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A majority of the business men answering the questionnaire described on page 35 selected
Mr. Ford as the man who has contiibuted most to business during the last 25 years.

- What | Have
Learned about Management
in the Last 25 Years

Tn collaboration with Samver GrowrHER

E have heen learning a deal

about a' great many ‘things -

. this  last quarter-century,
but principally we have been learning
to manage —to manage men, to man-
age machinery, to manage transporta-
tion, and to manage the application of
processes and things which we had
known about for a long time but
had never brought together into a
single unit,

for JANUARY, 1026
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We do not know very much about
anything as yet.
than we use. We waste men, we waste
materials, we waste everything, and
consequently we have to work too hard
and too long to accomplish what in the
end amounts to very little. But at least
we are learning that above everything
we need management — that no matter
how much science we have, no matter
how much machinery we have, no mat-

We still waste more’

ter how zauch power we have, we can-

not get anywhere without the kind of -
management which extends from -the

smallest detail to the whole purpose of -

what you are about.
.Take, for instance, the de51gn of

an artlcle ‘which is to be made and .

sold. The design is not one thing, the
making another, and the selling a third.
Without management they are sepa-
rate functions, but with management
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they are all part of the same function.
A design may seem to be exactly right
for the market, but its execution may
involve difficulties which so increase the
cost of the product as to take it out of
the market for which it was designed.
Or again, the manufacturing side may
so predominate that the resulting ar-
ticle, while cheap and easy to make,
does not exactly fill the public need and
therefore cannot be sold.

We have been learning that man-
agement is not something in an office
building miles away from the product.
It starts with the product itseli and
then, step by step, works back. A fine
machine is a good thing to look upon of
itself, but in a factory no machine is
worth giving floor space to
unless it contributes exactly
and according to a plan to
the doing of whatever it is
you have started out to do
in employing the machine.
There need be no guesswork
about a machine.

People used to talk about
hand-work as though it were
better than machine-work,
but now the proper kind of
machine will not only work
to a thousandth of an inch,
or to whatever degree of ac-
curacy is necessary, but will
do it every time. It is the
fault of management if a ma-
chine or a series of machines
leaves anything to be done
by hand.

VWe used to think of a ma-
chine as a machine—as a
thing which the employer
owned and which could be
used to make money for him.
Now we know that a ma-
chine is a method for the
application of power. A man
can hit a harder blow with

a hammer than he can with his bare
fist - thé man’s power is increased by
the extra force of the leverage-of the
hammer handle and the wear dnd
tear an the hammer head is substituted
for wear and tear on his hand. The
power hammer goes much further than
the hand hammer; it puts more power
at the service of the worker. Therefore,
the operator on a power hammer can
do so much more in a day than can a
man with a hand hammer that he can
earn for himself a larger wage than
can the hand-worker and produce a
cheaper product.

A machine does not belong to the
man who buys it or to the man who
operates it but to the public, and it ad-

vantages the worker and the proprietot
only as they use it to the advantage of
the public. It benefits the public when
and only when it is used to turn out -
cheap, well-made, well-designed arti-
cles that satisfy a’public need. The
workmen and the owner cannot expect
to derive a benefit from the operation
or from the ownership of the machine
excepting as it benefits the public. We
are learning that a machine is a public
servant.

A place which has power and which
subdivides it through whatever number
of machines may be necessary to ac-
complish a given object, is a factory
and it, too, pays only as it serves. The
factory may generate its own power
and perform within its own
walls all the operations nec-
essary for a complete prod-
uct, or; again, it may buy
its power and perform only
a part of the necessary opera-
tions. Its course is surely
determined by the measure
of service which it has
adopted. If-—and this quali-
fication is necessary for com-
plete success—it- tries to
serve to the uttermost, then
it will make only those parts
of its product which it can-
not buy from some company
which is likewise trying to
serve.

It is not a question of
pride at all; it means neth-
ing to say that you carry
your product from the raw-
material stage to the finished
article unless, under your
control, this process results
in a cheaper product and =z
better one than you could
achieve by assembling in-
stead of manufacturing. The
product alone governs — that

3. THE RED-HOT METAL is cast into cylinder
blocks as a conveyer moves the molds along.
4. TWENTY-THREE HOURS from the time the

manufacturing process was started the motor blocks
are finished, still untouched.

1. THE IRON ORE is reccived and unloaded at the.
River \Rouge plant by machines which are almost
human in their work.

2. WITHOUT HAND-WORK of any kind the ore is

smelted and run off from the furnaces.
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With modern machinery all the necessary farm work, except on stock farms, can be done in about a
month and a half a year. Country factories can then use the rest of the farmers time.

