L
.

-

. quate definition for the term “engineer.”
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P RELIMINARY to the discussion of the subjeci-
matter of this paper, it may be well to dwell
h rreflv - Ay Tty 1

'}Qﬂ). upon two developments in the progress ot
scientific management which have an important bearing
on our topic. ‘
First, the real significance of scientific management
is not yet understood by the general business public.

Jusiness o ster N 9 1. e
Business men refer to it as the Taylor svstem.  They
}ook upon it as an aggregation of mechanical methods.
Ihe underlying philosophy—the simple principle of
approaching. scientifically all problems of busine
seems not to have been grasped in any general way by
the administrative officials in our business enterprises.

Second, the principles of scientific  management

seem to be regarded as applicable only to the factory
or plant.  That the principles which Mr. Taylor advo-
L‘th'C(I are of as great force and of even gr(‘zlt:;*r mport-
ance in the administration of a business in all its
activities, does not seem to he a matter which has heen
n-m(lc sufficiently clear. 1 am speaking now of prin-
Flpl(‘s, not especially of planning boards, route sheets,
ms:lrum(m cards, and Uthcrl mechanical devices.
N There would be no occasion for a paper such as this
if these two tendencies away from the broader view \)I:
what we really mean by scientific management had not
resulted in a misjnterpretation of Mr. Taylor's philo-
sophy and a too narrow application of its 1150[11!11(’.\‘.\‘.

DEFINITIONS

The object of this discussion is to focus attention
upon the administrative function of business. This
leads immediately to a pertinent query. What is the
administrative function?  And this, in turn, opens up
the whole subject of terminology; which cannot rig‘hlﬁy
be evaded in such a discussion. : i
) What is management; organization; administra-
l)f!n ?» What do we mean by scientific? What is plan- .
nmgl‘. Only recently T heard no less an authority than »
Morris L. Cooke say that he did not know of Zl;l ade-

1A.paper presented at the Rochesfer, N ceti
Taylor Sontery Way . oo chester, N. Y., meeting cf the
*'. William Schulze Co., New York.

The term scientific management itself is restrictive
unless we give the word management a broader mean-
g than it actually possesses.

!I: we would, as a group, promote the scientific
method in the art of conducting husiness, is it not
essential that we understand cach other clearly when
‘we use deseriptive terms?  Else how can we interpret
fthem to others and he sure that some other member of
the group will not the next day give them a different
meaning ? "

It does not seriously matter whether we
call a thing by one name or by another, so long as
evervone employs the same name a% descriptive <;[ the
particular thing that is meant,

In recent issues of the Society's BuLLitin - some
attention wis given to diflnitions of terms in article
by Tlarlow S. Person, Morris I.. Cooke and the writer.
While not desiring to launch any controversial subjects
at this tinwe, it scems desirable to set up the following
coneeptions upon which the subject matter of 'thi:
paper is hased

u “St(-ivn'?ili("' @ process of applying analytical and ‘syn-
’_Alé lll<.l] reasoning toa A[\l:l)])()Sili()ll and to all available d-utu
%.w_lm(.n}mg it; i. e, dividing a problem or a proposition
nto its ‘vtn}ll)n]mn elements, reviewing them, improving
Ilh‘g m eliminating some, introducing others, and linull;
n.mgmg the elements together again.into a new program
or method or product or conclusion.

MRS e LU T ?

Fhe word “scientific,” therefore, does not denote any
!m'nculzn' system. It is a method, a process of reason-
ing upon the basis of facts as opposed to the process

_of coming to conclusions on the hasis of precedent and

snap judgment. This work of analyzing and synthesiz-
mg, 1t is true, may and should he done systematically,
particularly in cases where the same kind of problem
or set of conditions is repeatedly presented.  But in no
sense can it itself be regarded as a system.

. L:'\(ll!)llllstl'ilti()l\"' :Lhe function of determining the ob-
JIe( ltwf\, towurd( which an organization and its manage-
‘Il;@({‘l”;l(le to strive, thle facilities with which it is fo work
i > governing policies and restricti g ich it
and the &on stnc.tlons under which it

“Organization”—d combinati [

[Org atic 4 ation of .the necessary human
hel.ng,s,' materials, tools, equipment, working space and z;p»
1))111‘t‘e1.x(\{1cs!s, brought together in systematic. and effective
L()‘I‘li’,ldtl()ll, to accomplish some desjred object.
]i‘?q(aglalgetlle]]t t~the function or force responsible for
ée‘tf (,L_v_ c.o!xductmg t‘hq organization toward the objeéctive
se up)rm it, al}d keeping it within the governing policies
imposed upon it by the administrative officials. )
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“Planning”—the function of securiﬁg the data upon
which objectives are based, of determining what facilities

‘are necessary in order that the desired result may be ac-

complished,. of assigning specific portions of the total task
to specific members or parts of the organization, of ex-
amining the progress periodically to ascertain whether
the ‘accomplishment accords with the desired result, and
of bringing to light the causes of ‘discrepancy between
actual and required accomplishment. Planning is part of
the scientific procédure and, in turn, ig itself subject to the
scientific method.

