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CHAPTER I
THE PROBLEN

The graphical repressentations of relationships of authority,
responsibility, and the division of leber in society and business are
relatively new; nevertheless, these relationships have always existed
in some form, The primitive man estadlished the family group and tribe
not so much through purposs as through instinct, necesaity, and chance,
The physically stronger sex of the parents became head of the family,
and ths strorgest male of the tridve became chief. Thess relationships
parallel to some degree those of modern society, although the manner of
selecting leaders has been modified.

Donaldson gives his interpretation of the earlisst form of business
organisation when he considers the family group as a sole proprietorship 11‘

s » + « The individual proprietaorship probebly grew out of
the family group. Although the early family lacked tha business
motive, it represented an organization which effectively combinsd

the labor of the group, and administered the group property. Thie
family group closely resembled a partnership, but as everything else

was subordinated to the control of the father, it was more like an
individusl proprietorship.
The first fom of business organization as such was probably the
trader who was the sole proprietor of his enterprise. ¥hen he obtained
sssistants, there was established the relationship of master and servant.

If his business prospered, and he hired more and more assistants, there

1 Bivin F. Donaldson, Business % gation and Procedure (New
Yorks McOraw-Hill Book Company, iInc., s Pe 25,
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wag the nocessity of "delegating authority™ in order to control these
assistants. There became too many assistunts for the trader to supervise
directly.

However, the sole proprietor had another recourse, He could have
agreed to have someone share in the ocwmarship and profits of the enter~
prise and at the same time be relisved of some of the work and respon-
sibility. This is probably what he did, for it is evident that wman
formed groups early and realised the advantages of concerted action,

When this partnership was formed, the problams that confront business
organizations today arose, These concerned specialisation or division
of labor; authority and delegation of authority and responsibility; and
the over-lapping or duplication of work.

It is pure coincidence that two persons should srrive at identical
decisions, In a partnership, one partner will probably have a greater
part in making decisions, while another will have a greater part in per-
forming the work. Soms partnerships are formed in which one partner
furnishes the capital and the cther his services. It is certain that
both partners would not share equally in all activities. Bruwn sqyssz

¢ » « o The concerted endsavors which are chsracteristic
of our social existence go far beyond the mere duplication of
affort. The earmark of concerted endeavor in general is a
differential in the rolss enacted by the partiecipants therein.

Business organiszation was relatively simple until ths time of
the Industrial Revolution which set up machine produstion and established
the merchent capitalist., The predominant form of business organisstion

2 Mlvin Brown, Organisation: A Formulation of Principle (New
Yorks Hibbert Printing Compary, 1945), DP. 3.
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today is the large corpcration with management acting as intermediary be=
twoon investors and workers. Management realizes the dmportance or organi-
gation. Without it thers would be chaos in our economic system made com-
plex by mass production and the intricate and extensive eystems of distri-
bution of goods,

Statement of the Purpose of the Study

The purpose of this study was to analyze organization charts
received in response to two hundired requests sent to large companies,
Criteria for the purpose of analyzing the charts were set up, and the
charts wers analysed according to conformity with the principles of
organizational content and structure.

Organization mgy be applisd to society and business. Crganisation
in society embraces the family, state, and church and belongs to the
field of sociology or political sciemce. Urganization in business con-
sists generally of all enterprises in which man engages to earn a
livlihood, It is with the latter that this study is concerned, To
limit the scope still further, this study is concerned principally with
large corporations, :dthough some of the charts to be analysed are those
of the service units of the municipal, state, or federal government,
Purthermore, the study concerns present status of organisation rather
than future plenning.



Importance of the Problem

#riters who have had statistical data to present bave found various
graphs, charts, and tables indispensable in the understanding of these
data., These devices present data in a compact well-organised mannerj they
give an overall and comprehensive plecturej and, although explanatory
matter usually accompanies such charts,; they are complete and explanatory
within themaelves,

Organization charts serve much the sams purposs although their use
is more limited in that they carmot be used indspendently of textual
material, Howaver, their use to portray business organisation is less
axtensive when compared with the extent %0 which other charts are used
to present other data, Evidemtly businessmen do not realise the importance
of charts or are opposed to them for reascns real or traditiongl, This is
shown by the large majority of letters from corparations from which charts
were requested that stated that the request could not be cvomplied with
becsuse the corporation did not have organization charta, On the other
hand, those corporationa that did comply were mostly large corporations
with prestige and a history of success. Some of the charts were compre-
henaive, including a master chart with several subsidisry ones., This,
coupled with the consideration that charts are used extensively by
governmental agenciea is indicative of their importance., Brown sayaa3

To some minds, charts are the alphs and omega of organi-
gsation, Any temptation to decry this notion, howsver, is speedily

sbated by contemplation of others who are too neglectful of
organization to be intorested even in this {ragmentary exercise.

3 mad,, p. 295.



Furia gives the following omlanatiomh
e » « o the orgsnization chart {8 a basic tool in the
analysi# of an organization, if prepared for the purpose of
revealing information, rsther than concealing or confusing
ite « « » but if constructed according to uniform standards
and used with its limitationms in mind, it will prove a valuable
%00l in public addnistration.

If it ia sald that the chart is inadequate insofar as it cannot
define authority and responsibility, it must be sald for the chart that
langusge iz unable to give the picture of relationships which the chart
can, There 1s enough of the mechanicsl aspsot of a chart that enables
the maker to manipulate the parts and to construet the plans for a
smooth running organisation; this, abatract language cannot do., It has
been sald that if the chart were thrown away at the moment of 1ts com-

5
pletion, it would have served a good purpose. Thus it can be seen that
a chart is as necessary for organization as organisstion is for enter-
prise. According to Schreiber, "The organisation chart serves to show
the iderl, and the most effective mamner of making changes. It shows
how 0 pursue the ideal and how to formulaste the best plans of actusl
organizing. It serves the sams purpose to the organizer as does a set

of plans for the mhimct.'é

L
John J. Furia, How To Make and Interpret Functionsl %m&uﬁm
Charts (New York:s New York University Bookstore, 19h3), pe. iii.

5 “Company Organization Charts," Conference Board ! t No, 6l
(New York:s Industrial Conference Board s Ence, 19 » p:}f

6 Yorman B, Schreiber, I&::l.lampl% of Orgamizstion (Chicagos
A, Eroch md Son Publishers, 1343}, p. U5
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The following uses of the functional organization chart may well
apply to all organisation ehnrto.7

1.

2.

3.

L

Se

6.

7e

8.

9.

0.

1.

It provides a Quick, clear picture of what en organisstion
is doing and thwrough what channels it carries on its
work.

It aids the administrator in discovering where there
may be dual suthority, or vague lines of authority,

and thus, by their elimination, msy lead to greser

organisational unity.

It indicates whers there msy be uhnecsssary dupli-
cation of functions and may point the way to their
m%m-

It agy halp in an snalysis of the effsctiveness of
an organisation by showing gaps or points wherein
sufficient control is not alearly imidcated,

By revsaling the effective features of scme parts
of the organisation, it mgy suggest ways of extend.
ing such improvements to other parts of the organi-
sation.

It may suggest a need of further study as to whether
same unimportant functions are being overstressed and
important functions neglected.

It may suggest comdinations of functions by showing
that certain functions wre split wp in too many
organisations ar subdivisions,

It nay indicate possible lines of future development
and expansion,

It 1is helpful in making budgetary plans and sebtting
up budgetary controls,.

It serves to show ths location and distridution of
all personnel,

It 15 useful in persomnel classification and clart-
fication of lavelds « o o

It myy provide an opportunity for comparstive study
of personnal requirements of similar subdivisions,

1 m‘, ops .?é’}.&. PP 55"'56’



13 It may show where a particular officlal is responsible
for the control of toc many subordinates.

. It may point % the need for reclassificstion, by a
comparison of civil eervice titles with office titles
and actual duties.
The organization chart is an useful ald in all the steges of orgami~
sation, and a guide for nscessary changes in the organissetion as the need

arises.

Analysis of the Study

The analysis of the atudy resolves itself into ths following major
divisions that are subdivided into miror sectionst
1. How well do the charts conform to the principles of organi-
gation?
2. How many lavels of authority are thers?
b, Are thare too many levels of authority so that the lines
of comminication are too long and operation A ffioult?
ce What is the proper nuaber of aubordinates reparting to an
izmpdiate supericr? If too few, there will be too many
levels of authorityj the 1lines of comsunication will be
too long for proper controlj and there will be waste
because the superior hes too few to supervise, On the
other hand, if there are %00 many reparting to an
{mmadiate superior, he will be unsble % supervise thea
properly,
ds Acocording to the etandard nomemclature, are all divisions



2.

h.

Now

b.

L.

h,

1.

of equal rank on the sane level?

Are lines of authority and responsibvility clear-cut? ls
there overlapping or dual authority?

Is there duplication of work?

What are the classifications of the charts ~ line, line~
and-ataff, functional or combination?

What are the methods of divisions of work - product, pro-
cess, territory, or function?

consistent snd logical 15 the structure of the charts?
Beyond what sise should the charts be broken down inte
aaster and subsidiary charts?

What is the form of charts used « inverted tree, pyramid,
or horisontal?

Are the boxes consistent in sise with the level of aithority?
Do the boxes contain unnecessary textusl material which
should be shown in manugls or writs-ups?

Do the sise and construction of connscting lines indloate
degree of authority or information?

Do the charts contain a legend which is comprehensive and
understandsble?

Are the linss constructed so as to show proper relationshipe?
Are the name of the company and the title of the chart
plainly shown?

Are the name of the constructor, the signature of the
aspproving official, and the date of the construction



phown on the chart?
The construction of an organisation chart consiste of (1) content,
or applying the principles of orgenization to (2) structure, or the framee

wOoTk.

Method of Procsdure snd Sources of Data

The library was consulted as one source of data, In addition, two
hundred large companies wers selected to which letters wers sent requset-
ing a ¢opy of thseir organimation chart, These charts were analysed in
accordance with criteris set up in another part of thds study,

In reply to the two hundred requests, L9 companies sent charte;

33 gent letters which stated that the company bad no chartj nine com
panies replied that their charts were in the process of revisionj 11
capanies could not comply because of policy or military restrictions,
while 98 companies did not reply, which leads to the conclusion that
either thgy did not have charts or did not wish to submit them,

0f the 49 chsrts received, Table I shows the distridution ade
cording to type of business. Manufacturing companies contributed the
largest nusber, 33, Next in number comtributed were public utility
companies with nine charts. Distribution concerns contributed thres,
government sgenvies two, and one life insurance compeny and one trans~
portation company contributed one chart sach, Companies submitting
charts ae not listed in the appendix inasmuch as the letter requesting
charts stated that the identity of the corporation would not be disw
closed.



TABLE 1

CLASSIFICATION OF COUPANIZS SUBMITTING CHARTS

Pistribution
Goverrment
i1ife Insurance
Hapufaoturing
Public Utility
Transportation

P - J UV

Total

Ly
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Few campaniss sent their accompanying write-ups which prevented a
closer analysis than otherwise would have been possible, since a chart is
a graphical representation giving an imperfect but overall picture. 4
textual statemant 13 necessary for a clear and precise definition of
authority and responsibility. The lack of write-ups, however, did not
hamper the analysis of construction,

Saue of the companies in addition to sending charts, included copies
of reports to stockholders, pamphlets on organization, and textual material
in their lettera of transmittal. These wars especially useful, comblning
both aspects of primary and seconsary data.

Materials on organization of the Tennessee Valley Authority proved
helpful.

A copy of the letter of tranemittal used is contained in the

Appendix.

Review of Helated Literaturs

The writer was unable to find any related studies, All textbooks
on office and business managemsnt, which were consulted, contained scant
discussion of organization and present skelston information on charts,
Eath text contiained similar material, but gave a far from comprehensive
picture.

The most comprehensive literature on construction of charts was

a pamphlet by John J. Furia.a

8 Furis, Ops aitg &4 PP
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Inasmuch a8 a study of charts reguires that some space be given
to the discussion of organization, the library wes consulted for msterial
which would discuss the principles of orgenization. Brown in the quo
warranto t0 his book on vhe principles of organisation, avng

In the course of these years my knowledge of the subd-
Ject has doubtless had also those imperceptible accrations
which ar'e the usual consequence of reading. Yet, when, some
two yoars age, it occurred to me to review my accumulated
store of conviction, I realized that nowhere within sy ken
existed any comprehensive statement of the principles of
organization. The Encyclopedis Brittanica, indeed, has no
article thereon nor refersnce thereto in its index (although
it does discuss army organisation).

Tha Bibliography contains other referances on the principlss or
organization which proved helpful in this study.

It seems peculiar that little conscious thought has been given to
organisation. Brown's explanstion is embodied in the concept that
organization just comss Pnatural® gnd that cosprehensive formulation of
principle is derived by the intuituve process rather tham by rational~-
isstion,

In response to the lstter requesting organisation charts, one
large manufactursrer of aireraft sent a pamphlst on arganiszation control
which used pictogram orgenisation charts and defined and explained organi~

sation and related terms in a practical, easily understood manner,

Organiustion of the Study

To set up eriteris by which the charts can be compared with the

9Bm,%9&p‘ 5.
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principles of organization, legal organisation and administrative organi-
sablon and the terms assoclated with orgsnization.

The tools ardi devices of sclentific management will be discussed
in Chapter II. These are impartant from the standpoint of divison of
labor, flow of work, the different componants of the work, and super-
vision, so that the span of control of each person and the amount of work
for which ha is responsible are defirite and that no overlepping or duplie
cation will teke place.

Organization charts will e discussed in Chgpter III, Also, the
criteria for analysing the charte as to structure will be presented,

Chapter IV consists of organiszation, charts and write~up of a
hypothetical firm,

The Bibliographly and Appendix follew Chpter IV,



CHAPTER II
THE STRUCTURE AND CONTENT OF ORGANIZATION

The Eighteenth Century philosophy which declared that all men
are creataed free and squal had a profound effect not only upon the
political, but slso upon the economic life of nations. Because it was
believed that a man should be allowed to speak and worship as he chese,
it was natural to contend that he should be allowed %o conduct his
business affg rs without interference. It was from such thinking that
the types of business organisation today arose, based upon concepts of
individualism and competition.

Developmant

The doctrine of "lalsses-falre” was widely acoepted even before
the publication of Adma Samith's "The Wealth of Natlons" in 1776, It was

sspeclally harmondous with the tenor of American ways. Life in the
Colonies, eapecially frontier life, was rugged, physécal strength wss
at a premium, and camplete independence and freedom from any control
were prised. Taxation without representation was only a statesman's
paraphrase for a hurt pride at having to be obligated to the King of _
England. This character of the American smind was further illustrated
when "state's rights" made ratification of thse Constitution possible
only through compromise. Thus, America and the philosophy of "Laisses~
faire" developed together, Such a companionship has been the basis for
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business orgmiviauons 88 they are now understood,
Donaldson nyml
Rugged individusiism, freedom of contract, and the
institution of private property, are all a part of "laissese
falre” philoscphy. Our modern types of businass organications,
such as the partnershlp and the corporation, are based on these
institutions, With certain aiceptions, business up to the pre-
sent time has continued to operate under a lzissea~faire regime,
This philosophy of "lalsses-faire" has beer medified, however,
especially in the last fifteen ysars. Such acts of Congress as the
Sherman and Clayton Anti~Trust Acts, the ¥edaral Trads Commission ict,
and the Federal Reserve Aclt, indicate the power of govermment to regu-
late business, Other examples are those passed including the Federal
Securities Act of 1933, the Wagner Act, and the Soclal Securlty Act,
Government regulation has brought the realization that the ulti=-
mate authority to organisze and transact business rests with the governe-
ment, that the first level of authority is the government based on
national asoversignty. The line of authority represents the right of
the government to establish requirements for legal organization and glso to
prescribe and to enforce regula tions to protect the interests of innocent
parties and the general welfare. The information flowlng back to the
governmsmt. in the form of reports mskes possible the enforcement of ree
gulations and the collection of taxes,
The increass in goverrment regulation influences business
organization, by influencing policies. The choice of organising a parte

nership instead of a corporation may be tc sscape the regulations to

1 Rvin 7. Donaldson, Business Org%ggt:{on md Procedure (New
Yorks McGram-Hill Book Compsny, LhC.s; 1935); Pe be



which corporations are subjected. But, as Newman explains, ", , « »
the individual entrepreneur mazy find competitive and governmental regu-
lations a harder taskmaster than a line enantin,“z so that not even
the eole proprietor sscapes. DBethel ssyn,j
No field of activity, no aingle enterprise of any kind,
no productive or trading process, ard no part of all the service
occupations now remain outside the &rea of regulations,

In contrast to the amunt of interference in legal organisation,
there has been much lees attempt to detemine administrative policles
and thereby orgarigation of businems, Even tle prohibiticn of intare
locking directorates in certain forms of business is considered to be
legal rather than administrative regulation.