CanlIUse Mr.Ford’s Ideas?

Some of the unusual pre-
cepts which are fundamental
to Ford’s idea of manage-
ment are:

Reduce departments to ‘“‘office’”’
and *‘plant’’; :

Eliminatre needless final tests;
" Use branch assembly to do away
with production wastes.

These photographs show
how businesses are already
using some of Ford’s meth-

A dry-cleaner applies the . ods to speed production, to - Accurately .adjusted = me-
idea of moving-line produc- , . chines do away with the
tion to his business. lower manufacturing costs, need for final testing.

to cut out waste nmrotion, and
to enlarge markets.

Simplification reduced this company’s
models from six to two, as told in
SysTEM for March, 1925,

The Minneapolis Bedding Company
produces spring fabrics at its factory,
assembling the springs at branches.

“Do not go into a side-ling unless you can give it enough Dbusiness The moving-assembly idea of produc-

to werrant its success.” Following this rule assured the Fred. W, . tion is also applied by the Toy Tink-
Albrecht Company that a laundry would be a profitadle side-line, ers, Incorporated,

for TANUARY, 1926 - ' 39
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What I Learned

about Management
(Conlinued from page 40)

—the automobile has made it possible
for a workman to live out in the
country a considerable distance from
his work. Some of these men have
farms and practically all of. them
have garden patches. They have the
advantages of country life, but at the
same time can earn the high wages
which attract people from the farms to
the city. :

An ambitious man will not, in these
days, stay on a farm if he has to get
his entire livelihood from the farm.
Farming is essentially a part-time job
and cannot he expected to pay full-
time wages. The men in the valve fac-
tory who have farms find that they
can do all the really necessary farm
work by staying out a few days now
and again—they will scarcely be out
more than a month and a half during
the entire year. This is quite enough
time in which to look after a farm if a
man does not keep live stock. The
keeping of live stock is a specialized
business which has nothing much to do
with farming and is entirely unprofit-
able unless carried through on a large
scale under industrial conditions.

The principle of going out into the
country to establish new plants is now
firmly fixed with us — although for rea-
sons of transportation it is sometimes
necessary for us to build assembly
plants in or near the larger cities,
Eventually all industry will get away
from the cities and out into the coun-
try, for not otherwise can we strike the
balance between farm life and factory
life.

The farmer thinks he ought to have
a better living than he can get from the
farm and in that he is right. The city
workman does not and cannot get full
money’s wggth for his wages. The fac-
tory and the farm, instead of being
opposed to each other as has been
imagined, are really complementary.

The 12-hour day is practically a
thing of the past. When we learn more
about management we may discover
that the 8-hour day is too long. We
are now experimenting with the 5-day
week and may be able to make it the
standard week,

We always work on a 16-hour day in
order to spread the plant overhead over
the largest possible amount of produc-
tion. In fact, because of the number
of men we employ, we have some
groups going out and others coming in

all day long. ‘ ,
- The change which will result in-

breaking up the big, inefficient, city

ou Answer
Juestions
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PERMIT 5

This Indicia, imprinted on mail in warious colors and
denominations of postage, is the sign of Faster Mail
at Less Expense.

What is the Simplest, most Economical, and most Efficient
way of mailing my mail ?

By mailing through the Standard Postal Permit Sastene,
What’s that system ?

One that automatically feeds; separates: imprints beautijul post mark, stamp
m_ark, cancellation marks; counts; seuls; and stacks mail at the rate of 10,000
pieces per hour;

A system that eliminates the purchasing, accounting for, affiving, cancelling,
loss from, and general use of the adhesive postage stamp;

A system that automatically gives you a postage account control of postage used
by departments, day by day. -

Is it generally used by mailers having an average of 300
or more pieces a day or large periodic mailings?
Approximately 6% of all first class mail is mailed wnder permit privilege.
What are some advantages of this Standard Postal
Permit System? : _ .
Eliminates lost postage and labor of handling postage stamps: expedites mail
through yowr office and the post olfice: replaces hand sealing: eliminutes caneel-
lation at thg post office; accounts for all mail sent through it,
Tests show it produces more and faster returns from mailings, for its mail looks
better and moves faster,
How do I pay postage?
Simply make a deposit at your post office against future postage.

the mail @ statement of number of pieces mailed.
vour deposit. It is most simple,

How is this system operative?

Through the Standard Postal Permit
and Sealing Machine. ’

Do I have to pay rentals for its use?
No, you own your own equipment. It is a most simple, cdurable, and economical
system-—it pays for itself in a few months.

Will .you send me more information and your Postage

Account Book (sent free)?
Yes. Simply return the slip below.

