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INTRODUCTION

This training course--"Introduction to Management for

Industrial Supervisors"--strives to meet two important obJec-
tives: (1) to provide training in basic management fundamentals g
and concepts for those supervisory personnel who have had lilttle ;
or no previous supervisory training, and (2) to provide train-
ing for supervisory personnel who have had previous courses in
supervisory training, but who may not have had a basic
management course.

: Both of these objectives have purpose., Every supervisor,
whether he is a new member of management, or whether he has
l.ad experience but no training, must have knowledge of how
management developed, i1ts current status, and how he must use

ﬁ principles of management and leadership for doing an effective

job of supervising. Many supervisors, who have had previous

R O

organized training courses, were no doubt in classes devoted

A .
S

to various segments of management skills., Actually, manage-

ment fundamentzls, such as this program, should have been the

(g first course taken 1n the series of supervisory training courses.
The nature of'the contents of such a course as this neces-

% sitated the preparation of a large quantity of material. The

five sessions contalned in "Inproduction to Management" were

planned so that each should take two hours for presentatilon,

1 or a total of ten hours for the entire course. Because much of ﬁ

the material is of an informational nature, the lecture method
ﬁ will have to be employed; however, the contents include charting

techniques, handout material, discussion techniques, and vlsual

oA i
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| INTRODUCTION (Continued)

aids. By no means should the sesslions be conducted in a formal
manner, as participants should be allowed much freedom in
discussion and individual contributions.

It will be found that ample material is given in each session;
this will allow the inscructor to tailor the material to fit his
individual desires. The cutline form 1s predominantly used, but

in Session IV the text form is used. In all cases, the arrange-

. B TP RTAEIITIRE TN T SN e

ment of tlhe material on the pages 1s such that will allow the

instructor to insert notes or additional points in the left-hand
! margin or between the entries on the outline. A 1lO-minute recess
should be gilven midway in each session to break the time interval
of the two-hour session. Experience in pacing the material will

allow for fitting it into two-hour sessions and arranging for a

RIS O LR I SR s IV

loglical stopping place for the recess without difficulty.

It is extremely important that the entire course be read
through for {amiliarization before attempting to conduct the
training for the first time. Also, the Code presented on Page iv
should be learned so that there will be no difflculty encoun-
tered in using the material as prepared.

The twenty handout sheets will serve well as supplements
to the basic course material, There should be a set of these
20 handout sheets avallable for each tralnee who takes the course.
; These are not to be given out all at once; only when the outline
indicates that a handout 1ls to be given out. The trainees should
be told at the start that these handouts will serve as a good

source of reference raterial which they can take with them at

ii
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INTRODUCTION (Continued)

the conclusion of the tralning. They can use a letter-size
manila folder to retain these in. In addition, trainees should
be encouraged to take notes of important material durlng thé ges-
éions, as these notes will provide addltional reference material
that they can take with them back to their jobs and use.

Sessions II, III, and V have recommendations for the use
of visual alds. These visual alds wlll require the use of a
16 mm. £ilm projector for Sessions II and III, and a 35 mm.
sound filmstrip projector for Sesslon V. It 1s vefy important
that these films be prevlewed before they are shown at the
sessions. The leader's gulde, which accompanles each film,
should be used for guldance in presenting the films and
discussion which follows.

Session IV, "Organized Labor," has about twice as much
material as the other sessions. Thls 1s because of the nature
of the subjJect matter. Also, no visual ald 1s used for this
session, and only two handout sheets supplement the outline
and text material. In addition, 1f thls trailning course is
used in states other than Louilslana, the section which pertailns
to organilzed labor in Loulslana, will no doubt be omitted.

If additional readings are required for any of the subject
material, sources may be obtained from the blbllography.

Although no tests have been prepared for purposes of evalu-
ating each trainee's understanding and retentlon of the material

presented, the course lends 1ltself well to the preparation of

tests without dilifficulty.

111
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CODE

Plaldn typPe o o o ¢ ¢ o o o o o o o o o o Instructor says
in own words

LARGE TYPE . & ¢ o o ¢ o o o o o o o o o Instructor says

verbatim
Material Eanclosed
in e o 0 o o o o o o0 o o Instructor charts
on board

(Material in Parentheses) . . . . « . . Instructions to
instructor

*¥*¥Handout Sheet**¥ e o o o o o o e o Indicates handout
material
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Introduction

A.
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SESSION I 1
HISTORY OF MANAGEMENT

(If possible, have management representative of the

company open the session; this procedure will definitely
have good results by a show of management's interest in i
the tralnlng program.,

Make sure that the management representative has been
given an outline of the cou. 3¢ and has had an oppor-
tunity to review it before such introduction is made.)

Getting Acquainted

1. (Tell something about your own background, giving
brief ocutline of your industrial or business ex--
perience. Indicate what your present position is;
tell the trainees that you will serve as lnstructor
for the sessions.)

2., (Have each member of the class identify themselves;
ask them to tell something about the work they
perform, department which they work in, numher of
persons they supervise, etc.)

3. (Name cards for each trainee may be prepared--
this will allow for easier acquaintance and a change
in seating arrangement for following sessions, 1f
desired.)

(Give time, place, etc. where and when meetings will be
conducted., )

(Stress that attendance at all sessions by all trainees
is very important. Management may require a copy of

your attendance records; therefore, be prepared to sub-
mit this upon request. In addition, management may
institute its own attendance requirements at the sessions,
in which case, these requirements should be discussed.)

(If certificates are to be awarded at the conclusion
of the sesslons, this should be mentioned. If attend- L8

ance requirements or other standards must be met before ]
certificates are awarded, thils should be mentioned.) 1

1 %

j

}

3

;

et A Y ST B T N IR




‘
v
4
£
§
‘g.
L
5
'
d
d
B
Y
i
i
i
;
]
?
b
:
3

AT ROV 2 T AL G g Eg e o

2

(Discuss the techniques which will be used in conduct-
ing the sessions: lecture, discussion, visual aids,
handout material.

Stress the importance of individual participation; how
each person will get much more from the training ses-
sions 1if he takes an active part in the discussion,
asks questions, and maintains an interest in what 1is
going on. Encourage each person to take notes.)

*%¥%¥ Handout 1 *%*

1. (Give a copy of Handout 1 to each trainee. This is

to be used to give an introduction to the course and

what each session consists of.)

2, (Read through the material in Handout 1; answer
any questions raised by trainees concerning the
sesslons or objectives of each.)

3. (Ask the trainees to retain this handout as it will
provide a handy reference to each session's con-

tents and will better pregare them for participation

for forthcoming sessions,

II. Objectives for Session 1

A.

A.

(These objectives may be charted before the first ses-
sion begins for convenience and a saving of time.)
Objectives
To trace briefly the history of management

To relate the history of management to current
management concepts

To study the work of Frederick W. Taylor, the
areas of scilentific management, and evolution

of such

To examine current management practices and
procedures

.III. Management Concepts

It first must be undérstood that management prevalls

in all undertakings and endeavors; i.e., in the filelds
of business, industry, government, edugation, and @ther
areas. ‘ T - ' ' Lo T
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The term "management" should not be confused with the
identification of one type of person or group, rather
it should be thought of as an activity or function.

l. It must also be pointed out that persons in a
business or industry who have "management" status
are those who carry out the management function.

MANAGEMENT HAS MANY FACETS; IT IS EXTENSIVE; AND CER-
TAINLY DIFFICULT TO DEFINE BY USING A FEW WORDS. 1IN
ANY ENTERPRISE, HOWEVER, THERE ARE SIX BASIC ELEMENTS
WITH WHICH MANAGEMENT DEALS--THESE ARE FREQUENTLY
REFERRED TO AS THE "SIX M'S":

-
o

1. 4, Markets
2. Machines 5. Methods

3. Money | 6. Materials

(Discuss these six elements as they relate to the
economics of any organization in its efforts to meet
objectives set,

BECAUSE MANAGEMENT IS AN ACTIVITY, SUCH ACTIVITY IS
USUALLY DIVIDED INTO CERTAIN AREAS CALLED:

1. PLANNING

2. DIRECTING

3. CONTROLLING
4, CO-ORDINATING
5. ORGANIZING

(Discuss the foregoing only briefly, as they will be
taken 1in more detail in Session III$

FROM THE PREVIOUS DISCUSSION, ONE DEFINITION OF
MANAGEMENT MIGHT BE:

"MANAGEMENT IS AN ACTIVITY WHICH PLANS, DIRECTS, CON-
TROLS, CO-ORDINATES, AND ORGANIZES THE BASIC ELEMENTS

OF AN ENTERPRISE TOWARD THE ACHIEVEMENT OF THE
OBJECTIVES AS SET BY THE ENTERPRISE."

.

§.id

~ ARSI g ST MR o e
s PR AR PR e et e MR R

ot ot e KT U A1 1 tossear St £t 58 3 b St s B s b5 e e e 1 e e B e o s e R A 5 A AT e erig s

o i W I B S0 B i T i

P T S S P




T SR S TN S YO T AR

et et N av b Ky Tl Sl e Tch, SRR e ; ) e 31 AT R T o ik e U PR €\t 50 Lo SRS RN S 3 WIS T Y e A el iy o TN R e s
- LT o ‘ 4 et B : > 2 = 3 RN o e A a

M

1. (After charting this definition on the board, give
time to trainees to record this in their notes;
answer any questions pertaining to this definition.)

PLEASE BEAR IN MIND, AND ESPECIALLY BASED ON THE DEFI-
NITION DEVELOPED THAT IT IS NOT ONLY THE PRESIDENT, OR
VICE-PRESIDENT, OR SUPERINTENDENT OF AN ORGANIZATION
WHICH MUST BE CONSIDERED AS PERSONS WITH MANAGEMENT
STATUS; BUT ANY ONE, THE SUPERVISORS, FOREMEN, OR OTHERS
WHO PERFORM THE MANAGEMENT FUNCTIONS.

1. (Be sure that the above information is clearly
understoocd by the trainees, as many times the word
"management" is misunderstood to mean only persons
in the top echelon.)

Management makes possible the following:

1. Management gives a degree of effectiveness to human
activity

2. A degree of order is given to endeavors

3. Efforts are guided more directly toward stated
objective .

4, The determination of a proposed method of action
is possible

5, Activities are so arranged so that they are carried
out in a uniform manner

6. Determination is made of possible solutions to
problems or objectives

Objectives of Management

1. As with any endeavor or undertaking, management
also has certain objectives which it must meet,

2, Management actually serves three groups and these
groups are unified by the activity of management.,

3, THESE OBJECTIVES AND THE UNIFICATION OF THE THREE
GROUPS CAN BETTER BE SEEN BY A DIAGRAM.

4, *%¥% Handout 2 *¥¥

(Discuss the handout with trainees, taking suffi-
cient time for this discussion. The list of objec-
tives under the three main areas do not cgnstitute
a complete list--you may want to develop additions
to this 1list.

I e e o T
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Also, in your discussion bring out the unification
principle involved 1n these three areas brought
about by management,)

IV. Relationship Between History of Management and Present-Day
Concepts

A. The art of managing a business in this country has
changed greatly durlng the past years to reach the
level 1t now is.

B. To get a better understanding of the changes which have
taken place, it 1s necessary to review briefly the hilstory
of the economic structure of our country:

l. The first types of businesses to develop 1n the
country after the original colonies and settle-
ments grew along the eastern seaboard were
baslcally agriculture and home enterprises.

Persons were self-sustaining in that the family
usually made or grew everythlng that it consumed.

During the period of colonization of this country,
the people here depended upon the few hard goods
and manufactured items which could not be pro-
duced in the home, from England whilch was engaged
in the large-scale manufacturing economy brought
about by the Industrial Revolution.

Also, the political tles of the colonies with
England made for a strong dependence upon the
mother country for many necessities of life.

During this period of home enterprises, the head

of the family was the one who managed the affalrs--
devoting time to both productilon work and the
management of the business and personal affailrs

of the family.

After some speclalization of work developed in
this country, one person, called the proprietor
managed the business; he being responsible for
investing capital; supervising the work of em-
ployees, the sale of the products, and all other
related activities.

The era of the one-man owner and manager system
remained in effect for many years; in fact, we
st1ll have many such businesses operating today.

The population growth in the infant Unlted States;
the demands of the people for better goods and
services; the winning of independence by the




10.

11.

12,

13.

14,

15.
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colonies from England; the War of 1812 which made
the country dependent upon its own resources for
military equipment and supplies; and the opening
of new trade opportunities for this country were
all responsible for the Industrial Revolution
developing rapidly in the United States,

With the coming of the Industrial Revolution to
this country in about 1807, new processes for

doing work were initiated and more and more re-
liance was placed upon machinery and equipment.

aa. Industry completely moved from the home and
the small shop inte the factory.

ab. Workers in industry became skilled in certain
areas of work, such as woodworking, or
printing, or machine shop, etec.

With the development of factories and large enter-
prises, the nature of business ownership and
management changed also.

It was not possible for one person to manage such
a large and complex organlization, with all its
problems, objecsives, personnel, and specialized
work activities.

In addition, large enterprises needed investments
of capital for plant establishment, expansion,
etc.; thus no one person could be expected .to
finance an entire industry.

aa. The corporation, the type of business organi-
zation which makes it possible for many
persons to invest capital, became necessary,

Persons trained in the skills of supervision and
management became responsible for the operation
of the business and who in turn were responsible
To the investors or owners of the business,

The techniques of supervision and management became
important to this type of business; and such tech-
niques were acquired through training, education,
and experience,

From the foregoing brief history, 1t can be clearly
seen ‘that management has developed with the nature
of business itself; but that today, 1t is a spe-
clalized segment which is the gulding force in
meetling the organization's objectives,

itV e g
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V. Relationship Between Qur Economic System and Présent-Day
Management Concepts

A,
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A better understanding of our present-day management

concepts can be had by a discusslon of the important

principles of our economic system. , -

1. Our American economic system performs two basic
functions:

aa. It must decide in some way what and how much
is to be produced.

ab. It must provide a means of allocating or dis-
tributing among its citizens the goods and
services produced.

O . American economic system 1is referred to in one
sense as a free-enterprise system; this means that
the decisilons of what and how much to produce and the
manner in which goods and services are to be allo-
cated are made by the free actions of the businesses
and industries in the economy.

Sometimes, the American economic system is also refer-
red to as a capitalistic system; this means that the
capltal goods or the investment in the business are
owned by stockholders who are individuals rather than
by governmental agencies.

1. FHree-enterprise capitalism implies further that
individuals and businesses must be free to obtain
and use capital; therefore the ownership of private
property is essential f,o such a system.

"Consum.r demand for a product or service 1s the primary

reason why such products or services are produced; of
course, the opportunity to make proflts serves as an
incentive for businesses to produce these goods and
services,

(It is necessary to bring to the attention of the

group that the profit incentive is of much importance
in the American economic system; without such, in-
vestors would not be willing to risk capital, nor would
businesses be able to expand and grow.)

There are usuvally six broad-goals of the American
economy:

1. High level of employment

aa. There is a labor force in the United States
of about 73 million people (1961 figure);
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there will always be some unemployment due
to change 1in jobs, retirements, etc.,; however,

for purposes of practicablility, the economy is

considered to have full employment when there
is less than 2.5 million persons or 4 per
cent of the work force unemployed,

Stable Prilces

aa .

ab.

The purchasing power of money depreclates
when prices continue to rlse and spiral.

Persons who put money into 1nsurance policles,
pension funds, or savings will find that the
value of these amounts will deterlorate
greatly as a result of substantial lncreases
in prices over a period of time--thus, a
great need for stability of prices.

Economlic Growth

aa ,

ab.

ac.

Once 1 level of prosperity has been reached,
there must continue to be healthy economy.

More workers are belng added to the work
force each year due to population lncreases;
therefore, if the economy doesn't lncrease,
additional unemployment 1s at hand.

The productivlity of the labor force lncreases
each year; thus the same level of output can
be produced with fewer and fewer workers, and
additional unemployment will result unless
offsetting forces take place,

Rising Standard of Living

aa .

A growth in the American economy means a
rising standard of living, usually 1n the
form of increased purchasing power of the
individual.

Economic Securlty

aad .

ab.

The American worker desires securlity agalnst
the loss of hils job; or if such happens, un-
employment benefilts until he can agaln beccme

employed.

The Amerlcan worker also desires to have
economlc security when he reaches the age
that he must retlre or cannot work.

ot o iy,
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6. Economic Freedom

aa. The preservation of economic freedom is of
the utmost importance--the freedom in the
choice of a job or business, f»=2edom to spend
or to save money, freedom to buv @ from one
business rather than another, and freedom
to support or to oppose various economic and

political measures,

A knowledge of economlcs 1s essential for a proper
understanding and appreciation of the business and
industrial elements of our country's make-up; before

a complete understanding of the management aspects can
be had, these basic economic principles must be clearly
viewed; as basic principles 80 close to management
objectives include:

1. The economics of production
2. The economlcs of distribution
3. The economics of consumption

(Discuss these basilc principles of economics in
relation to scope and objectives of management

philosophy.)

VI. Development of Sclentiflc Management

A,

The terms "scilentlfic management" have different mean-
ings to different people and are not.widely understcod;

ass

1. Some think that sclentific management is the
antivity of getting work accomplished in the most

effective way.

2. Some think that scientific management 1s the modern,
latest, and best kind of management.

3. Some think of sclentific management as a complex
system of time and motion studies with some type
of statistical evaluation.

SCIENTIFIC MANAGEMENT IS NOTHING MORE THAN APPLYING
PRESCRIBED PRINCIPLES OF MANAGEMENT BASED UPON EX-
PERIMENTS WITH ACTUAL PROBLEMS IN THE SOLVING OF
CURRENT PROBLEMS--A DEPARTURE FROM THE HIT OR MISS,
OR TRIAL AND ERROR METHODS OF EARLY MANAGEMENT

TECHNIQUES.

1. MUCH MORE WILL BE SAID LATER ABOUT WHAT PRINCIPLES
ARE INVOLVED IN SCIENTIFIC MANAGEMENT AND"PERHAPS’ A
CLEARER DEFINITION CAN BE DEVELOPED IN OUR SESSION

TODAY.

ROy e T
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It is necessary to view briefly agaln the history of
the Industrial Revolution so that it can be seen why
this revolution or change a’so brought about a change
in management techniques and principles.

l. The Industrial Revolution, as we have seen, changed

greatly the industrial activities in a short period
of time,

2. Thls Revolution brought a greater utilization of
machlnes, the centralization of production activi-
tles, and new worker-management relationships.

3. Principles of operating businesses which had been
used for centuries had to be altered or changed
drastically in a short period of time to deal
with the enormous changes in industry taking place.

4., From the new industrial complex, there had to arise
a new concept 1ln management--based upon some tried
and proven principles which could be geared to the
factory system which was spreading rapidly.

In the early 1800's, a professor of mathematics at
Cambridge Unilversity in England, Charles Babbage,
ploneered some principles based upon a systematic
approach to the techniques of management--these were:

1. Recommended that accurate data, obtalned as a result
of careful Investlgation and testing be used in the
management of an enterprise,.

2. Stressed the importance of determining the number
of times each operation 1s repeated each hour; so
as to set standards.

3. Pointed out that work can be divided into units
or segments; both physical and mental.

4, Advocated that it is proper to pay a bonus to a
worker 1ln proportion to his efflciency and has
good results with the output of the worker,

FREDERICK WINSLOW TAYLOR, HOWEVER, WAS THE MOST IN-

FLUENTIAL OF THE MANAGEMENT PIONEERS IN THE APPLICA-

TION OF SCIENTIFIC METHODS TO THE SOL{UTION OF FACTORY
PROBLEMS; TAYLOR IS REFERRED TO AS "THE FATHER OF
SCIENTIFIC MANAGEMENT,"

1. Frederick W. Taylor was a production man, executive,
and consultant; He was born in Germanytown,
Pennsylvania in 1856; he died in 1915,

L free—tany. T —
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Taylor's general approach to management- 1s widely
accepted; but 50 years or SO ago it was a challenge
to the established ways of doing things; so con-
troversial a subject that the House of Represen-
tatives in 1911 appointed a special commlttee to
investigate 1t and other systems of shop management.

Appearing before several hearings and presenting
testimony which Taylor hoped would clear up any
misunderstanding about what he belileved sclentific

management to be, he stated:

a.. ",..1t 1s not only practicable, but compara-
tively easy to obtain through a systematlc
and scilentific time study, exact information
as to how much of any given kind of work

either a first-class or an average man can
do in a day."

b. "Information received from studies used as a
foundation, workmen of all classes are not
only willing, bdut glad to give up all ldea
of soldiering, and devote all of thelr en-
ergies to turning out the maximum work
possible, providing they are sure of a
permanent reward."

{The above quotatlons were taken from a paper
presented by Frederick W. Taylor to the
American Soclety of Mechanlcal Englneers;

June, 1903.)

From study and observatlon, Taylor belileved that
one of the major difficulties in an effort to
increase productlon was the lack of a precilse
standard by managers of what they expected workers

to produce.

It was upon this premise that Taylor carried
out experiments and studles to determine 1f
such a standard could be developed; and 1f
so, this would serve as a basls for better

management techniques.

a.

The work involved in Taylor's approach to a sclen-
tific solution to management problems included:

Made studies of machines, equipment, tools,

3.
methods, and skills,

b. Analyzed the sedquence of steps taken 1n
performing a job.

Co gtudied informatlion on the operating time of a
machine and the operations required to perform
certaln jobs on the machine. . ‘

kv
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d. Studled various degrees of skills required to ;
do a Jjob based upon machine operation, o

6. From the studies he made, Taylor was able to es-
tablish a standard of expected quantlty and quality
of output.

a. DMost important, too, from the management stand- .
point, to designate the procedure to be fol-
lowed in order to obtain the desired quality
and quantity of output.

T. IN SUMMARY, FREDERICK W, TAYLOR BELIEVED THAT MANY
OF THE PROBLEMS OF MANAGEMENT COULD BE SOLVED BY
THE USE OF SCIENCE, THAT USEFUL KNOWLEDGE COULD
BE OBTAINED BY MEANS OF EXPERIMENT AND TESTING,
AND THAT MANAGEMENT COULD RELY UPON METHODS WHICH
WERE NOT BASED UPON CHANCE OR GUESSWORK,

8. Taylor advoeated that effective management was
based upon the scilentific approach; and that it
was necessary for the manager to:

a. Develop a science or recommended procedure
for each phase of the employee's work.,

b. Select and train workers in a prescribed manner.
c. Establish friendly co-operation with employees.

d. Assume the responsibilities'for getting the Jjob
done and over-all managing actlvities.,

F. A DEFINITION FOR SCIENTIFIC MANAGEMENT WOULD BE:

THE USE OF STUDY, CONTROLLED EXPERIMENTATION, AND

CAREFUL EVALUATION OF BUSINESS PROBLEMS RESULTING
IN PRESCRIBED METHODS USED IN MANAGEMENT ACTIVITY,

G, THERE ARE SOME PRINCIPLES OF SCIENTIFIC MANAGEMENT
y WHICH ARE WELL TO CONSIDER, THESE ARE PRESENTED IN
»~  HANDOUT 3.

At | e

! ¥%¥¥Handout 3 *¥*

(Take necessary time to discuss-the twelve principles
of sclentific management. You will find these princl-
ples based greatly on modern management practices of
today. )

H. Addi%ional Points Concerning Scilentific Management

ERIC
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1. Management practices today incorporate many of the

features advocated by Frederick W. Taylor.

a. Especlally true 1s the setting of standards;
the prescribing of good communication channels,
the scientific selection and training of workers;
and the setting of objectives and goals.

2. Scientific management principlés, as we know them

now, will be advanced and improved; management has
not reached the point of perfectlon.

a. There is no doubt that new means will be devel-
oped for discovering and correcting errors of

management,

3. Scilentific management can be applied to every fileld

of management; although easier to apply in some
than others.

a. The foreman who 1s supervising a productilon
worker has just as much opportunity to prac-
tice scientific management as does the corpo-
rate executive whose management duties differ
greatly from the foreman.

b. The office manager, the sales manager, the
industrial superintendent, the first-1line
supervisor, or whatever the management level
may be, opportunities are available for the
practice of scientific methods in the management

- technilques.

. Scientific management tells what 1is efficient,
decides exactly how efficient 1t is, and explain

the why.

a. These consist of applying measurement to
management and studying results.

Human Relations Development in Management

A.

The development of the human relations aspect--that
is, the stress upon the worker as an individual--
brought about important changes in management concepts.

FRANK GILBRETH WAS AN EARLY ADVOCATE OF HUMAN RELATIONS
S 1T APPLIED TO MANAGEMENT PRACTICES.
1

Frank Gilbreth, 1868-1924, played an important part
in management development. ‘

2. Gilbreth advocated the interest in human belngs
and human effort, applying to this interest an
enormous capacity for organizing detail,

-
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3. Both Frank Gilbreth and his wife, Dr. Lillian Moller ﬂ
Gilbreth worked as a team in this field of manage - :
ment; the result being the development of motion ]
study as a basic management technique.

4., The basis for the Gilbreths work in management was
the emphasis on the employee as an individual whose
productivity depended on attitude, opportunity, and
physical envircnment as much as on the use of
correct methods and ideal equipment.

(Stress this point as it will make the principles
of Gilbreth as listed later more meaningful to
trainees.)

5. As Gllbreth developed his ideas on improving methods,
his interests broadened and he became a consultant
in management engineering, although his early career
was in the construction trade.

C. One feature of the Gilbreth's work proposed in 1916 and
referred to as "One Best Way To Do Work" anticipated by
almost 50 years of what is called now systematic
management development,

1. OSystematic management relies upon systems as base
guides in directing managerial thinking and '
operations,

2. Policies, procedures, and assistance in decision
making are lncorporated in established systems
which automatically take care of most problems as
they arise and which furnish follow-up reports on
what has taken place.

3. As would be indicated from the basis of systematic
management, there does exist static features.

a. Systems of management, like any other systems,
have a tendency to remain in force once they
are established. !

b. Rigid habits in the way of doing work is in 1
evidence when a system is established. ;

c. Attitudes toward the means of solving problems 3
tend to become fixed and to follow a set
pattern in a system. !

(From the foregoing discussion, it is evident that
systematic management techniques are used today to
some degree and supplement the dynamic types of
management methods,

Full Tt Provided by ERIC.
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If time permits, it would be well to ask trainees
to contribute examples for discussion of how or
where such systematic techniques are used.)

Selected principles of the Gilbreths?! theory of
management:

\Only a few selected principles will be presented in
statement form; they should be self-explanatory for
discussion purposes or to answer questions.)

1.

It is necessary not only to observe present con-
ditions carefully, but to think things through,
and to ask not only what is efficlent, but how
and why it is efficient.