Buséness organisation, thorefors, may be viawed as (1) legal, or
the formation of business by law or (2) sdministrative, the internal

administration following the formation,

Legal Organisation-~Establishing the First Level of Authority

Newman sgys "From the legal angle we are interested in the form
of owrership, the rights and responsibilities of the owners under each
legal form, and the affect of the form of ownarship on the activities of

the enterpriaa. "h

2 Wwilliam H, Rewman, Bug w’_y.e o8 md Manggement (Cinoinnatis
South~¥estern Publishing Company, . 523,

3
Lewrence L. Bethel, eb. als, Industrial Organizstion end Manage-
ment (New Yorks MoGram-Hill Book Company, inc., s Ps 23,

4 gewman, op. eites p. 331
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The two types of legal organization are those formed at common

law and those created by statutory law., Donaldson defines common law
as ", . + . an accumulation over a long peried of years of ths customs
of the people as interpreted by court decisiona. w

prietorship and general partnership have been callsd “common law” types

The individual pro=

of organisation, They existed before there was any law applicable to

them and arose from the action of ths individuals concarned with no action

of the state necessary. Ewcspt in states which have enacted statutes or

codified the carmon law, the forms of business organizations other than

the corporation and special forms are governed by the wmritten law,
Statutory law, the written law, 1s that enacted by Congress snd

the legislatures of the various states, Corporations and certain forme

of partnerships are governsd by statutory law, Although states have

tried to malke their corporation codes complete, recourse must still be

made to common law to cover those casas not ¢overed by the written law,
Under either the common or statutory law, Jurisdiction over bhusiness

organization rests primarily with the various states. In accordsnce with

the Tenth imendment to the Constitution, all powers not specifically granted

tc the Federal government were reserved by the various individual states.

Ths powers relating to business crganisation were not given to the Federal

government and so came to be possessed by the states. The difficulties

which attend such an arrangement will be discussed under corporations as

well as the power of the Pederal goverrment to control interstate commerce.

5 Donaldson, gp. cit., p. 9.
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As far as the discussion of the legal forms or organization is
concermad, it 1s of primary importance to show that the owners end
managers of the business, the first level of authority, derive responsi.
bilitiss and rights from the law, The different forms of organisaticn
vary in ease of formetion, cost of formstion, lisbility of the partics,
amount of capltal needed, dursbility and atability, control, legal status,
sphere of influence, the type of organization; the relationship of ownsrs
to the business and, in turn, asdainistrative organization from top mahage~
ment to the lower levaels, Many forms of organisation exist, but the thres
basic forms ae the individual proprietorahip, the partnership, and the

carporstion,

Individual Propristorship Ferm of Organizatdon
The individual proprietorship togsther with the partnership is re-

ferred to as the “common law" type of orgenisation. An individual may
decids to enter business and do so immediately without permission of the
govermment, Since an individual proprietarship consists of one person,
the capital is likely to be amall, The esse of formstion and the simw
plicity of organization result from the fact that the busineas and the
individual are not considered to be separste. The legal implScation is
that since the individual and the busimess do not have seperate existence,
ths individual proprietor has uniimited liability. If the amsets of the
business cannot satlsfy creditors, the personal propersy of the proprietor
nay bs levisd upon. Oenerally apeai;ing, the individual propristorship
ngy be crrriecd on with the ssme freedom which an individual may have,
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This meane that any kind of business can be transacted es long as it is
not unlewful. Therefore, the sphers of the individual proprietorship is
unlimited,
Probsbly the outstanding characteristic of the individual proprietors
ship from the atmdpomf of organigzation 48 its directness of control and
ease of direction., Nonaldson describes it :6

In the individual proprietorship the proprietor is king.
In him lles the entire control of the business and the determis
nation of the direction which it will taks, Modern businsss
demands quick declaions, and the fewer the mumber necessary to
consult, the mors readily may decisions te made.
At the same time, the individusl proprietor may not be cepable to mske
decisions, and because of this limitation, the business may be handicapped.
The final characteristic to be considered is that of secrecy. Re~
gulation by the government is less in the proprietorship snd ths partners
ship tham in the corporation.
The influence which such characteristics may have upon organization
ares
1, Employing limited capital, the business is usually small, and
the proprietor will have direct ocontact with all employees,
There will be littls delegation of authority and, therefore,
few levels of suthority, 1In most instances, each eamployes
w11l be directly responsibls to the proprietar,
2. Because of the sise and the ease of formation, 1little thought
will be given to organisation. It 4s unlikely that the proprietor

will have full-iime or even occasional advisors., A simple line

6 rvid, p. 22.
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organisation is probable, being formed almost instinctively
rather than by planning, Furthernore, no advice from
assoclates is forthcoming,

3. Al profits will accrue to the propristor, and all liabilw
ities will be unlimited., He will, at firs}, want complste
control himgelf, putting all employees under close Bune
veillance, Later he may delegats some authority or increass
the responstbility of trusted employees., One or two em
ployees may even have responaibility and suthority equal to
a partner in same cases., The law of agency-wif the proprietor
i3 aware of ite-will affect dslegastion of authority. Ais the
business grows, authority must be delezated or else a bottle-
nock at the first level will result, The reluctance to trust
nany eénployees nay be caused by ingbility to pay corparsble
salaries of larger firms and thus to esploy efficisnt workers,.

4. Organisstion msy be hampered becauze the proprietor may not
wish to divulge secreta.

Partnorship Form of Organdsation

Except when specifically alluded to, the various types of partners
and partnerships other than general partners and partnerships, will not be
discussed, The general partnership, with a few exceptions, represents the
partnership type of organization.

Partnerships, like individual propristorships, &re common-luaw
organizations and are usually formed in the sane way. Donaldson defines
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a partoership as, "an asasociation of two or more persons carrying on as
cowownars a legael business for proﬂ.t.."7

Tha ease of formatlon is shown by the way in which the contract
of partnershilp b;comas effective: oither written, oral, or, for the
interest of third parties, implied, The written contract, in the form
of articles of cowpartnership, is now required in soms states, but even
where 1t 1s not required, the written contract may prevent difficulties,
The implied partnership mey arise from sharing of profits or by common
ownership of property. 42 partnership by estoppel is established when an
individual represents himself to be a partner or permits such represens
tation to be made, and this representation is relied upon by another party
who acts on the faith of such representation.

The contract of partnership must contaln all the aspects of arw'
other contract to0 be legally binding,

This contract creates a characteristic that is peculiar to the
partnership in that each partner 1s the agent of the other. DBeing an
agent makes the act of any partner binding on all the other partners
aexcept where the goods or services contracted for camnot possibly be
used by the partnership. Except for this restriciion there iz unlimited
1iability,

The relations of the partners to eath other sre fiduciary. They
mst act in good falth and exercise reasonable skill and diligence at

all times,

T mid, po 33.
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1ike the individual proprietorship, ths cost of formation with

regard to taxes and fees is negligibls, Only individual and property
taxss mst be paid,

The capital sssemdbled in partnerships varies greatly. It is
difficult to obtain partners becsuss of the unlimited lisdility feature
and the agancy powers of the partners. Therefore, the capital mgy not
sxceed that of many proprietorships. Sode large partnerships such as
the Carnegie Steel Cumpany, the Baldwin Locomotive Works, J. P. Norgan
& Co.y and Kuln Loedb & Go,, have asseabled capital comparable to large
corporations,

General partners in a generd partnsrehip have equal voice in
sanagement. It is this characteristic which makes & written contract of
partnership important.

The legal status of a partnership is simils to that of the
individual proprietorghips and is regarded by lew a8 a collection of
individuals,

The sphere of activity of the partnership is similar to that of
the individual proprietorship.

As an organization, the partnership enjoys the same freedom {rom
government regulation as the individual propriestorship., J. P, Morgan
& Co., declined imcorporation because of the secrecy which a partnership
affords.

With the following exceptions, the conclusicns regarding the
individual proprietorship are the same for the partmerships
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Some partnerships have high capitalisation; therefore, the
business is large, and direct contact with all employees is
impossible which makes delegation of authority imperative to
efficient organimation. There are several levels of authority,
and perhaps the partvers specislise in certain work,
Assuaing that the partnership just formed is largs; there
will probably be consideradls thought given to oraani.s&.wn’.
The rights and responsibilities of esash partner will be de~
fined in detall in the articles of co~partnership., If the
firm is large snough, technical advisors mey be employed.
Such procedure differs from tacit understanding prevalent in
mmall partnerships. Any type of administrative organisation
may be found,
The keen interest which a partner has in a business stems
directly from the profit motive and Irom the unlimited
liability responsibility. As soon as the partnership is
ocompleted, there is set up a crosswise relationship among
partnsrs. If all partners are amensble and competent, md
if the dutiss and responsibilitiss have been carefully de-

fined, there is a good chance for hgrmony on the first level

of aathority. SJuch is not alexys the case because some partners
are more competent and strict than others. It is the reluctance
among such partners to relesse responsibility to the less come
petent and lesa strict that causes friction. The delegation

of muthority and responsibility to employees on lower levels
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is the next problem to be solved., The determining facter in
Reightness of control® is the unlimited l1iability and the de=
sire to make a profit,

L. The limited governmesnt interference in ths partnership is
looked upon favorably by some firms, The reluctance to share
information with those who could uss 1t sdvantageously is
detrimental to efficiency.

Gerporation Fora of Orgsnisstien

The corporation represents the dominant form of business oz’gn;n-
gation today. The huge amount of cgpital asssembled ani the proportions to
which many corporations have grown ha'e made definite control imperative,
The corporate form of business is largely responsidle for the emphasis
upon udmi.hiwt-rttho organisation,

A statutory form, the corporation does not have the sase of forma-
tion as the individuasl propristorships or partnerships, Thers are definite
procedures,reports, statements and organization fees to be paid not to
mention the groundworkt of prumotien and subscription to stock., Neverthe=
lass, the eastablishment of a corporation is a relatively sinmple matter,
but much more complicated in comparison to the common-law types.

The large amount of egpiial which can be aseembled by a corporation
is one of its great advantages and the reason which thie fomm is domipant
tocay.

4 corporation is restricted in its sphere of activity. It cannct
operate in a state other than that in which it was incorporated unless
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it msets the regulations of the other states and pays the required tames.

Bacause it is created by law, there is more regulation by the
govermuent than in any of the other forms, This regulation is necessary
because of the limited lisbility placed on shareholders,

There are four outstanding chanetoriuticn of a corporation as
far as this study is concernsd, Mma lists them as indepondent
identity, limited liability, perpetusl life, md owrership represanted
by shares of stock.

A corporation was defined by Chief Justice Marshall in the Dexrte
mouth College decision as an "artificial being, invisible, intengible,
and existing only in oontemplation of the law.” This definition seems
to stress artificiality which would imply almost phantom existence. Even
so, for legal purposes, it is considerad to be a collection of individuals
or as a parson or citisen. Donaldson oml9

The lagal entity in general will be upheld by the courts
so long a8 it 1s being used for legitimats purposes, but if it
is to be used a8 a shield by its members behind which to hide
in the perpetration of frsud, the equity courts especially will
disregard the lagal fiction and look bshind it to the real pere
sons at interest.

In considaring the corporation a person or citimen, he uy&sm

The corporation is & "legal" or "artificial" person, and

whenever the word "person” is usad in law it may be asaumed that

it includes the corporation unless it is expressly excluded, or
unless it was not intended to be e0 included.

8 Newnsn, op, cit., p. 3u3.

9 Mdﬂon, % cit.’ P» 72v
10 gy, po 73
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Thus, if a corporation may perform transactions in its own name,
own and exchange property, and enter into scontracta, it may alec be held
responsible to the extent of the limited 1iability of its shareholders
for lsgal copmitmsnta,

Newnan oxplains limited 1isbility in the following m:n

Except in special cases, stockholders a." not, responsible
for corporate debte dus to the fact that a corporation is a
separate legal entity. In other words, the private property
of the stockholders usually cannot ba taken to satisfy the debls
of a corparation any more than the private property of one
individual can be taken to satiefy the personal debts of another
individual,

A corporation has perpetual life in that its existence is in-
depandent of its owners, Whereas a partnership would terminate at the
death or withdrawsal of a partnher, either of the happenings would not
affect the legal 1ife of a corporation.

Ownership is represented by shares of etock. The activities of
the corporation are carried on by a2 beard of directors which is eleoted
by the stockholders, the number of votes balng determined by the nusber
of shares ocwned by sach stockholdsr. Ownership changes when shares are
tranaferred, but such transfer does not disrupt the operation of the
corporation,

T™e following considerations are important for the purpose of
this study:

l. The dominant type of business organiszation is the corporation.

Huge mmounts of capital are assemdlad for such buainess en~

deavor. Those persons charged with the managemsnt of the

11 pewnsn, op, cits, p. 3k
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business find it possible to contact personglly only a very
small percentage of the employeess, 4 plan for gpportiorning
and defining responsitilities and for delegating authority is
imperative., Organizatim is camplex with several levels of
authority and employs tc some degree all forms of adminisw
trative organization in combinations First of ell, the
levels of authority may be grouped into three classifications

such as that stated by Niles:®

who breaks up marggement of a
life insurance company into top management (beard of directors,
president, and senior administrators), middle management
(Jmior adnministrators and supervisors), and rank and fils
(woricers) .

2. Curporations have given much conacious thought to organization
&8 a means of providing efficiency in order to compensate for
certain costs peculiar to this form., Some compsnies have
pianning committees which advise compary officers and planning
departments whose wrk permestas the entire busimess., Al
though soms partnerships may heve similar organlgeticn, it
has bean the corporation which has been responsible for a
high degree of orga:ization, In a large business, contreol
msé be definite.

3. Becausa of the limited 1iabllity faesture of a corparation,

owners of stock are not as solicitous as a partnar in a

32 ytary Cushing Howard Niles, Middle Manag mnt% The Job of the
Juniar Administrator (New York: Harper & Brothers Pub y 19hL),

mpp¢
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partnership, Stockholders know the limitations of their
possible loas, It i3 rather unimportant to them who controls
the business as long as a reasonabls return from their invest~
ment is obtained, Tho trend towsrd proxy voting or not voting
at all represents their lack of interest irn actual management.
In a @omcrt}tion, then, it ean hardly be concluded that
actually the first level of authority cansists of the owners
of the busipess, There is ons exception «-g& single stockholder
who owns a large percentsge of the stock. If hs is interested
and competent enough, he will usually use his voting power
to secure a directorate. A small number of stockholdsrs nsy
elect the directors.

The board of dirsctors may properly de considered the first lsvel of
arthority,

But; in some cases, the board of directors become careless in the
performance of their duties accepting without hesitation ths proposals of
top management. This is what Lester has to .W:IB

Not infrequantly the top officials (the bired management)
treat the corporation as their personal province, « . « There is
often a separation or cleavage between the interests of the
managers, the interests of the owners, the interests of the public,
and the interests of the smployees, )

Numercus examples could be cited %o indicate how scme
corparstion managements have disregarded the interests of the

owners, labor or the public in order to perpetuate their own
powers ard control.