Mr. Cooke in his article® suggests that the function

" of directing precedes that of administration.” have

not yet been able to satisfy my own mind that directing
is not a part of administration.  Mr. Cooke also holds

that planning might he st apart as a separate division,

and it is entirely feasible, in my judgment, that the

direction of the planning processes be under the control

of a central department. ’

But let me suggest, parenthetically, that the functions
of administration, management; organizing and plan-
ning are not departments nece sarily. They are pres--
ent, or should be, in all the major departments of busi-
ness. ‘ !

1f these definitions are even approximately correct,
is it not logical to conclude that the word scientific
chould also be coupled with' the term administration?
And is not the administration of a business clearly a
scpzu'.utc and, in fact, a vastly more important function
than that of ranagement?

No one can successfully confine the use of the word
scientific to management only. [ am sure that that
could not have heen Mr. Taylor’s purpose.. 1 it were,
scientific managenient would simply have amounted to
a label by which a certain set method of management
is to be known; in other words, a system. And T am
afraid that unless we are careful the word “scientific”
ﬂ];l_\' suffer the same fate that has overtaken the word
“efficiency.”

THE ADMINISTRATIVE SCOPE

It is obvious also that the planning function is not
to he confined to the factory, Wherever 2 task is to be
accomphished it comes into play. Indeed, its greatest
and most important need lies in connection with estab-
lishing the task for the entire business and in co-
ordinating the accomplishment of cach branch or de-
partiment with the common purpose of the enterprise.
to do besides manu-

Now a husiness has other thing:
facturing goods, important though that function may
be. It must sell them; it must provide finances it
must pyirchase. 1t must warchouse and distribute the
ﬁnisluz product.” Tt must handle a certain amount of

v
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miscellancous: clerical routine. It must determine to
what purpose the profits-are to:be put. It must look
into the future and plan to harmonize the future course
of the husiness with the tendencies in the world outside -
of its four walls. 1 .

Planning in the sense in which it is used here applics,
or should apply, to all these activities And it should
apply to them collggtively, as well as singly. In other
words, it applies with emphas “to the administrative
activities which, as we have said, comprise the direc-
tion of the complete business, both as to the future and

in the present.

THE PRODUCTION FACTOR |
Take the activities of the factory or-plant in refation
{o the rest of the organization. [Ifrom the standpoint-

of the entire business there arve only three items of
basic importance in respeet to the plant; first, what

shall be produced ; sccond, how much shall be pro-
duced ; third, what is the cost?  Included within these
there are the countless problems with which the factory
administration and management must deal.  No matter -
how far-reaching or how fundamental any one of them
may be, their solution in the last analysis is futerpret-
able in terms of nature and quantity of production ahd
of cost. Not even the labor problem can he solved
adequately without keeping in mind these basic re-
Sultants. Why?  Because they affect the manufac-
turer’s pockethook?  Partially but more particularly
hecause they affect the public pockethook and must, in
turn, affect the worker's pockethook.

In the manufacturing husiness all roads lead back to
The size of the husiness is Timited by

the factory.
There can he no doubt of

the production capacity.
that.  Therefore, planning from the viewpoint of the
aldministration of the entire husiness must start with
(his Tactor. And it is at this point that the Planning
Department in-a plant under scientific management
should he capable of bringing its whole armament into
focus apot the elements of production and cost, thus
cstablishing the Tink hetween the factor and the otheg
departments of the business.

| have in mind one case in particular, among
within my own experience, where. prior to the intro-
duction of administrative planning, the plant was opet-
ated upon the basis of sales orders coming in from day
to day notwithstanding the fact that the articles pro-
duced were standard, and were catalogued.  The 're-
sult in this case was that the factory was loaded with
orders for a part of the line way beyond its capacity.
FFurther, the orders for some of the numbers amounted

veral