Management cannot properly be compared, rated, or
judged without measurement.

a. Units of measure, which should be able to
measure the quality of management, should be
applied consistently for as much accuracy as
possible.

The science of management may not determine stand-
ards of right and wrong, it can, and actually does
determine standards of efficiency.

To determine standards of just and ethical procedure,
management must:

a. PFirst, conserve the best of the past.

b, Second, organize the present.

c. Third, forecast and plan for the future,

The best way to do a job is always the simplest
way after it is learned.

a, Many jobs are handled in a complicated way
because there is no system set up in detail
for maintaining the simplest way.

Past and present measurements indicate the trends
of similar events in the future, as

a. A man should be able to estimate what he will
do if conditions remain the same as they are
at present,

b. A man should be prepared to meet almost any

emergency by some planned-for approach in hils
program.,
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7. How long 1t takes to do work is not so lmportant
as How To do i1t in the one best way.

8. Too llttle attentlon 1s given to the great waste
of unnecessary fatigue.

a. A great waste as borne out by time and motlon °
studies 1s attributed to unnecessary fatlgue--
the elimlnation of unnecessary fatigue pays in
actual money savings.

9. Workers will co-operate in every respect in the
advancement of sclentiflc management 1f they are
assured a falr deal,

10, Enforcing repetltive unproductive and uninteresting
motions spolls employees for real work later.

11. Management should be so geared to where 1t wlll
run along sclentlfic lines, and that 1t should
adjust 1tself to adhere to predetermined plans
based on past and present experience=s,

E. Hawthorne Experiment

l. The Hawthorne Experiment 1s one of the most famous
industrilal relatlons studies in the fleld of
management and the human relations aspect,

2. The Hawthorne Experiment was conducted at the
Western Electric Company--the experiment was a
series of studies aimed at finding the relation-
shlp to productlion of employee working condltions
such as rest pauses and length of work day.

3. These studles, whlch probably had the most in-
fluence in the field of human relations and the
sclence of %etting work done through people were
called the "Hawthorne Experiment" because they
took place at the Hawthorne, Illlnols works of
Western Electric Company, starting in 1929.

| a. The experiment provided the basls for much
of what we know about getting along with all
employees and wlth problem employees in
particular.

(The following text material will go into detall of
the Hawthorne Experiment. If additional readlng is
required, refer to: "Hawthorne and the Western
Electric Company," pages 417-436, Classics in Management
American Management AssociatiOn.j

ERIC
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! 4, The Hawthorne Experiment was conducted by George
Elton Mayo and F. J. Roethlisberger of the

Industrial Research Department of Harvard . ;
University and William J. Dickson of “he Western .
Electric Company. i

( a. FROM THESE STUDIES OF INDUSTRIAL WORKERS ON

; THEIR JOBS, IT WAS CONCLUDED THAT A SENSE OF
: PARTICIPATION AND A FEELING OF BEING A MEMBER
i, OF A TEAM ARE STRONGER MOTIVATING FORCES THAN
| ECONOMIC SELF-INTEREST, LIGHTING, REST
PERIODS, AND SIMILAR MATERIAL INFLUENCES.

ﬁ (It is well that the Hawthorne basis for

v ' management be contrasted with those of Taylor
and Gilbreth so that the trainees will have

I this distinction clearly understood.)

| 5. The Hawthorne Experiment was brought about by the
' team of Harvard consultants (names previously given)
‘ and the willingness of the president of Western
Electric Company to have such an experiment con-
ducted even though it seemed that the workers would
benefit more than management from the results of
the studies, if accepted.

a. In addition, the engineers at Hawthorne excelled
in matters of applied science and of organized
industrial operation, but who wished to find
out why human co-operation could not be as
exactly and precisely determined by the
administrative organization.

6. Early stages of the studies demonstrating the effect
of illumination at Hawthorne proved frustrating to
those skilled in the physical sciences.

a. All conditions of a scientific experiment were
in good order, but results were confusing.

b. Lighting was improved in the experimental room
and production went up; but it also rose in
the control room.

c. When lighting was decreased in the experimental
| room, production again went up; and in the con- ;
| trol room with lighting held constant, productilon !
also rose,

d. It had at first seemed so simple that an 1lm-
provement in working condltlions always brings
about improvement, this illumination experiment
proved not so.
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It became apparent. that not only the physical
environment must be controlled and studiled,
but the physlological changes of. personnel
must be studied.

In the first phase of the experiment at Hawthorne,
a test room was used; a group of workers were as-
slgned to this project and allowed to become closely
assoclated with each other in an informal team,

a.,

In the test room, the conditions of the work
changed, one at a time; rest periods of dif-
ferent numbers and length, shorter working day,
shorter working week, food with soup or coffee
at recess periods,

Production of the workers rose to a very high
level; workers claimed less fatigue and that
they were not making any special effort,

DURING THIS PHASE, THE WORKERS HAD BEEN CON-
SULTED WITH RESPEGT TO ALL PROPOSED CHANGES
AND THEY HAD ARRIVED AT A POINT OF FREE EX-
PRESSION OF IDEAS:AND FEELINGS WITH MANAGEMENT.

After a certaln period of time, the workers re-
turned to the original conditions of work--no
rest periods, no mldmorning lunch, no shortened
day, etec, ‘

THE IMPORTANT PART OF THIS EXPERIMENT, BUT
WHICH AT THE TIME WAS CONFUSING TO THE CON-
SULTANTS, WAS THAT AFTER THE RETURN TO THE
ORIGINAL CONDITIONS OF WORK--NO REST PERIODS,
NO LUNCH SERVED DURING BREAKS, NO SHORTENED
WORK PERIOD-~-DAILY AND WEEKLY OUTPUT ROSE TO
A POINT HIGHER THAN AT ANY OTHER TIME.

THIS WAS CONCLUSIVE EVIDENCE THAT THE CHANGES
INTRODUCED IN EXTRA BENEFITS AND COMFORTS

WERE NOT RESPONSIBLE FOR INCREASED PRODUCTION--
A SITUATION VERY SIMILAR TO THE ILLUMINATION
EXPFERIMENT,

WHAT HAD ACTUALLY HAPPENED IN THIS FIRST PHASE EX-
PERIMENT WAS THAT THE WORK FORCE BECAME A TEAM EF-
FORT AND EACH MEMBER .GAVE WHOLEHEARTEDLY TO
CO-OPERATE IN THE EXPERIMENT,

a.

THE RESULT WAS THAT THE WORKERS FELT THEY WERE
CONTRIBUTING INDIVIDUALLY AND FREELY; THAT THEY
WERE WORKING WITHOUT FQRCE FROM ABQVE OR BELOW;
THAT THIS FEELING OF WORKING UNDER LESS PRES-™
SURE THAN BEFORE RESULTED IN THE PERFORMANCE
THUS MEASURED,
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In order for the consultants to note the. exact
differences between conditlons in the test room
and the departments of the plant, they turned to
the interview program to provide this informatlon,

o SR s SN -
O
L ]

a, They found out very early that the question-
and-answer type of interview was not effective,
as the workers wished to talk freely, but dld
not want to be abused for what they said.,

10. Interviewers were tralned for this phase of the
experiment, and they were ilnstructed to:

a., Glve thelr whole attention to the person being
interviewed.

b. Listen and don't talk unless necessary.
Never argue or glve advice.

d. As the lntervlew proceeds, plot out:tentatively
the pattern being set so that a later
summarization could be made.

e, Make it clear to the worker that everything
that is said is considered a personal con-
fidence and will not be glven to management
except as a complled report.

11, The interview program had much success and the
workers particlpated freely in thelr comments by
expressing thelr ideas and feellngs, something
which management had not understood clearly in
the past.

B v~ o SR o - B o0 SR il L oo SR s s S jeo s
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12, THE HAWTHORNE INTERVIEW PROGRAM HAD DEVELOPED MUCH

: SINCE ITS BEGINNING--WHERE IT WAS ORIGINALLY DE-
SIGNED TO STUDY THE COMFORT OF WORKERS IN THEIR
WORK AS A GROUP, IT HAS COME TO THE CLEAR UNDER~-
STANDING OF THE RELATION C¥ WORKERS TO MANAGEMENT
AS ONE OF THE FUNDAMENTAL PROBLEMS OF INDUSTRY,

onemrmeys)

13, THE HAWTHORNE EXPERIMENT ENABLED THE UNDERSTANDING
THAT MANAGEMENT MUST BE CONCERNED WITH ORGANIZING

n TEAMWORK AND THAT CO-OPERATION AMONG WORKERS IS

) . IMPORTANT TO THEIR EFFECTIVENESS.,

14, BECAUSE OF THE IMPORTANCE OF THE HAWTHORNE EXPERI-
MENT AND ITS CONTRIBUTION TO PRESENT-~-DAY MANAGEMENT
PRACTICES, LET'S TAKE A SUMMARIZATION OF THIS
EXPERIMENT,

E a, SO THAT YOU CAN HAVE A REFERENCE OF OUR DIS-
CUSSION RELATIVE TO THIS EXPERIMENT, MAJOR
SUMMARIZATION POINTS ARE COVERED IN HANDOUT 4.

ERIC
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(Many of the points in the summarization are those
aiready gone over. However, take any Questions;
discuss any points if time permits.) ' 4
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VIII. Management and Organization Progress

A.

Management today 1s faced wlth many dlverse and com-
plex problems--owners, stockholders, the general pub-
lic and government regulations bring many pressures
to bear.

However burdensome the problems which faced management
in the past and which now are always present, much pro-
gress has been made over the years in the development
of organlzation unity.

It 1s safe to say that the success of any organlzation
depends upon having an adequate number of human belngs
in the right job at the right time, all producing at
thelr highest capaclty--thls has been an achlevement
of competent management, '

1. Many persons define management as "getting things
done through the effort of other people."

2. Of course, 1t 1s the combined efforts of persons
in an orgaanization working toward a common goal
which management must control, direct, and
supervise,

Certainly every organlzation does not grow Just because
the entire economy is expandlng-~-the growth of any one
particular organization willl have to be earned.

1. Progressive management 1ls the requisite for organi-
zatlional growth; creatlve management persons have
contributed to such growth,

The organilzation to prosper and grow needs the right
type of leadership found in 1ts management,

1. Ususlly the proportion of managers relative to all
employees 1s about 10 to 1; this means that about
90 per cent of the people in an organization look
to the top 10 per cent for guldance, support, and
leadership.

e AN S A e, o

Some of the characterigstlcs which management has demon-
strated it must possess to chart the organization on a
course of progress ilnclude:

e e

1. Assumes and shoulders management responsibilities
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2, Stresses good communications, both downward and
upward '

3. Directs the work of subordinates in an objective
{ manner ‘

4, Displays organizational ability with reference to

personnel
5. Reallzes financlal profits on operatlons
I 6. Has a thorough knowledge of the organizatlon and
" 1ts personnel

7. Practices highest degree of professional ethlcs

8. Has understanding of baslc business economlecs and
finance

e 9. Possesses emotional maturlty and objective viewpoint
10. Possesses leadershlp quallties
(The 1list 1is by no means complete; additlonal character-

istics may be added by the tralner, or by contributlons
ﬁ from trainees.)

IX. The Identity of Management Today

- 1 E
- E= S -

A. Through the definitlons developed in the session and
from the historical approach to management whlch has
been presented, it 1s evident as to where management
stands today.

B., America's economy is expanding at a tremendous rate,
and 1t is predicted that the total production of all
goods and services will reach new marks in the
not-too-distant future,

1. Management wlll continue to be the guldlng force
in thls economlc growth; declsions will contlnue
to be made from the management level; and leader-
shlp will continue to be exhiblted at the management
level,

C. Management in today's businesses and lndustries might
L be thought of as representing three distinct levels,

1. Policy management-~this level includes the presgi-
dents, vice-presidents, chalrmen of the boards,
executive vice-presidents in charge of various
functlons, etc.

a. Normally these management persons are elected and
are held responslble under certain company bylaws
to stockholders (owners), customers, and public,

Full Tt Provided by ERIC.

i

T Ty #0+

et o LAY N SR

o e o I S AR s



Sl LTS TR O AR RS SRS

22

2. Executive management-~thls level of management is
that group of persons who are charged by the policy
management with the administration of the .
organization's work within some broad scope. ]

a, Persons in this group usually Include plant
superintendents, sales managers, personnel
manager, industrial relations manager, chlef
englneers, etec, ‘

3. Supervisory management--thls level 1s represented
Py foremen, supervlsors, department heads,
first-line supervisor, ete,

a. It is usually these management persons who
directly supervise and manage workers.

b. A foreman or supervisor is in charge of on-
the-Job activitles and as a member of line
management exerclses authorlty delegated by
management. ’

D. It 1s interesting to note that from federal statutes,
a legal definition for the "supervisor" 1s given; such
definition as prescribed by the Natlonal Labor
Relations Act 1s:

1. "The chief distingulshing feature of a supervisor
1s hils power to hire and fire employees, or to
recommend such action wlth every reason to expect
that his recommendation will be followed; to be
exempt from the overtime provisions of the Wage-
Hour Law, he must direct the work of at least two
persons and must receive a salary of $80 a week
for week in which he does any work at all.

(The purpose of the foregoing has been to again
emphasize the status of supervisors as members
of the management team.) ‘

X. Functions of the Manager of Tomorrow

A. It is always difficult to predict Just what economic
conditions will exist in the years to come; however,
based upon a study of the past, and a serlous look
at present trends, much factual information can be
had--such information congtitutes a rellable base for
projections 1nto the future.

B, First, it is ever evident that the trend of economic
development will affect the role of management more
than any other single factor,

©
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C. Next, the actlon of government through regulatory
practlces will play an important part in determining
the make-up of future management.,

" D. PFrom the foregolng comments, 1t can be concluded that
the functlons of the manager of tomorrow lndicates
that:

The manager of tomorrow might well find himself in
the corporation-type or large business organl-
zatlion, rather than a small or medium-sized
organlzation.

a., This type of siltuatlion wlll tend to lncrease
the need for more management functlons, because
blg busliness needs management .for the varlous
functlons always present,

b. Even 1f blg business decentralizes, as has
been the case 1n many lnstances, more managers
wlll be needed; because when a company divides
1tself into several self-contalning parts,
each of these parts must be headed by a group
of managers.

The manager of tomorrow will assume a more profes-
sional role, which wlll include more rellance on
a prescrlbed code of management ethics,

The manager of tomorrow will find the management
objectlive toward the community and public an
important part of hilis total functions,

&, This 1s 1n evidence today, as more and more
managers and supervilsors are taking a more
active part in community fund drives,
projects, etec.

Functlons of management in the future wlll come
more and more under the watchful eyes of govern-
ment regulations and the manager must gear hils
actions to comply wlth these edlcts.

a. Examples of such include the Wage & Hour Law,
Food and Drug regulatlons, Securlty Exchange
Commlsslon, Congressional lnvestlgations of
varlous kinds, and more recently the Civil
Rights Act of 1964,

Managers wilill rely more on scilentifilc principies
of management than they have 1ln the past.

With the coming of blg business and the diversifl-
cation of various segments of business, management
wlll be called upon to 1lmprove and deal more soO
wlth communications in the organization.

!
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7. It also seems that management functions wlll be
involved wilth social problems more so than in
the past; this being brought about by the em-
phasls on human relations and the desire to
afford personal security in the economlc soclety.

8. The era of automation will also glve additional
problems of personnel to management; and on the
other hand will add addlitional areas of organiza-
tional supervision based on machine technology.

9, In summary it appears that every organlzation in
the United States willl be reshaped by soclal changes,
economlc shifts, government policles, new manage-
ment theories, labor revolution, and innovatilons
in production machinery and techniques--these all
represent new horizons which management must
recognize as 1lts tomorrow's challenges.

(This completes Session I. Announce the toplc for
Session II, "Organizational Structure," before
ad journment. )

©
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SESSION II
ORGANIZATIONAL STRUCTURE

o AV BB\

&
-

I, Objectives for Session II

A. (These objectives may be charted before the session
begins for convenience and a saving of time.)

0~
Objectives l

To study types of business organizations; legal
aspects, financial aspects, and control

To study organization types and their fﬁnctions

To study departmentation and functions of
departments

To present a clear understanding of department
relationships within the organization

(Read through objectives; take questions, add any
additional comments concerning these objectives, or
for the introduction to Session II,)

THESE OBJECTIVES ARE PRESENTED IN HANDOUT I WHICH
I HOPE YOU HAVE REVIEWED PRIOR TO COMING TO THIS
SESSION,

THESE OBJECTIVES OF SESSION II WILL BE COVERED DURING
OUR TIME TOGETHER TODAY; AND I AM SURE YOU WILL SEE
HOW OUR MATERIAL FOR THIS SESSION TIES IN VERY WELL
WITH THAT COVERED IN SESSION I,

Forms of Business Organizations

A, FROM THE HISTORICAL APPROACH TO MANAGEMENT DEVELOPED
IN LAST SESSION'S WORK, YOU WILL RECALL REFERENCES MADE
TO DIFFERENT TYPES OF BUSINESS ORGANIZATIONS; HOWEVER,
WE NOW WANT TO TAKE A MORE INTENSIVE LOOK AT THESE
ORGANIZATION TYPES,

MANAGEMENT IS RELATED TO ORGANIZATION TYPE, SO IT IS
WELL TO UNDERSTAND THIS RELATIONSHIP BETTER AND FROM

THIS STUDY WE SHALL ACCOMPLISH OBJECTIVE I OF OUR
SESSION,

25
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When thils country was young, our economy was simple
compared to what it 1s now.

1.

Capital was scarce; but with hard work and determl-
nation on the part of the American people, the
economy grew and developed,

With determination and a certain amount of leader-
ship qualities, a person could start his own busi-
ness; with just a small amount of money needed

to buy a few simple tools and a small amount of
materials. . -

What the infant industries could not provide for
the people of this country, the average famlly
made at home, or did without,

There were a limited number of companies during
this early perilod of American history--those 1n
the shipping or trading business were relatively
blg for that perlod, but business for the most
part was small, ldentified with the family unlty
or the sole owner,

As the population grew and the natural resources
began to be developed and used, industry flourished
and became increasingly more complex.

This growth pattern has not ceased, and today the
country 1s enjoying its greatest economic pros-
perity in history with business and industry
contlnuing to expand and grow. .

THE QUESTION, OF COURSE, WHICH NEEDS TO BE ANSWERED
HERE IS: WHAT IS THE MAKE-UP OF THIS COMPLEX ECONOMY
AS FAR AS THE TYPE OF BUSINESS ORGANIZATION IS

CONCERNED?

1. Sole propriletorship

a. The sole proprietorship, sometimes called the
single proprietorship, 1s a business unit owned
by a single person who recelves all the
profits and assumes all the rilsks of ownership.

b. The sole proprietorshilp has been a popular
type of business organlzation in this country;
being the only type which was in use during
this early period of economic history
previously mentloned.

c. The sole proprietorship is probably the sim-
plest type of business organization, as all
management functlons emanate from one. person,
the owner, ST T
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g; d. The sole proprietorship 1s in a limited sense
‘ ' popular today, but this popularity seems to
- be limited to certain types of businesses.

()]
L

In an analysls of statlstics for the number

of business organizations functioning in our
economy today, the percentage represented by
sole proprietorships in manufacturing or heavy
industrlal plants is comparatively small.,

1

On the other hand, the number of business
organizations functioning in the economy as

; personal service enterprises and retaill es-

E tablishments represented by sole proprietorship

Hh

i, 1s large.
f? g. Usually a soie proprietorship is consildered
ﬁz "small business," but this distinction does

not always hold true; many large business
organizations are owned and operated solely
by one person. .

oA _— T
W A

h, In some cases, large organlzations can be

found whereby the owner delegates certain
{ management responsibilities to others--thils
{ type of organization 1ls still classed as a
rf sole proprietorshilp.
o

| Seusven o x

ad 1. In the sole proprietorship, the owner has the

' responsibility of raising additional capital
1f needed; he must do this in his own name

. based upon his business and personal character.

S
.

f; aa, If the owner does not have personal funds
i to turn to, he must borrow from some type
of financial institution.,

1 J. The sole proprietor must stand legally respon~-
. : sible for all debts of the business; property
of the proprietor may at any time be levied
{ upon regardless of whether it 1s among the

' business assets or the owner's personal assets,

(It is well to stress this poilnt--that the

J % owner's personal property becomes subject to
- the satisfying of a debt incurred by the
business,)

{j k. A sole proprietorship type of business begins
| - at the will of the owner--1it also ends with
ij the will of the owner,

aa. Death of the owner, of course, ends -the
business under the ownership of the person,
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ab. Helrs or others may continue to. operate
the business after the death of the
proprietorship; but in this case,
ownership interests have changed.

ac. Court or legal action may dissolve the
sole proprietorship type business; such
as a proceedlngs of bankruptcy.

1. The sole proprietorship is not subject to extra
taxes or excessive rates whilch other buslness
organlzatlons must pay; however, the owner must
report the income of the organization as per-
sonal income to him, regardless whether it 1is
withdrawn from the business or not.

m. In some respects, the sole proprietorship is
at an advantage in ease of functionalizing
management in relation to other forms of or-
ganizations; the individual proprietor 1s the
sole judge of his business affalrs and does
not have to be concerned with others in the
organization misrepresenting him in legal or
other matters,

n. The sole proprietorshlp does not suffer any
disadvantage from undue government regulation
based upon the organlzation structure.

o. In the transfer of ownership of the sole
proprietorship, the owner can sell or trans-
fer his interest easily, but subject to the
claims of existing creditors against him,

2. Partnership

a. The partnership form of business organization
has many of the same features as the sole
proprietorship in that two or more persons
carry on as co-owners of the business for
profit.

b. The Uniform Partnership Act, adopted by a
large number of the states, calls the partner-
ship "an association of two or more persons %o
carry on as co-owners of a business for profit."

aa. This definition states clearly the nature
of a partnership from the legal point of
view,

c. Partners contribute thelr property, services,
and business experience, or a part of them,

for the purpose of engaging in, and sharin
the profits or losses of a legal enterprise.

Full Tt Provided by ERIC.
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d, The partnership form of organlzation 1s also
usually found in a reasonably small business
where only a few partners are redquired in order
to secure the needed capltal, and in the pro-
fessions where the relations of the firm to
its clients involve a personal responslibility.

¢
O 1 2 28 O oy DA 2
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aa, Partnerships are very common in the
personal service enterprises or profes-
sions, such as doctors, lawyers,
business services, consulting engineers,
ete.

e, In the partnership, each partner 1s the agent
of the partnershlp; if one partner enters into
an agreement, the other partner 1s bound by
this act 1f the goods or services contracted
for are such as the business uses or might use
in its operation,

f, A partnership, because of its personal nature
1s short lived.

aa, LIt may be dissolved as the result of the
death, lncapacity, or withdrawal of one
of the partners,

ab, If a partner sells hils interest, the
partnership terminates; if the members
admlt another partner, the old partner-
ship ends, but a new partnership 1is
brought into exlstence.

g. Each member of a partnership 1s jolntly and
individually lliable for the debts of the part-
nershlp; therefore, a partner may not only
lose what he has invested in the partnership,
but also be required to use his private pro-
perty to pay the debts of the partnership if
the business becomes insolvent,

’ h, Sults of law cannot be brought by or agailnst
a partnership as a firm, but must be by or
against the individual partners, either
severally or Jointly.

1. There 1s no legal limltation on the purpose
for which a partnershilp may be organized (except
for i1llegal busilness operations), or on the
length of time for which it may be organized,
or on time or conditlons of disgolution,

e o AT O AT TG I et v o
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aa, Legal notice must be glven, however, of
the dissolution of a partnership, or of
the withdrawal of a partner, or partners,
to avold liability for further debts
incurred in the partnershlp name.

J. The property invested by a partner in a part-
nership 1s no longer hls own personal pro-
perty, but 1s jointly owned by all partners.

k., Dilsputes, mlsunderstandlngs, and difficult
sltuations are liable to arise 1n the part-
nershlp because of the peculiar relatlonship
exlstlng between the partners.

aa, To prevent these from occurring, a con-
tract 1s usually prepared,. known as the
"articles of copartnership" which spells
out in definite terms such provisions as:
rights of partners, provision for dlsso=-
lution, duties of each partner, sharling
of profits and losses, etc.,

1. The partnershlip form of organlzatlon has an
advantage over the sole propriletorship form
in that a greater accumulation of capltal is
possible; thils usually belng the chlef reason
for the formation of a partnership.

m, The partnership form also permlts the combin-
ing of skills and experlence of two or more
people, where the sole proprietorship has
only the one person.

5 aa, A speclalization of dutles is also pos-
slble; one partner may supervise pro-
ductlon, the other assume supervision
of the office,

n, It rmust be pointed out that the chlief dlsad~
vantage of the partnership form of organi-
zatlon 1s the fact that frictlon frequently
develops between the partners, each of whom
has equal powers and rights in the management
of the business,

o. However, many successful partnerships are in
exlstence today; thelr operation based on
sound management principles which prescribe
integrity, trust, and business competence on
the part of each partner.
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3. Corporation

a. The corporation or corporate-type of enter-
prise is the most lmportant organization form
currently in use--with the growth of large
business units and a demand for more capital,
the corporation through 1ts unique features
satisfied thils demand.

I - aa, Without question, the corporation has
become the dominant form of business
organization in the United States.

b b. The historical roots of the American corpora-
tion were in England from where this type
organization was inherited.

=

e

aa. At first, the king in England granted the
right to a group to incorporate.

Y ab. Later this right came to be lnvested in

! Parliament which granted charters to
certaln enterprises which met prescribed
requilrements,

oo

. ac, This early granting of rights to incor-
i porate was usually a political favor and

- was subject to objections by many who
| felt that such political patronage was
E not equitable.

ad, Finally, enabling acts were passed in
England which granted any group the privi-
lege of i1ncorporating a business by filing
an application showing conformity with
the law,

L ae, The distingulshing feature of the English
corporation and the term still used today
is "Limited." This term, sometimes ab-
breviated "Ltd." follows the company name,
meaning "limited liabillity,"

af, Some corporations in this country still
carry the "Ltd." identity, as these were
incorporated under early American statutes
which followed closely to those laws of
England,

c. The popularity of the corporation type of organi-
zation : pread from England to thls country and
in 1811 the first of the general incorporation
acts was passed by the state of New York.