13 pschard 4, Lester, Economics of Laber (New York: The
Meomillan Company, 19k1), p. 23.
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What, in reality, thersfore, becomes the first level of suthority

is top management, The incentive to opsrate efficlently may come from
either a desire toc hold a job or win promotion or salary in¢reass, or %o
obtain sotual profit if the axecutive concerned owns considerable stock,

Actual management is passed from the stockholders through the

board of directors to top management, Such an arrsngement may prove
advantageous if top management is competent.

Le Of all the forms of organization, the corporation is more
subject to government regulation. This is due to its statutory
character, The affe rs of the corporation are made known not
only to the govermmant but to the public as well.

5. The sphere of activity of many corporations has spread to
states throughout the country and to foreign countries. This
growth has oaused subsidiary forms of organisation to came
into existence.

Mm&nis%‘ tive Org uamm%
els of Authori  Firs

Broadly speaking, legal orgaisation established the businass, the

first level of authority, the ownership, and littla more than this. More
epacifically, a# has bsen shown, legel crganization determinss the form
of ownership, the rights and responsibilities of the owners under each
legal form, and the effect of the form of ownership on the activities of
the enterprise.

Adeiristrative organisation, on the other hand, comes into use
after the business has been established., For instmce, at the time of
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incorporation, a business may conslst only of the individuals whe own the
stock, To proceed with the endesvor, individuale (msnagement and worksrs)
must be empluyed. The internal co~ordination and management of the busi=
ness to accomplish its purpose is the part played by administrative organi-
sation. UYemman explains administrative organization in the following
stabmmt:u

From the admintistrative apgle we are concerned with deter-
mining the attivities to be performed, classifying thess activities
into groups, fixing responsibility for the performance of each

growp of activitiss, and establishing the proper relation betwsen
then,

Nlles says 115
« The integration of all the functions of a business into one
hermonicus whole is the dominant administrative problem of inter=
nal operation. « . » Co-ordination e¢xtends through policy making
and execution to control of the results and affects every function
of the business.

In discussing administration, nrmm conalders it to consist of
three phases--planning, doing, and eeeing.

The effectivensss of administration is influenced largely lw the
type of organization used.

First and most important of the tools used by management to build
an efficient smooth-running enterprise is the organisation chart. 1t is
the skeleton or structure upon which is built orgsenisation, Its accoe~
panying writeup explains in more detall the internal detalls of organi-~

sation,

i Newman, op. ¢it., p. 331.
15 Nilea, Ops eits, Do 216,

16 A1vin Brows
» Organizstion, A xa%;_; ulation of Principle (New
Yorks Hibbert Printing Company, 194%), p. 83.
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The type of organisation used Ras come about either by definite

planning or accretion of new departments and relationships to an old
tacit understanding. Those formed by planning can best be understood by
discussion of characteristics, while the latier can best de understood by
showing how theay evolved., A cozbination of the two can be usad,

The following is a definition of line orgenisation by Farims!

In the line type of organization, sach subordinate
is directly responsible to only one superior for all matters,
and authority flows directly dowrward from the top of the
organization through the successive levels.

In a pamphlet prepsred by the Lockheed Airecraft Corporation
management, 1ine organization is describedsl®
Line organisation is the aimplest kind of structurs,
A psrson is responsible for each unit, Lines of authority

flow directly from the top to the bottom and reports come
back from the bottom to the tep.

The sxplanation is extended and mads clearer in this atmnt]i’
“Lines of mthority are from the top down, As to authority, people on

the ssme level are indspendent of all other on the sams level,"

17 John J. Furia, to Make and Int . Punctl Organisation
Charts., (New York: New Yo ﬁ?xiversi?y"Bﬁm, BL3), p. 2.

18 Lockhsed Aircraft Corporation, Organisation Con an un-
published company pamphlet,

19 Loc._cits
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The first two definitions stress only the vertical relationship
which s strongly ehax;acterist.ic of the line type. The boriszontal rels
tionship, though more important in other types of organiszation; is pre-
sent 10 some degree if for no other reason than for unofficial informa-
tion. The proper means of viewing organisational strwcture, then, is
frowm the standpoint of vertical and horisontal relstionships.

In the line type, the vertical structure is practically all that
exists, According to the Naetional Industrial Conference Board, "A line
exscutive has complete authority of execution over that part of the
organizetion benmeath him in rank and which is in the scope of responsi-
bility assigned to him."?C Taking the Army as an example, mormally a
General in the Air Corps would not be within the scope of his authority
to give orders to a private in the Infantry. The first consideration is
rank, and the second is scope, On a chart, rank is shown by its oscupye
ing a poasition nearer the top of the chsrt, and scope by the conmections
made by solid lines. Using the term "department" broadly it can be said
that for one perscn to give orders to ancther, these persons must be in
the same department, and the one giving the erders must hold a higher
position than the other.

Orders do not pass directly from the highest to the lowest, but
rather through successive levels or strata in relay feshion which are
the chains-of-command as developed by the military, Hesponsibility and

Y "Company Organisation Charts® Conference Board Re . 64
(New Yorks National Industrigl Conference Board, inc., i944)s; Pe L.
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information are relayed from bottom to top in the sme way.

The horisontal relationship is that which exists between individuals
or subdivigions on the same level or in the same strata and is practically
nil in the line structure,.

Vertical structure is determined by how many individuals are need-
ed to perfomm the work and by the number of subordinstes which can be
efficiently supervissd, Horizontal structure is determined by classifi.
oation of activities.

A pure line organisation from a technical standpeint never exists,
"It is difficult to conceive of pure lins organizstion in businpeas
adninistration except in an estsblishment with very few employees engaged
in simpls Operation.”a The wzz is given of a shoe repair shop in
which every employee does idsntical operations even to ringing up receipts.
The contention is that if a person is hired for ringing up receipts slons,
the orgenization becomss functional and not line. Brown, in discussing
mgdes of organisation, gives as the first mode "multiplication of offort."a
This would apply to pure line organization where the effort of each worker
is identical,

To be purely line, there must be no interdependency or no crosse
wise relations between individuals horisontally, For practical purposes,
the distinction cannot be carried that far,.

2 1bid,, P ke

22 Loc, cit.
23
Brown, Gpe cite, Pe 152,
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ILine orgenisation has besn criticised severely. Iraoderick W,

Taylor szys that it is characterised by “"individual arbitrariness at the
top, usurped and delegated power down the line, anarchy everywhers, w2t
This statement is more a criticism of the individuals who compose the
orgenisation than of the organisation itself, A more substantial criti-
cism 18 based on the term "chain-of-command.” %A chain 4is no stronger
than its weakest 1link,® Not only could the flow of orders be disrupted
at any level, but because of the less efficlent individuals at successive=
ly lower levels, the longer the path, the more spent the orders will be
upon reaching the botﬁm level. A line organiszation does not make full
use of specislization and division of labor, Figure 1 illustrates line
orgarization. Each subordinate is responsidble to only one supsrior, In
this figure By and By are responsible only to &3 Gy and G, are responsidle
only to 32; Dl and 92 are responsible only to Cap Dg and Dy are responsible
only to Cy and Dy and Dy are responsible only to Cy,e

Linew~ind-Staff Organisation

Al other types of organization are but variations and supplements
of the line type. All other types coriginate from the line and embody part

of 1t, The following is a definition of line-and-staff organization by

Furinas

In the line-and-staff type of organization, the simple line
orgmiszation is supplemented by advisory and consultory subdivisions
which hawe however, no direct authority over the line personnel.

2’4 Ibid! » P 271‘0
25 Furiﬂ.’ Sps. Q&‘bzl PP 2’ 3
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PIGURE 1
LIRS ORGANIZAYION
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The Lockheed pamphlet describdes line-andestaff in this mt%

A line-and-staff organisation combines the best features
of the line organizstion. . , .+ with the addition of an expert
or exports in an sdvisory, fact-finding, or planning capecity.
These specialists do not give orders to the worlers concerned,
but wmakke recommendations to line supervisors who carry them
through,

The distinguishing feature between line and line-and-staff 1is
merely the presence of the staff. Steff in this sense must be construed
as the total personnel of the orgaisation or as advisory commlttees.
Noelther must it be considered, as some exscutives refer tc staff, as
the subordinates under a perticular executive, who carry out his
orders, The temm staff, when used in this way, is not only irrelevant
to this study, but stresses plurality or individuals rather than
relationship. An {ndividuel, unit, or group, msy compose s staff. Co
wide has becoms the misinterpretation of this term thet many companies
use alternate terms suoh &8 "guxillary departmsnt® or "service dsparte
ment.” But thesze terms are similar to the ters staff. For example,

a nall boy in an office serves in the capacity of an auxillary, but
not as a member of the staff,

Perhaps the best way to explain line-and-sialf is to consider the
wagy in which this type of organisation evolvesa, Industrial Conference

Board Report No. &4 axplaimt”
The staff relationship appears when manasgerial functions
bacoma complex encugh to require the need of aselstants who will
share the executive's load by inveatigating problems for him,
asseubling information, developing plans and providing advices.

26 Lockheed Airoraft Corporation, gp, cit,

27 gonference Board Reports, op. sit., p. k.
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The following are distinguishing features of the staff:

1.

2,

3.

L,

Se

Duties consist of sharing the load of persons to whom responsible
by investigating problems, sssembling information, developing
plans, and providing advice.

There 18 no line suthority over other subdivisiona of the
organisationy the only connsction is by a eilngls line with the
perason to whom responsible.

No action is ¢tsken, but it is reserved for the line mm.

There is specialization which supplements and extends the
line,

There is autherity to look into any appropriste activity,

but none to give imstryctions unleas apecified, Figure 2
1llustrates the line-and-staff type organization, This type
differs from pure line orgamiszation by the additioa of staff
uni.taslmdszwhiuh assist A, S;mdsh'hich uaibtﬂl

and S; and S¢ which sssist B,.

Conference Board W&Qﬁ carries the example of the shoe
repair shop further to explain how functional organisation evolves. As

long as each employee performs all operations individually even to ringw

ing up receipts, there is line organization, becsuse there is merely

mltiplication of effort. As soon as a businezs advances beyond the

28
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simplest stajes, there 1s a tendency to divide the work and assign logical
groups of actlivities to individuals who thereafter maise a specialty of the
work, Thias i3 the usual meaning of functional organization in which the
definition of "functional® is mislesading. Brown defines "functional® in
its ordinary sense as "the work relates to any differentiation of duty,

faculty, or affice. w®

The Army employs line organisation, but there

are definite functions performed by the Air Corps, Quartermaster Corps,
Infantry, and Artillery. This conception of functional organization

does not ellow for differentiation from either line or staff organizatien,
Where organization has been divided according to function or activily, an
individual or unit actuglly performs in the capacity of a staff unit
because of limited authority. Bethel>C describes such crganisation as
1ine~-and-funstional-staff,

To be a distinct type of organization, there is the necessity of
having distinct characteristiocs. There must be a difference in structure
as shown on an organigation chart or by definition of relationships in
write-ups, Furia reveals the distinguishing characteristic of fumctional
organization {n this definition: "In the functional type of organisation,
authority flows to lowerwlevel subdivisions from more than one source
according to the activitiss or specislties involved.™> He warns of the
common ussge and explains further, "As used hers, it escribes a parti~
cular kind of authority, responsibility, and working relationship among

2 Broen, ops cites Pe Se
30 Betnel, ope cits, pe 238.
2 Furia, SDe ﬂitmi Pe L



variocus subdivisions, a ssries of multiple, limited line relationships, w2
Funoctional organisation violates the biblical law that "no man can serve
two masters." Figure 3 shows such organisation on a chart, Swbdivisions
Cys Cps O3 and C) are all reapcnsible to Byand By; subdivisions D;, Dy,
1}3, D, and DS are all responsible to cl, Ga, 03, and Gh. Each unit on
the *C" lew} reports to and is responaible 40 both superiors on the

WB" level. Each unit on the "D" level reports to and is responsible to
all four superiors on the "C* lavel.

This type of orgsnisation has besn criticised because of its splite
authority and aplit-responsibility, and the contention is that there can
be no unified command. Brown says "the so-called 'functional'! chart iz
largely a valn aspiration. n33 ¥“hether or not this type of organisation
is efficient depends to a great extent upon the individuels in the
organization.

Functional orgenization does attempt to eliminate the inefficiencies
of line organization by permitiing the interplay of activitiss in the
lower strata. Cooperation and coordination through the use of definite

crosawise relations are afforded,

The committes type of orgmnization is similar to line orgamization
axcept that a group of persons is responsible for each subdivision in-
stead of an Andividual, The committee may be temporary or permanent.

32 Ibidn Pe 6'
33 Brown, op. eit., p. 295.
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FIGURE 3
PUSOTIOHAL ORGANIZATION




Few caupanies use the commitiee type organisation to any extent,

Gombingtion

From the discussion, it can be ssen that there is no definite em~
clusive line, line-and-staff, or functional orga:ization, dbut rather
variations and sxtensions of types. A business may have parts of all
types includsd in its chart. Combination types are usually found with
- charasteristics of one type predominant,

Table II shows the type of crganisation used by compsnies sud-
mitting charts. All the charts were combinations of two or more types,
Organisation was assentially line-and~functional-staff, i.e., the
structure wes line and the work was divided bty function., Therefore,
sach subdivision atted in a staff relationehip.

The Neartog of Orgenisation

The objective of business arganisation in a cspitalistic econcmy
is profit for the owners. Since concert~d action of sevaral persons has
proved superior to the efforts of one, bLuasiness organisation today is
characterised by largs nusbers of people working together, some employsrs
and some employeas, "The duties of each person must be decided upon and
an umpire selscted to settle disputes. Organization dstermines the
amount of time, the mammer, and the responsibllity for getting everye
thing accomplished. w3l

3k A+ B, Zu Tavern, "HManagement In Business," Flexible Teaching
Units, No. % (South Pasadena, Calift Commercial Textbook Co,, Ltd,,
1552y, P. 20



TABLE 11

ANALYSIS OF TYPE OF ORCGANIZATION USED BY COMPANIES

ande

Buginose Line staff Funcltionel Committee conbination‘
Distribution 3
Govervasnt 2
1429 Ingsurance 1
¥amuf acturing 33
Public Utiliwy 4
Transpordation b

Total k9

2 A1 charts were sssentially line-ard-functionalest eff) i.e.,
the structure was line, and the work was divided by function. Therefors,
each subdivision acted in a staff relationship.
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Brown defines organisation a8 "the part which ecach member of an
enterprise is expected to perform and the relations between such msmbers,
to the end that thelr concerded endeavor shall be most effective for the
purpose of mtapriu:“:is

Planning, which establishes the major and minor policies of the
business, is the first step, Policles determine the relations with the
public as well as relations of individusls and units within the business,
"By organisation a framework of authority and responsibility is establizhed
through whish policies estsblished by manegement are adainistered.”

Adminietration is the means by which crganization is put into
practice. It 1s organisation at work,

Bethel considars the following to be basic principles of
orgaxnaaﬁ.cm”

1. Definite limes of responsibility and suthority
mst bs estadblished,

2, Provision must be made for the grouping of specialised
work md the appropriaste division of labor in terms
of the mamufacturing requirements of the product.

3. Considerstion must be given to the abilities and
specialized skills of existing and avallsble perscnnal
in order that they may be used to the maximmum,

ke Unauthoritative lines of coordination end facilitation
mist be developed for the promotion of harwmory and
undergtanding.

35 Bromiy ops oitey Pe 6.
36 Bethel, gp. cit., pe 130.
3 mig., p. 132,
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Classifipation of Agtivitles or Division of the Work

So fary; emcept for mention of awxiliary funetion, organisation
has been considered in its vertical structurpg.-lewvels of authority.

