courses; first, the hiring
of more employees, and next, the delegating to other
companies parts of the work, using its own organ-
ization to divide the work into the components which
are to-be done by its origihal force and those which
are to be assigned to outsiders. Architects, lawyers,
engineers, and accountants, beside their technical
training, " offer the opportunities for obtaining such
emergency help. o

-A large business confronted with a sudden increase
or wishing to go into a new class of work may buy a
smaller one, and make it into a clepa).rtment)LQ The
shoe trade has -commonly done this with selling
houses. : :

These going organizations are taken because of the
lack of time in which to organize and train new ones,
If a manufacturer decides to discontinue selling
through a commission houde and in place of it pro-
poses the creation of a sellin, departmént, he must be
sure that this new departmen
tity enough and soon enough to keep his concern pros-
perous.  The sure way of doing this is to buy the
selling organization which is haﬁdling his output. If
he has suddenly to carry through contracts for engi-
‘neering work, it will
neering concern than to try to do it by hiring an indi-
vidual engineer and letting him engage draftsmen and
supervisors. ' - s

We have all had the experience of building a new
department with men who have succeeded in other
places, and found the new combination unable to
handle its work. We have turned this work over to
a trained team of men and seen it done easily. )

It is a common: experience to find an organization
successfully using a ‘mar who has proved impossible
in other surroundings. o

At this point T am reminded to tell you a story of
Puck O’Hearn, of my own organization. He is ad-
dicted to the liquor 'habit, He is a most excellent
laborer, a skjlled man, and as long as he lets liquor
alone he is a valuable workman, Realizing his value
to us, we tried to do what we could to keep him away

1Sub-Com{m’ttee on Emergency Construction and Con-
tracts, Council of National Defense: General Manager,
Aberthaw Construction Co., Boston, Mass, )

can sell goods in quan- .

be safer for him to hire an engi- -

?1

. stood up there erect as ever, back of the rail; and

o becauselthey would not have his personal equation.

* anything else that will do it.
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from too much drink. We found ‘a very severe Aand- ' org(alnizatif)ns ;vhicht :‘T“:; l:ﬁeh;)e:irf;{r.i Z’f:t? 'fv(i):?{mm%t .
we got Puck to live at her house. We gave to do assigned par s of the . ; f work.
ri:i”g;ﬂ: weeelfand kept the rest of his money. fUnder kno: bfu);ng ortga.lez:ﬁ:)alsnev:g;h cvtz/ueldk;llg e;v;lf
is an extremely 'satisfactory much of the materi 3 ded. W ! e

fzimzz#dlg()enzhfv?gg u; at the, end ofya long job at neeri.ng firms which could design qu];lckly g;;(:l F;z:
the office on one occasion-and asked for me. He said, nomically works now needed. Tc}{; probh't‘nt11 . Viny -
“Mr. Tuttle, I want my money.” I asked tﬁel}ibook— fore us is how. to save days. Add to ‘dls L {lseg 2
keeper how much he had coming to him and He told dollars'and still more must vl\;eu?omu fer L
me that he had $95 due him. Now it is a crime and the going concern, the 'mars ) mfg o ;)r O
a civic calamity to let Puck have $95 at one time, a{ld ciency, rather than the increase o nu;q e s e
I told him he could not have it, that I would give him the pro})lems of 'the dez,gn. ‘0f a ma\c‘ ne w »
.$10. :He sz:id, “Mr. Tuttle, the fagt is that I’ have output is needed,' o
contracted to Euy a horse, ?ndbl hIave to pa){t hfor it l"to‘; ‘