“]:C
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aa, The chartering of business corporations,
wlth the exception of the national banks,
has been almost exclusively the function
of the states, rather than the federal
government, '

2

d. The Supreme Court of the United States has de- 1
| fined a corporation as "an assoclation of in-
g dlviduals united for some common purpose, and
: permitted by the law to use a common name, ‘
f and to change its members without the
g dissolution of the assoclation."

e. BECAUSE OF THE IMPORTANCE THAT THE CORPORATE }
STRUCTURE HAS IN BUSINESS ORGANIZATIONS TODAY,
AND BECAUSE THE CORPORATION HAS CERTAIN FEA-
TURES THAT DISTINGUISH IT FROM OTHER TYPES OF 1
BUSINESS ORGANIZATIONS, A CLOSER LOOK MUST BE
TAKEN OF THE CORPORATION,

aa, HANDOUT 5 HAS BEEN PREPARED TO GIVE YOU A ]
BRIEF SUMMARIZATION OF THE CHARACTERISTICS.

*¥%¥%¥ Handout 5 *¥¥ 1

(Cover the 10 characteristics in Handout b,
taklng any questlons for dilscussion.

The characteristics of limited liability, in-
creased capltal accumulating abilitles, and *
taxatlion are those which should be stressed
greatly, as they relate dilrectly to management
principles.)

f+« The corporation 1ls managed and operated under
a system of delegated authorlty and definite
lines of responsibility.

g. The corporation maintains centrallzed control
over 1lts activlities, even though it may have
thousands of stockholders,

h., A simple organilzational chart showlng this ;
delegation of dutles 1is found in Handout 6. |

*%¥% Handout 6 *%* f

(Discuss this handout with trainees. It must
be made clear that thls 1is not a complete
organizatlional chart; only an lLllustration -
showlng a basic diagram of the corpdérate™ Z
stiucture, The followling points may be of

some value while discussing this material:)
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i 2,

"l, In a corporation, the proprietorship is
vested in the stockholders--the ownershilp
of the stockholders 1ls evidenced by shares
of stock.

s o w2 KR AT AT A ek 1

2. Although the ownership and control of the
corporation 1is vested 1n the stockholders,
such control and management 1s delegated
to the board of directors.

a. The board of dlrectors is directly
responsible to the stockholders for
the supervising and controlllng of
the operations of the business.

3. The board of dlrectors select the president
and the corporate officers (usually vice-
presidents, secretary, and treasurer)
who determine the operatlng policles of
the corporation.

ﬁ ) a. Although the corporate executives are
L selected by the board of directors,

| they act under the authority and

{ control of the presldent.

4, The executlve staff is selected by the
| president and corporate offlcers and
H ~include department heads.

i 5. The executive staff selects the super-

; visory staff which lncludes all types of

l supervisors and management personnel;
this staff 1s dlrectly responsible to
the department heads.

6. Last on the chart are the workers who
are supervised and directly under the
department foremen and others on the
supervisory staff.

T. Delegatlon of authority begins at the
top and goes down through the entire
organization; while reszponsliblllity goes
from the bottom up, each segment of
personnel responsible to that segment

J . above 1l¢t,

4, Business Trust

et e i s A AN P ad e

, a., This type of organlzation 1s not as popular
in use as the other three types discussed~
] however, it is used primarily for:

| ERIC
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aa. the business of real estate

ab. temporary situations which make 1t de-
sirable to fix the control of a business
in the hands of trustees for a short
period of time,

b. Although the trust has certain deslrable fea-
tures as: freedom of owners from liabllity
to creditors, transferable shares, easy divi-
sion of managerial functlons, and ease 1n
raising capital, 1t has not had the widespread
use as does the corporation. ‘

TTT TR SRENISDes

c. DBecause state laws are not uniform in rela-
tion to the creation and operation of orusts,
there has been reluctance to use this form 1n
operations which are not confined to just one
state.

d., Trusts do not have long 1ives; 1in most states
the duration of a trust 1s 1imited to a certaln
number of years.

e. Historically, the trust has not been popular
as 1t has been assoclated wilth monopolles,
i.e.,, oll trust, steel trust, ete.

(As the business trust does not seem to give
promlse of becoming an important type of
business organlization, only a 1limited amount
.of material was thus gilven,)

5. Joint Venture

a. This type cf organlzation 1s sometimes spoken
of as a "syndicate,"

b. The joint venture 1s 1imited to a single deal
or undertaking as opposed to operating a
pusiness on a permanent basis.

c. The joilnt venture has centralization of authority
in the manager--usually the business operates

in the manager's name.

d. Today, the Jolnt venture has wlde usage 1n
financial operations, whereby a group or
syndlcate, acting through a manager purchases
and sells securitles, stocks, bonds, etec.

e. In jolnt ventures, those who particlpate or
~ éontribute personal efforts are pald a certain

-
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amount, and profits or losses are divided
among the participants in the ratio of theilr
capltal contributions.

(As the joint venture is not as popuiar and
not used as widely as the sole proprietorship,
partnership, or corporation, only a limited
amount of material was given.,)

III, Principles of Organization

Definition of organization:

An organization is a grouping of persons together

so that they can work effectively toward a goal

which members of the group want to achleve,

(In discussing this definition with trainees, the
additional following points can be made:)

1. The goal of a business organization, which
has been pointed out previously, 1s to earn
profits, to satisfy the needs of customers
and community, and to provide employment for
a certain number of persons.

2. There are other satisfactions of the organi-~
zatlion, in addition to material ones; such as
sense of accomplishment, contribution to need
of economy, maintaining full emplowvment, etc,

3. The organization provides unity to the persons
in the group, as well as to the activity of
the group.

4, Without the organized grouping in business
and without the unity of action, havoc and
confusion would result, with little or no
accomplishments.,

Reasons for Organization

1.

2.

3

The basic reason for organization is found in the
need for effective and efficient co-operavion,

If an organizatlon has no objectives or goals,
there would be no reason for it to organize.

With some type of organizatlon structure, co-
operation toward certain objectlves can be more
productlve and less costly with the reason of
economy in attainment of obJectives must be
considered.
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4, Organilzation provides that every segment of if is
contributing toward the attainment of organization
objectives.

5. The organization maximizes the satisfaction of :
individuals while at the same time strives toward 1
meeting the enterprise's objectives. |

6. The organization makes it possible to evaluate
and study the results of the enterprise's
activities.

C. Authority, Responsibility, and Delegation ‘
(These areas will be treated only as they apply to
the organization structure; their function as a
responsibility of management will be discussed in
Session III.)

1. Authority is defined as:

a. The power or the right to act, command, or

prescribe action by others,
2. Authority may be given by:

a. the position as indicated in the organization
structure of the enterprise.

b. acceptance of a custom or way of dolng things
over long periods of time,

c. a skill or special knowledge of the .situatilon.

3. Authority is usually handed down to a person from
someone above him; this person in turn hands down
authority to someone below him,

4. TFor the supervisor to be held accountable for
results, he must be given adequate authority to
handle the situations he encounters,

5., The areas of authority must be communicated and
‘made clearly known; such to be effective must
be expressly stated, not Just ilmplied.

6. Responsibility is defined as:

s~ __________________________ i

a. The obligation of a perscn to carry out as-

signed tasks and duties to the best of hils
ability.

©
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7. Responsibility and loyalty to the organization
and its objectives are very much related.,

; a. Responsibility can be to a person, a cause,
) a certain job, or to the organization in
general,

8. Usually, responsibility is represented from the
bottom of the organization chart upward; Jjust as

| authority is handed downward from the top executive

; to the supervisor to the worker; responsibility

y must be exhibited from the worker to the supervisor

to the top executive.

9, It is well to have within the organization the
duties, authority, responsibility, and relations
. of everyone clearly and completely prescribed in
.3_‘ writing.

| 10. WHEN CONSIDERING BOTH AUTHORITY AND RESPONSIBILITY,

Ig TT MUST BE MADE CLEAR THAT THEY BOTH SHOULD BE

8 EQUAL; AUTHORITY MUST BE MATCHED WITH RESPONSIBILITY,
JUST AS RESPONSIBILITY MUST BE MATCHED WITH AUTHORITY.

a. A person without the proper authority to get a
certain job done cannot be responsible to a
person above him for this action; he may know

, what is to be done and how to do it, but he

IH is helpless in not being able to make decisions

} or to take a decisive hand.

Ii b. A person with the proper authority to get a

3 certain job done, but without responsibility
to someone is ineffective, with his authority

: being of little or no value and with authority

koo decreasing to the level of responsibility.

;r ’ c. In summary, authority and responsibility go
together, one without an equal amount of the
other is ineffective.

** (This discussion of the coequality of authority

- and responsibility may at first seem confusing

to trainees; stay with the topic; give additional
examples, 1f necessary, until it is understood.

N

11. Delegation is defined as:

a. The granting or conferring of equal portions
” of authority and responsibility from one
& person in the organizational structure to
another,

WEKEj
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(In discussing this definition with trainees,
these additional following points can be made:)

1. Usually, delegation 1is thought of as being.
from a higher position to a lower position;
however, it can also be upward or sidewise,

2. A person delegating always retains hils
; inherent authority and responsibility for
the task delegated, as delegation does
not mean the permanent release from these
obligations.

AR L Wi

3. The one who delegates always remains ac-
countable for what 1ls or what is not
accomplished.

4, It must be remembered that delegation sets
i up levels of authority and responsibility
g throughout the organization.

5. An outstanding characteristic of a good
management person is his willingness to
delegate authority and responsibility to
others., .

a. The manager must recognize that no
matter how good of a supervisor he
1s, there will always be more
responsibilities than he can carry
out himself.

b, LET'S TAKE A SUMMARIZATION OF AUTHORITY, RESPON-
SIBILITY, AND DELEGATION. HANDOUT 7 HAS BEEN
PREPARED TO HELP US WITH THIS REVIEW.

e *%¥% Haridout 7T #*%¥
(Discuss the 12 principles of authority, respon-
sibility, and delegation; stress that delegation
will be taken again in more detail in Session III.)
IV. ©rganization Types

A, In this section, three basic organization types will
be discussed. These are:

1. Line Organization
2. Staff Organization

3. FPFunctional Organization
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In addition, combinations of the above will be dis-
cussed where 1t will be seen that characteristics
are present in organlzational structures which
present other unique features,

Each type of organization structure has certain ad-
vantages and certain disadvantages; one type may suit
only one kind of business.

IT MUST BE STATED HERE AT THE BEGINNING THAT IT IS UN-
COMMON TO FIND ORGANIZATION STRUCTURES CONSISTING PURELY
OF ANY ONE OF THE THREE TYPES MENTIONED; USUALLY A
COMBINATION OF SEVERAL TYPES IS USED.

l. ALSO, AS WILL BE NOTED LATER, THERE IS A TENDENCY
TO INCORPORATE STRUCTURES THAT WILL BEST FIT THE
NEEDS OR OBJECTIVES OF THE ENTERPRISE,

2. THE MANAGER OR SUPERVISOR, REGARDLESS OF WHAT TYPE
ORGANIZATIONAL STRUCTURE HE MAY FIND HIMSELF IN,
WILL PRACTICE OR USE FUNCTIONS PECULIAR TO SEVERAL
TYPES OF ORGANIZATIONAL FRAMEWORKS. '

(Following will be a discussion of the three major
organization types)

E.

Line Organizatilon

1. The lines of authority and responsibility in the
line organlzation are direct from top management,
to the executive staff, to the supervisory staff,
to the workers, '

2. This type of organization structure is called "line"
because the lines of authority and responsibility
are fixed and go from top to bottom and from bottom
to top of the organization chart.

3. The line organization i1s probably the simplest
form that 1ls used; it has great acceptance in many
enterprises today, but finds its greatest
popularity in the small company.

4, The line functions of the organization have direct
responsibility for accomplishing the objectives
of the enterprise; this is why the line organi-
zatlon 1s said to be made up of people who get
things done,

‘5. The line supervisor has direct authority over a

certaln number of persons; these persons! resgpon-
S8ibilities are definitely fixed whereby they report
directly to the supervisor,

I R o P g,
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6. A SIMPLE LINE ORGANIZATIONAL CHART IS PRESENTED
ON THE HANDOUT WHICH WILL BE GIVEN YOU, TAKE A
FEW MINUTES AND STUDY IT IN VIEW OF THE COMMENTS
WE HAVE MADE THUS FAR CONCERNING FEATURES OF THE
LINE ORGANIZATION,

*%% Handout § *¥¥

(Discuss the line-type organizational structure as
presented in thls handout. Thls dlagram, of course,
is quite simplified and a great deal more symmetri-
cal than actually exlsts in most organizatilons;
however, thilis 1s for illustration purposes only.

The followlng points may be discussed with the
trainees in relation to the diagram:)

1. It can be clearly seen that lines of authorilty
are direct from the top, or general manager,
to the rest of the personnel in the organlizatlon,

2. The general manager represents the source of
authorlty 1n the 1lllustration; the sales man-
ager, the malntenance superintendent, and the
productlion superintendent are directly
responsible to him,

a. In turn, the sales supervisors, the maln-
tenance, plant, and field foremen are
responsible to their respective super-
visor; and of course, the workers are
directly under the foremen and sales
manager.

3. This illustration represents only a small organi-
zatlon or a segment of a large one; as the num-
ber of persons lncrease, the span of control
becomes more difficult and more supervisors
will be needed.

4, Subsequently, as the organizatlion further develops,
additional personnel will be needed, whereby the
organizational structure will change considerably.

5., Each part of the organizational structure ls sepa-
rate as shown ln the lllustration; members in one
department of the organization are independent from
others and report only to that supervisor directly
above,

a, FEach person's responsiblility is definitely
-+  fixed and he reports and ls accountable only
to. that person above him.-

b. Each person recelves whatever authority he may
have from the supervisor directly above.

ER&C
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6. The sales activities, the maintenance department,
and the productlon phase of the organization, as
shown 1in the 1llustration, are separate; however,

each department head is accountable to the general

manager,

" (As a matter of review, have one or two members of

the class take the 1llustration and explain i¢t;
correct any errors in thelr presentation.)

Line Organization--Advantages and Disadvantages

1. Advantages

a.

b.

The line organization can be used in both
small and large organizations.

The line organization 1s quite simple and not
as complex as other type organizational
structures.

Each person knows to whom he 1s responsibile
and who 1s responsible to him.

There should never be any question as to whom
should be consulted in the chailn of command.

Better control over personnel is assured, as
each area in the organization 1s independent
of the other.

Actlon can be taken quicker in regard to
various matters of management, as the organi-
zational structure is not complicated with
interlockling personnel arrangements.

2. Disadvantages

a.

Co-operation among the members of the organi-

zatlon seems to be limited, as each segment. =

is interested in only their particular
problems and work,

Supervlsors and executlves tend to become

overloaded with routine work of supervision
and thus have little time for planning and
research.

As the organlzatlon grows, it becomes diffilcult

to integrate other units effectively.

The organilzatlon structure is of a fixed or
rigla nature, thus leaving little room for
progressive changes, . .

B T e T
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G, Staff Organization

1. The term "staff" refers to advlisory--the staff ;
organlzation counsels, advises, and assists other }
segments of the organlzation. |

o. It must be understood that staff functions do not
in themselves represent a distinct and separate
type of organlzation; but are part of another type
structure, usually line,

3. Staff functions have the responsibillity for getting
the facts upon which decisions can be made.

4., In the true line-type organization, supervisors
see to 1t that the work is completed; however,
where staff components are involved, lline manage-
ment recelves plans, advice, and suggestilons from
staff management,

%, Line organlzatlons are usually supplemented by «
staff organizations; the line manager has authorlity
over personnel, while staff management has authority
over ldeas, '

6. Productlion departments, sales departments, and
sometimes purchasing departments are the most
common line activities; while engilneerilng,
maintenance, research, accounting, and industrial

’ relations are examples of staff activitles.

/ 7. Some refer to line management as the "doers" and
to staff management as the "advisors.'

8. The mailn responsibllities of the staff
organization are:

a. Formulatlng pblicy for the organizatlon
b. Planning for the organizatlon
c. Evaluating the operations of the organization
d. Advising and counseling line management

9, From the foregoing points discussed, 1t can be :
clearly seen that the staff organlzation doesg j

not exlist in a pure form or excluslvely in any
organization,

a, No organization which has the normal actlvities
golng on and the usual objectives 1s purely
advisory,in nature.

‘ERIC
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b. It can be concluded, however, that the staff
! function does and must exist in most
organizations.,

: 10, Often it is sald that line functions are repre-
4 sented vertlcally on the organizational chart,
whille staff functions are represented horilzontally.

11, HANDOUT 9 WILL GIVE US AN ILLUSTRATION OF AN
ORGANIZATIONAL STRUCTURE WHICH HAS STAFF DEPARTMENTS,

*¥%%¥ Handout 9 ¥¥¥

(Discuss the handout; again, this handout serves
only as an 1llustrative example and does not rep-
resent an actual business enterprise. The chart
was purposely drawn 1in symmetrical form and kept
as slimple as possible. The following points will
prove helpful in the discussion:)

204 s

TR

1. The horizontal rectangles represent the staff
organlizational segments; speclfically, account-
ing, purchasing, personnel, and research.

ez

P - 2. The other parts of the diagram represent line
i structures which have been taken prilor to this
presentation.

}’ 3. It can be seen that the general manager does

’ have authorlty over the accounting and pur-~
chasing departments; but not line control;

Vg these act as a service arm of general

: over-all operations,

t% 4, Note the distinction in the general manager's

i relationship on the chart to the plant manager
and to the accounting and purchasing depart-

. ments; he exerclses line authorlty over the

li plant manager.

5. The same is true of the personnel and research
departments which provide counsel and assist-
ance to the plant manager, but the plant man-
ager has direct line of authority over the
plant supervisors,

(In any one organization, the departments E
. represented in the 1lllustrative example willl g
! more than llkely take different positiong-- :
" it 1s possible that purchasing in some com-

panies be a staff function of the plant
manager, or that personnel be a functlion of
general manager, and so on. These are matters
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which general policles willl dictate based
upon the lnherent characteristics of the
organlzatlon--no two organizatlions are
precisely alike.)

e e SR St A T A AR

6. It must also be remembered that line functions
will be practiced wlthiln the staff organi-
zatlon; that is, the accounting department
head will have line authority over hls ac-
countants; the purchasing department head
will have lIne control over his clerks and
purchaslng agents, etc.

(As a matter of review, have a trailnee go
through the chart for the entire class, ex-
plaining and describing as it is presented.

If time permits, have another tralnee compare
and contrast the charts on Handout 8 and
Handout 9.)

H. 8Staff Organlzation--Advantages and Disadvantages:

1. Advantages

a., The staff organlzation furnishes valuable as-
sistance, counsel, and activity which are
needed 1n the organilzation, especlally the
large organization,

b. Staff organization types allow line personhel
to devote their time and energles to line
activities.

c. Staff functions assist the organization in
control.

d. There seems to be increased organizatlonal
balance among the actlvities of the organiza-
tion when staff departments are present.

e. The over-all effectiveness of management is
increased when counseling, planning, research,
and other service departments are used,

2. Dilsadvantages

- a, Staff functions sometimes glve confuslon to 1
the organization when those persons, especlally
at the lower levels, do not have a clear con-
cept of the entire organizatlonal structure,

b. Those performing line functions may become too
dependent upon staff for all planning and
creative suggestions,

ER&C
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c. There can be a feellng of mlstrust or a
fallure on the part of both line and staff
to accept fully the work of the other; llne
may have the bellef that the recommendations
of staff are not necessary; staff may feel
that line 1s not utllizing the data suppliled
to good advantage.

3. Additional considerations of staff and line
organlzations

(Here 1t willl be pointed out some techniques which
can be used to lncrease the effectliveness of organi-
zatlons which have both line and staff functions.)

; a, It is important that staff members of an organi-
| zation know and understand the work which line
1s dolng--~understand their problems and the
organlzational relationships existing.

b. When staff understands more clearly the work
of line, misunderstanding and conflicting
viewpolints can be held to a minimum,

c. Much damage can be done to the organization
lﬁ by staff trying to force certain plans or
proposals upon line.

|; d. Line must be shown how such ldeas and pro-
> posals can benefit the organization, and how
~ these are workable and practical to line.

L e. Staff proposals should not be put into actual
use untll they have been approved by both the
supervisor of staff and supervisor of line
where they wilill be used.

f. Staff should always Inform llne management
of any actlon it has taken affecting lilne
subordinates~-a common rule that should always
be remembered is: authorlty must be exercised
only through the line supervisor,

g. If line disagrees wlth staff, then staff should
contlnue to try to get agreement, rather than
assume authority through others and cause
hard feellngs,

h. If an accepted policy of staff 1s violated,
staff should go through channels and call
this to the attentlon_of the line supervisor
concerned,

ERIC
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i. A spirit of agreement and trust, friendship,
and tolerant actions on the part of both
staff and line will do much in co-ordinating
the activities of each for a more effective

| organization,

I, Functional Organization

\

| (The functlonal organization is not used extenslvely;
| consequently, does not rank in importance in relation
| to line and staff and will not be given detailed
attention here.)

1. The functional-type organization normally appliles
to managerlal levels only.

o. Functional organization means that the functlons
or duties of supervisors deal with speclallzation
of work; that 1s, each supervisor is a speclalist
in a certain line of work and he deals wlth every
member of the organization, no matter where he
may be, who 1s doing thls speclalized work,

3. Similar tasks are grouped together, such as ma-
chine work, or carpentry work, or accounting, etc.;
persons with these special skillls supervise the
activities being done by workers, no matter where
the work may be golng on.

4, The functional organization theory was introduced
by Frederick W. Taylor, who belleved that super-
visors who possessed special skllls could strengthen
the organization by dealing wlth workers whose
activities were grouped in speclallzed units,

5. The functlonal organlzation does possess Some
difficulties~-these 1lnclude:

a. Discipline 1s rather difficult to have through-
out the organization as no line authority is
used.

b, A person, many times in the functional organi-
zation, has too many supervisors--for example,
if the foreman is supervising workers who
perform two or three different types of skill
work, he (the foreman) will have that many
functional supervisors over him.

c. It is often times difficult to fix responsi-
bility for happenings, as tThe responsibility
for each speclalty is not always clear,” ™ =~

[C
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(If additional information is needed concerning the
functional organization, refer to Principles of
Management by George Terry, Richard D. Irwin, Inc.,
PP. 1 9'l9lo¥ ) '

J. Formal versus informal organlizational channels

1. The question 1s often asked: "Are all organizations
formal?"

a. The answer, of course, 1s "no,"

b. Even 1ln large organlzational structures, i1n
addition to the formal llnes of authority
and responsibllity, some people Just naturally
assume respornslblllty and exerclse authorlty
without anyone ever spelling 1t out.

2. The chances are that in any group of persons working
at the same level, some sort of informal organlza-
tion exlsts--a person who does not have formal
authority may be found to exercise conslderable
welght among the others,

3. The formal organizational structures are those which
are prescribed and set down in detall on an organi-
zation chart; whether they be line, staffl,
functional, or a combination of these.

a. Organization charts are prepared and used by
enterprises as these charts are extremely
useful to managenent to visuallze the structure
as a whole,

b. The handouts, Numbers 8 and 9, which were pre-
sented are examples of organization charts;
however, in addition to the posltion or de~
partment, many enterprises insert the names
of those people in thelr respectlve place on
the chart.

(The trailnees may be asked to discuss theilr
company's organlzation chart if they are
familiar with it.)

¢. The established relatlionships of the various
actlivities, departments, lines of authority
and responslblllty are easlly seen In the
organlzation chart,

’ d. The organization chart shows these formal
organlizational relatlonships; especially
formal responsibillity and authority make-up.
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4, The informal groups which do exist in almost every
organization affect in some way the operation of
the enterprise,

5. Many times the groups are bound together by social

relationships, or by common interests, or by some
other interests.

6. Informal organizations are not bad in themselves;
as in some cases, these informal groups work ef-

fectively toward the attainment of the enterprise's

objectives,

a&. On the other hand, informal organizational
structures can undermine good principles of
management,

T« Prudent management should recognize that informal
organizations exlst within the framework of the
formal organization chart--both in the workers'!
group and in the supervisory group.

a. Through experience and a study of informal
organizations versus formal organizations
as they exist, the necessary criteria will
be provided to management to use both ef-
fectively in the pursuit of meeting objectlves
of the enterprise.

Basic Departmentation

A.

The general term "department" refers to a distinct
area, divisicn, or branch over which a manager or

supervisor has authority for the performance of a

specified group or activity,

Departmentation is the same as organizing or grouping -
of activities and the assignment of authority for the
purpose of gaining efficiency and co-ordination.

1. This objective of gaining efficiency is the basic
reason why organizations have departments.

Departments are necessary in the organization because
the span of management is certainly limited; a human

being is incapcble of managing an excessive number of
persons,

Not only do departments exist because of the limitations

of human ability, but also because of the limitation
of tlme; no person would have enough time to do all the
things necessary to operate an effectiye Qrganlzation,
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E. Without departments, the top executive would have to : f
be sales manager, production manager, etec. and every :
employee would be required to report directly to him,

F. Studies indicate that a Supervisor can manage four to
elght persons effectively at the upper levels of man-
agement and eight to 15 persons at the lower levels;

wilthout departments, this type of supervisor-to-
subordinate ratio could not be had.

1. As a result of the lack of balance in this ratio,
poor managements practices would come about,

2. Not only does the effective span of control for
management result ia more effective supervision,

but it reduces the cost of organizational
operation.

WA T AR b Sl o RS RREET — | i,

Departments may be any division of the organization,

whether it be called branch, section, unlt, sub-unit,
or department,
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H. Every department in order to operate effeCtively must
have a responsible head.

I. Process of Departmentation

l. There are various Actlvities, such as pPlanning,

ém delegation of authority and responsibility, etec,,
| which are needed for the accomplishment of

: organizational objectives,

Zg 2. The following steps are those needed for organization
Y and department completeness:

?g a. The enterprise's objectives need to be clearly
] established and stated.

" b. Next, there should be the formulation of plans
1 and policies for the accomplishment of the

o objectives,

f | c. The determination of the activities necessary
] to carry out the plans and objectives should

be made.

d. A grouping of these activities would be the

next step--each group becomes a department f
or unlt,

€. Each group or department should be assigned

the authority necessary to carry out its
actlyvlties, i
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f;' The‘groﬁps or departments must then be tied
together, both horlzontally and vertically
by authority relationships,

J. Departmentation in the organization is not, in itself,

the answer to all dquestions or problems of
organlzational efficiency.

1. In an organization, levels are expensive ana as
these 1ncrease, more and more of the efforts and
cost of the enterprise is devoted to managing.

a. . Not only is there the expense of additional
managers, but there are extra staff members
needed to assist in management.

2. The real production in an enterprise is work done
by persons in direct labor categories; departments
always carry staff personnel,

3. The existence of different levels of organization
complicate the problem of communications.

a. Organilzations with several levels have greater
difficulty communicating objectives, plans,
policies, etc, than those with limited levels.

b. Omissions and misinterpretations are likely
to ocecur, as there are more chances of thils
. when information is passed through several
levels.