The organization structure horisontally is eoncerned with ths éivision
of levals imto units such as the establishing of departments, divisions,
or unitse,

Claszification of ectivities is most important at the higher
levels especially departmenis headed by exscutives directly responsible
to the president or owners of the business, Such classification is da
pendent upon major policies relavng to the public or other companies,
At lower levels, intermal policies relating to adsinistration, superw
vision, and ecordination, tend to establish sise and number of units,
These factors, together with the type of organisation, also determine the
relations betwoen subdivisions on the same level. A third type of
policy is the departmental or the policy sst up by each subdivision.
These must not conflict with the policies of the business as a whole,

To show how major policies infiuence arganisation, Hewaan com-
pares the sales organisation of a company that sells only by mall to
the ultimate consumar with that of a company which sells only to re-
tailau.jg The firet company wil)l need departments to handle prew
paration and distrlbution of catalogues, file orders, and handle
correapondence. The othar company will need salesmen to call on retadlers
and will probably heve a territorial sales orgenisation with field supere
visors and branch offices.

33 Hovman., Opx cits, Do 380,
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The principal ways of dividing the work are by preduct, process,
territory, types of consumer, and function.

A first~hand exsmple of product, process, and territory classifi.
cation is givem in the Lockheed pamphlet on Orgenizastion Gontmlt”

A process is a complete function such as mechining,
painting, electrical assembly, design enginsering, ar ine
spection. A product may be an entire fighter plane or bomber,
or it smay be the product of a single department or othsr unit,
such as a bomber door, a wing, an instrument panel, ete, A
region may be an area such &8 the Denver Service Area, or a
plant location such as Pomons, Bakerafield, or Sante Barbara,

More typical of division by territory iz the use of sectiocns of
the country such as Bast Coast, West Goast, and Southern, for the pur-
pose of organisstion. Included in type of customer are independent re~
tail, chainstore, mail order, and wholesale,

According to Newman, "These departments that are responsible for
paforming one group of similar activities for all product depsrinents,
such as credits, record keeping, and makntenance are called functicnal
depmw."“"

A1l oampanies classified activities primarily by fungtion as
indicated in Tadble I1I, Parts of the organisation of some companies
were on territorial division, but in determining means of classification,

the prepondaerant msthod was taken,

39
Lo

Lockheed Airersft Corporation, ope oit,
Newnan, op. cit., ps L6,



TABLE III

CLASSIFICATION OF ACTIVITIRS™

47

Business

Distribution
Govermend
Life Insurance
Manufacturing
Public Utility

Transportation

Total

& Classified as to preponderant method,
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The preceding discussion was ¢oncernsd with the structure or

skelston of organisation—-the vertical and horisontel framework. The
definition of terms and ths explanation of relationships repressented
by this framework is the content of organization, The content is verbal
or tacit, and not graphic, and is found in orgenisation write-wps which
saccompany charts, organization manuals, bulletins, and other means of
publication which inform personnel. The terms themselves are not pub-
lished but rather internal policies which embody ths terms.

Authority and Responsibility

The reciprocity between thess two terms has caused them to be
linked. 4s shown in the discussion of legai organisation, no matter
how high a position an individual holds there 1s responsibility,
Urwicka say® ‘hl

To hold a group or individual accountable for activities
of any kind without assigning to him or them the necssssary
authority to discharge the responsibility is manifestly both
unsatisfactory and ineguitadle.
Authorisy and responsibility are respectively "the right to require
action of other,” and Pthe accountabllity for the performance of
duties, "4%
For an understanding of authority and responsibility as far

as relationship 1s concerned, it is enough to sgy that for compatible

W p, urwicks mﬁé Administration
. ’ s of tration (New York: Harper
Brothers Publishers, 1%3 s Do

k2 Ibidzp PPs hl;lt?.
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organization that there mest be complate reciprocity; one must equal the
other. No person should be held responsible for dving a thing unless
authority is given him to command the performance of his subordinates,

Authority has both the broad and the technical meaning, Gensrally
speaking, the president of a company has suthority over the lowest-level
workars Actually, in line organizatione-and all organization is line~
authority passes from top to bottom through levels or relays, or as is
spoken in military parlance, ®chain-of-gosmand.” The guthority-responsiw
bility relationship is, then, that batween pﬂncipal and deputy. The
broader meaning of authority is beiter oonsidered in the definition of
other terms including coordination, span of contrel, delegation of
anthority, or supervision, Definition and dlscussion of each of thess
terns follow, from whioh it will be seen that authority-responsibility

reaches cut over several levels or that one principal has several
deputies.

Supsrvision snd Span of Control

These two terms are ussd interchangeably. Niles seys, "The term
tupan control! has been applied to the number of persons whom an officer
can affectively have reporiing directly to himself, An officer may
supervise indireotly thoupande of peoplsg he may come into contact with
dosensj but he can supervise directly only a limited mmber."w

L3 wiles, ope citss P. 32.
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The number which an individual can supervise, howsver, is arbitrary,
There are several factors to be taken into account,

First of all, there is the physiological limitation. This is
illustrated by the mumber of digits that an individual can remeamber,
Next, is the consideration of individual differences. More important
for purposaes of this study are the factors given by li:llanm‘

1. The clarity and practicability of the organisstion
plan,

2. The interdspendence of the person concerned amd of
the work supervised.

3. The character of the persons concerned, both of the
organising and adminietrative ability of the chief
and the cepebilities and make-up of the subording es.

4. The type of work.

5. The stability of the business and its persomnel and
the frequency with which new types of problems arise.

Table IV gives the results of an attempt to datermine the mean
rumber of subordinates on each level. Because of irregular construction
of most of the charts such snalysis was not conclusive, PFurthermore,
master charta without their subsidiary charts gave the impression that
the largest number of subotdinates was in the upper levels. For inetance,
the second level showed an average of 6, and the third, fourth and fifth
levels, 3, 3, and 3 respectively. The sixth level through the tenth
showed only 1 or 2. ~

M‘ Ibi.d" P 32.



TABLE IV

YEAN NUMEER OF SUBORDINATES ON EACH LevEL®

Distribution 6 b L i ) § ) § 1l 3 l
Government 3 2 3 3 3

Life Insurance 12 2 3 )

Manufacturing 1 2 3 3 2 2 2

Pudblic ¥tility S L L 3 2 1
Transportation N 5 1 5

% Number of units on level divided by number of immediate superiors.

D The lower the level, the larger number of subordinates that can
be succesafully supervised. Incompleteness of charts is prodbably
responsible for the larger nuzber on the upper levals,
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Delegation of Authority

Whenever a superior finds that he has more work than he can do or
to0 many subordinates to permit efficlent supervision, he has recourse
to delegation of amthority. This mgy be done in either of two ways, He
mgy epportion some of his work among chosen subordinates without promoting
them, or he may choose an individual from a group to be in charge or to
supervise the remainder of the group. In the later case, bs has shorten-
ed the structure horisontally, but lengthened it vertically; he has mede

supervision easier for himself, but st the same time has made communi

cation lines longer. According to the Lockheed Corparation phmphlat,&s

In order to maintain control of his unit, the leader must
delegate authority and the responsidility of supervision, He
appoints assistants among whom he divides responsibility of
directing and controlling the activities of the employees, He
will give the necessary authority for making decisions to these
assistants. These assistanis report to him., His responsibility
is then the directing of their activities, Instead of managing
twanty=five men, he manages two,

Niles gives the number to be supervised on each level as
fal]nwmu’

1. At the lowest lsvel ten pecple report to a junior
supsrvisor,

2, On each higher level, five supervisors report to
nine superior supervisors,

3. Thus with four levels, a junior administrator, assisted
by five division heads could supaervise 250 clerks and
workmen, Ihereas with five levels and 125 sub-section
heads he could supervise 1250,

45 pookheed Alircraft Corporation, gp. eit.
46 Biles, op, ¢its, pe 36.
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As indicated in Tadle V, 13 companies used fouwr levels; 10
compapies usad thres levels; and 10 companies used five lavels, The
only othar levels used frequently were six and seven with six companies

each.

So-ordination

Coordination is the means by which a superior dove-tails all the
activities under him in order to accomplish an objective, It means more
specifically the prevention of misunderstanding which results from ummven
and definite lines of suthority and responsivdlity, working at cross
purpose; poor timing, and duplication of work.

Chapter Susmavy

The dootrine of laisses-faire #n this country has been modified
during the last fifty years by government regulation., The increase in
govermsent regulation has influenced businesgorganisation by influencing
policies. The choice between crganising as g partnership or as a cor-
poration depends to scme extent on govermment regulation.

Legel organization is concerned with the form of ownership and
the rights and respomsibilities of the ownors under sach legal form,

The principsl forms of legal organisation are the individual proprietor-
ship, partnership, and corporation.

Administrative orgardsation is concerned with determining the
activities to be performed, classifying these activities into groups,
fixing responsibility for the performance of each group of activities,



TABIE ¥

LEVELS OF AUTHORITY ™

Life Insurance 1 h 8
Msnufacturing 1 8 7 6 s hk 2
Public Utdlity 2 L e l
Transportation 1
Totals 2 160 13 20 6 6 2 1l

& A subdivision was considered to de on snother level if not in
a staff relationship and reported to a superior, The preponderant
munber of levels gave the fifure used.
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and establishing the proper relations between them. The principsl types
of organisational structure are line, line-andestaff, and functional.
The committee type is not a distinct structure but ca be included.
Most structure will combine two or mors of the foregoing types.

Organization has besn defined as a mesns by which a framework of
authority and responsibility is e stablished through which policies
established by samagement are administered.

The horiscntal etructure of organisation is establishsd by
classification of activities. The principsl ways of dividing the werk
are by product, process, territory, types of consumer, and functiocn,

The content of organization is verbal or tacit as interpreted
from the framework, Content of organisation is found in organisation
write~wps which accompany charts, organization manuals, bulletins,
and other means of publication which inform persommel. Such terms as
axthority, responsibility, and supervision must be discussed and undere
stood so that relationships will be definite.

Coordination is the means by which a superior dove-tails all the
sctivities under him in order to accomplish an objestive.

The methods and instruments of soientific management used in
fitting personnel to the organisation include job analysis, time apd
motion study, flow and progress charts, application blanks, interviews,
qualification cards, tests, end rating scales,
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Survey of Methods and Instruments of Scientific Managewment

After the organization structure has been completed, the problem
of fitting personnel to the ocrganization so that the business mey Operate
smoothly arises, To fit parsonnel to the organization is especially
difficult because organisation itself is continually changing as new
needs present themselves. As in legal snd administrstive organization,
definite policies mnet be formulated, end technigues must be found to
carry out these policies.

The problem of maintaining the right worker in the right job
comde within the field of personnel management. The prime considsrations
aret (1) the position or job and its requirements and (2) the worker
and his qualifications to fill these requirementa. The concept of the
°worker-in-his-work unit" iz advanced in, "this concept has profoundly
influenoed modern thinking about organisation and menagement, . . ‘,.h?
According to this concept, there are three factors that determine whether
or not a worker is welleadjusted to his work, These factors, which should
e well balanced, are: capacity, interest, and opportunity,

The methods and instriments used by management have for their pur-
poss,; ithe performance of personnsel individually and severally in the
orgarisation to the best advantage, Lven with perfect organiszation
otherwise, if it were possible, there would still exist the variable,

the human worker, to prevent perfect operation. Seversl methods and

b7 Walter Dill Scott, Robert C. Clothler, Stanley Matheweon,
and ¥illiam K. Spriegel, Persannel Management (New York: HcGrawe'iill
Book Company, Inc., 1SLl), p. ic.
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instruments hgve been devised to fit the worker to his work,

Job Anslysis, This term has received criticism because of the
narrow interpretation that can be applied to the word "job®, Generally
speaking, job anzlysis can be applied to thoss "positions® at the higher
lovels as well as thoze at the lower levels. The term 1s used in this
study since it is in common usage, and there i{s little chance for
amblguity,

| According t¢ the War Xampower Commission, "Information comcerning
Jobs is tha basic matsrial used by industry, govermmental and private
agencies and employee organiszations for many prograus ranging from broad
types of zotivities, sich as personnel and placement, to very specific
ones, such as defining the limits of anthority."m The division of work
in an orgenisation is accomplished by assigning specialised duties to
individuals, and the different jobs, occupetions, or positions to which
individuals are assigned are established. The verious programs to which
the War Manpower comiuionw refers aret recruitament arxi placement)
vocational counseling; Job and employes evaluation training; better
utilization of workeraj safety, health, and medicd researchj labor
Telations} and within-plant policies, These programs and many others
depend upon an understanding of the work,

Job analysis as defined is, "the process of critically evaluating
the operations, dutiss; and relationships of the Johs."so The analysis

L8

Iraining and Reference Mapual for Job ﬁﬂ:fmt June %2&&
(Washington, D, G, % Manpower Commission, Burem o Hanpower Utilisation,

Division of Occupation Analysis and Manmning Tables, 19hL}, p. 1.

¥ mide, po. 2, 3

50 Scott, op, citey pe 237,
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pertains to the work, but odviously the worker and what he does must bLe
considered at the sae time,

The first step in the analysis of jobs," says the War Mmpower
Commission, "is an exact deteraination of what the jobs are and thelr
precise limits, that is, where the jobs begin and where they and,*>*

The next and final step as far as job anelysis is concernsd 1is
the determination of what the job consists of, Job desoription, job
specification, and Job evaluation, are part of the analysis since they
record, 1ist requirements, and rank the jobs, respectively. They are
the end results rather than the means.

Information conteming jobs may be obtaimed from personal observa-
tion by the analyst, both of the job and of the worker dwring perfarmance.
In order to get more complete infaormation, the worker himself should be
interviewed before the interviewsr with the superviser, If possible,
the analyst should perform the job himself. The information is recorded
on a data sheet and then transferred to a work eheet from which a
description is made, The description shows the duties, responsibilities,
and other requirements of a particular job and is concerned with the job
itself rathor than with the warker. The job specification lists the
qualifications which a certain worker should have to fill a certain job.
Following is a list of factors to be considered: duties, responsibilitiss,

tcols and equipment, working comiitions, education, experience; physical

51 Har Manpower Commisslon, op. ecit,, pp. 2, 3.



59
requirements, special training, technical skill and personal qualities.
Finally, job evaluation, or job rating, to use an interchangeadble term,
assigns a place on a soale for the job with reference to its relation-
ship to other jobe as to difficulty and importamce.

The purposes for engaging in job evaluation, the final product of
Job analysis, as indicated by the Socony«~Vacuum Oil Company, which Bethel
records, ars:

To secure a complete, accurate, and imperesonal description
of work done by each employee. This is the basis for all further
considerations,

To determine the relative value of the variocus positions
(or ¥inds of work dome) in a department snd to line up similar
Jobe in different depariments.

To define the lines of organis:tion and to determine
rasponsibilities and channels of authority.

To furnish full information in convenient form for the
use of the employment office in conmection with both initial
employment and transfer possibvilities,

To determine fair minimus and maxizum salaries for each
position {or ¥ind of work done) throughout the crgm ization,
including ipnitial sslaries and wages for new eamployees,

For use in making salary adjustments, to lsarn whether
or not any employes's salary ia decidedly ebove or below the
limits set for the kind of work he does, and why.

To establish a basis of comparison when checkingy company
salaries with those paid generally for the same kind of work in
the community.

To facilitete recognition of gerit and promotion to
positions of larger responsibilities, thus stimulating ambition,

To furnish & basis for training employees for greater
efficlency and for positions of greater responsibility.

52 Bethel, op. elt., p. 555.
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Time and Motion Study, The time and motion study is actually a
part of job analyzisj the worker is considsred as he performs,

The foundation for esuch a study is the squation which statea that
the smount of work done ir equal to the ocutput divided by the imput, In
other words, no more can be obtained from a job than is put into it. No
argument is needed, howaver, to s.ipport the statemsnt that some individuals
can do more work, in less time, and expend less energy than cothers. The
conditions which managenment desires asre those in which the worker can
increasze his cutput and at the smme time decraass the time and energy
ww. The problem is merely one of finding the lost motion end
lost time, and of sliminating them.