Send with
Postage is charged against

Standard Mailing Machines Company
Agencies in Principal Cities

Simply Fill In and Mail

Standard Mailing Machines Compzny
Everett, Mass,
. Pleaze send Information on
O Stamp Affixer

7 Postal Permit ‘Systom 7 Envelope Sealer.

Cumqany LR

Address ..o e e e
[0 My mail averages over 300 pieces a day. Send me your Postage dccount Book, Jree.

Other Standard Mailing Machines That Cut Costs
STAMP AFFIXERS-Afix postage stamps, precancelled stamips, stiél;ers, or

labels to mail five times as speedily as by hand,.

ENVELOPE SEALERS—Seal 1,000 letters for a cost‘of less than one cent.
OVER -55,000 STANDARDS IN USE




Anaccountantwould tell
you that the three prime
qualities in ledger paper
were: flatness in binder,
ability to stand erasure
and great strength.

Three reasons why
this paper is DIFFERENT

HE first Parsons paper
made in Holyoke
szventy-two vearsago. And
day we offer you the
ous “Three-Point™ Par-
s Paper with the features
every bookkeeper wants.

Cia

5 Ledger Paper hasa
g for Ioose-deaf ledger
;. The hinge is made in the

«f paper {not crimped) and
- pare of the paper itself.

2, Parsons is esceptionally
ey 1o erase. A few strokes of

iry to mar and spotl the clzan-

the page.

Note the smooth,
clean  texture  of
FParsons Defendum
after the erasure
test. It stands up
under the grinding
strain.

a. It 13 o sturdy paper—made
to resist the ravages of constant
1
duily hindling, Tt will not curl

binder. It factlitates writing.  And
ir protects and preserves the priceless
rds wf vour busmess—keeping
hle, safe, alwavs ready for

th2
reference.
BMake this interesting paper test

If vouare notat present using
Parsons Defendum, write today
to us for a sample of this famous

The erasure test shown above shows clearly why Parsons
stands the gaff of hard business use, .

“Three-Point™ paper. Compare
it with the paper you are at
present using. Compare its ease
of writing and erasing. Note its
sturdy texture. And see the
Perfect Hinge. Once you have
tried it you will never go back
to less efficient brands. Parsons
PaperCompany,Holyoke, Mass.

FOR EASE ON THE EYES WE RECOMMEND BUFF

PARSONS

BETTER BUSINESS PAPERS
for Lédger work use Defendum

factory and putting it out into the
country where it may link up with
farming, and the shifting of the special-
ized portions of farming into real spe-
cialties will bring about a most re-
markable change in this country. We
are out of balance and it is necessary
that we should get into balance.

All of this, however, depends upan
the character and the skill with which
we manage, and whether we look at
management as something of itseli
which exists for itself, or whether we
look at it from the standpoint of get-
ting the work done. Management, un-
less its purpose be kept always in view,
may degenerate into a thing of red tape
which does not manage at all.

Take a very simple instance - the
signing of a bank check. We used
think that a proper control required
that a number of precautions be thrown
around the signing of a check and that
it should bear the signatures of at least
two officers. A check is drawn to pay
a ‘bill or some other charge and the

| amount set down on the check is the

. for that.

result of bookkeeping. The officers who
sign the check never actually make it
out — their time is much too valuable
If the amount of the check
is in error, that fact will ultimately ap-
pear from the balancing of the books.
The signer of the check, no matter how
well he knows the reasons for the check,
cannot determine whether or not its

| amount is right simply by looking at it.

He may catch a large error but not a
small one.

The point is that his signing the
check is not much more than a form.
So why should it be necessary for more
than one man to go through this form?
Having arrived at that conclusion, we
arranged our affairs so that not more

than one signature ever appears dpon a
bank check.

“We have only two divisions
—office and shop.”’

Our methods of management have
very little of what might be called
method in them —in fact, when the
method part seems to be getting ahead
of the management part, we begin to
look around a little, We have only two
divisions — office and shop.

We do not have conferences, we do
not have committees, we have no for-
mal procedures of any kind. There is
no formal method for interdepartment
communication because we do not have
departments ~ if one man wants to say

over the telephone. It is rather diffi-
cult for him to say it any.other way
because the only men who have offices
or stenographic facilities are those who

something to another man, he says it-
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Thirty Minutes toTrain Time |

TELEGRABM from an out-of-

town bank, urgently requesting

an immediate shipment of
currency. Itmustarrive before open-
ing time next morning.
The Commerce Trust Company of
Kansas City receives the correspon-
dent bank’s message shortly before
closing time. In Just a half hour,
the last train which can carry the
shipment, is scheduled to leave.
The Vice President, in charge of
Banks and Banking, reaches for his
P.A-X. Three swift, sure turns of
the dial. Promptly the Chief Clerk
responds, receivesthe Vice President’s
instructions and relays them, via

Varied and various are the ways in which P-A-X functions in bank-
ing service . ... Mrs Carter loses a check while shopping . ...
The Assistant Cashier turns to his P-A-X, dials the proper depart-
ments . . - . Instantly, payment is stopped on the lost check.