4, Departments and levels complicate the problems of
managerial planning and control; plans which may
be definite and clear at the top of the organization
structure, may not be so as they are filtered
down through the various levels and departments,

K. Although departments and levels of work have dis-
advantages in the organization structure, they do
exist, and will continue to exist because of the
necessary part they exercise in the principle of
management organization and control.

Visual Aid in Organizational Structure
o
(The visual ald recommended for this concludling phase of
the second session 1is:
16 mm motion picture
"Internal Organizatiocn"
Time for showing: 10 minutes
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Thnis £1lm contains: an i1llustration of the fundamental
purposes of buslness organizatlon
and basilc organizational princilples.
areas of division of labor and’
assilgnment of responsibility.
types of organizatlons whilch can be
adapted to the needs of the enterprise.

The f1im 1s a McGraw-H1ll Management Film; cost, $70.
Available through Industrial Education Film Library,
195 Nassau Street, Princeton, New Jersey. It may also

be rented.

? The f1lm contents relate exceptlonally well to the materiai
covered in the session. It 1s well to follow suggestions
in the gulde which accompanies the film for showlng and

dlscussion.

Preview the f£1lm before showing; have all equlpment set
up before the session starts to conserve time.

Discuss the film with the trainees after showing.)

(Session II will conclude with the showing and discussion of
the visual aild; before adjournment, announce the topic for
Session III, "Major Responsibilities of Management.'
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II.

SESSION IIT
MAJOR RESPONSIBILITIES OF MANAGEMENT

Objectives for Session III

A. (These objectives may be charted before the session
hbegins for convenilence and a saving of time.)

Objectives

To make an intensive study of management respon-
sibilitles~-planning, organizing, directing,
controlling, co-ordinating

To study relatlionships between management respon-
sibllitles and the organization's objectives

To note the effectliveness of each major
responsibllity of management in current p—actice.

(Because Sessilon IIT will deal exclusively with the major
responsibllitles of management, each responsibility as it

1s taken will be presented so as to cover all three ob-
Jectives as listed. The film at the very end of the Session

will summarize to a great extent the functions of management,)

Planning

A. Planning will be the first major responsibility to be
dlscussed In thils sesslon, because 1t loglecally is
one of the first functions of management,

1. In fact, after the objectlves or the enterprise
are definitely determined, then management must
get busy plannlng how these objectives will be
accomplished,

2. In management, just as 1in any other activity, if
actlon 1s to take place in an orderly manner,
some plan or approach must be established,

3. Modern management today emphasizes a great
amount of planning, or predeterminaticn of what
will be done and how,

52
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It was polnted cut in Sesslon II that staff func-
tions add greatly to the planning phases of
management.,

01d management methods of "hit or miss" tactilcs
have disappeared; because persons charged with
carrylng out the tremendous responsibilities of
operating a busliness cannot afford to just hope
for the best to happen and do nothilng.

The Job of looking ahead, of using past experilences
for mappling out proposed avenues of action must :
be done by competent management. 2

Every manager, no matter what his dutles may in-
vclve, finds that planning is an important part |
of his Job. ?

Unless all persons within the organizatlons are 3
worklng together 1ln accordance with some definite é
plans, there cannot be efficiency of operation, ;
nor the achievement of organizational success.

Definition of Pianning

1,

2.

There are many deflnitlons whilch adequately define
the term "planning."

A short, but inclusive definition of "planning" is:

I Planning 1s organlized forethought I

(Additlonal points which can be discussed con-
cerning the meaning of "planning" include:)

a, Planning 1s organized forethought to take ;
care of proposed action. %

b. Sometimes planning 1s thought of as study or
research which becomes the base from whilch
courses of actlon can be taken toward reaching
a certaln objectilve.

¢c. Planning takes lnto consideration a projectlon
of the future based on a study of present and
past situatilons.

d, Planning can be done on both the indivldual
and group levels; however, the planning of
the individual within the group must be co-
ordinated with the plannlng ¢f others within
tne group,
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e, Often times, planning is sald to determlne:

aa. what 1ls to be done

ab. how the thing 1s Vo be done

Sa—y

ac. who willl take the proposed action

ad. when the thing is to be done

e g B it A M P W ol A e B ok e Y AR R B i s LR A

ae, where the actlon will take place |

f. Planning takes into consilderation expected i
difficulties, as well as orderly steps to ;
be used in the accomplishment of the
objectlves set.

g. Planning 1s not only thilnklng ahead of what
is to be done, but the putting of such thoughts
in an organlzed manner,

h. Planning involves a great amount of skill--
such skill comlng from experience and a con-
sclentious study of results and events
within the organlzation.

i, Planning may constitute complex work and
research--such must depend upon the nature
of the organlzation and the activities 1t 1s
involved in.

Rearcons for Planning

1. The reasons or Justification for plannling are
obvious from the introductlon and definitions
developed.

2., If planning had no merits, it would not be used
as extensively as 1t is.

3., Large nrganizations, and many small ones, too,
provide a great amount of expendltures with the
necessary personnel to carry out the functlons
of planning.

4, Although, many times thought of as a staff func- | 1
tion, planning must be done in line organilzation :
relationships~--the line manager, supervisor, etc. 1
cannot perform line functions effectlvely without i
planning, no matter what these fungtions are.-- -

a., Planning 1s a requlrement of every super-
visory Jjob, no matter what 1t conslsts of,
or how it 1s classifled on the organizational

chart.




e . et et e e

9.

10,

55

b. Any supervisor who has definite plans for his
work and personnel will get much more done
and have a more productive department, than a
supervisor who just lets things go as they
will from day to day.

Although planning 1s said to be time consuming
and expensive, the results which come from plan-
ning outweigh any dilsadvantages attributed to
time and expenses.

a. Those who usually complain about planning being
expensive and time consuming are the ones who
do not understand, nor take time to evaluate
results of organized endeavor.

b. Many persons do not think that planning 1s ef-
flcient, because most of it involves mental,
rather than physical work and they fail to
associate mental activity with production
activity.

Without planning, objectives for the organization
would not be definite and with purpese.

Planning has much force in making known information,
instructions, and courses of actlon which the group
or organization will take.

Planning definitely fixes lines of authority and
responsibility within the organization.

Planning actually saves time and effort by doing
away wilth non-productive work.

Without planring there would be little order or
specific system used in the work carried on.

D. Essentlal of Planning

l'

As pointed out previously, careful planning takes
time--this time must be taken by management--if
not--the organization will find itself unable to
compete with others and stay in business.

As planning involves looking into the future, ex-
perience of the planner must be relied upon
heavily for this type activity.

a. After plans are made, they should be analyzed
. before putting into effect.

b. After plans are used, they need to be reviewed--
did the results fall short of expectatlons?
If so, why?
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¢c. Experlence will provide management with the
abllity to analyze the plannlng function
much better.

As planning involves future activlities, the super-
visor or manager must become skilled in forecasting
abllity and the use of sound Judgment,

a, PForecasting for the short-term is not as dif-
ficult as forecasting for dlstant future
expectatlons.

b. The use of Judgment in forecasting ablility is
important-~recognizing a mistake and applylng
the lesson to future declsions willl eliminate
maJjJor mlstakes,

¢c. The use of facts, rather than unproved in-
formation, alds 1n the ahility to forecast
accurately.

Planning requires resourcefulness and the willingness
to use the 1lmaginatilon.

a. These elements are requlred in planning because
of the fact that many times untrlied technilques
or areas of work are involved.

Flnally, an essentlial of plannling which should never
be overluoked 1s careful follow-up--the evaluation
of results and correctlve actlon, 1f needed.

Steps in Planning

1.

It is 1imposslble to list steps in the planning
process which could ke used for every organlzaticn
and every possible situatlon.

a, The peculiar characteristics of the enterprise,
the type of operatlons of the organization, the
philosophy of management, and other related
factors make 1t extremely dlfficult to have a
prepared list of planning steps which would
work 1in every case.

There are, however, some baslc steps whilch most
planning work follows:

a., The first step in planning 1ls the obtailning
and study of 1ecessary information about the
organization and its actlvitles.

o L S
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This first step takes into considera-
tlon the study of the organization
structure and makeup, personnel, and
practlices and procedures within the
ovganization.

b. The second step in planning involves the in-
tensive study of the data obtained in Step 1.

a.a .

ab.

c. The

aa.,

ab.

ac,

ad,

The organization ls studied as a whole,
but also how the varlous compotents of
the organlzational structure are related.

Current planning which 1s belng done must
also be studied.

third step 1s determining possible plans.,

This determination 1s based on the material
and the study completed in Steps I & II.

However, additional factors such as cost,
time, and quality must be consldered.

The determination of a propoéed plan must,
of course, be wlthin the broad objectives
as set by management.

The determinatlon of a proposed plarn must
include possible adjustments which can
be made after the plan 1s put into effect.

d. The fourth step 1s the adoption of a proposed

plan,

aa .

The adoption of the proposed plan may be
made by an individual, or by a group=--
thlis belng determined by the policy of

management,

e. The next step in planning takes into account
the proper time schedule and sequence of
detalls for effecting the plan,

aa.,

Such ltems as the detalled activitiles;
who will execute the actlvlties; and the
proper order of activitles are taken.

f. The last step 1n planning is the evaluatlon
and follow~up of results.

aa .,
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The use of adequate records for evaluation
purpcses 1ls lmportant.
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ab. Plans for corrective action are'important.

3. In considering the steps to planning and the ef-
fectlveness of planning, it must always be re-
membered that the success of any plan 1s greatly
af'fected by the manner in which employees do their
work,

a. The human element need always be glven much
consideration in whatever plans are formulated.

Kinds of Plannilng

1. Planning can be classifled in many different types
or kinds, and is done so by various management
groups.

2. An over-all classification as to kinds of planning
include:

a&. New Planning

aa. The name 1tself suggests the type of
planning this classifilcation consists
of.

ab, New planning is concerned with initial
or original operations of the organlzation.

ac, New planning may alsc be the result of
new objectives or goals which the
organization has established.

. Operative Planning

aa. Operative planning is the type of plan-
ning necessary to keep the present actlons
of the organizatlon progressing effectlvely.

ab. Operative planning is the routlne planning
which takes care of current operations,
but which is based on predetermined
objectives or goals.

c. Remedlal Planning

aa. Remedlal planning 1s that type planning
, instituted to provide corrective actlon
to plans whilch may nave become deficlent.

ab. Changes may become necessary when it 1s
found that weaknesses in the plan exilst,
errors 1ln judgment are noted, changes
in the objectlves are made, or new in-.
formation affecting the original plan is
existing. = ) .
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d. Long-term Planning

aa., Long-term planning may constitute any of
the three previous kinds of plannilng
noted, i.e., new, operative, or remedial,

ab. Long-term planning is more difficult to
do than short-term planning, consequently,
a more experienced person is needed for
long~term forecasting and pianning.

ac. A careful study of the organization and
its activities is a prerequisite for
long~-term planning; also adequate
follow-up is required.

e. Short-term Planning

aa, Short-term planning does not require as
much skill as long-term planning; however,
corrective action is often needed on the
short-term basis.

ab. There is no definlite time period which
distinguishes long-term from short-term
planning--it may be stated, however, that
short-term planning normally 1s concerned
with the current operating year or fiscal
period, while long-term planning goes
beyond this time period.

G. Planning as a Necessary Function of  Management

1.

The basic dif'ference between a supervisor who 1is
just a supervisor and the supervisor who also
manages is the degree of knowledge and the use
of judgment in acts performed,

Planning is a necessary function of management--
this is a responsibility which is part of the
manager's Jjob.

There are also leadership qualities which planning
tends to bring out in supervisory personnel.

a. Unless the supervisor is doing some planning
and 1s contributing sufficlently to this func-
-tion, he 1s simply following in someone else's
footsteps.

THERE ARE SOME ADDITIONAL POINTS WHICH SHOULD BE
TAKEN BEFORE LEAVING THE TOPIC OF PLANNING ‘

a, THESE ARE PRESENTED IN HANDOUT 10 AND ARE CON-

CERNED WITH PLANNING AS A FUNCTION OF MANAGEMENT.

\ - -
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b. IT MUST BE REMEMBERED THAT ONE OF THE OB-

JECTIVES OF GOOD MANAGEMENT IS TO PROVIDE SOUND

AND ADEQUATE PLANNING AND TO EVALUATE THE
RESULTS TO DETERMINE ITS VALIDITY,

*%¥¥%¥ Handout 10 #*¥%

(Discuss the material in the handout with trainees.

If time permits, additional items can be listed
for No. 10, "ways in which planning can save the

company money.," Have tralnees contribute these,
and chart,)

III. Organizing

A,

Definition of Organizing

1.

A definition for organizing is:

Organizing 1s the orderly arrangement of jobs,
people, and machines to accomplish an objective
efficlently., ‘

(It must be remembered while discussing the defi-
nition with the group that "organizing" will be
taken here only as 1t applies as a function of

management. It may be necessary to review briefly
the factors relating to organization types covered
in Session II to note differences in organizational

types and the function of organizing.)

Purposes of Organizing

1.

After the plans for the organlzation have been
formulated, 1t becomes necessary to declde upon
a certain combination of people, jobs, and
facllities to f1t the plan.

The function of organlzing has as 1ts main func-
tlon to unlte 1ndividuals into an effectilve teanm.

More specifically, organlizing 1s concerned with
the assignment of responsibillity and authority so
that individuals can work together in large
numbers as effectlvely as they can alone.

Organizing 1s directed toward the work of making
sure that the efforts of the enterprise are di-
rected toward the attainment of the objectives as
stated,
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Organlzing makes for a better understanding by

each person 1ln the organization of exactly what
his responsibllities and authorities are; also

these same characteristics of others in the

"organlzation,

to Organilze

The organizatlonal structure of any enterprise will

be determined mainly by the objectives which have
been established. '

The organizational structure, however, must be
simple enough to be understood, accepted, and
used by all persons concerned.,

Because conditions and events change very quickly
at times in the business world, organlzing must
provide for a flexible structure which can be
adjusted to meet these changes.

Steps in the organizing process include:

a e

The first step in the organlzing process 1s
to make known the job which 1s to be done--
in other words, have the objective clearly
defined.

Step 2 1s concerned with a determination of

the activities which are necessary to meet
the objectives of the enterprilse.

Next, the activities should be grouped into
similar units-~-this 1s the departmental
dlvision of functions,

Step 4 deals with the definition and clarifi-
catlion of duties--each activity or group of
activities to be performed must be clearly
made known, and the persons who wlll carry
out these activities must be made equally
definite and clear,

Personnel must then be placed in positions for
carrying out the defined activitiles.

aa. Areas of responsibllity and authority
must be provided to personnel selected
and placed in the organizational
structure.

Training of personnel selected should be ad-

ministered 1lnitlally and then continually
coverlng such toplcs as:
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aa. understanding of the organization's

objective
ab, organization arrangement
ac., relationshlps among personnel ca the

organlzational chart

ad, vresponsibillity and authorlity relatlonships
ae. understanding of the major functicns of

the organlzation and how these relate to
objectives

D, Basic Conslderations in Organizing

1. There are several basic conslderations or principles
of organizing which are important.

2. These principles gilve additional llght to those
items already dilscussed. ‘

HANDOUT 11 LISTS THESE PRINCIPLES OF ORGANIZING:;
LET'S ‘[AKE A LOOK AT THEM.

SV

*¥%¥¥%¥ Handout 11 *¥¥%

(Discuss these principles of organizing after the
trainees have had an opportunity to read them, )

IV. Directing
A, ‘What is directing? It may be defined as:

Directing 1s the guldance of efforts and actlvitiles

toward a stated objectilve,

Directing points out the course which 1is to be
followed in achieving the goals of the enterprise,

There may be a complete and adequate organizational
structure, but unless there 1is a force which pre-
seribes certaln avenues through which activities
must pass, much of the good advantages of organl-
zation and planning will not materlallze.

Oftentimes, there can be much activity golng on

in the organization, but unless 1t 1s controlled
and directed, there 1s never full realizatlon of
1ts efforts.
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L, Directing does not suggest simply the executing
of orders or rules, but the gulding of activities
in a manner based on set standards of management
procedures.,

B. Responsibility for Directing

1. Management has several areas of responsibility
based on getting certain work done through
subordinates

g 2. Management is very extensive and 1ts functions
numerous.,

a. The manager must deal with people, human
relations, situations, and procedures,

S TR RS AT LT A

b. All cf these functions which management must
perform redquire skill and knowledge.

? 3. If management were negligent in any one of the

; many functions it is responsible for, the entire
job being done would be ineffective and without
good results.

: a., This is true because all phases of the work
management does is integrated and related so
that each phase depends upon the other for
sucecess,

TR LT LI TR SR PN AN N

§ 4, The manager o> supervisor has people who work under
i his direction; these people are responsible for
the production of goods and/or services.

a., The responsibility for getting a certaln amount
of work done in the department or in a group
rests with the supervisor--he, therefore, must
know how to control and direct group actlivities.

5. Directing actually invonlves communications, coun-
seling, trailning, motivating, and delegation,

a, FEach of these constitutes a means for carrylng
out the job of governing the actilvities of
persomns,

; b. Each of these, also, 1s a vast area in the
: field of human relations and management
principles.

c¢. These items are not concerned exclusively wlth
directing, but are found in most areas of human
relations and management concepts.
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d. The last item mentioned in the l.st, delegation,
is more related to directing than the others
and for thls reason, some discussion of 1t will
be taken.

(It must be noted that delegation was discussed
in Session II. This discussion was centered
around the organizational structure and the
relations among authority, responsibility, and
delegation. In this session, delegation will
be discussed as to how it serves as a function
of directing.)

g Sy Sy

C. Delegation

v .

. 1. Delegation was defined in Session II as: "The

| granting or conferring of equal portions of

- authority and responsibility froum one person in

ﬂ the organizational structure to another."

1”

B a. From this definition it can be seen that dele-
W gation is a prime function of directing.

g b. No one person can assume all responsibility

1 and authority; »ome must be granted to others

t so that the necessary work of the organlzation
; can be done and in this manner, an act of

- directing has taken place.

L ¢. When a supervisor or manager directs a person

to perform cervaln activities, he extends his
area of operations because without delegatilon
his actlons would be confined to what he could

do himself.

\ 2. The supervisor who delegates effectively has more
- free time to do more actual supervisory work and

over-all planning.

l, 3. The function of delegating places greater trust in
subordinates which in turn develops dqualities of
leadership. -

. k., Delegation enables the supervisor to organize the

department's work more effectively as channels of
communication are more frequently used.

5., Delegatlon as a function of directing should not
be used as a “"once in a while" activity, but should
be a part of every supervisor's routine tasks.

: 6. Because the supervisor can never delegate ultimate
Q | responsibility for the job delegated, proper dele-
- gation 1s always based on a system of directionn -~

and control.
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T. A simple process of delegation, whereby direction
and control are used is:

a. The Job or actlvity is broken down into clearly
def'ined tasks. ;

b. Next, the supervisor determines which of his
people can do each task the best.

c. The task 1s assigned to each person based upon
the supervisor's study of the job; he answers
questlons for clarification; gilves necessary
authorlty and defines responsibilities.

d. When the task is completed, or during the ?
performance of the tasks, evaluations are ;
made by the supervisor--such points in the
evaluation may cover:

. aa. Time required to do the Job

| ab. Quallity of the work performed
ac. Reasons for failure
ad. Quantlity of work completed
ae. httitude of the person performing tasks
e. When the evaluation is completed, if it 1s
favorable, recognition should be given; if

unfavorable, honest criticisms of the task
delegated should be given.

8. Delegation is a true test of a supervisor's skill
as when he delegates, he must bring into this
actlvity everything he knows about organizing work
and dilrecting people.

9. Although delegation is one of the most rewarding
of supervisory skills, 1t is at the same time the
most difficult to use and get good results each
time.

10, It 18 usually found that where the supervisor is
having difficulty with delegation, it 1s the way
this management technique is beilng used and not
necessarily delegation itself at fault.

1l. There are some mistakes which the supervisor can %
make when delegating--here are some: ’

a. A supervisor often finds 1t difficult to give
a Job to a subordinate which he (the supervisor)
thinks he can do better.
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b. A supervisor may under-delegate because he
simply overlooks things he 1s responsible
for which can be delegated to subordinates.

¢c. Many supervisors try to use some type of
fformula or set pattern for delegation--
this 1s not possible, because people react
differently to changes 1in clrcumstances.

d. A most common fault in delegation 1s that the
supervisor does not give enocugh authority to
do the Jjob properly.

e. JSupervisors delegate certain jobs and assign-
ments, but many times do not make 1t clear
Just how or what 1s to be done.

f. In any delegation, there must be good communi-
catlons between supeirvisor and subordinate--
delegatlon 1s most lneffectlve when the sub-
ordinate can not come back to the supervisor
for addltlional instructions, help, or
clarifications.

g. Delegatlion involves risk and chance of mils-
take on the part of the subordinate; many
supervisors fail to consider this factor.

THERE ARE SOME ADDITIONAL CHARACTERISTICS OF DELE-
GATING AS A FUNCTION OF MANAGEMENT WHICH NEED TO
BE TAKEN., SO THAT YOU WILL HAVE A REFERENCE FOR
THESE; A HANDOUT HAS BEEN PREPARSD COVERING THESE
POINTS.

*%¥% Handout 12 %*¥%

(Discuss the material in Handout 12. Remember that
a £1lm will be shown later 1ln the sesslon on dele-
gation and many of the polnts dilscussed on the
handout will be portrayed in the film.)

D, Communicatlion and Direction

1.

Too often supervisors delegate Jobs or direct em-
ployees to perform certaln ftasks, but fall to find
ways to control the work.

a. Such a situation tends to make for ineffectlve
supervisor-employee relations Iin meeting
production schedules.

b, A lack of proper communlcations between super-

visor and employee is often the cause of this
inefficlency.
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Some ways to get better control from directing
through proper communication techniques include:

a. Make sure that the subordinate knows what is
expected of him,

b. The subordinate must know what he 1ls to do,
how he 1s to do 1t, and within what time
limit he may be working. '

c. The subordinate must be told and he must under-
stand what his limits are as far as company
policy, regulations, and perscnal responsibility
are concerned.,

d. The subordinate must know what authority he may
exercise 1in order to get the job done.

e. The supervisor must make sure the channels of
communications are open upward; that 1s, the
subordinate should have the feeling of free-
dom of communicatlon with hils supervisor
concerning problems encountered.

. If changes occur to affect initial plans of
delegatlion, the subordinate must know what
course of actlon he is to take.

g. The language of directling must be kept on a
plane which the subordinate understands.

Evaluation of Directing

1.

2.

Directling, like any other management function, can
be evaluated to determine its effectiveness in

_ dolng .the job it is supposed to do.

Formal crilterlia are good to have; that 1s, cer-~
tain standards stated and prescribed to measure
success or fallure of dilrectilng.

a. Of course, formal standards do not have to be
establlshed to evaluate effectliveness of
dlrecting.

A few simple measuring devices are all that are
needed for the evaluatlon of directing.

If answers to the followlng questions are positive,
good results from directing are belng gotten; if
the answers are negative, some strengthening must
be done:
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a. Do subordinates understand fully the nature of

the work or other activities which they have
been directed to do?

b. Can the supervisor entrust the work to the
subordinate with only occasional inspection?

c. Does the worker appreciate the opportunity
to show that he can do the work assigned?

d. Is there respect shown by the supervisor for
the subordinate's ability to do the job?

€. Is there respect shown by the supordinate for

the supervisor's position in getting work done
through his workers?

f. Does the worker have proper authority to go
wilth the work he has to dc?

g. Does the worker know to whom he is responsible?

h., Does the worker understand why the work he is
entrusted with is important to the total
organization's work?

(This list of gquestions is by no means complete;
1f time permits, additional ones may be developed.)

V. Controlling

A, Controlling may be defined as:

Controlling 1s the process of checking and restraining

efforts and activities within prescribed limits.

©

ERIC

Aruitoxt provided by Eic:

Controlling is certainly an important function of
management as the activities of the enterprise
must proceed within certain desired channels.

Controlling alds in the process of making sure
that the activities of the enterprise takes the
proper direction.

Controlling also involves the motivating of persons
so that activities are carried out as desired.

Controlling 1s very much related to other manage-
ment functions and actually i1s d=pendent upon these
other functions for smooth operation,
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As has been noted in all management functions,
changes and adjustments are always necessary

to handle current problems--the same is true
with controlling in that it must be flexible and
dynamic. .

The management function of controlling and the
qualities of leadership are very much related;
however, not all leadership techniques are con-
sidered to be controls or restrailnts cf human
activity.

The degree of control necessary in any organiza-
tion or in any activity will be dependent upon
many factors; management ability, efficiency of

workers, morale of persons involved, communications,
etc.

Types of Controls

1.

Controls are not ordinarily classified in a set
manner as thelr use in specific cases will be
determined by the type of problem.

The degree of control will also be determined by
the nature of the problem or situation.

Such factors as efficlency of work force, types
of leadershlp needed to supervise personnel, and
related ltems are, in effect, going to govern
the types of control exercised by management.

Management does, however, exercise control through
the followlng control types:

a. Orders

b. Rules

c. Instructions

d. Organization Structures
e. Policies

(The latter two items have been discussed in
Session II; conslderable time belng given to
organlzatlion structures, The relations between
organizational structures and control can readlly
be seen., Policles were discussed in terms of °
management's broad and comprehenglve outlines

for guiding and directing the enterprise,

Therefore, only the first three items will be
taken here.)
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i 5. Orders

a., Orders are important in the controlling of
» activities of others.

b. Orders tell or command others what to do; these
may be written, oral, or by gesture.

i c. Orders are usualiy given when a directive must
be acted upon within a short period of time,

; d. Orders should be issued only by a person who
has the authority and the responsibility to
see that they are carried out.

e. Orders should not be made unless they are
intended to be enforced--it is very ineffec-
tive to issue orders and then do nothing

y about violations of such.

‘ f. Orders which are 1lssued should be fully under-
stood by the person who is to carry them out.

g. An order should not be given a subordinate
if he is not capable of carrying it out.

h. An overuse of orders is not good--an excess
’ of orders tends to weaken authority of the
supervisor,

i, Greater co-operation from the person receiving
the order will be had if he understands the
importance or reasons why the order is to be
carried out.

6. Rules

a. Rules are definite and exact guides for action.

W B

b. Rules must come from those with authority in
the organization, as authority is recognized
through the setting and enforcement of rules.

¢c. Rules must be .applled the same to each similar
situation; as the basis for a rule is that 1t
must be specific and cover exact situatilons.

d. Rules inform personnel as well as oontrol thelr
activities. -

e. Rules should be stated in language simple
enough to be understood by everyone in the
organization.