Several methods have been employed, but a1l of them do 1iitle more
than time the oporation ami obsarve the motions of the worker. Then,
ways are sought to sliminate waste motlion and thus shorten the time and
leasen the effort,

The a‘budﬁ is applied to elements of the job and not to the entirs
operation although the time for each element may we combined to give the
time for the entire operation, After the job haz been broken down into
its distinct operations, cach cperation is timed axxl the motions are
obssrved. The minimum eguipment is @ stop watch, A motion picture of
the employee at work with a specially designed clock in the field of
view givee a plcture of every motion and the times required to make esach
motion. To set up standards, gn "average® worker should be used, and
such factors as mativation and supply of materials must be €fonsidered.

4 sinmple example of time and motion study is the oparation of
separating carbons from paper in tyypewritten material. At first the
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operation required as manmy motions as there werse sheets of paper and car-
bon. To overcome this, ohe cormor of tha barbons was cut off and at the
bottcm of the page the cerbons were allowed to extend a fraction of an
inch from the psper. Thls arrangement permits the paper to be grasped
at the corner and the carbons at ths bottom. Separation can be one
notiona

Flow and Progress Charts, Flow and progress charta show the

route of work throughout the organization. The study of the flow of

work is a time and motion study of Whe entire organization, or parts of
it, coordinating the various jobs and determining the precedence of par-
formance for the most efficiency. The assemdly lime in an automobile
factory 1llustrates flow of work, slthough the line isz only a segment of
the organization. Each worker performs a speoific operation as the “work"
passes him, At least four things are necessary in charting flow of work:

1., First things wmust come f{irst, The performance of some Opera~
tions preclude the performance of others,

2, Thore must be a standard time as determined by tims and
motion study for the performance of sach operation. On
the assembly line or in the office a bottleneck develops If

mors time is talen than allotied.

3. There must be an orderly srrangement of tools as determined by
time and motion study, Much time and motion are lost by
reaching for tools not properly placed. The importance of
having the right tool at the right time 1s i{llustrated in
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the operating room where an assistant hands the instruments
to the surgeon. Prelocation of tools is one vital factor in
work simplification,

Le There must be a constant and orderly supply of materials. In
industrise where the worker is psid on a plece-rste plan, it
is incumbent upon management to prevent work stoppages. A
faulty flow of materisls is more serious in preventing smooth

oparation,

Mathods and Instiruments which Determine the Qualifications of the Forker

After an snalysis of what the Job consists of and requires, the
problem is to find a sultable worker to perform the work, In a large
enterprise, many jobs muat be performed and a suitable worler for esch
Job should be selected. 4 large part of ths work performed by a
pereornel department is that of employment which consists principally
of finding the workers, of encoursging them to apply, ad of selecting
them for the jobs widch they are most capable of doing. The labor market
will have an influence upon the number from which to choose, but selection
is largely the work of peracnnel manzgement.

Hanagemert uses many methods and instrumants to obtain information
about an applicant and to determine what he can do.

Application Blanks. The information required on the spplication

blank by different companice variss according to the efficacy with which
items prognosticate ability and bshavior. The application hlank is so
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well-known that the "why" of most items is hardly necessary to mention.

The information requested in application blanks include certain
personal data such as nams, address, sex, race, dependents, date and
place of birth, and telephone number) experisnce including previous
employers and positions heldj educationy physical data secured from the
physical examination; refersnces; interviewer's rating; positien desired;
and availability of the epplicant.

Porsonal Interview, The personal interview as used by management

i3 not merely =z device for deciding the fitness of applicants. Manage-
ment has come 40 look upon tre interview in the zams way as in other
employerwemployee relations - dual interest. Therefore, an spplicant is
given facts sbout the company and the work ss well as furnishing the
company with facts about himself, This 1s a reasonable procedure in
that 1t helps fit the employes to the work by letting him lnow what te
expect,

The interview is useful in other ways than in initlsli employment,
Six distinct classifications are set up in the field of personnel mansgee
ment.>> Thay arer (1) Preliminary employment intervisw which precedes
the £i1ling in of the applicetion blank and serves the purpose of "weeding
out.,” (2) Placement intervisw, held after ths application blank hss
been completed and tests have proven the applicant's eligibility for
employment somewhere within the campany. It is this interview which
should “obtain information, give information, and make a Mend."sl‘

53 seott, Ops cits, Pe 75.
Sh Ibidn‘ P 105;:
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The placement interview is the hiring interview. (3) Followup interw
view which gives more information and glears up any misconceptions in
the new employee's mind., (L) Counssling interview which renders service
to enployees by helping them to avold many of the pitfalls of discontent-
ed workers, helps improve morale, and lowers the unit cost of production in
the long run. {5) Routine personal interview which handles such matters
as wage alvances, transfers, promotions, and special vacations without
Pay. (6) Pinal saparstion interview which attempts to find and prevent
the causes of labor turnover by interviewing those who quit voluntarily.
The reason for discharge may be given at the time of the separation
interview,

By personal contact, the interviewer is able to elicit information
about an individual which ia not possible by written applicatiorn blanks,

Qualification Cards, A1l informstion concerning interests and

capacities obtalned from the spplication blank, the interview, tests,

or other sources is oondensed and recorded on a permanent cumlative

record called the qualification card, After the applicant has been

hired, a history cf his progress with the firm is necessary. To a

personnsl manager, "the file .ot gqualification cards is the organisa~

tiont's index of marpower, not &8 an indication of the number of persons

available, but as an indication of their combined effectivensss in aox'vice.s "5
In addition to data obtained from other sources, thsre are the

records while with the company containing information concerning salary,

55 ivide, P 105,
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promotions and transfers, accidents, suggestions and complaints,

Tests ad Rating Scales

Teats anc rating scales, in contrast to other means which obtain
information from statements given by ths applicant, are more or less
objective in approach.

Testa, The application interview, and references furpish in-
formation which is largely subjective. The ability of the spplicant
cannot be determined totally from his statement or fram the opinions
of other employers or friends. Furthermore, these sources do not
prognosticate his success in learning a new joh. Tests have bean ine-
vented to supplemsent thesse other means,

The following cutline gives some idea of the number of tests
used in business agnd industxyts 6

The following tests are those designed to measurs apbitudoa57
to operate thinga:

I. Work sample tests
A, Measure proficiency already acquired
1. Test for proficiency in typewriting
2. Test for telephone wiremen

56 rv1d., pp. 170-211.

57 Traie tests are not considersd aptituds tests inasmuch as
aptitude tests measurs caprcity to learn end preclude experience.



i1,

Anslagous or minfature work tests

4, Artificial situation calls forth resdtiocns
similar t0 actual situstion

1. Link Belt trainer
2. Roadscope device
Special aptitude tests
A4 Measure innate capeoity to learm
1. Teste for muscular abilities
2, Tests for ability to perceive and to visualize

things and mechanisms in their spece relation-
ships

The following tests are designed to measure aptitudes to under-

stand and to use ideas (mentai-alertness):

I.

II.

IV,

Similarities and oppositee
A, Alike and unalike

B. Same or opposite
Informgtion

As Vocadulery

B. Aseociation
Completion

Ae Sentence completion

B, Sentence completion with words or certain number
of letters

¥athenatical
Ae Arithmetic problams
B, Selection of correct answar
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The following tests are designed to measure sptitudes to under-
stand and manage mens

X. Honesty tests
Ae 1de deteotor
IX, Aggression-submission test
A, Bernreutar Personality Inventory
B, Pintner test
III, Extraverslon-introvereion testa
Ae. Bernreuter Personality Inventory
IV. Interest tests
A+ Strong Vocational Interest Blank

Rating Scales. Such tralts, habita, or qualities as dependability,
loyalty, leadership, reliabviliiy, cheerfulness; aml coopsration are not
as yet measurable objectively, To measure such traits at all, the best
ingtrument has been the rating scale, a subjective instruwent nothing
more than a device to make man's judgment of man less subjective.

The two types are (1) man-to-man acale or the Army Rating Scale,
and (2) the graphic rating scale. In the men-to-man type a mmber of
men e used 38 a yardsticlk; for instancs, a rater selects twenty men
with whom he is acquainted and ranks them from worst to best in poms
trait, 7This ranking constitutes a master scale by which to rate any
number of oiher individuale through camparison, 7The graphic rating
scale uses a calibrated horizontal line with descriptive phrasas of a
particular tralt underneath such as poor, average, above average, and
superior.



CHAPTER IXX
BEVOLU'ION OF ORGANIZATION CHARTS AND ACCOMPANYING WREITE~URS

Some type of organisation has always characterited hmman erxsavor,
Society has always been grouped accarding to family, clan, tribe, race,; or
nation., HNations have organised governments and armies., World ¥War I and
World War IX have both bsen responsitble for attempts at soms type of world
organigation,

Organization charts as they sre known in medern business ernterpriss
have had & short history. Until comparatively recently most businsss firsg
did not bother to chart their crganisation. It is unlikely that there was
any necessity for such charting until the advent of large bmsiness units
that becane powerful toward the end of the nineteenth century. However,
with the growth of large business enterprise, the organisation chart bscame
recognised a8 an impertant tool of management, For the bistory of msinsss
organization as it is imown today, the Industrial Revolution can be used
as a starting points Up %o that time the economic endeavor of man had
remsined relatively simple. The effecta of power machinery and the merchant
capitalist are wall knownj they started the trend which has developed
today into what 18 Inown as "big business.”

Table I in Chapter I gives a classification of companies whose
organigation charte were used in this study, From a request sent to 200
large companies throughout the United States, there was a return of L3,

A fow factors which prevented compliance with the request, such as company
palicy and re-making of charts, would tend to make the figure higher,
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Indisative of an attituds that still persists is this statement from one
companyt "« + + « the ocwners of this tueinese are somewhat opposed to the
whole theory of organisatlon charts + +» » +» ¥ There were no reasons
given. Parhaps the most enlightening statement as to why the use of
charts are opposed Ly some oampardes come from s mamfactwring concern.

It is almost impossible to show in an organisation chard
the fine distinstions bvetwsen levels of authority and respensi-
bility, PFor this reason and others, such as an employee's length
of servics, background, potentialistes fa the futuwre, the come
parative levels which might be shown in an organisation chart are
hardly ever comparahle to the income levels of the individuals
ocoupying the jobs which appear on the chart.

As 8 result of these inequalities, publication of organie
gation charts has neerly always resulted in considerable anis~
understanding, discontent and in a few grievances.

Contrary to the view taken Ly a few companies that charts are
undesirabls, many large companies place emphasis upon the importanos of

organization charts to organisation.

Purposs of Org

Furiats definition of an arganisation chart is a "graphi¢ presentaw
tion of the structure of an arganization, showing the arrangement and the
relationships of the subdivisions and the funstions of an organisation as
they exist."*

The Industrial Confersnce Board lists three cutstanding advanteges
of the organisation emrt.z

1
John J. Furia, How To Make I Punctional Organisation
Charts (New York: New York ﬁﬁimaiﬁo% s Pe Xo '

2 “GCompany Organisation Charts® Cenference Board Rs Hoe 84

{New York: HNational Industrial Confersnce Bosrd, Inc., 19}, p« 3.
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1. 7To increase the understending of the individual eaploywe
of his place in the organisation and of the operation of
the organisation as a wholas

2. To help disclose deficiencies in the organisation structure,
so that these may be corrscted,

3+ 7o help in plaming==in adapting the crganisation teo
changing conditions.

In short, the purpose of the organigation chard is the same as that
of other charts and grsphs, i.e.; to present in a condenssd graphic fora
csrtain information which would be difficult to commehend readily if
mesented verbally.

Schreliber says,

As an aid in determining structure, the chart acts 1ike a map
or asz a gensalogical table., MNany executives have found an orgsnization
chart, when properly prepared, an invaluable teol. Improper cow
ordination, funotional duplication, excessive administrative and
supervisory effort, all can te discerned more clearly with the aid of
a chart than without this valnable tool. After correcting obvious
conflicts, this chart can serve ag a future guide in plotting the
growth or changes in structure,; and can alsc searve as 8 histary of
the deovelopment, modification, and improvement of the m-gsmisaation.3

As an ald to planning, the Industrial Conference Board says, "While
no company has what its managament considers the ideal organisation, i% is
possible to set down on paper what is thought to be the most desiradle
plan, and as changes are mds to make them in conformity with 1t.*S

The orgarisation chart should show company argardsation as it exists
at a certain time, Changes should be made when necessary, and the new

chart dated.

iy

3 Normel B. Schreiber, Ph
and Son Publishers, 1543), p. |

4 Gonference Board Reports, ops oite, pe Ls

A

osoply of Organigation (Chiocage: A Kroch
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Nomanclature refers to (1) atrusturs which Puria defines as “the
framework of am organigation within which activities are carried on,"5 and
(2) designation which 1a the *name of crganisation or subddvision."®

~

Structural Parts

The following parte are used in construwcting ocrganisation chartes

HEang, The nane of the company and type of chart,

Box, "Rectangls to deaignate each subdivision graphicslly."! The
first levelw~the ownersg--is encloged with a box, but is not considered as
a subdivision, The principle to be followed in drawing bozes is that all
subdivisions of equal rank be enclosed in boxes of equal sise, of a gise
comenmurate with rank, and on the same level,

Two practices may causs the foregoisg principle 1o be violated.
Textual material withim the box desaribing the work or setting up duties
ard respongsibilitlies will tend to make the baxes of unequal sise. Staggering
to proserve spacs is permissible, but can causs misunderstanding. Figwe b
1lustrates the staggering method. Aithoug)a all the subdivisions are of
equal rank, those drawn lower on the chart sesm to be lower in rank, but
this is not the cass, Subdivisions By, B2, By, B),, Bg, By, and By are
equal in rank. If drawm on the sams level, the subdivisions would require
more horigontal space,

5 Furts, ops Sibes po XV
é Ibw., Pe xi.
1 M.’ Pe ix,
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Table VI shows to what extent companies attempt to chart the sise
of bomes and the levels on which the boxes sre placed in accordance with
the rark of positions. Forty=four companies used boxes to enalose sub=
divisions. Of these }i companies, 18 charted all boxzes approximately
equal in size, 7 charted the sises of boxes in accordance with rank, 19
chartad the sizee of the boxes irregularly. Twenty-five companies charted
the levels of boxes commensurate with rank, and 18 sharied the levels of
baxes irregularly. One company used the staggering device.

Spesial Boxes. The standard box is drawn with a solid line. Furia
considers the standard box inadequate and gives a number of special boxes
drawn with dashes, dote and x's, singly and in different combipations.®
The purpcses of thess special boxes are to show permanent and temporary
subdivisions in existence, to be created, or to be abolished. These may
be fulle or part~-time. If the chart is to give a pleture of the organie-
;ation as it exists, it does not sdem logical thet a plcture can ve taken
of something not in existence. The practicability of such boxes is
doubtful. Furthermore, the devigce of special boxes would hot be appli~
cable if horizontal«lire or pyramid charts are used instead of tha
inverted-tree type. Other special bomes may be used to show related boxes
or performance of spssial kinds of fenctions. None of the charts analysed
nade use of special boxes.

Linss. The structure of most charts consists simply of boxes and
ccnnecting lines. The standard #8034d lins of wedium width is used to ehow

8 Ibld-, Pe 28,



3

!ﬂq@%@a%ﬂggagggﬁﬁu

Nel QA w;
Ny
O

o
ﬂdgxo

T

BOTASD ZeTnIOAIT  JURI G gg I TR DT @ spoutanyg
BuraeSBegs gaxoq DYRINSUSETOD <] yexnguesmion  Tye o Yeube

2ayia J0 TeART X0 Jo sesIg EOq h?ﬁﬂﬂ&&
sopuredecd Jo Teas 30 se3yg
Jo Zecwnyg : N .?!iﬁ

SNOISIAIGHAS ISOTONE 01 SHX0€ 40 ESn A0 SISTTIWNV

IA TEVL



7h

pormal flow of euthority s d responsibility, a heavy lins to depled special
relationships, and a sids m®e to connect a staff unmit to the subdivision
to which 1t ia responsible. MNany companies prefer to uss the heavy line
to show flow af authority and responsibility. In such cases, these con-
nsoting lines are heavier than the linss upesd to sonsteuct the boxes.