Ready messenger to executives in all departments, P-A-X saves
each of them an average of an hour's time daily . . . . It makes no
... Itis always at hand . ... Itfacilitates and expedites
service, eliminates the cost of operators and pays for itself every

mistakes

day in pracrical, smooth-running service,

Muptreal, P, 4
House, Morialk §

=
TRALE

PRIVATE AUTOMATIC EXCHANGE

Ausomatic Electric Inc, is the oviginator of P.4-X and is the only

vrganization in the United States manufacturing interior telephone

equipment under this trade.mark, Its use by any other company is ab.
solutely unauthorized.

tomaiic Flectric Imc,

Home (17ce and Factory, GHICAGO, ILL., Branch Ofires: New York,

21 East Borrieth 8t.y Cleveland, Cuyahoga Bidg.

vrincipal eitiss, I Lanada: Northern Electric Co., Ltd,, 121 Shearer St.,
{¥réad: International Automatic Telephone Co., Norfolk

y 1., Strand, Loodoo, W, €, 2, England, In Aastralia:

Autnratic Telephnnes, Lad., Mendes Chambers, Castlereagh St., Sydney,

Decoded, the
message read:
“Ship us Twenty Thousand |

Currency Fives, Tens,
Twenties today sure.”

|
P.A-X, to the Currency Shipment
Teller. Another speedy spin of the
P-A-X dial. The Transit Depart-
ment delegates a special messenger
to deliver the package, properly in-
sured and registered, to the train.

In less than five minutes, four separate
departments have been co-ordinated.

2
The needs of a customer five hundred
miles away have been supplied with
ease, dispatch and no lost motion.

In handling the banking business of a
hundred thousand customers whose
combined accounts total one hundred
million dellars, the executives of Kansas
City’s largest financial institution find
P-A-X indispensable,

The P-A-Xis, fundamentally,
o privaze qutematic telepltone
exchange built of the same
Strsivger type of autamatic
telephine, equipment bring ss
widely adipted for city service,
The P-A-X may be surnished
ridnelude and co-ordinate such
es aseade call, conference,
executive’s priovity, entergency
alarm, etca, to meet indfvidual
rerds,

sery

Representatives in afl

must communicate with people outside
of the organization,

The private office with all of itg
paraphernalia is a good deal of a time
waster, and especially so in a factory.
The managers of a factory ought to
know what is going on and not sit
around in an office waiting for some
one to send a written communication
about what is happening. The best
place for a factory man’s office is under
his hat.

The first duty of management, in
our way of thinking, is a very simple
cne, the importance of which Is not al-
ways realized —it is to keep the tools
in shape. By the tools, we mean more
than the machines themselves-we
mean the entire plant and everything
pertaining to it.

Whenever we take over any enter-
prise already in existence, such as a
railroad, we first of all clean up. A
clean shop is a prerequisite to good
work, :

Dirt and disorder are enemies to
good work but if, on the other hand,
vou give a man —I do not care who he
is—a good tool, even a fancy tool, and
put him in clean surroundings which
he knows he will have to keep clean,
his seli-respect will make him take care
of the tool and the work. Slipshod
work is expensive work and in an
atmosphere of cleanliness and neatness
a man will not be slipshod.

“The work is departmentalized
but the management is not.”’

Now, it might seem that since our
operations are divided into many parts,
-it would be necessary formally to de-
partmentalize. The work is depart-
mentalized but the management is not.
Tt is in a way decentralized, but all of
the departments are in our method of
manufacturing interdependent and the
management is likewise interdependent.
A foreman is responsible for his section
of the work but, if the section preced-
ing is in trouble, he is expected to know
what is wrong with it.

The management everywhere is in-
terlocking. It is a little hard at first
for an outsider, who may be accus-
tomed to strict definitions of duties, to
grasp how a number of men may work
together without exclusive responsibil?—
ties, yet it is merely that every man 18
responsible for getting the work out,
and instead of divided responsibilities
we have a united responsibility.

The business of management is to
manage. The thing to be managed i
the work, With that thought ruling
and pressing, most of what are sup-
posed to be the problems of manage-

ment vanish.
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