ER&C

Aruitoxt provided by Eic:
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7. Instructions

a. Instructions form another important way in
which management controls activities.

b. Instructions are information, either in'writing
or in oral form, which indicate the proper way
for doing a certain job or activity.

| - c. Instructions give the "how-to-do" information
| ] so that the correct procedure may be followed.

d. Instructions which are given to workers cover
| much of the routine work or that work which
% follows standard procedures.

e. Instructions tend to give uniformity to the
: procedure for doing work--this gives more
? value to quality control and standardization.

(Now, have two or three of the trainees contrast
the differences among rules, orders, and instruc-
tions. This will aid in a better understanding
of these management controls; as often times,
confusion does exist concerning differences.

Guide the discussion and clear up any
misunderstandings.)

C. Considerations in Gaining Effective Control

| 1. Considerations in gaining effective control must
e emphasized,

: . These considerations are summarized in Handout 13.

| 3, HANDOUT 13 HAS BEEN PREPARED TO GIVE A SUMMARIZA -
§ . TION OF THE USE OF CONTROLLING AS A FUNCTION OF

§ MANAGEMENT AND THE CONSIDERATIONS FOR GAINING

| EFFECTIVENESS IN ITS UGSE.

(Read through and discuss contents of Handout 13.)
D. Standards and Controls

| | 1. Although a standard is not thought of as a type
§ of control, it does provide a basis upon which
| controlling can be guided,

2. A standard is thought of as an accepted or
established instrument of measure.

3. Standards are important as tools of management
as they provide bases for the determination of
the qualifications required to perform a certain
activity satisfactorily. -
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a. Standards involve personnel, materials, ma-
chines, and procedures for doing the work.

Standards assist greatly in the controlling func-
tion as they make clear the performance levels
for the work being done and the evaluation of the
results of the work,

Standards are used to determine the qualifications
for improving work procedures, as a degree of
measurement is always present when standards are
applied to current work practices.

-Standards provide for better control and co-

ordination by management in that a measure or
criterion determines the exact quality of
factors within the organization.

VI, Co-ordination

A.

Co-ordination is defined as:

Co-ordination is the blending together of the activi-

ties of the organization which result in a united and
common activity.

Much of the work of management is making sure

that all the efforts being put forth in the
organization are blended together in the direction
of a common goal, :

Management must strive to synchronize and hold
together the actions of the organization so that
a common effort aimed in the direction of the
organization's objectives is had.

The proper balance among the personnel of the
organization must be maintained--this is a functicn
of co-ordination.

a. Each person must know what he is to do and
when he is’fo do i1t so that the effort of
each will/be in unison with the total efforts
of the group.

For greater organization efficiency, the work of
each person or unit must be taken not only from
the viewpolnt of the individual or unit, but from
that of other elements which also contribute
toward the common objective,
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Types of Co-ordination

1. Normally co-ordination within the organization is
classified as:

a., Vertical co-ordination
b. Horizontal co-ordination
2. Vertical co-ordination is that co-ordination

which links together the components of the various
different levels of the organizational structure.

a. This co-ordination goes from top to bottom,
and vice versa, in the organization.

b. There must be co-ordinated activities between
top management levels and all other levels
below down to workers.

3. Horizontal co-ordination is that co-ordination
which links together the components within a level
of the organizational structure.

a. This co-ordination goes across horizontally
on the organizational structure; such as that
between same level departments, between de-
partment heads, and among personnel within
each unit or department,

Co-ordination and its Effects

1. Certainly, co-ordination as a function of
management has manyv good effects.

2. Without the use of co-ordination, activities of
the organization would be done in a manner not
necessarily consistent with keeping the iidividual
work unified and dovetailed together toward a
common goal,

3. LET'S TAKE A CLOSER LOOK AT SOME OF THE EFFECTS
OF CO-ORDINATION,

*¥%¥ Handout 14 %%

(Read through and discuss principles in Handout 14)
Techniques of Co-ordination
1. Co-ordination must start within the department

or unit; that is, efforts and activities must
first be geared to the objectives of the unit.

L
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ﬁE 2. Next, each department or unit should be studied
{ in relation to how it fits into the over-all
J organizational structure.

| 3. The dependence of one department or unit on the
g other must be clearly stated and shown so that
the blending together of activities can be done.

L. A charting system can be used to show visually
the interrelationship among departments; or a
graph can be prepared to show how a function or
activity is to be shared by those persons or
departments designated. :

5. In applying any technique of co-ordination, it
must be remembered that the objective of the
enterprise must always be the basis for plans
of action.

6. The function of co-ordination requires a follow-
up perlodically to determine the effectiveness
of techniques used; adjustments may be needed to
bring about desired changes.

VII. Visual Aid in Major Responsibility of Management

(The visual aid recommended for this Session is:
16 mm motion picture
Title: "Breaking The Delegation Barrier" .
Time for showing: 30 minutes

< This film shows how supervisors prevent or overcome the
i normal tendency of their people to oppose new ideas and
0" procedures. It helps avoid serious drop in efficiency
{ and morale by showing how to deal with emotional factors
which breed resistance to change.

‘[ f Note that the running time for the film is 30 minutes;
A the session should be paced so that this amount of time
plus a few minutes for discussion will be available.

\; The film may be purchased from: Roundtable Productions,
| 275 South Beverly Drive, Beverly Hills, California; cost,

B/W, $175; Color, $300; or it may be rented for a nominal
| f'ee
{.. )

g Preview the film before showing; have all equipment set
if up before the session begins,

There is a Discussion Leader's Guide which accompanieg
. the £1lm; this should also be reviewed for additional
K suggestions on how the film contents can best be discussed.
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The film contents and objectives portray exceptionally
well the management function of delegation and its
related aspects.

Show the film; discuss.)
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SESSION IV
ORGANIZED LABOR

(This material to be presented in Session IV will strive to
satisfy two objectives: (1) To acqualnt management, in situa-
tlons where organized labor does not exist, wlth background
and general i1nformation concernlng the part organized labor
plays in this country's economic system; and (2) To present
additional information concernlng organilzed labor for the
benefit of those trainees who are 1n situations where
organlized labor currently exists.

In both cases, much can be gotten from the material to be pre-
sented in this sesslon. It must be pointed out, that an ob-
jective, Impartial approach will be given; that such an
educatlonal process as thls trainlng conference willl not
attempt to take either a pro-management or a pro-labor posi-
tion. You as the conference leader must make thils condilition
known, as management-labor relations can result in misunder-
standings and resentment on the part of the trainees, depend-
ing upon which stand thelr respective company or crganizatlon
may take. However, the session's discussion must be approached
from the viewpoint of how management can make better use of
the material presented,

Because some of the information presented wlll be rather de-
tailed, the previous arrangement of using the outline form
wlll not be followed exclusilvely here, and the text form willl
be used considerably.
It may be better to pace thilis sesslon somewhat slower, so that
the text material willl be understood. Allow ample time for
questions from tralnees.)
I. Objectives for Session IV

A. (These ovjectives may be charted before the sessilon

beglns for convenience and a saving of time,)
Objectlves

To trace the history of labor movement 1in the
United States

To present an understanding of unlon actlvitiles

To study unilon-management relatlonships

To trace the history of unions in Louisiana and
note present status,

.
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II. History of Labor Unions in America
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With about 18 million workers organized in labor unions

in the United States today, much of the personnel re-
lations activities in business and industry are affected
by unions. Because this country 1s a democracy, the right
to organize by labor has long been a right which workers
have enjoyed. More recently, however, legislation was
passed declaring that workers had constitutional rights

to organize and bargain collectively; a closer look at
this legislation will be made later in the session.
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Labor unions had their beginning several centuries ago,

as it ray be recalled from history that absolute national
monarct . -8 were unable to check the increasing power of

the people in theilr endeavors to get better representaticn.
3 Since 1689, the English Bill of Rights has served as a

1 pasis for the granting of religious and political free-

4 dom. This freedom and opportunity for democratic action

? spread to the fields of commerce and Ilndustry. The
Tndustrial Revolution and the conditlons which workers

had to endure in the factories had much to do witn the [
organization of free and independent labor unions. !

s GMEMTERY
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& The labor movement in England had a declded effect upon

? the attitude of the workers in the United States. The
American organizations were modifiled from those of England;
however, the early labor activities in thils country were ,
influenced greatly by the character of the colonies, the
newness of the settlements, the free public lands, the
large role which agriculture played, and the scarclty of
labor. These factors actually slowed up the organization
of labor and prevented a unilted front by labor, 4
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; Prior to 1800 there were several local trade unlons in

§ the Unlted States. The first of these was an organization
of carpenters, which was founded in Philadelphia in 1791;
in 1794 two more unions were formed--the Federal Society
of Journeymen Cordwainers in Philadelphia and the ‘ ]
Typographical Soclety of New York. !

Tﬂése early organlizations showed some degree of aggesslve- ;

5 nessyand from time to time in disputes with management, ‘

% : strijkes were resorted to. The early labor unions, however, 5

: forl'he most part confined their activities to matters re- ?
lating to the business of unions and the welfare of the ;
mémbers. The organlzations maintained benefits for slck- ¢
ness of their members and in some cases expenses for |
burial purposes. These early unlons enforced rules for ,
apprentices and did all they could to get agreements wlth \
management on hours of work, wages, and working conditions.
It was probably during this early period of American hils-
tory that unlonism became filrmly rooted in labor's
objectives and philosophy.
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In the early 1800's, manufacturing and transportation
industries developed rather raplidly. In the factory

towns and citles, there arose many inequalities in living
conditions, educational opportunities, and working con-
ditions favored the development of co-operatlive action

by economlc groups. Workers came to feel the need for
organlzation so that a united effort could be had. The
number of local unilons which were organlzed increased.,

In addition, there were many who advocated the formatlon
of regional and national labor organizatlons so that more
bargaining power could be had. A start in the dlrectlon
of national unions and union federation was made in 1827
when the Mechanilcs' Unlon of Trade Assoclatlons was formed
in Philadelphia. Thils was the flrst labor movement that
affected more than a silngle trade. This formatlion came
about when the carpenters at Phlladelphla had a strike for
a ten-hour day--at first, the strike was unsuccessful,

but other trades came to its support. This organizatlon
went into politics to galn 1ts end and found that such
political action could be used to bring pressure to bear.

In 1834 the National Trades Union was formed which had
about 26,000 members. This labor organization was in-
strumental in obtalning a ten-hour working day for govern-
ment employees. Other national unilons followed and all
types of co-operative plans were beilng discussed by labor
organizations. The demands which these early labor organi-
zations made were: shorter working hours, free schools,
equal taxation, abolition of laws which regulred imprison-
ment for debts, and direct election of public officlals.

The flrst permanent national labor organization, the
International Typographical Unlon, had 1ts beginning at
the convention of journeymen printers in 1850. The name
which this union adopted in 1852 was the National
Typographical Unlon; the union was made lnternational in
1869. This unilon, which 1s 1n existence today, set an
example that was followed by unlons of stonecutters,
molders, machinlsts, blacksmliths, and locomotlve engilneers.
The principal alm of these organizations was to control
the supply of workers in the industriles represented by
unlions.

The panic of 1857 which affected the economic conditilon

of the country weakened the union movement and some of

the labor organizations bécame local 1n nature again.

With the coming of the Civil War, business and manufactur-
ing actlvities increased; in the North, especlally with

i1ts factory centers, wartime production of millitary goods
demanded more and more workers, These wartime conditlons
were very favorable to the development of union activity
and there were rising prices, a greater demand for goods,
and a shortage of workers. As a result of these conditions,
unions grew in number and strength. .
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The wartime conditions brought about by the Civil War and

the resulting favorable conditions for the formation of

unions continued even after the war had ended. There de- E
veloped a feeling on the part of many workers for the %
need of a single great union of all industrial workers-- :
skilled and unskilled. Under the leadership of W. H. ‘
Sylvis, head of the Iron Molders' Union, a new organization

was formed in 1866 known as the National Labor Union. It

was composed of various types of labor and trade organi-

zations. This union functioned for six years during which

fime 1t became identified with political movements and

philosophies. It was chiefly concerned with securing laws

that would restrict the working day to eight hours, es-

tablish a national bureau of labor by the government, and

the exclusion of the Chinese coolies from the United States.

A number of industrial congresses were held for the purpose

of unifying the golitical aims and efforts of organized

labor., In the 1lo70's there were some destructive strikes;

but during this period of time, business depressions oc-

curred again, causing the labor movement to lose

considerable ground in 1ts development.

The National Labor Union ceased to function in 1872; how-
ever, another organization began to make its appearance--
this organization was known as the Knights of Labor.
Actually this organization had its start in 1869 as a
secret organization, known then as the Noble Order of the
Knights of Labor. Prior to 1880 the organization had made
little progress as a labor influence, However, it subse-
quently: abandoned its secret meetings and began to enlist
membership from all laborers. The Knights of Labor had

as an obJjective the establishment of a co-operative socilety
that would replace the existing capitalistic and competi-
tive economic system. The organization's slogan was "An
injury to one is the concern of all." The Knights' of
Labor immediate objectives were: (1) increased wages for
workers, (2) a reduction in the length of the working day,
(3) the abolition of child labor. For several years,
membership in the Knights of ILabor increased rapidly and
by 1886, membership totaled about 700,000. However, the
organization failed because of several sympathetic strikes
whlch it took part in were unsuccessful; its activities in
political affairs; and because of the overcentralization
of power in its general officers.

AL e

The labor organization which next was to come on the scene
and cone which is now presently in existence was the American :
Federation of Labor (A.F., of L.). The American Federation :
of Labor dates back to 1881 when several union leaders met
at Pittsburgh, Pennsylvania in an attempt to unite existing
unlons on a nation-wide scale. This meeting resulted in
the formation of the Federation of Trades and Labor Unions
of the United States and Canada., In 1886, the Federation

ERIC

Full Tt Provided by ERIC.
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of Trades and Labor Unions through a meeting of its union
executives, formed a 1ew organization, the American
Federation of Labor, which provided for a real federation
of unions with revenue-collecting powers, under the guid-
ance of a full-time executive, Samuel Gompers was elected
president, and Canada and the United States were included
in the Jurisdiction of the Federation.

The growth of the Federation was slow because 1t was diffi-
cult to convince workers in some cases of the value of uni-
fied efforts on the part of labor to better their
circumstances, The Federation survived a number of major
obstacles in its earlier years. The panic of 1893 halted
union expansion, several strikes had some bad effects upon
the Federation, and other labor movements started by the
American Labor Union, the Socialist Trades and Labor
Alliance, and the Industrial Workers of the World provided

competition for membership growth. The Federation weathered

the storms of organization and initial growth, and today
still has as 1ts primary purpose the advancement of labor
through unions banded together in an international
assoclation. It seeks to increase the economic strength
and political and social influence of the member unions
through organization, collective bargaining, legislation,
and educatilon.

It is well to discuss briefly, the philosophies of one of
the labor organizations which had its beginning some years
af ter the Federation, but which competed against the '
Federation for membership. This organization, which has
been mentioned by name in a preceding incident was the
Industrial Workers of the World. This organization brought
together many conflicting elements--socialists who believed
in political actilon, the socialists who believed in pro-
moting the economic organization of industry, and the ex-
treme "leftists" who believed in direct action wholly
instead of political action. This organization, commonly
known as the IL.W.W., was formed in Chicago in 1905 and the
common ground which its membership believed in was a

hatred and distrust of capitalism. The philosophy of the
I.W.W., as announced in 1908, was that the working class
and the employing class had nothing in common, that the
struggle between the two must go on until the workers of
the world take possession of the means of production and
abolish the wage system. 1In 1912 the I.W.W, carried on
more than 30 successful strikes and 1ts membership in-
creased greatly. At the height of its popularity, its
membership reached approximately 500,000. During World

War I, opposition to the I.W.W. arose because of the lack
of patriotism of its members as 1t opposed the production
of war materials and tried to hinder the draft. Because

of thls and other reasons such as: extreme radical elements
within the organization, suppressive regulations by the
government, and the high rate of unemployment, the I.W.W.
began to decline.
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Industrial unionism did not cease with the decline of the
I.W.W,, but a more conservative aspect of it continued
strongly in the individual unions such as the United Mine
Workers of America among the coal miners, the unions of
the brewery workers, the Amalgamated Clothing Workers of
America in the garment industries, the United Textile
Workers in the textile industries, and the Railway unions.
Revolutionary unionism had subsided to a great extent;
however, communistic tendencies continued to spring up
and developed the policy of gaining control from within
the labor unions. The Trade-Union Educational ILeague,
later called the Trade Union Unity League was organized
in 1920 and by 1931 it claimed a membership of 100,000,
In all of its characteristics, it was communistic--during
the depression of the 1930's it lost strength and by 1938
had disbanded.

The American Federation of Labor in contrast tc the unions

Just previously discussed had a somewhat different philoso-

phy of organization and activity. The Federation and the
four brotherhoods of the railroad workers (engineers, con-
ductors, firemen, and trainmen) advocated a continuation
of the fundamental institutions of free enterprise and did
not question the ethical foundations upon which these in-
stitutions existed. The American Federatlon of Labor gave
public notice of if.s philosophy when it issued its war
labor policy at th2 outset of World War I in 1914, This
policy contained: (1) a no strike policy for all war and
defense material production, (2) recommendation for the
establishment of a National War Labor Board, (3) the
settling of grievances by mediation, conciliation, and
voluntary arbiltration through the War ILabor Board, (4) the
broadening of government mediation and conciliation ser-
vices, and (5) due regard for the health, safety, and
welfare of workers. Throughout its history, the American
Federation of Labor has opposed numerous groups promotling
ideals of soclalism and communism.

The American Federation of Labor grew in number and strength
from its beginning, although the rate of growth in some years
was not very high. During the years of war prosperity from

1915 to 1920, membership rose to about five and one-half
million workers; membership decreased by one and one-half

million from 1920-1923; by 1930, membership in the Federation

was approximately three and one-half million,

For some years, there had been a divislion of opinion among
leaders in the American Federation of Labor over the ques-
tlon of the desirability of promoting the growth of unlons
on an industry-wide basls. The policy of the Federation
had been to organize and further the interests of skilled
workers in certain specific occupations--in other words,
the organization of trades and crafts. There were those
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.I\ ‘ leaders in the Federation, however, who 1eld an opposing

theory--they felt that in the organization of unions, the

nature and characteristics of an industry, and not the

workers wilth certain skills, should be the gulding con-

siderations. For example, in the automotive industry,

it was sald that the organizing activity should not be

directed to forming separate unions made up of machinists,
? toolmakers, molders, etc.; rather there shculd be one

unlon made up of all the workers in the automotive industry.
This difference in opinions by the craft unions versus the
= industrial unions within the American Federation of Labor
proved to be a heated and bitter controversy. The failure
of the labor leaders in the Federatlon advocating industrial
unionism to persuade the American Federation of Labor to
give more attention to the organization of industrial unions
b led to the formation of a self-appointed committee %o
organize the mass-production industries.
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. In November, 1935, apparently without the official kn
edge of the executive council of the A.F., of L., eig}
. ‘ union leaders met in Washington and formed the Commit
for Industrial Organization (C.I.0.). In brief, the
; Committee's purposes were to: (1) to encourage and pr
mcte the organization of the unecrganized workers in ma
production and other industries upon an industria
; (2) foster recognition and acceptance of collective b
gaining in such industries; (3] bring industrial organ
tions under the banner of the American Federation of L
After considerable correspondence between $.I,0., and A.F. :
of L. officers, the executive courncil of the A.F.of L. in %
January, 1936 rendered an opinion that the Committee for *
Industrial Organization should be immediately dissclved.
’ As the C.I.O. did not carry out the recommendations of the
executive council, charges against the Committee were pre-
ferred with the result of thie charges being that the mem-
bers of the C,I.0. were suspended by the executive council
of the A.F. of L. The suspension became effective in
September, 1936, in spite of the fact that the C.I.0. held
that it was an 1llegal ouster, since the executive council
had assumed powers reserved for full convention membership
In the same year, at the A.F. of L, convention, at which
the C.I1.0. unions were not permitted representation, the ;
converition confirmed the =split ordered by the executive :
council. ‘
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Numerous meetings of reconciliation by the representatives
of the A.F. of L., and the C.I.0. failed to effect a com-
promise and both organizations began organizing campailgns
which had success. After the C.I.0, established an in-
dependent federation, it became known as the Congress of
Industrial Organizations. The C.I.0. became stronger
through increased membership and increasing success in
gaining recognition and collective bargaining agreements
in the mass-productidn industries. The C.I.0. was vic-
torious, in the first great test of its strength on a’
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national scale, when it gained recognition from the General : ;
Moctors Corporation despite opposition from the A.F. of L.
This brought new gains in membership, not onliy in the auto-
mobile industry, but wherever the C.I.0. was carrying on
its organizing activities, In 1937 it was noted that al-

a. remarkable growth from its small beginning. Peak member-
ship in the C.I.0. was reached in 1940 when almost seven
million workers were members., The C.IL.0. organizing cam-

paign swept through a number of industries with consider- %
able success. Workers in many types of industries went E
into C.I.C. membership--textile workers, oil workers, ship- %
builders, transport workers, retail employees, and others. é
The United Mine Workers under the leadership of John L. ]
Lewis did much in organizing of workers in new industries. ;
In fact, John L. Lewis was elected president of the C.I.O. |
at its first convention in Pittsburgh in 1938. |
The split in the organized labor movement that resulted {
from the formation of the C.I.0. had several important i

effects, both on the labor movement and on the public.

It caused some of the craft unions in the A,F., of L, to
make requirements for admission easier. Rivalry between
the A.F. of L. and the C.I.0, c sed the leaders of unions
identified with each of the two federations to compete

with each other in winning concessions from theilr respec-
tive employers. On certain occasions, it resulted in
jurisdictional disputes that led to strikes, even though

no issue between a union and the employer was involved.

The rivalry often led te disunity in political matters such
as the support cr opposition of a candidate, which

weakened the over-all political power of organized labor,
Both sides recognized that this split in labor unions was
not giving full strength to the purposes and progress of
organized labor. There finally started some discussion
and negotiations to bring the two federations together

into one unit. After a long period of talks and negotia-
tion, a merger of the American Federation of Labor and the
Congress of Industrial Organizations was brought about on
December 5, 1955. The president of' the AF. of L. became
the president, and the president of the C.L.0, became vice-
president and director of the A.,F.L.-C,I1.0. Department of
Industrial Organization, The total membership of the new
organization was estimated at about 16 million persons.

The new organization through its constitution establlshes:
(1) membership shall be chosen regardless of race, creed,
color, or national origin, (2) raiding of members from one
union by another and jurisdictional disputes are to be
discouraged, (3) protection of labor movement from corrupt
influences and practices of all kinds, including the efforts
of Communists to gain control of member unions, (4) a Code
of Ethical Practices which controls the issuance of charters
to local unions, the handling of health and welfare funds,
labor racketeers and communists and fascists in unions,
investments and business interests of union officials, and

the practice of democracy in union affairs.
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Besides the A.F.L.-C.I.O0., there are the Rallway Brother-

hoods and the lndependent unions. Coming into exlstence
as mutual beneflt and lnsurance groups, the rallway unions
multiplied with overlapplng jurisdiction. These many
unions did not present a unilfied front untll the Brotherhoods
began to co-operate more closely under a federal act of
1934. The rallroad unlons supplemented collective bargain-
ing to their benefit plan and ftoday they are looked upon
as good business unionism. Besides the railway unions,
there are independent unions 1in other 1lndustries--news-
paper, printing, clothing, steel, etc., Which have devel-
oped with the growth of these 1lndustries. Even though
some independent unions did originate as employee repre-
sentatlon plans, many had from their start, and still have,
no connection with such a plan or with the management.
Many of the independent unions contend that they could and
wanted to deal with thelr employers themselves; that they
knew the conditions in the companies and could do a better
job of bargaining themselves without any interference or
domination by an outside union. In 1958, out of 186 na-
tional and international labor unions in existence, 49
were unaffilliated. Most of these unaffiliated unions were
in the 1,000 to 5,000 membership range size.

(This concludes the "History of Labor Unions in America."
It will be well for you to summarlize this material before
going to the next section. In your summarization, be sure
to cover the explanations for types of labor organizations,
as:

Labor Union--refers to any organlization of employees
that acts as a bargaining agency for
its members.

Craft or Trade Union--the membership is comprised
of workers in a single occupation or
in closely related occupations; The
Knights of Labor and the American
Federation of Labvor advocated this
type union organization.

Industrial Unions--composed of all classes of
workers in a glven industry; The
Congress of Industrilal Organizations
advocated this type union organization.

In the summarization, also cover major polnts of develop-
ment of both A.F, of L. and the C.I.0., including the split
in 1936 and the merger in 1955.)

Character of Labor Unlons
A. Labor unions are classified not only as trade or in-

dustrial unions, but also as local, national or
international, and federated unions.

i
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The Local Union

1.

Individual members of labor organizations belong
to local unions, and only indirectly to national
and federated unions.

a. Some of the large local unions include most
of the workers in a number of different plants
in the same industrial community.,

Officers of the small local unions do not receive
any pay for serving as an official, but simply
continue to work in their regular jobs.

a. In the larger local unions, however, officers
receive so much pay for conducting each
meeting.

In the large local unions, clerical help is pro-
vided on a full-time basis and an offlce is
maintained.

a. In such a situation, a business agent is
employed who is a full-time employee of the
local.

b. A business agent serves as manager of the local

union and in general administers the affairs
of the union.

Shop stewards are elected by the departments in a
company which is unionized.

a. The shop steward is not an employee of the
local union, but his main functions are:
(1) handle grievances of members of the local
union with the management of the company;
(2) make sure that the conditions as defined
in the union agreement with management are
carried out.

Dues are paid by members to an officer of the
local union, usually the treasurer.

a. The amount of dues paid by each member 1is
determined by many factors and the benefits
members are entitled to.

b. Dues normally paid once a month; can range
between $2 and $20 a month, depending upon
conditions which have been set and benefits
members have agreed to be assessed for.
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C., Dues which are collected by the loecal union
are divided between the local and the national
| , union--a percentage of the dues are sent to
M the national union.

e A S =

C. National and International Unions

1. Most local unions join together in national or
: international unions.
K

) a. The natlonal unions, however, often direct
i the organizing of work groups into local unions.

. 2. The constitution, rules, and regulations of the

? local unilons must observe the general organiza-
tlonal policies and procedures as prescribed by
the national unions.

?‘ 3. The functions of the national unions are:

L : a. To assist local unions in negotiations with
3 employers,

in b. To promote and extend union organizations on
; the local level. ’

|- c. To take active part in the conventions and
> other meetinge of the national federation
with which they are affiliated.