Sines the conodeption of the flow of suthority and responsibiltity is
‘that of down and up respectively, comseting lines which touch bokes
should be drasn verticelly. Such comesting lines should be drawn as spurs
and perpendicularly to horisontal lines. The violation of this principle
ie most often in the oase of staff relationships where one horizontal 1line
connscts the supariecr to the staff unit, o where units of equal rank are
drowm vertiorlly requiring the connesting line to enter from the side.

Broken Line. Ths troksn 1ine 1s a lire to show a special relations
ahip such as flov of informetion or works It may be constructed with &
mmber of variationa. For instance, broken lines may be constructed by
dashes with alternating x's, long dashes with alternating shart dashes,
or all short or all long dashes. These linss may show flow of work, path
of instructions, fiow of adviee. Broken lines are especislly useful o
provide for crosswise relations between subdivisions of egual rank in a
line oxrganisation.

By~pass. The byepass devioe 1s similar to the one used by slestriw
clans to show that there is no comnection when two lines cross. Instead
of permitting the lines to cross at right engles, one of the lines is
curved at the point of crossing. The use of this devios is justified if
drawing of the chart would be mads awkward otherwises
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Texts Some charte include within the box explanatoary material such

as desaription of functions, duties, amd reaponsibilities) names and
number of persons cozprising subdivision} and munder of persond allowed by
budget. It is more feasible to include such material in a write-up
attached to the chart.

Sysbole To aveid the repetition and inclusion of mich written matter
on charts, signs used to abbreviste the written matter are used. These
signs are explained in the legend. They are similar to footnote entries,

Legend. The legend is a trief desoription of the speaial signs of
symols, lines, or other matter on the chart.

Signaturs. If the chart is to be made the officisl administrative
toel of ths organisstion, it should be signed by a person having the
designated authorily, perhape the maber,

Date. Organisation 1s vontinually changing, and the chart must show
the organisation as it exists at the present. A date ig essantial,

Teble VII shows the use of the differsnt strustural devices and
the content of charts analysed. Four of the charts did nct contain the
namg of the company. Forty=five of the companies used the square or
rectangalar box t.o endlose subdivisions. One company used circles in
conjunction with square boxes, Fiftesn companies used heavy connsoting
lines to show authoridy; 11 used broken lines $o0 show information or
special relationships, two used the by-pass device} 13 enclased textuad
material within the baxj 1l contained a signaturs or initialsj and L6 of
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the charts wers dated,

Designation of Pivigions

When 1t 1s nscessary to refer to subdivisions of an orgenisation,
these subdivisions must be designated by standard nomenclature. The word
"departmeni® has been used loosely to refer to subdivisioms, Teo refer
to subdivisions as departments, divisions, branahes, sections or groups
in organisation in general is meaninglesg., A dapartment in one husiness
might be a division or branch or anything else in another. HNorsover,
there is no standard nomenclature established within some companies ami
in others the titles do not indlcats the work performed. Mages gives
this examples "Mr. B. F. Rowland in a committee report on hom» office
organigation pointe out that in 20 gompanies studied, 70 different titles
were used o express the functions of some seven or eight senior and junlop
officers."’

Titles or designations indieate authority, responsibility, and
rank, It follows then, that the title or desigpation should carrelate
with the levels of suthority and the sise of the box enclosing it if
boxes are used. Subdivisions with the sams titles or designations should
be on the same level and all should report to the same guperior.

Standard nomenclature, in addition to correlating with levels of
authoridy and thus setting l4mits for authority and responsibility, ia
necessary for wage and salary contral, promotion and transfer, and ties

9, . ‘ ,
John H. Mages, Life Insurange (Chicsge: Richard D. Irwin, Ing.,
1942), p. 106
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in clpsaly with job analysis.

The mmber of designations needed depends upon the sige of the
organisation and the rumber of lavels of authority.

Standard nomenclature used by the United States govermment
follows:

Primary classification==department

Subdivision of a department—bureen

Subdivision of a bursav—=division

Subdivision of a division==gection

Leffingwell uses department, division, aection, and subsection as
standard nomenclature for office management.l® More designations are
needod when the lower levels of a large organisation are designated, such
as department, divisiocn, branch, section, subesection, unit, sub-unit,
group and sub-group.

An atiempt was made in analysing the charte to determine what was
the most common designation of the subdivision just below the executive,
Where only one or two bozes of the subdivision were designated and there
were no other oonflicting designations, it was assumed that these were
typical of the level. Titles of individuals within the first subdivision
were so diverse even within the sams company that analysis was not
feasible. TFor instance, a company might have a manager in charge of one
departzant, in agent in charge of ancther, or a director in charge of
another., Title or rank and the individualas holding them were not
consistent with the level of authority.

10 ‘
Willian Henry Leffingwell, A Textbook of Office Management (New
Yorks McOraw-Hill Book Company, InCe., 1932)s P+ ubs
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Designations of subdivisiocns and title of individuals are largely
a matter of ranking: The following tabulation shows the correlation which
should exist among designations of subdivisions, office titles of
indlvidusle, and levels of suthority as taken from definitions by Furia
for orpaniszation of New York c&t:r:n

Conmissioner jadministrator
Diregtor

I OV 1O

If standard nomenclature eould be estadlished, elpmm.y within a
COMPANY um wauld indicate ranke

Brown explains the use of subsidiary charts in the following pava=

msn

For genarzl uss 1% will not usually be desirable to attempt
to exhibit & chart of the entire organimation on a singls shest.
The purpose of an arganization chart is to faclilitate understanding,
and this purpose is not served by one so reduced in scals that it
is diffioult to read. It will prove much better to use several
shests of the sise of a page of the mamal,
Attempts to chart the entire organisation of large businesses en
single sheets are responsible for mamy grotesqus charts. In instances

where the sheets are too small, the qhart is crowded on the pagej in other

0 Furia, aps. %. PPe 1kexy,
12 p1vin Brown, Cogmisstiany 4 Fumdation of Principle (New
Yorks Hiwbert Printing Company, 2 Pe >
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instanos® vhers large sheets are used, the sheets must be foldsd several
times, and become wmwieldy. Both of these faults may be corrected by the
use of subsidimry charts.

The naster chart usually shows the omers or board of dirsgtora, tha
chief exsoutive officer, the first level of operating subdivisions, and ail
staff units belonging to amy of the foregoing,

Seoondary charts are preparsd for all first=level operating sub=
divisions, snd show the organigation withinp each of these subdivisions.
Where thers are five subdivisions such ag Conmtreller, Sale Manufacturing,
Advertising, and Adwinistratives it ls necessary to prepare a chart for
each of thess subdivisionsg, Subdivisions may prepare their own charts
subjest to approval. Each chart logether with a msster chart is probably
all that a subdivision needs,

Subeidiary charts may be prepared for all subdivisions but secondary
charts seex to be sufficlent,

The organisation chart consista of ths master chart and all subside
iaries. Subsidieries, to be consistsnt, should fadllow the plan of the
master chart. ‘

Table VIIT flluatrates the practices of the coupsndes that particie
pated in this astudy regarding master and subeidiary charts. Only 26 charte
eonld be analysed in this respect as the other 23 recelived were single
dharts. More companies used five subsidiary charts than any other number.
The next highest number of subsidisry charts was one. One company used
two subsidlary charts.

Whaethsr or not mester and subsidiary charts are needed depends upon
the size of the organisationm,
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COMPANIES USING MASTER AND SUBSIDIARY CHARTS
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The structure of charts consists of boxes enclosing subdivigions and
iines conneating those boxes, or columar lists of subdivisions and functions,
ard lines connecting these colusmar lists. The way in which conngsting lines
are drawm indicates the {gpe of administrative organization--lirs; line-and.
staff, functional, or oembinations of these types. The strusture of the
lins-=gtandard, heavy, bLrokenw-indicates the function the line serves;
whether that of sarrying authorily amd reaponsibility; information, advisce,
or flow of warke

inverted-tres Chart. The most commonly used etructure is the
inverted~tree chart which, as the name implies, resomtilas & tree turned
up~side down. It consista of one box representing the ownsrs of the
company or board of directors with the rumber of boxes increasing as the
lower levels are reached, Figure 5 shows this Yype of structwre employing
line-and-staff organisation. Staff unite A and B are attached by sidearms
directly to the box containing gupericr or to a line extending down from
the box containing the suparicr. Since staff unite are subordinate te
the subdivieion to which ths repert, the connecting line must be at some
Place vertical to show this relationsiip.

Horisontaleline Chart. The horisontal-line chard uses no baxes,
but liste subdivisions, functions, and other information in vertical
columns with ¢0p management at the left and lower levels at the right.
Subdivisions are bracketed to permit drawing of comnecting linss.
Figure & illustrates the horisontsaleline charte
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The Industrial Conference Doard gives this comparison betwsen the
inverted=tree chart and the horisontaleline dhard¢®

While the pleture of the crganisetion is probably mere
quicidy grasped in the inverted-tres chart, the horisontal«line
chart has an advantage in that sore material may be presented
within a given apace, The horisontal=line chard, too, can be
set up on any typewritar, an advantage when charts are revised
frequently

[

The desirability of euch advantages is digoussed elsewhere,

Pyrawid Chart, According to the Industrisl Conferense Soard, in the
pyramid chart "funciiopal and regional divisions are listed in colwmng,
which form the base of a pyramid of which the directors elected by the
stookholdars are the lpaxg‘u‘ Flgure 7 illustrates this {ype of ohart,
This type of chard " + 4+ + + ensbles functions to be shown in comparatively
linited space." > Again the question arisss as 5o whether or not funstions
should be listed on the charie

Comparisonss The invertedstres chart seems to fulfill the purposs
of the orgamisation chert better than the other two typess it gives 2
graphical overall representation of ths organisation that csn be quickly
grasped, Clarity is important, In fulfilling this purpose, the form is
not 80 coupact as the cther two types, but the write-up manual is cone
sidered the proper means of canveyirg textual material.

The advantages of the horisontqleline and pyramid types are compact-
nesg~-more material presented in a limited space~-and set=up; whioh allows
material to be typewritten,

R S

1 Industrial Gonference Board, gp: giles P 6s
W 100, gt

* 100, ats.
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a
Companies prefer to use the invertedmtree type chart as indigated
in Table IX, Forty-three companies used the inverted-tres type chart as
eompared with two companies which used the harizontal-line type, and
thres companies whioh used the pyramid type charte

Qrganisation Chary Write-Upe and Organisstion Mamuals

The organlsation chart has as its chief purpose the presentation of
an overall geaphical structure of an organisation. It is not logleal te
inglude on the chart details of duties and responsibilities of every warker,
Even the imternal organisation of all the subdivisions of a large company
can not be shewn on the master chart, Subsidiary charts are used to show
intarnal organization of subdivisions.

Chart-makers differ perhaps Lecause they dlssgres on the purposs of
charts. Some want to include not the designation of the subdivision alane,
bat aleso the name of the person in charge, his home address and telephone ‘
mamber, his duties and responsibvilities, the mmber of personnel under him,
their names, positions; salaries, and a volumn of other information.

Obviously, ths purpese of an organisation chart is not to contain
such a wlumn of informstion. To try to include textual materisl results
ine

Boxes of Irreguwlar Sizes. When bexss are drgwn irregular in sise
thare is no legleal corralation between the sise of box and rank. Actually,
 since the data concerning the lower levels are definite and possible te
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& Gonsisted of a writeeup with index numbers showing subdivisions.,
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enumerats, they f£ill more spage than those of an officer whose duties are
abstract and difficult to enumsrates The sige of box according to rank is

reversed.

Crowding, The arrangement of the structure has no logical order,
the vice-president in charge of production, for instance, might fall below
the janitor. This violates the prineiple that level of authority should be
cozmensurate with rank, _

The purposs of the organisation chart, as already stated, is to giwe
a graphic presentstion of the crgantsation, _

leffingwell says, "In addition to the organisation chart, there
should be a complete writeeup, along the lins of current prectice instruce
tions, detailing the organigsation sa shown by the chart, but discuseing
each plcture more fully than is possible to visualise it from the atmrt.'lé

The organisation writeeap should define cuties and responsibilities
and explain relationships that exist on the chart, Browm considers the
write-up of definition of duties and responsiBilities in two ways.>!

Firsh,

The definition will deal primarily, of course, with the
duties which are required to be performed. In indicating the
limite of these duties, it will prabadly touch upon some of
the relationships which are to exist toward other respongibilities.
In thus defining extent, it may be reasonably serviceable. It

ia not complets; of course, unless it defines degrees the amount
of planning and seeing for example, which are to accompamy a
responsibility for doing in distinction from those parts of
planning and seeing, related to the extent of doing, which are teo
be reserved to the principal or delegated to some other deputy.

16 chﬁ.ngwll, op. M», P« Lhe
17 B!’m’ op. '2.1‘&0, Pe 292,
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In addition he says that the capacities of individvals should be
congidereds
Keither is any definition complete unless it presaribes
the gapacity of the individual who is to perform it: the requires
menty of intelligence, education, and experience, or of mechanical
skill or ensrgy.
The write=up should be, in such a way as this, a compilation of job
descriptions and Job specifications.
The organizetion mannal serves the sams purpose asz the write-up, btut
is bound and is perhaps more elaborabe.
Richard Neumaier gives the following stepe in writing an arganization
mmltm
1. Preparation of a complete serles of organisation charts
starting top managemént and continuing down to the
lowest supervieion recogniged as & part of that managee
ment, and approval by all concernede

2, A plear and concise terminalogy of the organigation
brealcddown establisheds

3. A study of job specification mada..

e Interviews of persounel starting from top or from hotton,
prefaerably bottom, completsd to get ststement of duties
and responsibiliitiesn.

5+ Rough draft duplicated,

The information included in & mamual differs, as Boumaler says,
Athere are probably as mamy styles of organisation menuals as there are
types of business.*d

To determiie what to include in the write-up or manual, this rale

is suggested: relieve the chart of details by putting them into the

18 Righard Heumater, "Writing A Simple Organisstion Manual,” The
0ffice 2LiLi7-50, August 1946,

19 Ibid,. P 47,
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mamal, and relisve the manual of materisl usually found elsewhere.
Perhaps the designation of the susdivision and the title of the perascn
in charge are sufficiemt. Some companies consider the name of the
person in charge of sufficient impertancs to include in the chart. KEome
address and home telsphone mmbers should not be included, inasmuch as
suoch information is found in the directory.

The following sestions in the write-up of the department marmal
of ths Controllert's Department is suggested by Neuner and Hnymozzo

1. BKame of Departzsnt

2, General Description

). Title of Head

i+ located at {or in)

S+ Oenaral Dusies of the Departzment

&s Specific Duties of Controller ,

7. Opportunities of Controller's Department

8. Subordinate Divisions of the Controller's Department

With a changing organisation, the chart as well ag the write-up ami

manuval will have to be changed. Revision may be made at stated periods.
Between revisions personnel should be informed by bulletins, these bulletins

to be used &3 a hasis for revisions

Qrganization in some degree¢ has always characterised hman sndeevol.

Organisation charts have had a short history, Their importance as a
tool in managemand hag becoms recognised bacause of ths growth of :urgo
businass enterprise. There is still opposition to thelr use, however,

20 yohn 3. W, Neuner and Benjaxin R. Haynes, ﬁﬁm&
Practices (Cincinnatis South-iestern Publishing Qo 507 o
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especially from some of the old-line companies.

Charts give an overall graphle presentation of relationships and
functions of parts in an organixation. They indrease the understanding of
the individus]l eaployee about the organization as a whole, help disclose
deficiencies in the organisation structure, and ald in planning.

Nomenclature of charts refers to the structurs which is the frame-
work and designation which is the name of subdivieiong. The bLox is the
mogt common way to enclose subdivisions. Designations of subdivisions
should be standardised. There is a direct relation between the designa=-
tion of the subdivision, the title of the person in charge of it, and the
level of authority.