” id, “It is a shame, but I suppose the mone; i o '
?Salgouriysiffgol to it,” and I paid iim his money. Mg, Oroway Tiap:* Mr. Chglman,h}adneiszzg ;
"He came in four days later about the saddest looking gentlemen, anybcedy who has to _d1§cuss t ;‘s qq‘t a
‘laborer that I eve saw in my life; the world had peeds to prefacé it bx an expression of ulr:l]“ y ué
certainly used hh{ roughly. Apparently everything the face of the far-reaching and comple?c pro ezlts tv]:e
had happened to him ‘that I expected would happen, - to-day face. I want to offer that expression
and more, too. I asked him about his horse. He oytset, v } ‘, '
‘ I have recently had occasion in connection w1’th
the prepal"ation of a course I am to give at Colurpbm,
to look into what the books have to say about the
first principles of organization, and therefore of gov-
ernment. And it is interesting to note how the prac-
tical work in Washington has brought the views of
Mr. Cooke and Mr. Kendall into substantial agree-
ment with those expressed by the most recent theore.tA
ical writers both on the question of the essential ba.SlS
of human organization and on the principl.es ‘whlch
underlie sound operation within any organization.

he said, “Mr. Tuttle, the horse is dead.” (Laughtgr.)

Now ,that is a man who would be'uncgmfortable in
other su qundings, he would not fit organizatigns
suddenl got together which depended upon him,

It is the team work, it is the understanding, the
spirit -that makes these organizations effectblve; and
those things are the result of time, therg is l?ardly
Leadership will. do
it somewhat, but those things are essentially the

ime i f that . ) N
product ;: ' tlm&d Nien rte cog:;z{e U:I;ervil‘au; ct)mtried Let me therefore state what! it seems to me are the
sort -of thing, and refuse to w y

fai . princi hich ‘underlie what both Mr. Kendall and
; ~ : r Principles whig d lat b .
surroundmgsé.f.or theltf o ;hfstﬂ;esy sz;i;iiﬂt: nftlined Mr. Cooke have said; state in slightly different terms
the new conditions. is alm v o ¢ sound oreanimation.
men failing simply because they are placed wrong. the principles o & R
Time and freedom to move are the common cures of The first of these would be t at org 1 d
m;x rong placing ' ' at all times be in terms of a fusiction to be p;rforl;l:e .
i . i is is si \ i ere there
It is the team work, the mutual understanding, the - This is simply a;otherhvs{ay of sta}l;:lgrte};a; ;van : there
irit, i ke the differences is a job to be done thete mus c ga
spirit, the effects of time, that ma isa ot St
v i tion competent to do the job. t
between these successes and these failures. iza : ! oated sbepractely
' iz i d hes- this seems so obvious as to be un v
Men recognize the value of this team work an S 80, ¢  be. b of fo
itate beforegrt;aking new coribinations, lest their rep- YEt the prm.ctlpiz i)rfs ill.)ga::?l:l;’; (1): :he~1ast el
i er’ inability to do their best tion means, it see to me, e:la
Uta‘twn}i SUff,efO ﬂl;‘;r?;t%gnsmabmtyv you reconcile the principle of centralization of auf—
’ ™ ) © . . .
fhl:l?lug nthV N f all this is that at this time of war thority with the values to be derived by a measure o
he point of a s

; i . For as regards each task to
the government faces the choice of dismembering go- decentgal‘tzelf ncovr::sm:hou]d e thi:e we. fueeriohe
-ing organizations and from the parts building for ] ?]ffhzzlise; hae Zcope range and nature of the task? And ||
itself izations which will be placed in new scope, eeetitic
— “‘:i".\" Orgjrll-l(;er strange conditions. In these new 1S an organization conte.mplated Wg‘c}‘tlzo controllec);
vrsvurroun fngsr . oroun will be given a huge load extenswe: to carry f)ut this :s_cope and ye g
surnoundmglst o vneb":» %VO,'-& while to think carefully as to assure that the work is to be done wit ‘ the
to carry. . may \ I i reful ‘
of the results that can' be obtained, say. in buymg.,br — .
‘en'gineering or accounting if work is assigned to going * iIndustrial ‘Cotmselor, B'oston{ Mass.
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