4. 4. The Department of Labor reported that in 1958

] there were 186 national and international unions;
T, : 137 of these affiliated with the APF,L.-C.I.0,,

ik and 49 unaffiliated,

T 5. The distinguishing feature of the international

I unions in contrast to national unions is that the
former include locals in the United States, Canada,
Puerto Rico, and other territories outside the
United States.

6. The size of the national unions, as reported by
the United States Department of Labor range from
less than 1,000 members to more than 1,000,000,

P
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. 7. The national unions hold conventions every year,
2( or at some other time interval when the buslness
: of the organization is discussed by the delegates.

a. All of the local unions send delegates to the
1y : conventions.

: 8. The affairs of the national unions are handled by ;
: an executive board, :




a. The executive board executes the rules and
instructions which the conventlon adopts.

b, The executive board may issue or withdraw
characters of local unions.

c. The executive board actually supervises all
of the business of the organization, including
business of the local unilons. ,

D. Natilonal Federations of Unlons

1. For most part, the national unilons are afflllated
With the A.F.L._C.I.O. :

a. An exception, however, 1s noted 1n the case
of the Rallway Brotherhoods (Engineers,
Firemen, Conductors, Trainmen) and a number
of unions composed of government workers who
are not affiliated with the A.F.L.-C.I1.0.

b. The Teamsters Unlon was expelled from the
A.F.L.-C.I.0. in 1958 for conduct whilch dld
not keep with the intent of the constltution
the activities of the members of the union
and especially 1ts executives in corrupt
practices were made public.

c. A total of 15 unions with memberships ranging
from 28,000 to over 1,600,000 do not belong
tO the A.F.L._C.IOOO

2, The general objectives of the natlonal federatlons
: of unions (A.F,L.-C.I.0.) are: ‘

a. Promote the labor movement among local and
national labor organizations that make up
the federation.

b. Assist all organizations in the federation on
matters pertaining to the legislative, judicial,
and executive branches of government.

¢. Expanding union membership.

d. Providing information of varlous kinds to
members., C

e, Providing of guidance in all matters pertain-
ing to labor to unlons in the federation,

E. Structural Organization of the A.F.L.-C.I.O.
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1. A better understanding of the structural organiza-
tlon of the three types of unlons can be had by
studying the organizational structure of the
A,F.L.-C.I.O,

2. Such an organizatlonal structure, presented in
chart form will be utllized for thils discussion.

*¥%¥¥% Handout 15 *¥%*¥

(Handout 15 should be discussed with trainees in re-
latlon to the basic union structure and organization
of the A.F.L.-C.I.0. Polints which may be mentioned

in the discussion include:)

a. Holders of resldual power in most unions are
the national and internatlonal unlons, as
they charter most of the local unions.

b. Although not mentioned 1ln the chart, it is
significant to note that in 1958, there were
well over 60,000 local unlons which were
members of the national unlons in the A.F.L.-
C.I1.0. compared to about 500 local unlons
directly afflllated with A.,F.L.~-C.I.0.

¢c. Also, the local unions, both those. dlrectly
afflllated with the A, F.L.-C.I.0. and those
affiliated through membership in the national
- unions may also be members of local and state
federations and counclls.

d. As can be noted, the organlzatlonal structure
of the A,F.L.-C.I.0, is rather large and
complex--1n addition to the basic chart drawn,
there are also represented ln the structure,
many departments at cach level, standing com-
mit+ees, and a large staff whlch work under
the officers at the Washington, D.C. offilce.

L IV. Laws Affecting Labor Unions

There are several laws which affect the actlivities of
labor unions.

1. These laws have been the outgrowth of attempts to
maintaln industrial peace and prevent controversies
which cause very bad situatilons,

2. It 1s a basic right that the American worker have
individual freedom and that buslnesses and in-
dustries have the same freedom 1in the conducting
of operatlons without being subjected to acts of
unlawfulness and coercilon,
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3. One of the ways that the basic rights of the
worker and the employer are protected 1s through
the enactment of laws.

. There must be proper respect shown for both the
worker and the employer; and even though in many
cases, peaceful relatlons between workers and
employers are malntained, not through the com-
pulsions of law, but by a willingness on the part
of the people to concede that these rights exist,
laws are stlll needed to prevent milsunderstandings
or mlsinterpretations.

5. The important laws and doctrines whilch affect
organized labor are best classifled as: (1) Common
law doctrines, (2) State laws and agencles, and
(3) Federal laws and agenciles.

(Pace the following section slowly. Write the
name of each law or agency belng discussed on
the chart or board.)

Common Law Doctrilnes

1. BAmerican common law, unwritten law, 1s predicated
on the ideals of the right of the individual and
the right %o hold and own private property.

©2. This philosophy of common law 1s the basis for
the doctrines presented which attempt to apply
legal restraints and solutions in the settlement

of industrial disputes.

3. | The Conspiracy Doctrine

The baslc theory of the consilracy doctrine 1s
that a lawful act when done by an individual may
be unlawful when it 1s the result of combined
effort. TFor example, 1t has been held that an
individual worker asking for an lncrease in pay
is legal, but when indilviduals combine for the
purpose of demandlng a wage increase, courts
during the early history of trade unions often
ruled that a combilnatilon of workers 1n 1tse

was a violation of the law, For many years the
courts tended to outlaw all unlon activity; then,
in 1842, the Supreme Court of Massachusetts ruled
that a combinatlon of workers as such was not
illegal unless 1t used some criminal or unlawful
means. This ruling resulted 1in a departure from
earlier decilsions. Now, according to common. law,
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courts tend to hold that a combination of in-
dividuals is legal 1f the purpose 1s the benefilt
of the members of the group, but if the purpose
is the injury of the employer, the organization
1s 1llegal. Thils results in sometimes rather
close study by the courts since a unlon may feel
that 1t can gain its point only by infllcting
financial loss to an employer. The court must
declide whether the loss to the employer or the
benefilt to be galned by the workers 1s of the
greater lmportance.

i
é
g
g
]
¢
;

? ,
L 4, § The Restraint-of-Trade Doctrine
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; D. Fedéral Laws and Agencies

} 1. | Norris-LaGuardia Act |
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According to this doctrlne, any-.contract that
restrains trade 1s agalnst publlic policy and is
unenforceable, Also, when persons combine in

an agreement to restrain trade, the combination
may be a criminal conspiracy. At common law, a
comblnation for the purpose of peacefully per-
suading an employer to grant an increase l1n

wages was usually allowed to be legal; but if

the purpose was to coerce him by using unreason-
able means such as a strlke, boycott, etec., such
was held to be a consplracy in restraint of trade.
What was reasonable in any case depended upon the
judgment of the court.

L. C. ©State Laws and Agenciles

Each state has its own statutes which apply to
industrial disputes.

There 1s a degree varlety notlceable among the

states 1in the laws whilch apply to union activi-

tles; however, most state laws declare that

conspiracy 1s a criminal offense and that com- 3
winations to restraln trade are 1llegal. |

A clcser lonk at these legal aspects in Loulslana
wlll be taken later in the sesslon,.

This federal statute enacted in 1932 limited the
power of federal judges to issue injunctions in
connection with disputes between employers and
employees., The general purpose of the act was




to exempt labor unions from injunctions in
response to employers; requests in connection
with labor disputes. It specifilcally accorded
to lakor the right to strike, to belong to a
union, and to engage in other practices, many
of which rendered union members liable to
prosecution under common law.

o. I National Labor Relations (Wagner) Act

This federal law was enacted in 1935. It pro-
vided that employees have the right to self -
organization, to form, join, or assist labor
organizations, to bargain collectively, and to
engage in organized activities for their mutual
aid or protection. The law also stated that

it would be an unfair labor practice for an
employer to interfere, restrain, or coerce em-
ployees in the exercise of rights guaranteed
by the act; that the employer must not discrimi-
nate in regard to hire or tenure of employment
or any term or condition of employment to en-
courage or dilscourage membership in any labor
organization; and that it cannot refuse to oar-
gain collectively with the representatives of
his employees. Provided by the law also, was
the creation of -a National Labor Relatlons
Board, which was charged with carrying out the
provisions of the Act.

Labor Management Relations (Taft-Hartley) Act

Opposition to the Wagner Act resulted in 1947 in
the passage by Congress, OVer the President's
veto, the Labor Management Relations Act, commonly
known as the Taft-Hartley Act. The Wagner Act
was not repealed; but the Taft-Hartley Act nulli-
fied or modified many provisions which had been
objectionable to employers. The law put into
operation certain restrictions on labor organil-
zations and practices that businessmen and em-
ployers had advocated so as to place management
on an equal footing with the unions. Just as the
act was highly acclaimed by management, it was
denounced by labor unions which called it the
"slave labor" law.

In general, the provisions of the Taft-Hartley
Act were:
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The law required that both labor unions and
management respect the right of individual
workers to join or not to join a union.

Annualiliy a union that has been recognized by
management may be required to prove that it
represents a majority of the workers in the
company.

A union may be sued by an employer, another
union, or an employee for the acts of any
one of its officials, including shop stewards.

Featherbedding, which is the practice of com-
pelling employers to pay for unnecessary
services, is prohibited.

The law prohibits the closed and preferential
shops, but permits the union shop provided
the state does not have a law against it.

(The types of shops mentioned may not be famil-
iar; therefore, definitions of each is given:)

Union Shop f- a union shop agreement requires
~ any nonunlon worker who secures

employment in the company to be-
come a member of the union at
the end of a specified time.

Closed Shop | - is an establishment that op-

erates under a collective-~
bargaining agreement not %o
employ nonunion workers.,

Before nonunion workers are em-
ployed, they are required as a

condition of employment to be-

come and remain members of the

union which the company has an

agreement with.

|Preferential Shop l— This type of shop exists

when the unlon contract reduires
that the company give preferen-

tial treatment to union employees.

In hiring additional workers,
preference is given to hiring
union members; or in case of
layoffs, union members are given
preferential treatment,
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f. The act provides that, if the President of
g the United States believes that an impending
i strike or a strike that is in progress might
endanger the national health and safety, he
may appoint a board to study the facts of
the case. After the report by the Board,
the President may ask the Attorney General
to file a petition for a court injunction
restraining the calling or the continuation
of a strike--such an injunction may run for j
80 days.

g. The law prohibits secondary boycotts and |
jurisdictional strikes. |

(These terms will be defined.)

Secondary Boycott - A secondary boycott 1s
an action by a labor union

whereby the union pro-

{ hibits its members Irom

; working for or having any
g dealings with a concern

: whose employees are on

strike.

% —

: ,

: Jurisdictional Strikes |-- These are strikes
]

which arise dve to dis-
putes between rival unlons
and not due to a demand
upon the company.

h. Unions are required to report to the Secretary
of Labor: (1) qualifications for admission
g to the union, (2) manner in which ejectlons
f are conducted, (3) amount of compensation of
' its principal officers, (4) amount of initiation
fees and annual dues, and (5) sources of recelipts
and amount of assets.

) i, Unions are not permitted to contribute money :

| directly to political party organizations for l

; the purpose of influencing the election of

* s federal officials. Unions are able to get by )
this provision by setting up a group or unit |
composed of individuals favorable to the i
candidates approved by the unilon.

j. 'The law provides for the creation of a position
of General Counsel of the National Labor Relations
Board. This officer investigates complaints
under the statute and decides whether or not
these may be presented to the Board.
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Labor-Management Reporting and Disclosure

(Landrum-Griffin) Act

This act was passed by Congress in 1959 and came
about because there were uncovered some unethical
union practices by a Senate investigation com-
mittee. This act has become an important amend-
ment to the Taft-Hartley Act. The law is directed
toward preventing unscrupulous union leaders from
taking unfair advantage of workers, employers, and
the public. The law specifically gave state courts
and labor agenclies jurisdiction over certain union-
management cases; requires annual detailed reports
to the Secretary of Labor as to union finances,

and bars communists from union office. Labor
unions were opposed to the Landrum-Griffin Act

as they felt it would hamper the growth of unions.,
The provision which they especially objected to

was that which gives state courts more jurisdiction
in dealing with labor disputes which the unions
claim might result in an increase in the use of
court injunction in the control of union activities,

5.! The Federal Mediation and Conciliation Service I

In 1915 the United States Labor Department started
a conciliation service which has been since that
time effective in helping to settle industrial
disputes. The Taft-Hartley Act changed the name
of the Service to the Federal Mediation and
Conciliation Service (FMCS) and provided that the
Service was to be an independent federal agency.
Under the law the FMCS is required to give 1its
services whenever it decides that a dispute may
cause a substantial interruption of commerce. In
case the director cannot bring parties together,
he must urge both to submit the employer's last
offer to a secret vote by the employees,

The National Railroad Mediation Board and the
National Railroad Adjustment Board each has juris-
diction over the different classes of employees

of the railway industry. If a dispute arises

and neither board can offer a settlement and &
threat is apparent which may tie up transportation,
the President is notified. The President then
appoints an emergency board of persons who attempt
to find facts for a settlement; the report of the
situation is then due in thirty days, during which
time a strike is illegal.
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V. Organized Labor's Objectives

A. The first objective which organized labor promotes i
is the right to bargailn collectively with management i
in an attempt to reach certain agreements relative :
to labor matters. |

Collective bargaining is the agreement as to wages and
working conditions which representatives of organized
labor makes with management.

1. The purpose of a labor organization is to form a
union that has power to act for the group.

5. Tt must be remembered that early efforts of unilons
to bargailn collectively were declared 1illegal.

a. Even after the legal right was given to workers
to bargain collectively with management, the
right of workers to enforce. collective agree-
ments with employers was uncertain for many
years.,

3. The Wagner Act, passed in 1935, as has been noted,
gave unions definite rights to bargain collectively.

4. Organized labor feels that 1t 1s only through col-
lective bargaining agreements between employers
and employees can workers enjoy equal bargaining
power with employers.

B. Union Security

1. So that workers may deal effectively with employers
in collective bargaining, they feel that they must
organize and mailntain an entity which must be
accepted and recognized by the employer.

o. Several methods for achieving union security have
been employed; these are:

Closed Shop

Union Shop

Preferential Shop

it R N g o S s

Maintenance-of -membership

Check-off System

3. The first three methods have been previously defined
when the Taft-Hartley Act was discussed.

i

Full Tt Provided by ERIC.
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(It may be necessary to again repeat the
definitions and discuss briefly.?

L. As has been seen, the Taft-Hartley Act prohibits
the Closed Shop and the Preferential Shop; but
does permit the Union Shop provided the State does
not have a law against it.

5. Maintenance-of-membersnip arrangements require that
employees who voluntarily become members of a union
must remain as members for the duration of the
union contract with the company.

6. Checkoff System--this is an agreement between the
union and the employer whereby the employer deducts
union dues from the pay of union employees and turns
over the money collected to the union treasurer.

The Taft-Hartley Act permits the use of the check-
off system, provided the worker has given his
written permission to have such done.

Standardized Wage Rates

l. Labor unions demand that the rate be the same for
each employee in a given class of workers.

a. Unions do not believe that the total wages of
a worker in a given class be the same, as
some workers earn more through overtime,

2. Generally labor does not accept the idea of in-
centive wages, whether they take the form of
piece rates or bonuses for faster work.

a. Unions normally take the position that it asks
only for a fair wage for a standard day of work.

b. In cases where incentive plans have been op-
posed, unions contend they are protecting the
workers from overwork and safeguarding workers
from exploitation.

Increasing and Maintaining Wages

1. The attitude of labor unions today has been that
because of improvements in organizations and
techniques of production, real wages should rise.

2. The labor unions also advocate that wage rates
should be adjusted to rises in the cost of living.

3. The unions have stated that the requests for wage-
rate increases because of an increase in the prices
of rent, food, and clothing have been justified -
because: ,




or

a. Wage-rate increases should be such so as to
offset decreases in the value of money wages.

b. Only through the maintenance of consumer pur-
chasing power can goods produced find buyers.

Hours of Work

1.

Organized labor advocates the gradual decrease in
the work day and work week based on several reasons:

a. Mass production makes it possible to produce
more goods with less work.

b.' Workers need to have more time for recreation
and cultural improvement,

c. A reduction in the work period would result
in an improvement to the health of workers.

d. More leisure time creates more demand for
different types of goods.

Sometimes 1t is argued that a shorter work period
would create more jobs; however, in the long run
this reasoning is not valid as there is just so
much work to be done and no more.

As a rule, employers have opposed any reduction
in the work period as this situation always turns
to the question of productivity.

a., Management questions whether workers can pro-
duce enough goods 1n a shorter period of time
which would allow the maintenance of the same
wage or the increase sought by labor.

of Machinery and Laborsaving Processes

Ever since the advent of machines, workers have
seen in their use a threat to their jobs.

ILabor unions are not as hostile to machines and
laborsaving devices as they were years ago, but
they still recognize the fact that the loss of
jobs and unemployment will result when laborsaving
devices are used,

The unions argue that if certain jobs are done
away with by the use of machines, then the em-
ployer has the responsibility to find Jobs for
the displaced employees at no reduction 1in wages.
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The union position concerning finding work for
displaced workers got some support when in 1960

the Commission on National Goals stated that some
measures would have to be taken to solve some of
the problems brought about by technological growth,
especlally in regard to technological unemployment.

Control of the Labor Supply

1.

2.

Craft unions insist that new workers be required
to meet standards as set by the unions.

The objectives of the unions have been to control
the number of apprentices who may be trained and
admitted for work,

Some companies set up their own training programs
to train apprentices, but such moves are objected
to by the unions.,

a. The unions contend that training given by the
employer is too narrow in scope to prepare the
apprentice for all types of jobs in the craft.

b. In some cases, craft unions undertake to spell
out the time apprentices shall serve, the quali-
fications of the instructors, and the conditions
under which the training will take place.

Unions also limit the number of helpers who may

be employed in certain jobs because the helpers
after a while on the job become proficient and
constitute an additional supply of Jjourneymen,

a., Because of this factor, several unions have
established a Jjourneyman-helper ratio to limit
the number of trained workers.

Unions also use a licensing practice in order to
limit the number of persons who can work in a
certaln ftrade,

a. The requirement of having persons obtain
licenses are usually found in the plumbers,
barbers, and electricians trades.,

Regulation of Output

1.

This practice of regulation of output refers to
the withholding of a certaln amount of effort on
the part of workers,

A painter's union may place a limit on the width of
the brush its members may use; a bricklayer's union
may set a limlt on the number of bricks a worker
may lay each day.
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The unions contend that their policy of regulating
output is justifiled because:

w
.

a. JStandards of work performance are used in ﬁ
setting requirements of such.

b. It is a natural tendency that a worker does
not want "to work himself out of a job"
by completing his work in less time than is
necessary,

c. Regulation of output which the union sets is
considered to be within "reasonable" 1limits.

4. Employers consider the practice of regulation of
output very bad practice and the union takes
unfair advantage of them,

B. Because there does arise cases of where agreement
cannot be reached by eilther unions or management,
actions by one or the other result.

C. Methods Used by Organized Labor

Strikes

Picketing

Boycotts

Political Pressure

Sabotage

D, Strikes

1, Strikes are a stoppage of work by a group of em-
ployees for the purpose of compelling an employer
to meet 1ts demands.

2. DMembers of unions do not feel that by stopping the !
work and not performing thelr duties that they in i
any way forfeit the right to the Job when the
dispute has ended.

a. Management, however, often feel that when an
employee leaves hils job, he has voluntarily
vacated the job.

b. Any attempt to fill the jobs of those persons
on strike by other persons is resented by the
unions,

ERIC :
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3. The Department of Labor points out that the causes
of strikes are from:

a. Wage and hour disputes
b. Union organization, wages, and hours
c. Miscellaneous worki.g conditions
4, Types of Strikes
a. Jurisdictional strikes--these arise because
of a dispute with a rival union and not be-
cause of a demand upon the employer. These

strikes are prohibited by the Taft-Hartley
Act,

b. Direct strike--a strike between the union and
the employer,

c. Sympathetic strike--thls is a strike, the pur-
pose of which, 1s to assist other workers who
have a dispute with their employer. Those
workers who go on a sympathetic strike have
no dispute with their employer; thelr actilon
of strike is 1n sympathy for other workers,

d. General strike--this is a strike that involves
the workers in all industries in a city or
region.

e. Wildcat Strike--a strike which only the mem-
bers of a local union participate in and this
is done without authorization of the national
union with which the local is affiliated.

f. Sit-down Strike-~this 1s a strike in which the
workers sit down at their jobs and do no work
with the purpose being to prevent other non-
union workers from taking thelr places.

Although the sit-down strike has been used, 1t
no longer is employed as the United States
Supreme Court has declared it unlawful.

g. Slowdown-~-this is a form of a strike; however,
the workers remaln on the job, but purposely
withhold the amount of work they are doilng.

The Taft-Hartley Act gives the government the
right to decide in any situation in questilon
when there is a slowdown in an establishment
which amounts to a strike. The National Labor
Relations Board and the courts determine the
speed of production and study the conditions
to see if workers are guilty of striking.,
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E. Picketing

1.

A union picket is a member of the labor union
posted near the entrance of the company or place
of employment to inform other workers and the
general public that a dispute exists.

Picketing is done to discourage other workers from
entering the company for the purpose of working.

The objective which picketing has is to see that
all employees and others observe the strike; for
1f some workers remaln at thelr jobs, or if other
workers take theilr places, the effectiveness of
the strike 1s weakened considerably.

To accomplish the purpose for which it 1s intended,
only a number of pickets sufficlent to conduct
peaceful picketing is maintained.

Sometimes, when workers persist in crossing the
picket line and not honor the strike, violence
can and does occur.

Types of Picketing
a, Legal Picketing--picketing in peaceful manner

with only the necessary number of persons
needed to carry out duties.

b. Mass Picketing--picketing done with large num-
bers of persons who attempt to block entrances
to place of employment--such picketing is held
to be illegal.

c. Secondary Picketing--thils is pilcketing of an
employer who does business with the company
which the workers are striking.

F. Boycotts

1.

ERIC
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A boycott is the activity of wilithdrawing and in-
ducing others to withdraw from any business
relations with certain groups or persons.

The purpose of the boycott is to bring economic
pressure on a producer or seller of goods,

Types of boycotts

a. Primary Borycott--this 1is a situation where the
workers, who are usually on strike, agree not
to patronize a firm because of 1its dispute
with management.
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b. Secondary Roycott--this i1s action taken by a
labor union %n that 1t prohibits 1ts members
from working for or having any dealing what-
soever with a concern whose workers are out
on strike. |

The Taft-Hartley Act ruled that the secondary
boycott 1s 1lllegal,

Politlcal Pressure

1l 1.

l'l'.

In any labor-management dlspute, the weilght of
public oplnion plays an important part in
determining the outcome,

a. Because labor unions recognize this aspect,
they do all they can to create an atmosphere
where they will receive favorable public
opinion.

Labor unilons do have groups which work toward
getting laws passed which are favorable to the
unions.

a. The federal and state laws whilch were passed
glving labor unions the right to organize and
bargaln collectively of consplracy and re-
straint of trade did much to foster union
growth and development,

With the passage of the National Labor Relations
Act in 1935, many desires of organized labor
were met.

The A.F.L.-C.I1.0, maintalns lobbyists who work

"1n Washington to secure the passage of laws which

benefit organized labor.

Sabotage

1.

The term "sabotage" 1s used to ildentify those
actlions by workers intended to restrict production
or cause damage to the employer's property.

No Important labor group today advocates the use
of sabotage 1n the sense of causlng physical
damage to property.

a. However, the resentment of workers with
grievances has resulted in acts of destruction.

(Before proceeding with methods used by employers in labor-
management relatlons, take a few mlnutes and review and
summarlize the preceding sectlon--methods used by organlzed

labor.)
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I. Methods Used by Employers | |

1. It seems that employers have Jjust as many methods
at thelr command as organized labor during
labor-management disputes. '

2. Some of the methods which employers have used 1n |
the past are now prohibited by law; however, they ;
will be mentioned for informational purposes.

§ J. The Methods Used by Employers include:

Lockouts

T TR TE R Y Sy

Injunctions
Blackllsts
Yellow-dog contracts

Strikebreakers.

Company Unlons

Political Pressure

K. Lockouts

1. The lockout 1s an action by the employer to stop
his bhusiness operation in an attempt to win a
dispute with hls employees.

2. The lockout has not been used extensively, as
employers do not want to close thelr business in
order to try to win a point with labor.

L. Injunctions

1. An InJunctlon is an order from a court commanding
an individual or group of individuals from doing
a certain act.

a. The injunction is granted to prevent damage
which could result from proposed action.

e 2 P LIl S P DTN % Bt E 0 P e te ment

b. When a court issues an Injunction, the labor
unions must obey it or be held in contempt
of court--if found gullty of contempt, a
fine or imprisonment could result

2. As was noted earller, the Norris-LaGuardia Act now
limits the power of federal judges to lssue
Injunctions in labor disputes.
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3. The Taft-Hartley Act, however, provided for the
use of the injunction in certaln cases,.

a. ©Should a labor dispute, in the opinion of the
President of the United States, imperll the
health and safety of the natlon, procedures
are set up so that an injunctlon which can
last 80 days be granted.

. b, This 80-day cooling-off period allows for
certaln other procedures to be followed so
that the dispute can be allowed opportunities
to be resolved.

M. Blacklists

1. A blackllst 1s a list of the names of union mem-
bers whilch 1s secretly kept and exchanged by
employers for the purpose of preventlng certailn
workers from obtalining other employment after
having been discharged for some type union actilvity.

2. Prior to the passage of the Natlonal Labor Relations
Act, there was no legal question as to the right of
employers to maintain and exchange such lists,

a. The Natlonal Labor Relatlons Act now prohlbits
the use of blacklists.

N. Yellow-dog Contracts

{ . 1. Yellow-dog contracts were contracts which the worker
) ‘ slgned and agreed to; such contract specilfying that
' as a condition of employment, the worker during his
period of employment was not to belong to a union,
nor to engage 1n collectlive bargainlng or striking.

a. The term "yellow dog" came from usage by fellow
workers to name those workers who agreed to such
contracts,

2. Yellow-dog contracts were formerly enforced in the
courts; however, the Norris-LaGuardla Act of 1932
made such contracts unenforceable,

0. Strilkebreakers

1. A strikebreaker 1s an individual hired by the
employer to replace a strilking worker,

2, There are state laws which glve the conditions
under whlch employers may hire strikebreakers.

a. HMederal statutes make it 1llegal to transport
strikebreakers across state boundaries,---

©
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P. Company Unilons

1. A company union 1s an organization of workers in a
company that is not afflllated with an outside
labor group. '

2. Passage of the Natlonal Industrlal Recovery Act
in 1933 gave rilse to the company union movement
as the Act guaranteed labor the right of collective
bargalning and stated that employers might not
] discriminate against employees because of thelr
unlon activities or membership in a labor
organization.