Organisations which are too large to chart on an average slze sheet
of paper may correct the faunlt of crowding or grotesque placement by use
of mgter and subsidiary charte. Secondary charts for the first-level
operating subdivisions are usually sufficlente. ,

The structure of lines connecting subdivisions indicate functions,
and are oxplained in the legand.

The inverted-tree is the most commonly wsed type of chart. Ths
horizontal-line chart permits compactness but sacrifices clarity. The
pyramid chart lists functional regional divisione in columna,; permitting
compactness, but sacrifices clarity.

¥rite~ups or manuals dafine and explain duties, responsibilities;
and relationships and give textual material not included on the chart.



CBAPTER 1V
ORGANIZATION CHARTS AND WRITE-UP OF HYPOTHETICAL FIRM

The X Rayon Manufecturing Corporation is a hypothetical firm proe-
ducing rayon and rayon producta. The viscose procees is used in which
the pulp is shredded and treated with caustic soda to maks viscose from
which rayon is made.

The corporationts capitalisation consists of 100,000 shares of
common stock at $100 & share. The Board of Directors consists of five
nen,.

A write«up of the authority and responsidbility of management fros
the (General Manager and above is found in the Ly-laws. For the purposes
of this study, & write-tp of ths operating departments and their sub=-
divisions is pressnted.

Qlassification of Activities. The functional method of dividing
the work is used for the firm as a whole, although the sections of the
Production Department are divided on a proosss basis.

Typs of Organisation. From the structure of the charts, a line

- organisation is used. However, with the activities classed asgcording W
function, tha organisation becomes a line=andefunctional-steff type.

A functionsl department in this type of organization can influence other
departments in an official capasity only by going through the Genaral
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Manager from whom all authority flows. Functional departments act in a
staff relationship in effect.

Crosswise Belstionships, Unoffictal lines of commndication
betwean departments having coordinate work or problems are accomplished
by use of committees. These comrittes relationships are explained in
the writes«up,

Humber of Charts. The organisation charts of this corporation
consist of a master, mecondary, and tertiary charts. In the Production
Department, lower levels than foremsn are not drawn. It i not within
the scope of this study to establish the mumber of personnsl, nor othepr
detailed data such as location, telephons mmbers, or names of personnel.

Duties and Authority. Inssmich as dutles became mure specifio ss
the level bscomes lower, the duties of divisions and below are pot divided
into genaral and special deties. Authority lines are by heavy lines
on the aharts.

Nomenclature. Subdivisions and persmns in charge of these subw
divisions sre designated as follows:

Department Manager
Division Superintendent
Seation Head

Numarals and letters on the write-up refer to parts of the oharts.

Shart Nusber )
Naze of Departmentt Industrisl Relationa,
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General Dascription: The Indurtrial Relations Departmsnt has charge of
those fmctions which have to do with relationsh ips between employed
and emplcyee, and between the employer end the publie. The object
of industriel relations work is to build up and maintain a stable;
loyal, and efficient working force, and to build and maintain good=
will,
Title of Meadt Industrial Relations Manager.
Genersl Dutiess of the Industrial Relstions Department:
1s To cooperate and assist all other subdivisions whick have
functional relationships with, or receive assistance from the
Industrial Relations Department,
2. To furnish personnel ta serve on the Worker's Qualification and
Training Committee.
Special Duties of the Industrial Relations Depsrtment)
l. To set up end maintain adequate employment practices.
2. To institute and earry out sound laber policies,
3+ To institute and carry out affective personnel methodss
4o To establish means of wmaintaining good public relationa,
S« To establish and maintain the welfare of all employeer.
6. To establish and maintain mesans of training and promotion of
employees.
7+ To provide for plant safety.
Immediaste Superior to Whom Responsible: General Manager.
Subordinate Subdivisionas
1. Public Relations Divielon,
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2, Employment Division.
3. Training Division,
L. Fealth and Safety Division,
5. Labor Relations Diviaion,
6. Employee Services Diviaion.
7. Flaat Secuxrity Division,

Brite-Up of Subordinate Divisions

Chart, Hmsber 14

Keme of Division: Public Relations.
Title of Head: Superintendent.

Dutiss of the Public Relations Departmant,

l. To maintain contacts between the company and stockholders)
between the company and local, stete, and national governmentsj
and betwsen the ocompany and customerse

2. To act as interprsters and disseminators of informstion to and
from those groupss

3. To educate company offieials on public demands, and interpret
company policies to those groupe.

4. To study the company's interests in the light of the trends in
pubtlic progress.

Immediate Superior to Whom Responsibler Industrial Relations Manager,

Chart Eumber 1B
Name of Divisions Employment.
Title of Head: Superintendsnt.
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Duties of the Employmemt Divisions

1.
2.

3.

k.

5s
6o

7

8.
9

10,
1.
12.

To keep informed on the labor market and souroces of supply.

To keep informed on potential requirements of all departmsms
of the company.

To select employees who have suitable attitudes, character,
techniosl ability, and other qualifications far the jobs to be
£illed,

To follow up new employees, and rovids msans of counseling and
interviewing.

To mrovides means for all types of testing.

To furnish information and assistance to any persons in other
subdivisions who require them,

To cooperate and discuss any pxoblems concerning employsment with
perscns in other subdivisions,

To provide exit interviews to discover reason far leaving.

To maintain all necessary employment records including applications,
qualification cards, and merit rating reports.

To compile and maintain rescords of absenteeism and tardiness,

To maintain a recard of labor turnover,

Tommmlw.

Immediate Supsrior to Whom Responsible: Industrisl Relations Manager.

Ghart Bumber 10
Nams of Divisioms Training,
Title of Head: Superintendent
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Duties of the Iraining Division:

1.

2.

3.

ke

Se
6.

To provide general trairing on the policles and regulations

of the company for new employoes.

To provide general training in cooperation with the Health and
Safety Division 4in hygiens and safety.

To determine course content and methods of training through job
analysis, Job description, job aspecifioation, and job evaluation.
To provide on<the-job=tralning and maintaln the company schoole
To provide training and merdit rating for transfers and promotions.
To coaperate with cutside training agencies.

Immediate Superior to Whom Responsible: Industrial Relations Manager.

Chart Number 1B
Rame of Divisiont Health and Safety.
Title of Head: Health and Safety Superintendent.

Duties of ths Health and Safety Divisiont

1,
2.

kI
L.

To recoumend standards for physical fitness of workers.

To give physical examinations to applicants, to re-examine
werkers exposed to industrial hasards, to give defective eye
examinations,

To be cognisant of the employees’ healtb on and off the job.
To take mesasures in the prevention of communicable diseasss,

epidenics, industrial dissase hagzards, special strains of in-

dustry, fatigue, ard mental fatigus,

Immodiate Superior to Whom Responsiblet Industrial Relations Manager.



Ghart Number 18
Nams of Division: JLabor Relations,

Title of Neads Llabor Relations Superintendenmt,
Duties of the lLabor Relations Divisiont

1.
2.,

3.
L,
S,
6y
Te

8,
D

To provids for means and coordination of collective bargaining,
To prepare policy marmuals and bulletiny relative to collective
bargalining,

To assist in the imterpretation of labor palicy,

To sstablish uniform rulss relating to discipline,

To compile company rules and regulatious,

To receive, investigate, and hear grisvances.

To make a periodic audit and diagnosis of the effectivenses of
company~wide industrial relations program,

To make basic research into social provlems of industrial relations,
To establish wage dstermination plans and incentives,

To nake promotions in cooperation with the Employment and
Training Divisions,

Izmediate Superior to Whom Respomsidles Industrial Relations Marmager,

Ghart, Number 1¥
Namp of Division: Employee Servicese.
Title of Headt Employee Services Superintendent,

Duties of the Employee Services Divisiont

2,

3.

To give resommendations on benefit and insurance plans,
To provide general amployee counseling,

To cooperate with civie agencies on regreation and welfare,
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L. To organise and direct recreational prograne.
5. To publish the employee magazine and newspapers
6+ To organise suggestion committees,
7. To maintein smployee washrooms and the cafeteria.
8. To provide rsfreshments during rest periods,
9. To dstermine proper work hours and rest periods in cooperation
with the job analysis section of the Training Division.

10, To make motion study from the viewpoint of the individual's
health.

1l. 7To maks systematic plant iunspegtion Ly safety men.

12. To insure the proper control of mechanical and personsl safety
davices.

13. To insure accident control and reduction following best building
practices, complying with industrial commission codes, safeguard«
ing hagzards; safety education} follow=up on indwstrisl accidents.

l4e To cooperate with all authorities in reporting accidents.

15. To assist in compensation payments in cooperation with the
Finanos Departmant.

16. To carrect firs hasards.

17. To provide systematic check-ups ¢f all work conditions.

18. To cooperate or assist octher subdivisions in cleaningy ventilating
and humidity; lighting~heating; washingebathing facilities; tollet
equipment} dressing roomsy lochkersj and driniking water.

Imwdiate Superior to Whom Responsible: Industrial Relations Manager.



Chart Kumber 10
Hame of Division: Flant Security.

Title of Head: Plant Seocurity Superintendent,
Duties of the Flant Ssourity Division:
1. To provide for traffic control, the wmatch, and the guard,
2. To establish rules and regulations relative to plant security.
3. To estatlish rules and regulations govermdng parsonnel in
Pilant Security. ‘
Izmmediste Superior to Whom Responsibles  Industrial Relations Manager.

Ghart Nusber 2
Kape of Departments Chemical laboratory.
Ceneral Descriptiont Included under duties.
Titls of Mead: Chemical Laboratory Manager.
General Duties of the Chemical Laboratory Departmentt
1. To amalyse a1l raw materials, chemicals in proosss; and producte
to determine their conformdiy to established standards,
2. To cooperate and advise the Research Department in regard to the
chemical research phase of the Research Departamentt!s activities.

This procedure is established for the primary purpose of eliminate

ing duplicate activities witk the two departments.

Speglal Duties of thes Chemieal Lsboratory Department: These are ths special

duties of the divisions.

1. To make raw materials analyses.

2, To make process anslyses.

3. 7To make product chsmical analyees.
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Staff Relationships Clerical Staff reporting to Chemical Laboratory Hanager.

Chart Busber 3.
Name of Departmend: Research,

General Descriptiont The Research Department is organised on the basis of

research technigues rather than on a departmental prodnction basise

This type of arganization permits the elimination of duplicate

reseaych personnél, duplicate research equipment, and provides an

overall research approach to all research problems rather than

canfining the research personnel to specific sssigned research pro-
Jscts.

Titls of Heads Research Manager.

Cenaral Duties of the Ressarch Departmants

1.

2,

3.

he

So

To furnish personne) to serve on the Products Methods and
Inprovement Comrittes and Product Devslopment Committee.

To conduet research on possible additional uses for the pro-
ducts manufactured Ly tha corporation.

To have genersl swparvigion over angineering research in regard
to new methods and new mechanical equipment.

To cooperate closely with the Chemical Laboratory and to sarry
on "pllot plant®™ experiments in regard to production methods.
To condwct experiments in regard to the attainment of produch
standards such as yarn elasticity, breaking point tests,
cdurability, dyeing, and similer sotivities.

Special Duties of the Research Departments

1.

To carry on general research,
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2. To carry on engineering research,
3. To carry on chemical rassesrch.
L. To carry on Textile Product Standards Research,

Immediate Superior to Whom Responsiblet (eneral Manager.

Chast Mamber 4

Name of Departments Production.

General Desariptions The Production Department is responsible for product
development, product and plant engineering, and layout together with
the actual produotion operstion of the entire firm, A firm in the
rayon industry finds ite productive effort divided logiecally inte
two main phases., First, the chemlical division which converts the
basic raw mterials into rayon yarm, and the textile division
which processes this yarn into variocus intermediate or finished
products. For proper coordination of the productive effort it is
doemed advisable to also plave the mechanical and traffic and
materiale divieions under ihe direct supervision of production,

Titls of Head:t Production Manager.

Genaral Duties of Production Managers
1. To coordinate the effarts of all divisions both staff and line

dealing with research engineering and plamning, traffic and
materials contral, mechanical, servies, and actual procduction.
2. To give gensral suparvision to the ressarch staff in regard to
product developuent, simplification, diversification, and
standardisation,
3. To glive gensexal supervision to the enginsering and planning



L.

5.

6.

Te
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staff in getting the produet into production ad such related
matters as plant layout, meghanical equipment, and product
specification,

To give gemnsral supervision to the clerical staff in maintaining
adequate records for the proper measursment of production
performance .

To give gsneral supervision to the two main production divisions
of the firm.

To coordinate the activities of the two production service
divisions (mechanical and traffic).

To furniah perscnnsel to serve on the fellowing committeest
Torkers! Qualification and Training; Equipment, and Product
Developmente

Speaific Duties of the Production Manager:

1.

2.

3.

k.
5e

6.

To serve as an ex officlo member of the following committees’
Equipment, Production Methods and Improveament, Workers!
Qualification and Training, and Product Development.

To be responsible for carrying out all general duties of the
department.

To have full authority and responsibility for all roductive
operations of the firam.

To consult and advise with nanagement,

To have final approval for the recruitment end employmant of
all productive division swperintendents and section heads,
To supply management with all required records on production
maintenance and materiale.
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Immediats Superior to Whom Responsiblet General Managere
Subordinate Divisionsi
1. Staff relations.
&, Regearch.
be Engineering and Flanning.
¢s Clerieal,
2, Chemical Division,
3. Textile Divieion.
hs Mechanical Division.
S+ Traffis and Materiale Division.

Ghart Number ki

Kams of Staff: Research.

Title of Heads Director.

Oeneral Duties of the Research Director:

1. S8erve as an #x officio membar of the product development
commi tte@ and product methods and improvement committes.

2+ To assign all research products to ressarch staff employees
and to coordinate all research activities.

3. To cooperate with the Prodmction Manager and Comiroller in the
determination of the research budget.

4o To famidiarisze himeelf comtirually with all developments in the
rayon industry with regard to product devalopment and lmproves
mente

Specific Dutiss of the Research Directart
1. To have finel authority in the recruitmsnt and selection of all



2,

3.

L.
Se
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ressarch perscnnel above the level of general laboratory
assistante,
To designate research staff members to be responsible for
agsigned research projects.
To requirs the submigsion of complets reports on research proe
gress, and Lo review carefully sweh reportss
To sebmit periodical progress reports to the Production MHanager.
To work clesely with the Director of Engineering and Flanning
in regard to the placing and producticn of new producte developeds

Responsibilitys Responsible directly to the Production Manager in s
functional ~gtaff relationship,

Sbars Eusber )
Rems of Staff: Engimeering and Plamning.
Title of Head: Directar.

Duties of Directors

1.

2,

3.

ke

To assist and advise the Production Manager in the performance
of Produetion Manager's gensral and specific duties.

To seek conmtinually a better way for materials routing, sche-
duling, and handling,; and to have geperal supervision over
thoae activitiss at 211 times,

To be responsitle for the development of all aids requisite

to production such as drawing, prints, models, eto.

To select the machinery and equipment to be used in production,
and to place such machinery in its proper sequence.
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To design and mrodwes the mscessary tools, jobs, dies, and other
nscessary mechanical equipment necesssary for mamufacturing the
producte

Reaponsibility: Responsible directly to the Produotion Manager in a
functional-staff relationship.

Chart Number b
Name of Staff: Clerieal.
Title of Head: Office Supervisor.

Duties of Office Supervisors

1.

2.

3,

L.

To work in cooperation with the Production Mamager to ascertain
the required production records.

To devise ways and means of obtaining from the production
divisions and eeetions the dssired mroduction informmtion,

To have gensral supervision over the clerical employses in the
production depsrtment,

To assign stenographere to the various staff and division
groups within the Production Departzenbt.

Responsibility: Responsible directly to the Production Manager in a

functional~staff relationship,

Chart, Nusber LA
Name of Divisiont Mechanical and Service.

Title of Head: Superintendent.
Duties of the Superintendent: }
1. To coordinate the activities of the Maintenance, Powar Plant,

and Plant Production Sections as required by the Production



2.

3.

e

5.

6.

7.
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ManageTs
To have fina) authority in the recruitment and hiring of the
Master Mochanic, the head of the Powsr Flant, and the Fire Chief,
To delsgate authority and responsibility to the section heads
for the requisitioning of the mecessery materials and supplies.
To require all section heads in the division to maintain adsquate
and accurate job cost analyses.
To consult with the Purchasing Agemt in regard to the mocuremend
of materials and supplies.
To be responsible for the securiiy of all tools, equipment,
materials, and suppliss.
To inspect periodically the entire plant facilities,

Immediate Superior to Whom Responsible: Production Mansger.

Charts Rumber LE through LE
Name of Division: Traffic ant Materiala.
Title of Head: Superintendent,

Duties of the Superintendent:

1.

2.
3.

k.

To be responsible for the receipt and storsge of raw materials
and suprlies until such materials and supplies are requisitioned
by authorised personnel.

To receive and place in temporary storage all finished goods.

To remove finished goods from temparary storage and ship wpon
receipt of authorisation from the Sales lanager.

To fwrnisgh adequate reports to the Purchasing Department covering
the receipt of all materialse



5
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Te

8.
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To inspeot all inocoming materials for both quantity and quality.
To file damage claims for breakage, damage, and shortages with
the transportation compardes,
To maintain working relationships with all common carriers
serving the firm.
Te avdit all tranaportation company invoices both for mathe=
matical computation and proper rate classification.

Immedigte Superior to Whom Responmiblet Production Managers

Gharts Number LB through LG
Fame of Division: Chemical.

Title of Head: Superintendent.

Dutiss of the Seperintendentt

1.

2.

3.

k.

5.

6.

To receive and anadyse a1l work crders from the Production
¥anagexr.

To smvert the Production Manager's assigned quotas into
material requirementa,

To requisition the necessary raw materials and supplies fram
the stores saction.

To provide for transporting the raw materiale or supplies from
the stores to the proper work areas.

To assign all work to the machinas and to the workers as
specified bty the Enginesring and Flanning Staff.

To take consteamt chemlocal analyses of all cparations from the
receipt of raw materials Wmrough the various division operations,
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To provida adequate inspection personnel to insure that all
spool yard leaving ths department 18 of the reguired guality.
Te coordirate the activities of the three divisions ssotions
(Chemical Mixing, Spimning, and Washing).

Ismediata Superior to Whom Responsiblet Production Managers.

Charts Sumbsr LI through 4P

Nanpe of Divisiont Textile.

Title of Head: Superintendent,
Duties of the Superintendants

.

2e

3.

b

5.

6

Te

8.

To receive and analyse &ll work orders from the Production
Managsr.

To convert tho Production Managerts gssigned quotas into
material requirementas

To requisition the necessary raw materials from the Chamical
Divisione

To provide for transporting the raw materials ar supplies from
the stores to the proper work areas

To assign all work to the machines and to the worksrs as
specified by ths Englneering and Planning Staff.

To taks constant observation of all: operation from the reseipt
of raw materials through the various divislion oparations,

To provide adequate inspsction personnel to insure that all
work leaving the department is of the required qual 1y,

To coordinate the activities of the nine division sections.

Immsdiste Superior to Whom Responsible: FProduction Managers
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Bame of Department: Purchasinge

General Descriptions The Purchasing Deparitment 1s responsible for procure-

mesib of all necessary materials, supplies, and equipment.
Tisle of Head: Purchasing Agent,
Qeneral Dutiss of the Departmentt

1.

2.

3.
L.

To act for the corxpany in all transsctions relative to procurement
of materials, equipment amd supplies,

To meintain records of all kinds that are neocessary for the
efficiency of the organiut.i?n.

To coordinate the sctivities of all subordinates,

To fwnish persomnel to serve on the EqQuipment Committee.

Specific Duties:

1.

2.

3
L.
5e
6
Te
8.
e

To know and maintain records showing possible materials and sub=
stitutes, sowrces of supply, prices, and quantities available.
To review specifications for possible simplifieation and standsrd=-
ization of materials or for urreasonsble requireammta,

To negotiate with vendors.

To accumlate and analyee quotations,

To place purchase orders with vendors.

Te follow up pwrchase ordera for delivery as specified,

To andit involeces to check compliance with agreed terms,

To maintain records of all purachases.

To coardinate with other departments on all matlers pertaining to
proouremnant..

Immediate Superior to Whom Responsible: OGeneral Manager,
Subordim: te divisionst

1.
2.
3.

Agsistant Purchasing Agent for 0ffice Bupplies and Maintenance.
Assistant Purchasing Agent for Raw Materialse
Asgistant Purchasing Agent for Tools and Equipment.

Duties of Subordinate Divisionst To parform duties similar to the duties of
the Purchasing Agen$ in their special functiona.
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NHame of Departments Financa.

General Descriptiont The Finance Department is responsible for the records
and reports of internal finances; and for office services. The
Controller is in a strateglc position as his work keeps him in close
contact with every department of the business. His department
clears every record of importance, compiles the necessary data and
gete out the reports which will showto the management the txue
status of operations and act as a foundation upon which the manage=
ment 0an base its plan of action. The Conwroller is directly
resyonsible for the accuracy and scope of the information covered.
Be mst see, therefore, that proper standards are developed and
sstablished and records kept so as to supply the information needed
in compiling the required reparis.

Title of Heads Controller.

General Muties of the Departmentid
1. To act for the company in all transactions relative to finances.
2. To maintain records of costs of all ldnds that are necsssary

for the efficlency of the organization.

3. To furnish to those entitled to receive them, all coste and
other reports which will be of practical was in the conduchd
of thalr responsibilities.

he To compile at stated intervals the various financial state-
ments.

1 Adapted from John J. W. Neunsr and Benjamin R. Haynes, ﬂrfg.g
%ﬁmﬂ and Practkces (Cincinnati: South-@estern Publishing Company,
s Po 608,
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6
Te

8.

Pe
10,

13
To specify in clearly stated instructions all kinds of necessary
office procedure in all offices of the coupanys
To recommend and approve all operating salaries and wage rates.
To act as a clearinghouse for reporis of all activities through
the entire tusiness.
To keap a file of all reparts.
To keep a file of all correspondence relative to these reporis.

To furnish persornel for necsssery commitiees.
2

Specific Duties of the Controller:

1.

2,

3.

b

5,

6.
Ts

8.

To be responsible for carrying out all genaral cuties of the
depariment,

To consult and advise with management and other officials of
the companye

To keep in cloee contact constently with all methods used in
office routine, machines in offig¢es, and like matters.

To decide as % wmethods by which all data and reporis are to
be collected.

To decids what financial relationships are necessary for control
and then to aet up standards for saoch of these ratios.

To develop a proper balancs of system and record keeplng.

To follow up reports that he gives to other executives to sese
ﬁmt they are pre;:arly used,

To be in charge of all clerical help.

2&0030



112
Immediate Superior to Whom Responsiblet General Managers
Subordinate divisionsi
1. Staff relationships.
a. Cost Redustion.
be Auditing.
2. Factory Aoecunting Divigion,
3. General Accounting Division.
L. Office Services Division,

Ghart Muaber 6
Name of Staff: Auditing,
Title of Head: Auditor.
Duties of the Auditor:
1, To aselst and advise the Controlier in the performance of the
Controlleris genseral and specid duties.
2+« To give constant review of factory performance standarda.
Responaibilityr Responsitle to ths Controller in a steff relationship.

Chart Musber G4
¥are of Division: General Accounting.
Title of Head: General Accounting Superintendent.
Duties of the General Accownting Superintendent:
1. To assist ths Controller in the performancs of the Controllertis
general and spegial duties.
2. To maintein all payroll records.
3. To file tax schedules and returns on personal property, real

estate, and income,
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Le To maintain records of cash receipts and disbursemsuts.
S« To maintain records of accounts receivable and accounts payables
6. To prepare financial and cash requirements budgets,
7+ To audit invoices.
8. To maintain records of assets and derveeiation,
9+ To meintain a perpstual inventory of stores.

10, To prepare accounting reparts and statements,

1, To maimtain all other general ledger accounts.

Immediate Supervisar to Whom Responsible: Controller.

Ghart Number 6B
lame of Division: Factory Accownting.

Title of Head: Factory Accounting Superintendent.
Duties of the Factary Accounting Divisiems
l. To assist the Controller in the performance of the Controllerts
general and special duties.
2. To maintain all cost ascounting rscords and prepare all cost
aceounting reports.
3. To maintain all material records and method of accounting for
factary materizlse
4s To maintain a1l factory suppliss records and method of
agcounting for factory supplies.
S. To maintain a production recorde
6. To maintain a statistiosl record and collect data relative to

factory accounting,
7. To maintain a factory records



8. To maintain al} labor and burdsn records.
9. To superviss and coordinate the activities of accountants and
clexrks.
Jemediate Superior to Whom Responsible: Comtrellers

Ghart Susber 60

Name of Divisions Office Sarvices.
Title of Head: Superintendsnt,

Duties of Office Services Superintendsnts

1. To cooperate with the Employment Divieion of Industrial Relations
in the esployment of office personnel.

2+ To act as a functional division in determining office routinea,
mothods, and layouts for offices in other subdivisions.

3. To cooperats with the Tralning Division in the training of
all offies personnel.

Lhe To coopsrate with the Labor Relations Division of Industrial
Relatiora Department in determining wage scales and incentives
for office employees.

5. To coopsrate with all over subdivisions in regard to relations
of office employees.

6. To provide for general correponsdence including stationery and
forns, stenographers, typists, and office boys.

7« To maintain the general files and to be responsitle for the
storage and destruction of records.

8. To provide for all phyevical equipment in cooperation with the
RPurchasing Department.
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9. To provide for all internal communication including telephons,
mail, information.
Immediate Superior to Whom Responsitlet Controaller,

Shart Fusber ]
Name of Department: Sales.
General Desariptions In a broad sense the field of the Sales Department
may be construed to inolude the selection of the proper channels of
distribution, advertising and sales promotion work, as well as the
seleotion and training of salesmen and the actual selling of goods.
Tifle of Head: Sales lsnager.
Ceneral Duties of the Sales Departumemnt:
1. To ocnduet the affairs of the Sales Department so t hat sales
effort is coordinated with the efforts of other departmenta,
especislly the Production Department and the Controller's
Department,
2, 7To keep in close touch with the activities of other departments.
a. To wark in close harmony with the Contraller's Departiment,
as ordinarlly the income of the company is derived from
sales and conversely eales plans depend to a considerable
extent upon the finsneial condition of the company.

be To work in close harmony with the Production Department.
To recommend certain linss to de droppeds To reconmend
inoreased mamfacturing facilities to mest growing demands,
To push sales on slow moving finished stogk. To endeavor
to of fsst seasonal variations.
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3. To get out the sgales budgete

k. To coordinate the activities of and have general supervision
over subordinates.

S. To furpish personnel for necessary comulttees.

Specific Duties of the Sales Departmentt

1. To determine the sales channels to be used in the distritutiom
of the producte

2. To determine the territory to be covereds

3+ To prepars price liste and a scale of discouwnts.

L. To analyse the sale outloock as reflected in reports of sales
valums, reports of stook twnover and loss and gain on important
items, reporta of competition met, general market conditions.

Immediate Superior to Whom Responsiblet General Manager,
Subardinate divisions:

1. 8ales Statistician Division,

2+ Inguiries and Orders Division.

3. Credits and Collactions Divigion.

bs  Advertising Division.

5. Mamfacturer's Sales Division.

6. HMarket Ressarch Divigion.

Chart Number A
Name of Divisions Sales Statisticlan,

Title of Heads Superintendent.
Duties of Sales Statistician Division:
1. To recapitulate all statistics,.
2. To take control of all records and prepare &ll reports nseded by



n7r
the Saules Department, btut not prepared by other divisions.

Imasdiate Superior to Whom Respongiblet Sales Manager.

Ghart Number TB

Neme of Divigony Inquirles and Orders.
Title of Headt Superintendert.

Duties of the Inquiries and Orders Divisions

1.
2.
3.
ke

5.
6.

To receive and interpret orders

To answer all inquiries from ocustomers and potential ocustomers.
To file and bill orders.

To wark in close cooperation with the Shipping Seection of the
Production Department.

To tring about msans of increasing the sise of arders,

To tring about means of lowering the cost of handlirg orders.

Immediate Superior to Whom Responsiblet Sales Manager,

Chart Number 70
Name of Divisiont Credits and Collections,

Title of Head: Superintendent.

Duties of the Credits and Collsctions Divisicns

1.

2,

3.

k.

To investigate and pass upan credit rating or standing of
every charge customar.

To take such steps as are nsoessary in ordsr to obtain payment
by customsrs of thelr bille when they ars due.

To work in close harmony with other divisions of ths Sales
Departmente

To work in close cooperation with the Controller?s Department.
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Immsdiate Superier to Whom Responsibles Sales Managew.

Chart Number 7D
Name of DAvisiont Advertising.

Title of Heed: Superintendent,
Duties of the Advertising Divisions
l. To obtain immediate ordsrs.
2. To inmtroduce new products to the publig.
3. To educate the public in the use of products.
Ls To create good-will,
5. To keep up the demand for standard products by keeping the
product before the eyes of the publics
6+ To meet competition.
7+ To determine the appropriation for advertising.
8. To determine the media to be employede
9. To determine character and type of copy.
10. To decide whether or not outeide agencles will be used.
13. To determine scope of advertising.
Immediate Superior to Whom Responeible: Sales Manager,

Chart ¥amber T8
Name of Division: Mamfacturing Sales.
Title of Nead: 3Superintendent,
Duties of Manufacturer's Sales Divisions
1., To select and train salesmsn in cooperation with the Employmant
and Training Divisions of the Industrial Relations Departamemt.



2.
3.
k.

5

To prepare and check sales quotas for each salesman.

To standardize selling methods,

To study the possidilities of new selling fields and of more
intensive selling in present flelds.

To check on axpensas of salesmen and to strive to reduce all
aelling expenses without injoy to sales worke

Immediate Superior to Whom Respongiblet Sales Managsre

Chart Number 7F

A MO

Bamp of Division: Market Resesrch.
Title of Heads Superintendent,

Duties of the Market Researeh Divisions

1.

2e

3.

To provide ar organized and skilled method of driving for
answerp to current sales protlemse.

To propose policies bearing upon both cwrrent and longe-range
needs, together with ways and msans of coping with them.

To provide a definite method of turuing intec sccount proposals
of the Sales Manager.

Immediate Superior to Fhom Responsible:s Sales Hanagere
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WBAVING
SECTION
Production Clezrical Staft
Records Staft Assistant
— Weaving
Unit 1 Unit 2 Mnspecti
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Shift 1 Shift 2 Shift 1 Shift 2 ghift 1 Shift 2
Foreman Foroman Foreman Foreman Forenm Foransn
Shift 3 Ralief Shift 3 Relief Shift 3| Reliefl
Foreman Foremsn Poremsn Foremasn Foreman Foreman
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1l Eleventh Streed
Enoxville ﬁﬁ'renmnu

May 6, 19

0ffice Mansger
Cutler-fammer, Ing.

Dear Sir:

I am writing my master’s thesis, entitled "An Analytical Study of
Organigation Cbarte as They Pertain to the Organisation, Administration,
and Supervision of 0ffice Dutles," at the University of Tennesses. In
this stody I hope to analyse these charte according to the various
items of information which are contained in them. I have selected only
200 corparations to which I am making tiis appeal,

I would greatly appreciats it if you would send me a copy of thoee
organisation charta that are used by your concerm in connection with the
organigation, administration, and supervision of office wark., I assure
you that in analyeing these charts thes identity of the caerporation will
not be disclosed in any way as each of the charts will be compiled with
the corresponding data contained in all of the other charta.

I shall be glad to send you a copy of ny frequency tables which
might possibly bae of assistance to you.

I wish to thank you for your courtesy in this matter,

Sincerely yours,

Eugene Puett