§ 3. Many employers fearing that their workers would
, Joln locals that were afflliated wilth national
unilons, encouraged their employees to form
company unilons,

4, The Natilonal Labor Relations Act prohibits employers
from giving flnanclal aid to encourage company
unions, or to domlnate or attempt to control
company unions.

Q. Poliltical Pressure

1. Employers, like labor unions, reallze the 1impor-
tance of public opinion 1ln the settlement of
industrial disputes.

2. Employers, through assoclatlons and lobbylng interests,
Sseek to secure the passage of laws favoraple to them,

3. In the case of a strlke that may affect an entlre
communlty, employers very often appeal to the pub-
lic for support by placing newspaper advertlsements
which state thelr position.

VII. Collectlve Bargaining

A, When representatives of an employer and the represen-
tatives of workers bargain together to establlish wages,
hours, and working condlitions the process is called
collectlve bargaining.

B. As has been noted, legilslation provides many of the
* rules gulding collective bargaining at the present
time.

1. Such legislation as the Labor Relatlons Act of
1935 and the Labor-Management Act of 1947 set
the pattern for such procedures in collective
bargaining.
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o. There are also some states with laws governing
collective bargaining practices.

C. The laws which set up and regulate collective bargaln-
ing clearly indicate that the American public favors
this system and insist upon free collective bargaining.

D. Collective kargaining usually starts with the negotia-
tion of the union agreement and the signing of the
labor contract, but it doesn't end there.

1. Management and labor must 1ive with the agreement
as long as it is in effect; the contract like any
other contract is rarely changed during its life.

2. There are usually many occurrences, however, whilch
take place between labor and management where
differences of opinion exist on what the meaning
of the contract is.

3. It is this difference of opinion and differences
in interpretation which brings about controversy.

E. Neither an employer nor a union may refuse to bargain
if requested to do so by the other party.

1. IT IS IMPORTANT TO NOTE, HOWEVER, THAT NELTHER
PARTY DOES NOT HAVE TO AGREE TO THE OTHER'S
DEMANDS.

a. Several factors will determine the final
disposition of the matter subject to
bargaining: -

aa. Reasonableness of the union demand
ab. Desirability of the demand by management
ac. The ability of the company to pay the cost

ad. The bargaining strength of weakness of
the union or the company.

F. \Many union contracts provide that elther the union or

the company can initilate proposals for changes; in the
contract when such 1is undertcaken, the party must notify
the other from 30 to 90 days before the termination
date.

G. No standard rules dictate who will he employer or
union negotiators; negotiations may be carr$§g on by

a single representative or by a committee. -
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1. Usually a large committee is created for planning
negotiations by each group; then, a small sub-
committee is designated to carry on the actual
negotiations, and a single spokesman is named as
chairman,

2. For the employer, the large planning commlttee
usually includes representatives from each of
its divisions, including several first-line
supervisors.,

a. The labor-relations director is normally
designated to do the bargaining for the
company.

3. For the union, the business agent, local president,
or iriternational representative may be chairman of
the bargaining group.

L., In the bargaining talks, each side usually has a
person who has authority to make commitments.

a. Bargaining is much slower if each minor con-
cession and adjustment has to be referred to
a higher authority for approval.

H. Where adequate facilities on the employer's premises
are available, there are usually no objections by
unions to hold negotiation sessions at the company.

\ 1. Also, in many companies, negotliations are held

J in large part on company time, as employee members
of the negotiating committees are excused for the
time lost away from their jobs.

a. If the negotiations run into lengthy sessions,
the company usually only pays a part of the
total wages.

T. Even the most carefully negotiated and worded agree-
ment may be found to be inadequate for some situations;
bargaining may take place to effect a change in the
contract.

1. This is an important feature of bargaining, as
most agreements run for one year, although some
contracts run for two, three, or five years and
within these time intervals, changes are often
desired.

J. There are several areas whlch are considered management
prerogatives and not subject to bargaining. These are:

1. The right to determine sales policies, organization
structures, areas, etc.
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2. Locatlon and structure of plants.

3. ©8Selection of machlnes, equipment, and tools.
4. Determination of production schedules. §
Some 1ltems are consldered controversial with no clear-

cut pollcy as to whether they are subject to negotiation

1f not included 1in the contract. These are: :

l. Right. to hire, dlscharge, transfer, promote, and
discipline.

2. Granting of leaves,
3. Employee classificatlons and merlt wage increases.
Leglslation and public oplnion have long held that

public employees do not have the right to strike or
bargaln collectively.

l. The reasons for thls is that funds for wages and
salaries must come from leglslatlve action; and that
public agencles are not glven power to create or
enforce such contracts,

Grlevance Procedure

A.

2. The grievance may be a large 1lssue, or it may be

Most unilon contracts establish grlevance procedures as
experience has shown tc both management and labor that
1t 1s best to have some systematic method of handling
complaints,

1., It is not uncommon for companies whlch do not have
a union contract to still insist on the establishment
of a grilevance procedure,

Where a union contract is involved, grlevances are
adjusted through an orderly process known as the
grievance procedure,

1. In most cases, grievances are based upon workers!
resentment of some decislon made by management or
some action taken by foremen or supervisors.,

a small one; 1t may be concerned with a worker's
refusal to do a certaln type of work, or the right
to smoke 1n a certaln area, or the length of a
rest perliod, etc,

e o BT L L S S

3. Most companies follow the practice of permitting
grievances on any subject, but limlting arbitration
to disputes over interpretatlica or application of
the contract,
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4, Wise management knows that any unsettled grievance,
whether it be real or imaginary, is always a poten-
tial source of trouble--the grievance machinery
helps uncover the causes and get the grievance out
into the open. '

¢. There is no standard grievance procedure set down by
law and each company must tailor grievance procedures
to fit its own situation, but based upon what union and
management have agreed upon and written into the contract.

D. ‘Typical Grievance Steps (Initiated by the Employer)

Step 1 -- The foreman discusses a complaint with the
worker and the union steward.

Step 2 -- The superintendent of the company or his
representative discusses the complaint with
the union grievance committee.

Step 3 -- General company management discusses the
issue with national union represenftative and
union grievance committee.

Step 4 -- Dispute is referred to impartial arbitrator for
decision. |

E. Typical Grievance Steps (Initiated by the Union)

The same four steps as above are followed, except that
the union personnel initiate the discussion rather than
company personnel.

F. The contract provides that the decision of the impartial
arbitrator is binding.

1. Many times, differences and disputes are settled
before it reaches arbitration.

5. Both the employer and the union usually prefer
settling their own disputes without having to de-
pend upon a third party; however, when needed, peaceful
arbitration is far better than strikes or lockouts.

IX. The Supervisor's Role in Labor Relations

A. The first-line supervisor plays an important part in
management-union relations.

1. The supervisor 1s a representative of management,
and in the eyes of the law, supervisors and foremen
are held to be agents of the company.
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Since the company is held responsible for any actlon
which the supervisor may take in dealing with workers
who belong to unilons, 1t 1s very important that the
supervisor become familiar with the labor contract and
all 1ts ramiflcations,

Of foremost importance, the foreman is primarlly re-
sponsible to his company to protect its interests in
labor matters.

1. In most companles, the first-line superwvisor is
usually the first. contact between workers and
management and between union representatives and
management.

2. The actions and words of the supervisor in such
dealings can have important consequences, ‘

3. Actions which the supervisor takes can cause the
company to be charged with breaking the union
contract.

The Supervisor's role under the Wagner Act

1. As the foreman and supervisor are directly affected
by the unfair labor practices of the Wagner Act,
thers are some things which should be avoided:

a. A foreman should never use threat or take actilon
that would affect a worker's job or pay when the
union is organizing a drive for membership or
‘during a National Labor Relations Board
representation election.

b. The supervisor or foreman should avoid any action
such as discharge, layoff, demotion, or difficult
job assignment on account of the worker's union
membership activities.

c. The foreman or supervisor should not dlscuss
union matters with employees, or to express an
opinion for or against a union.

As previously pointed out, supervisors are many times
expected to participate in collective bargaining nego-
tiatlons; therefore, a keen and alert understanding of
labor practices in the company must be developed.

The supervisbr must know the rights of the shop steward;
but more important what the limitations are to the
steward's activities. S ‘

1. The steward does not manage the department, this
is the supervisor's Job.
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o. The main activity which the steward has, in &ad-
dition to doing his assigned work, 1s to look out
for the rights of the workers as prescribed by the
union contract.

a. For this reason, often a steward will advise
the foreman concerning something which he
thinks is in violation of the contract.

b. The foreman needs to be just as informed about
the contract as the steward, so that an equal
footing is had when such matters are discussed.

3. Responsibility for managing and supervising the
department is never shared with the steward, and
the steward has no right to tell a worker what
to do.

The general approach which the supervisor should take
in regard to labor relations is to become as well
informed on these matters as possible--this information
will be needed for the job the supervisor will be
expected to do.

Laws Affecting Terms and Conditions of Work

A.

Tn addition to those laws previously discussed in
reference to labor-management relations, there are
important laws used in maintaining conditions which
meet legal requirements.

Federal Wage and Hour Law (Fair Labor Standards)

1. This law regulates methods of wage payment and
hours of work for any company engaged in inter-
state commerce; (commerce between two or more
states).

o. This law restricts the employment of children over
14 and under 16 to non-manufacturing and non-mining
jobs.

3. Children under 18 years of age are restricted by
the law from taking employment in a hazardous Jjob,
as defined by the law.

4., The law sets a minimum wage; $1.24 per hour since
September 3, 1963, and prescribes that time and
one-half must be paid for all hours worked over
eight hours a day and 40 hours a week.

Walsh-Healey Public Contracts Act

1. This act sets the conditions for any company which
works under government contract.
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2. Boys under 16 years of age cannot be hired; girls
under 18 years of age cannot be hired.

3. Time and one-half rates must be paid for work in
excess of eight hours per day and 40 hours per
week.

4, The act also sets standards for working conditions,
and establishes a minimum wage for a particular
industry.

XI. Labor Unions in Louisiana
A, History

The history of labor unions in Louisiana paralleled to
some degree the labor movement on the national level.
Of course, labor unions did not come to Louisiana as
soon as they did to the eastern manufacturing centers.
The reason for this is apparent when the economic
make-up of the State is compared to other regions of
the country during the period of colonization., As
factories sprang up along the eastern coast of the
United States where labor was plentiful and available
water power to run the machines was ample, the South,
including Louisiana, turned to an agricultural economy.
Because of this predominant economic base built upon
agriculture, the early union movements which drew
membership in New York, Philadelphia, Boston,
Pittsburgh, and other eastern cities, did not find
groups of factory workers in Louilsiana to enlist.

As there developed some metropolitan centers in
Louisiana after the Civil War, national unions came
in to organize the workers in the infant industries.
The A. F. of L. and the Rallway Brotherhoods were
forerunners in the organization of local unions. The
local unions organized were in the larger cities and
towns of the State, as the possibility of securing
union members from the agricultural ranks was not
feasible. Even today, the agricultural labor force
of Louisiana 1s approximately 10 per cent. Early
unions which were organized in the State were affili-
ated with national and international unlons. Such
unions as the International Typographical Union, Street,
Electric Railway and Motor Coach Employees of America,
Maritime Union of America, Horseshoers of the U. S.
and Canada, International Union of Journeymen, etec.
were some of the early unions noted in the State.

It must be stated that all of the incidents occurring
within the A, F. of L. federation, the formation of

the C.I.0., and the subsequent merger of the A,F.L.-C.I.0O.
had the same effects in the State as in other areas

where the federations had membership.

©
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B. A.,F.L.-C.I.0. Structure in Loulslana

This federation is well represented by Loulslana locals
and their membership. There are approximately 130,000
members in the A.F.L.-C.I.0. structure in Loulslana;
these members belong to approximately 800 local unlons
which are affiliated with national and international
unions.

THE STRUCTURE OF THE A.F.L.-C.I.0, IN LOUISIANA HAS
BEEN PREPARED IN CHART FORM. THIS WILL BE GIVEN IN
HANDOUT 16.

*%% Handout 16 *¥¥

T TR

As noted 1in the chart, Loulslana workers are members

of the A.F.L.-C.I.0. only through the local and national
unions to which he belongs. Membership of Louilsiana
workers in the clty central bodies, city building

trades counclls and the state council 1s based upon
membership in the national unions. The clty centrals
function as agencles to advance the position of
organized labor 1n the various communitles, They are

of tentimes active in local political affairs and seek
labor representation on the local level.

The top A.F.L.-C.I.0. organization wlthin the state

is the Loulsiana State Labor Council. This body re-
sulted from the merger of the Loulsiana State
Federation of Labor, A.F.L., and the Loulsiana State
Industrial Unilon Council, C.I.O. in 1956. Offices

are malntained in Shreveport and Baton Rouge for the
Councll; however, the headquarters are 1n Baton Rouge.
The functions of the Loulsilana State Labor Council

are political and educatloral and does much in the
lobbying of leglslation favorable to labor in the state
legislature., The Loulslana State Labor Council 1s
represented on Handout 15, "structural Organlzatilon

of the A.F.L.-C.I.0." in the section--State Federatlons.
Tt is well to note that 85 per cent of those persons
holding membership in unions in Loulslana are with
unions affiliated with the A.F.L.-C.I.O. Federation.

¢. Independent Unions in Louisiana

Tn contrast to the A.,F.L.-C.I.0. federation, membership
in the 1lndependent unlons in Loulsiana 1s not large.

In fact, it constitutes only about 15 per cent of the
total union membership in the State. Of course, there
are represented in Loulslana independent national union
organlzatlons, independent federatlons, and independent
locals. Some of the independent nationals include:
Rallway Brotherhoods, United Mine Workers of America,
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International Longshoremen's Association, and others.
There are three Ilndependent federations--Confederated
Unions of America, the Englneers and Sclentlsts of
America, and the National Independent Union Council.
There are approximately 25 independent local unions
in the State located primarily in New Orleans, Baton
Rouge, Lake Charles, Shreveport, and Bogalusa; repre-
sentlng such workers as bus drivers, oll refinery em-
ployees, sugar company personnel, marine englneers
and pllots, and longshoremen.

D. Union Membership in Loulsiana Industriles

There are three basic groups 1n Loulsiana which provilde
the baslc source of labor union membership. These groups
are: (1) manufacturing, (2) non-manufacturing, and

(3) government, These groups, of course, exclude
agricultural employment. In Loulsiana, approximately
25 per cent of workers are engaged in manufacturing
actlvitles, whlle the natlonal average is approximately
30 per cent engaged 1n manufacturing jobs. The dis-
tribution of employment in Loulslana by groups as

given above is: manufacturing, 25 per cent; non-
manufacturing, 60 per cent; government, 15 per cent.

When the distribution of union membership 1s looked at
in these three groups, however, 1t 1s found that 1t

1s not in the same proportion as the distributlion of
workers. Unlion membership among the groups 1is:
manufacturing, 35 per cent; non-manufacturing, 60 per
cent; and government, 5 per cent, The non-manufactur-
ing group 1lncludes constructlon, transportation, public
utillities, wholesale and retall trade, flnance and real
estate, and mining. The bulk of the union membership
found 1in the government group 1ls accounted for by post
office workers, It wlll be noted that 15 per cent of
workers in Loulslana are employed in the government
group, but thils group (government) comprises only five
per cent of total unlon membershlp. The absence of
union membership is because state and city ~mployees

do not belong to unlons; also, the large number of
teachers 1n Loulsliana for the most part do not belong
to unions, alfhough there 1ls a small number of teachers
who belong to unlons 1n the metropolltan aresas.

E. Distribution of Unlon Membershlp in Loulsilana

There are six metropolltan areas of Louisiana in which
union membershlp is concentrated. These areas are:
New Orleans, Baton Rouge, Lake Charles, Alexandrila,
Shreveport, and Monroe., These slx areas comprise only
nine of the State's 64 parishes. The A.F.L.-C.I.O.
Federation accounts for most of the membershlp in the
metropolltan centers, although independent unilons
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are also present in the areas. There are some unions
located in Louisiana in the smaller cities and towns;
Bogalusa has over half its non-agricultural employment
represented by union membership making it the most
highly unionized city in the state. Although New
Orleans has the largest number of union members, this
accounts for only about 25 per cent of its total
non-agricultural workers.

The early labor movement in Loulsiana which witnessed
beginnings in the metropolitan areas still seems to

be confined to this pattern. However, it is now
noticeable that with the heavy industrialization of

the Louisiana Gulf Coast and the area along the
Mississippi River between Baton Rouge and New Orleans,
this present pilcture may change. Many of the industries
establishing plants in these areas have had histories

of union activities and it is expected these will
continue,

Political Activity of Unions in Louisiana

Just as the national unions and federations have as

one of their objectives the using of political influence
and pressure to secure legislation favorable to their
cause, this same procedure has been carried on in
Louisiana. Perhaps the most controversial issue 1n
recent years in which unions in the state have brought
political pressure concerns the "Right-to-Work" law.
When the Taft-Hartley Act was passed in 1947, one section
of this act permitted the union shop in states which
did not have laws against it. This section of the Taft-
Hartley Act led to a wave of state right-to-work laws,

‘which made it illegal for an employer to require a

worker to joln a unlon as a condition of employment.
This right-to-work law provision led to bitter contro-
versies in many of the states--Loulsiana was no excep-
tion. In the 1954 legislative session in Louisiana,
the "Right-to-Work" issue became an lmportant matter;
the A.F.L.-C.I.0. in Louisiana stated that 1t spent
over $100,000 in a public relations and lobbying cam-
paign to defeat the measure. However, the "Right-to-
Work" measure did become a law on the books~-~-an occurrence
which labor unions in the State say came about because
the Manufacturers' Association had much influence in
electing the legislature.

As a result of the passage of this legislation, the
positions of unions in the state were weakened con-
siderably when workers did not have to join unions in
companies which in the past required membership. This
was hailed as a great victory for anti-labor forces
who could see the defensive situation this put the
union in.

P i, ia |
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The American Federation of Labor and the CIO State
Industrial Union Council in Louisiana began to take
steps to bring about a repeal of this law, One of

the first steps 1t took was an intensive registration
campaign to qualify union members, theilr families and
friends to vote. When the "Right-to-Work" law was
passed in 1954, less than 25% of the union membership
in the State was regilstered to vote; by 1956,

50% were registered to vote. Another measure which
the unions took was to raise funds for lobbying and
political purposes. The unions raised over $100, 000
between 1954 and 1956; with some locals levying direct
assessments on members, while other locals took funds
from the union treasury. In the 1956 state elections,
22 senators elected out of 39, pledged to repeal the
"Right-to-Work" law; 51 of the 101 members of the
House who were elected had also made pledges to vote
for the repeal of the law., As a result, the Loulsiana
Legislature in June, 1956 voted and passed a measure
for the repeal of the "Right-to-Work" law., On June
21, 1956, the Governor signed the repeal into law;
making Louisiana the first southern state to effect

a repeal.

Unions in Louisilana have been active in other political
issues, They have lobbyed for increased unemployment
insurance benefits and other worker benefits.

General Outlook

The general outlook for union activity in Loulslana

is that it will continue to increase with the movement
of industries to the State from other sections of the
country. Since unions in the State which now exist
are closely tied in with national federations, much of
what will come about will be the result of the natilon-
wide union activities, Whatever the results may be,
the objectives of both the employer and the unlon must
be directed toward peaceful solutions to labor re-
lations problems and let collective bargaining function
in the manner it should.

(Because of the large volume of material presented in
this session, time may not permit a summarization;
however, if there is any time remaining, take questions
which the trainees may have.

Before closing the meetlng, announce the topic for
Session V, "Leadership.") ‘
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E SESSION V
LEADERSHIP
| I, Objectives for Session V
% A, (These objectlves may be charted before the session
g begins for convenience and a saving of time.)
)E Objectives
5 To point out how effective leadership 1s related
ﬂ to good supervision ~
. To study theories, types, and patterns of leadershlp
ﬁ To make a self-analysis of each supervisor for

leadership qualities

To note carefully how supervision, leadershilp;
and productivity form close relatlcnships

i

II. Importance of ILeadershilp

j A. The importance of leadership qualities 1in individuals
) has been given close study by today's buslness and
industrlal executlves,

§ 1. The new quality of leadership and supervlslon
- necessary in modern management 1s an essentlal
element.

" 2. No longer can 1t be said that the offlce boy 1n
the company has an opportunity of becoming its
president; more and more 1s required of persons
today than just success in completlng routine

Jobs,

3. In days gone by, it was very likely that a person

= could rise from the lowest rung on the ladder to

a posltion of importance in the company based solely
on his ablillity to master successive routlne Jobs.

4, In today'!'s competitive world where technology and
educational competence exilst, more 18 needed.in
the person who 1lg expected to lead than just a

- - working knowledge of day-to-day actlvilkles.
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5. Even though we have come through periods of great
change in recent years, there seems to be periods
ahead which will witness even greater changes--
these changes will no doubt bring forth new
demands and opportunities for supervisors who must
possess broad leadership skills.

It has previously been noted that management is con-
cerned with the organization of group activities and
getting work done through a competent work force.

1. It can definitely be said that leadership has a
great deal of effect upon group effort,

2. Group effort is the way by which accomplishments
of the organization are made.

3. Whatever group activity is present, effective leader-

ship is a requirement for motivating and giving
direction.

L., The role of the leader in any group is primarily
the responsibility for developing effective
teamwork.

5. Because management now recognizes the necessity of
obtaining desired results through organized group
efforts, added emphusis is being placed on the
human element as a role in leadership.

6. In many cases, even though the organizational
structure of an enterprise may be basically weak,
effective leadership can bring together individual
activities within the group to the achievement of
a goal.

What Leadership Is

A’

The question now needs to be answered: "What is
Leadership?"

(Have the trainees give what they believe to be the
definition of "leadership." It would be good to
chart these,)

There are many definitions for leadership which manage-
ment experts give; however, a simple definition which
defines the term adequately is:

Leadership is the activity of inspiring others to follow

and do willingly the work requested,
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(Compare the contributions of the trainees with this
one given. There is surely to be similarities; however,
the key word in the definition should be "willingly.")

A point which is sometimes argued is: "Are good
leaders born or made?"

1, The question can be answered very easlly.

2. Most leaders are good leaders because they have
worked hard to attain the characteristics of good

leaders.

3. This reasoning applies to the current sltuation
of developing leaders for tcday's challenges;
certainly leadershlp is an art that is and can
be developed.

Leadership 1s present and 1s needed at all levels of
management; 1t is needed Jjust as badly at the lower
levels of the organizational structure as at the top
levels.

Leadership, of course, 1s not confined only to business--
government, schools, hospitals, community organizations,
and any group where individuals must be organized,
Jeadership is needed.

1. It is very evident that without a leader 1n any
group, the actions of that group would become
wlthout direction, organizatlon, or purpose.

The art of inspiring and leading people to do things
willingly takes a great amount of skill and a deep
understanding of human nature.

1. This does not mean that the leader must be skllled
in the principles of psychology, but it does mean .
he must understand and be able to use common sense
reasoning based upon the principle that every person
wants to be treated as an indlvidual.

Leadershlp, as we know 1t today, 1s very often contrasted
with the old-time tough foreman or supervisor who used
fear as the chief means of motivating workers,

1, IT'WILL BE WELL TO LOOK AT A FEW OF THESE POINTS
WHICH HAVE BEEN CONTRASTED BETWEEN THE LEADER AND
THE OLD-TIME BOSS, USUALLY REFERRED TO AS THE ‘
"DRIVER."

2, THIS IS PRESENTED IN THE HANDOUT WHICH WILL BE
GIVEN YOU, S e
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*%% Handout 17 *%%

( Read through and discuss the contrasts with
trainees.)

3. Additional points which can be used in this
discussion include:

a. There were some conditions responsible for the
"old boss" type of supervisors and foremen--
the cnes who drove their men instead of
leading them; these were:

aa. This type of supervision tcok place during
an era of rugged individualism; conditions
today are much different fromn: the past.

ab. There was a supply of cheap labor in the
country at one time; this is no longer
true with the rise in the standards of
living and development of skilled workers.

ac. The early factory system evolved into con-
ditions which were very bad for the worker,
the supervisor, and even fop management,

ad., In the early history of management concepts,
there was no knowledge available of how to
deal with people; especially so before the

_ advent of scientific management and the

§ ' Hawthorne Experiments.

T TR TR TR

% b. Those factors which contributed to the new
: type of leadership as represented by the
i right-hand side of the handout were:

aa, Higher educational standards.

ab. The rise of organized labor movements.

ac, The passage of labor laws protecting the
rights of the worker from abuse and
economic threats.

| ad. Changes in the social and economic standards.

ae., Advent of scientific management and the
human relations aspects of management,

i, The days of the old time "boss" with the crude
methods of handling workers have been replaced in
most cases with effective leadership.

-y
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a. Tae use of threat and force in order to get
workers to do something is not the trait of
good leadership.

b. This does not mean that leaders do not take :
firm, positive action when necessary. j

c. Nor, does this mean that the effective leader
let part of his authority slip away from him
to his subordinates.,

d. The leader can be stern; use methods of disci-
pline and still win the respect of the group
he leads.

Types of Leadership

There are usually considered to be three distinct types
of leadership:

Autocratic Leadership

Democratic Leadership

Free-Rein Leadership

b ot et T o2t it ol A 5, 0 RN IETEHORNEA AR 1 s, st etoerete . omtrdh S ook st rd st -
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Autocratic Leadership -- In this type of leadership,

fhe leader assumes full command and bears full re-
sponsibility for everything he does. The leader
demands obedience from his workers in following his
directives and seeks no advice or suggestions from

his workers in getting the job done. He sets policy
and procedures based upon what he thinks they should be.

Democratic Leadership -- In this type of leadership,
the leader gets ideas and suggestions from the group
he supervises., The spirit of teamwork 1s advocated
with subordinates encouraged to take part in setiing
policies. :

Free-Rein Leadership -- In this type of leadership, j
The leéader assumes the role of "cne of the group" §
and uses little control or direction in dealing with !
the group. He, more or less, lets tThings go as they !
will with the subordinates making many of the decisions

necessary to further the progress of the work. He 1
does provide the wide guildes for action by the group. 1

Which Type of Leadership is the Best? |

1, The question arises as to which type of leadership :
is the best to use. §
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Very often it is thought that the democratic type
of leadership is the best to use; however, this
is not always the case,

The truth of the matter is that all three Lypes
are the best to use; that is, each has advantages
over the others in different situations.

Autocratic leadership, in certain situations, will
be the mos%t effective and successful, while demo-
cratic znd free-rein would not be effective at all,

Free-rein leadership, in certain situations, will
produce far more successful results than either
the democratic or autocratic types of leadership.

Democratic leadership, also under the right con-
ditions, willl be more effective than either
autocratic or free-rein leadership.

F. From the foregoing statements, it must be made clear
that there is not "one best method or type" or
leadership to us® for all situations.

1.

| ERIC
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It 1s the situation which the leader finds himself
in and the types of persons he is dealing with

which will be responsible for the type =f leadership
best to use,

5 must also be noted that the leader is not to be
thought of as the democratic, or the autocratic,
or the free-rein leader; rather, he should be
identified with having all three of these types
at his command to use as the situation demands.

The typical supervisor may use all three types in
his day-to-day activities; he must be able, however,
to choose the approprilate type to get the action

he desires,

a. In some cases, he will consult with fellow-
supervisors on matters relating to their mutual
problems; 1f he assumes the leadership of the
informal discussions, he certainly would not
expect to be autocratic.

b. If the supervisor has an assistant who needs
only occasional help or direction, a democratic
type of leadership would get the best results
with this assistant,

¢c. The supervisor must be gutocratic, if for example,
a rather stubborn type of worker is told to do
a certain Job,
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Because the leader must choose approprlate types
of leadership to use in certain situatlions or in
dealing wlth certain types of persons, 1t 1s well

to discuss some of these ltems whilch glve indlicatlons

as to the type to be used.

Use of Types of Leadershilp

A.

Personality of Followers

1.

Perhaps the most lmportant characteristic which
dictates the type of leadership which should be
used 1s the personallty of the subordilnate,

There is a strong relatlonshlp between leadership
methods and types of personality of subordinates.

The hostlle, stubborn type of person must be dealt
wlith in a stern manner; therefore, the use of any
other type of leadership than the autocratlic would
be very ineffectilve.

a&. The hostile individual would have little to
contrlibute if allowed free-rein leadership;
in fact, such an individual can do much harm
to a group, if allowed to have too much
freedom of action.

The individual who tends to lack the capaclty to
make decisions or act for himself would also do
better with the autocratic type of leadership.

a. Such an individuval finds assurance in authority
and firmness,

The person who can do his best work when given
only minimum direction and supervision would do
better under the free-reiln type of leadershilp.

a. When a person can work alone, can produce more
when he's on hls own, and requires little super-
vision does better when he's allowed to work
at his own pace,

b. Such a person, 1f autocratic leadership 1s
applied, would in all probabllity slow down
considerably because limitations have been
placed on his capaclty to produce.

A person who gects along well with the group and
who 1is interested 1n contributing what he can
toward the work goal must be placed under the
democratlc type of leadershlip to get the best
results from such ar 1ndilvidual.
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a. Persons who are co-operative and who want to
do all they can toward contributing their
share to the work load will make many sugges-
tions and recommendatlons to the leader that
car be useful.

b. Some subordinates can and do contribute much
to assisting the leader in getting the work
done in the most efficlent and effectlve manner;
not taking advantage of these suggestlons does
not make for good democratic leadership.

B. Job Knowledge

1. The knowledge of the job by the worker or by the
person being dealt wlth by the leader relates
very much to the type of leadershilp which is to
be used.

2. If the worker has technical kncwledge of the job
being performed, the democratic method would be
used by the leader,

a. Very often, a worker 1s more famlliar with the
detalls of the job than the supervisor; for
thls reason, the worker's suggestions or recom-
mendations for planning work activities can be
extremely helpful.

b. Leaders can learn much from thelr followers
and the opportunity for learning by leaders
from workers who know what they are dolng
should not be passed up.

c. The leader who assumes the autocratic type of
leadership 1n certain situations causes excess
time to be consumed or costly errors to be
made because he doesn't have the Job know-how
and refuses to llsten to advice from hils
subordinates.

3. When the leader is dealing wilth new workers who do
not possess the necessary knowledge 1lnitially to
do the job, he must use autocratic leadership--
the other twé types would result in a disorganized
group actlon that had no real purpose.

a. In training situatlons as well, where workers
are there to galn certaln information, the
autocratic leadership type must be used.

i, When persons of egual rank in the organizatlonal
structure get together to work out the solutlons
to problems concerning the grcup, the person
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Full Tt Provided by ERIC.

R



R TR

R TR g

B Shiiaiibiiiihg

TR TR DR

125

serving as leader for the group cannot be auto-
cratlc; he must be democratic by allowlng those
wlth just as much Jjob knowledge as he has to
contribute to mapplng the course of action.

C. Siltuatlon

1.

The particular type of siltuatlon the leader finds
himself 1n will indicate the type of leadership
to be used.

For example, in times of emergency, autocratic
leadershlp must be used,

a. Person must be told what to do quickly.

b. There are no opportunities for getting reactions
from the group, as time and speed are cf the
essence,

In routine matters of work, the leader willl direct
certain orders to subordinates as a matter of speed-
ing up normal work schedules; such situations call
for dlrect orders using autocratic leadership.

a. There are many routilne matters which the super-
vlisor must direct workers to do a.d such mat-
ters are not open to suggestions or discussion
from the subordinates,

In siltuations, however, where there may be a problem
to solve, the leader then wants to have subordinates
to help solve 1t and will then use the democratic
leadership type.

a, There are, of course, some problems which sub-
ordlnates can not contribute toward solving;
such would not be subject to the democratic
approacn.

b. In such sltuations of problem solving, es~-
peclally where persons of the same Jjob status
are involved, a free-reln or democratic
process 1s best to use,

D. Type of Group

1.

It is posslible to identify groups which have certain
characteristics as certaln group types.

a. Certainly, in every group there are some indi-
vliduals who do not have the same make-up as
the majority.
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i b. The majority of persons in the group which
exhibits certain characteristics identifies
the group as a whole with these qualities.

2. A group that is untrained or not well disciplined
cannot functlon well under democratic leadership.

a. Just as the individual who 1s not disciplined,
a group can bhe wholly undisciplined and
disorganized,

b, A firm control is necessary with this type of
group and such firm control is found only in
the autocratic type of leadership.

c. Rigid directions and supervision in such cases
must be exercised untll the group becomes
disciplined and organized into a precductive
unlt.

3. A group made up of professional persons represents
just the opposite from the untrained and undisciplined
group.

a. Persons 1n such a group are well trained, are
’ competent in their respective fields, and if
i They weren't good leaders in their own right,
| they would have never attained professional

§ rank.,

|

| b, When such a group of professional persons has

g an objective to complete, the only types of

' leadership which can be used and still retain
all the characteristics of good human relatlons,
are the democratic or frec-rein types.

¢, The leader of a group of persons who have pro-
fessional standing does not have to provide =z
great deal of guldance.

d. Only occasional conferences are needed by the
leader to bring up to date the accomplishments
made by the individuals.

4, 1In a group of persons who work well together, the
democratic type of leadership is to be used.

a. Where persons wilithln the group understand the
work of the ocher, have little or no misunder-
standings, communicate freely among themselves
and with the supervisor, and who try to settle
thelr own problems, the democratlc type of
leadership is bound to succeed.

©
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b. In a group of this type, the democratic type
of leadership tends to make the best use of
the bralnpower which the group possesses,

c., Also, the democratlc type of leadership in such
a group brings out the best capabllitles of the
individuals wlthin the group.

VI. Flexibllity of Leadershlp Types

A. As has been pointed out, the successful leader must
master the use of all three types of leadershlp--
autocratic, democratlc, and free-rein.

B, The Job of the leader is to be able to shlift technliques
effectively to meet the needs of changling situations,
problems, and workers within the group.

1. There must pe flexibility in the use of the types
of leadership, and thls flexibility must be mastered
so that there 1ls never a questlon in the mlind of
the leader that he must fit a cholce of technigue
to the situatlion at hand.

2. Certailnly, there willl be times when the leader
may have some doubt as to what technique to use
in a particular situatlon.

3. However, by applying a consclenftious effort to
evaluate each experilence encountered, the mastery
of type to use wlll become easlier,

C. It must be stated in conclusion that leadership is
an art and skill which can be developed.

1. Geod leaders are not just endowed wlth leadership
abllities, they must through hard and dlligent
work acqulre such.

2., There must, however, be that deslre present to
want to learn to be a good leader before a person
ever has a chance to become a good leader,

VII. Patterns of Leadershlp Behavlor

A, There are several patterns of leadership behavior which
relate to the types of leadership to be used in certain
sltuations,

1. These patterns are based on the functlons of the
leader rather than an ldentificatlon of the type
or kind of person.,
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a. It can be easily seen from the foregoing ma-
terial presented that it is not so much what
makes a good leader or the personality factors
of a good leader, as what the effective lesader
does, '

b. Also, 1t must be remembered that a leader is
responsible for group action and that his
relationships with the group are of the utmost
importance.

2. The leader of any group has certain powers which
will affect the outcome of group action; it is the
use of this power which will determine the
effectiveness of the leadsr.

3. Some leaders feel that the group should share in
the power of the leader, thus resulting in having
\ the group contribute to the decision making of
the leader,

4, Other leaders feel that they should handle most
of the power, thus resulting in little freedom
for decision making of the group.

B. Where the leader has certain choices in the leadership
patterns he chooses, he still must be concerned with 3
the principle of flexibility; the patterns which are 1
normally used include: '
Telling

Selling

Testing

Consulting

Joining

C. Telling -- this type of leadership pattern is based
on the leader's decision to simply tell the members 4
within the group what to do and does not consider 4
having them participate in any way in the activities : §
of the leader. ‘

D. B8Selling -- This pattern of behavior is used.by the 3
leader when he wants to use persuasion in getting the %
group to accept his decision.

1. The leader, many times for psychological reasons, :
may want to cornvince his group of the advantages g
of the idea or plan he wants to put into effect, f
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2. If the group is sold on what the leader advocates,
the job of implementing these ideas or plans will
not be near as difflcult as 1f the group is simply
given instructions.

Testing -- In this behavior pattern, the leader is

desirous of getting his group's reaction to solutions

to a certain problem.

1. He presents the solutions to them and gets thelr
reaction on which they believe to be the best.

2. This brings into play the democratic process.

3. After the leader gets the reactions of the group,
he will be able to know which of his solutions
will be the best received by the group.

Consulting ~-- In thls behavior pattern, the leader has

a certain problem to solve, but instead of mapping out
solutions himself, he gets the group to give their ldeas
for solilution.,.

1. He then can choose the best one presented by the
group.

Joining -- The leader here simply Jjoins in with the

members of the group in seeking solutions to problems

pending and agrees in advance that whatever decision

the group makes will be the one carried out.

1. This pattern works better with professional persons,
or persons who have equal rank 1in the organization.

Influences on Patterns of Leadership Behavilor

1. There are many influences which will determine
which of the patterns of leadership behavior will
be used.

2., These influences are found in:

a., The leader

b. The group

¢, The situation

3. First, looklng at the influences 1n the leader
himself and how these will decide which pattern
will be followed:

a. If the leader has a great amount of confldence
and trust in the members of his group, he 1s
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apt to use one type of pattern; on the other
hand, 1if he distrusts his group or feels they
are limited in their capabilities, he will
use another, ‘

b. Of course, it must be pointed out that the
conf'idence he shows in his group may or may
not be justifiable, l

c. Also, leaders show a tendency to differ greatlj
in the amount of trust and confidence they
place.in their workers. !

d. There are some leaders who tend to have their
own ideas about what the leader is supposed
to do; some do not believe in sharing their
functions with members of the group, while
others believe in sharing leadership with
the group.

e. Many leaders have the feeling of wanting a
certaln amount of security in the jobs being
done; and consequently are more inclined to
"tell" or "sell" than to "consult." -

f+ In conclusion to the influence that the leader
has in the pattern used, it must be remembered
that the leader has certain ideas and ways
peculiar only to himself and much of what he
will do will be related to these inherent
beliefs..

4, Next, the influence of the group will be discussed:

a. The leader knows that each member of the group
1ls an individual; that each individual has
perhaps a different type personality make-up.

b. Also, the leader knows that each member of the
group has certain beliefs and ideas, just as
he does himself.

¢c. The leader, who can understand his group better,
can use the type of behavior pattern which will .
produce the best results, ' j

d. The patterns of "consulting" and "joining" can

be used when:

aa. The members of the group are ready to
assume responsibility for decision making.

ab. The members have the knowledge and experience
to deal with the problem.
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ac. The members of the group can tackle the
challenges gilven with only a minimum
amount of direction and guildance.

e. When the condltilons do not exist as Just enu-
merated, the leader must then use the "telling"
and "selling" techniques.

5. The situation has influence as to the type of
leadershlp behavior that wlill be used.

a. The pressure of time 1s very often a common
occurrence which makes 1t necessary that the
leader use a hlgh degree of authority by
"telling."

b. If the problem 1s of a complicated nature, such
as that which 1s beyond the knowledge require-
ments of the workers, then he cannot expect to
use the pattern of "consulting."

¢c. On the other hand, 1f a problem exists whereby
persons in the work force have the knowledge
to contribute to solving the problem, then 1t
is expected that the "consulting" pattern could
be used.

d. The type of organizational structure will in-
fluence the type of leadership--for example,
the size of the departments or work unlts may
require the leader to exercise more control
or less control asg the situatilon may be.

aa. Large work unlts under the control of a
supervisor usually require tighter con-
trols than 1f he were in charge of a
small and unifiled group.

6. Even though the leader is influenced by the three
factors discussed, he must continually strive to
keep in mind the objectives whilch he 1s leading
his group toward.

a. The manner in which he reaches these goals and

develops his group while leading 1t will de-
termine the effectiveness of the leadershlp
behavior patterns used.

Leadership Characteristics

A. It has been pointed out rather vividly that every
organization and every organized effort needs mpanagerial

techniques and leadershilp. -
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B. The leader's success in any endeavor depends upon the
influence he is able to exert upon the people whom
he leads.

C. There are some broad characteristics which a leader
must possess; these are:

1. The leader must have the ability to analyze a
problem, or a situation, or a set of circumstances
and arrive at a satisfactory conclusion.

2. The leader must have the ability to select and
assign people properly in the organization.

3. The leader must have the ability to make the
organization function by transmitting to those
in the group the objectives of the organization
and get these cbjectives accepted by the group.

D. ILeadership is interested in how people can be brought
together to work together for a common end so that
the individuals may better share in realizing group
accomplishments.

E. Qualifications for Leadership
1. What are the qualifications for 1eadefship?

a. Certainly there are qualifications which
leaders must possess and these are summarized
in Handout 18,

**% Handout 18 #%%

(Discuss these qualifications listed on
Handout 18 with trainees.)

F., The Importance of Teamwork

1. Closely related to leadership is teamwork, as
leadership must promote teamwork.

2. Even though teamwork is required in every pro-
gressive organization, this does not mean that
there should not be room for individual initiative
on the part of individuals in the group.

3. The leader, in the interest of teamwork, must many
times subordinate hls personal desires to the
interest of the group.

a. If the group is not ready to move in a certain
direction, the leader may have to adjust his
plans for actilon.
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b. Certainly, the members of a group need the
support of the leader; however, the leader
needs the support ¢of the group just as well,

A supervisor's success as a leader depends to a
great extent upon his success in developing the
leaders under him.

a. These are the people whom the leader comes
to rely upon and the people who will be de-
veloped into leaders within the organization
in their own right.

Leader's Philosophy of Growth

The leader must have certain beliefs of growth for
for himself, his workers, and the entire organization.

The growth factor is important, as every organiza-
tion must grow and progress if it is to compete
favorably with others.

There should never be a dquestion as to the growth
pattern which the leader b2comes responsible for,
as actually this is a part of the leader's make-up.

The real key to the leader's philosophy of growth
lies in his belief that his organization and his
group are to grow and develop; this belief must
be real and sincere, because if not, the leader
can never hope to fulfill any ambitions which he
may only think he believes in.

The job of* the leader is a difficult one, but
there are rewards which go to the person who
develops and continues to exhibilit leadership
characteristics,

a. There is increased prestige and status; but
the feeling of personal accomplishment is
perhaps the greatest reward of all.

The leader who plans for personal growth as a leader
knows what he wants to accomplish--at the present
time and in the future.

a., The formulation of such a plan unifies the
leader's thinking on what is to be
accomplished and in what manner.

b. The leader is important in this phase of his
job, not because of his own production, but
because he leads people toward their objectives--
objectives that must be channeled toward an
over-all, planned result.

i
4
o

1
4

5
2
2
é
%
3
g
3
1
]




134
H, Self Analysis of Leadership

1. How can an individual measure his leadership
abilities?

o. Without an evaluation of actual conduct in dealing
with people and situations encountered, a self-
appraisal analysis 1s probably the best way.

3, SUPPOSE YOU WERE ASKED TO MAKE A SELF-APPRAISAL
OF YOUR LEADERSHIP ABILITIES, WHAT WOULD BE YOUR
REACTION?

a, LET'S GO THROUGH A SIMPLE SELF-APPRAISAL OF
LEADERSHIP QUALITIES; THIS WILL ENABLE YOU TO
JUDGE FOR YOURSELF JUST WHERE YOUR WEAKNESSES
LIE AND HOW THESE CAN BE STRENGTHENED,

b. REMEMBER, THIS LEADERSHIP INVENTORY WILL BE
FOR YOUR PERSONAL USE ONLY AND WILL NOT BE
TURNED IN, OR SHOWN TO OTHER MEMBERS OF THE
CLASS.

c. I SHALL NOW GIVE YOU THIS LEADERSHIP SELF-
APPRAISAL TEST SHERT; READ THE INSTRUCTIONS
AT THE TOP OF THE PAGE, BUT GO NO FURTHER,

*¥%% Handout 19 *%%

(Give each trainee a copy of Handout 19 and permit
them time to read the instructlons.)

d. ARE THERE ANY QUESTIONS BEFORE WE BEGIN?
(Answer any questions raised.)

e. YOU MAY NOW PROCEED WITH THE SELF-APPRAISAL
TEST; REMEMBER THAT NOBODY BUT YOU WILL SEL
THE RESULTS, SO BE HONEST WITH YOURSELEF AND
AS OBJECTIVE AS POSSIBLE.

(Permlt necessary time for all trainees to
complete the test.)

f. FIGURE YOUR SCORE IN THIS MANNER:

FOR EVERY "YES" ANSWER, GIVE YOURSELF 2 POINTS
FOR EVERY "SOMETIMES" ANSWER, GIVE YOURSELF 1
POINT FOR EVERY "NO" ANSWER GIVE YOURSELF O
POINTS

NOW, ADD THE SCORES FOR EACH QUESTION TO GET
YOUR TOTAL SCORE FOR THE TEST.
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(Allow time for this.)
NOW LET'S EVALUATE THE TOTAL SCORE:

Score Range Interpretation

0 -5 Superior leadership iaalities

6 - 10 Average--some improvement
necessary

Over 10 Weak leadership qualities;
much 1lmprovement needed,

(There will probably be some discussion among
trainees after the score ranges and interpre-
tation are charted. If there is worthwhile
discussion, or questions which trainees would
like to ask, take time for such.

Point out to trainees that the appraisal test
certainly is not to be considered 100 per cent
valid in every case; that there is substantilal
chance of scores being made which deviate from
the lnterpretations given because of the human
factor., It is never possible to evaluate pre-
cisely qualities which relate to the human
efforts, ideas, and personality,

However, the test is a fairly good indication
of the measurement of leadership qualities.
Indicate to trainees that they should strive
to improve any weaknesses scored on the test.)

Responsibilitfiies of Leadership

A,

Leaders must carry certain responsibllities in view
of the big Jjob which they do.

1.

ILeaders are identifiled with the group or company
which they belong to; therefore, the lmpression
which they present must be favorable at all times
and of the highest professional caliber.

A leader cannot be one type of person on the job
or when he is working with the group and then
become an entirely different individual when he
is somewhere else.

a.

J

The high qualities of leadership cannot be
cast off whenever the leader feels that he
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doesn't have to present a "good front,"
but, must always be present irregardless of
where the leader may be, or what he may be
doing.

B. A large responsibility of the leader is to motlivate
the members of his group and keep them as contented
and productive as possible,.

1. More will be said about this motivatlon
responsibility later in the session.

C. Other key responsibilities which the leader has include:

1. Responsibility to his group for fair and impartlal
treatment of all members,

2. Responsibility to his group for a fair assignment
of duties and work assignments.

Responslibility to his group that there 1ls no
disorder or serilous personnel conflicts within
the group.

Responsibility to hls group that its individual
members recelve their rights and privileges
accorded by the policy, rules, and regulatlons
of the company.

Responsibility to management that the group 1s
productive and meets its production schedule.

Responsibllity to management that the group shows
loyalty to management and the company.

Responsibility to management that communications
downward and upward flow in free channels through
his department.

Responsibility to management that rules, orders,
instructions, etc. are carried out.

Responsibility to management that co-operation with
fellow supervisors and department heads 1s 1in effect.

Responsibility to individual members of his group
that he wlll strive for thelr personal development
and growth.

X. Human Relatlons and Leadership

A. The area of human relatlons and leadershilp gQ
hand-in-hand, ) ‘
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Every organization depends upon human beings and

there 1s not any phase of work which 1is not
affected by pecople.

Sooner or later every relationship, every problem,
and every decisilon involves the human element,

The function of leadership has to be accomplished
through people, and all the things which the
leader does must affect people.

There is a great amount of material available in the

field of human relations; textbooks, publications,
studlies, etec,. :

1.

At the University of Michigan at Ann Arbor,
Michigan there has been established wne Foundation
For Research on Human Behavior.

This Foundation For Research on Human Behavior
conducts variocus studies in the field of human

relations; these studies are published and are
avallable at moderate prices.

The Foundation also conducts seminars and study
sessions for management personnel who are con-
cerned with assessing their organization's per-

formance with behavioral measurements of its
people,

Seme of the principles of effective human relations
which the Foundation For Research on Human Behavior
and other sources have advocated may be summarized
in several major categories.

1.

These principles of human relations must be under-

stood and used by the leader if he 1is to be a
successful one,

THESE PRINCIPLES OF EFFECTIVE HUMAN RELATIONS HAVE
BEEN SUMMARIZED IN HANDOUT 20.

*¥%%¥ Handout 20 %%

(Read through the principles with trainees. Take
any questions which may be asked,)

Leadership and Productivity

Leadership in management holds the key to increased

productivity; and, of course, increased production is
a factor which must be dealt with.
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1. No company can long compete in the open market
unless it can solve its problems of production--
the problems of improving machines, materials,
and methods.

2. In order to solve these problems, management must
have the support of its workers--this is where
the leader comes into the picture.

3. The leader has more to do with the effectiveness
of the work group than any other factor.

a. He 1s at the point of action as he is with
the people who do the work.

B. High productivity reflects good supervision and
leadership

1. High productivity 1s important to the supervisor
because:

a. The efficient use of employee ability and

energy 1s one of the major responsibilities of
the supervisor.

b. Management judges a supervisor largely in terms
of the productivity of his unit.

Cc. A good work unit can be developed which will
attract and hold good workers.

d. There is a feeling of pride and personal
satisfaction when workers do well.

e. A supervisor's chance for advancement will be
Judged a great deal on his abllity to get good
work done through his workers.

2. Obtaining High Productivity

a., Obtalning high productivity is a matter of good
management which displays leadership qualities.

b. The way in which the work is planned, how sub-
ordinates are supervised, how materials and
equipment are used, and how efficiently the
factors ol production are utilized determine
productivity standards.

3. As a leader, high productivity can be obtained from
the work group by:

&. Helping workers bulld their skills through
training
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b. 2Mllowing workers to participate in the planning
of their work

¢c. Giving the more experienced workers the more
important assignments

d. Glving recognition for work well done

e, Allowing some employees to become informal
leaders of the group; thus utilizing leadership
qualities of the subordinates

f. Setting of work goals whilech are realistic and
attainable

g. Allowing workers ©o particlipate in the setting
of reallstic work goals

h., Organizing all elements of the department vo
meet production scnedules

1. Planning and scheduling the flow of work

j. Co-ordinating the activities of the department
with others in the company

k, Controlling costs and eliminating unnecessary
operations :

1. Promoting safe working conditions

m., Assigning and distributing work on a
pre-arranged plan

n. Communicating clearly with workers

o. Setting a good example himself for others to
follow

The foregoing principles and methods of increasing
productivity through better supervision and leader-
ship qualities are good to know and every leader
needs to have a working knowledge of them as they
apply to his particular situation,.

Of more importance, however, is that every super-
visor must consider how these can be put into effect;
that 1s, the using of them will give the answer of
how well the supervisor knows them.

a. It has been pointed out many times in this
session that there are many types of leader-
ship; what the results will be from the use of
each will depend upon how each 18 used and
under what conditions and circumstances,

é
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b. The same holds true for productivity--produc-
tivity depends greatly upon how the supervisor
will use his tools of leadership in work he
is respcnsible for,

XII. Leadership and Motivation

A, There are many things which can be used to motivate
workers in the jobs they are doing.

1. The knowledge of motivation is of prime concern
to the leader who must know how to stimulate his
group to standards necessary to meet their
obligations,

B. Usuvally, motivating factors include:

Good salary or wages

*

Good working conditions

Fringe benefits

Good management-employee relatilons

Recognition of good work

Job security

Impartial treatment

Opportunity to grow in job

O O N o U1 &= W P -

Physical safety

=
o

Favorable work schedules

C. In regard to the foregoing items, the supervisor has no
control over many of the items as they are set by top
management.

1. There are some of these, however, which the super-
visor becomes involved in and does have an opportunity
to affect.

2, The use of leadership qualities can have a decided
effect upon the results obtained from the use of
motivating factors,

D. In studies conducted concerning motivating factors, it
has been discovered that "more money" is not the chief
incentive or major desire of most employees and it is
not this item which motivates workers the most.

©
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§ 1. Wages are an important item, but it alone does

?’ not constitute what employees want most in their
. jobs.

a. By providing or attempting to provide some of
the things wanted most by workers, the job of
motivating them to do their best work 1s much
easler.

i

i; b, It is also surprising to know that many of

: these motivating factors do not include material
] ~advantages, but concern t.e relations between
the supervisor and the worker,

2. DBasically workers want:

a. Recognition for work which they perform which
is of outstanding quality or quantity.

{? . b. To be consulted about things which affect them.
1 c. Enjoyment in the work they are doing.

d. Good working conditions which are clean and
safe.

.. ‘ e. A salary or wage which will give them financial
security.

f. Opportunities to talk things over--to suggest
improvements, to share in making decisions, and
the discussion of grievances.

w
[ ]

It can be seen that the effective leader has many
opportunities for motivating workers by his sincere
desire to meet the basic wants of workers.

|
P e ==Y
H

a. As pointed out, most of these wants are non-
¢ financial and most of them are within the limits

ﬁ‘ of authority which the supervisor possesses.

) b. An interested and satisfied worker is the type
? . desired; but unless such worker has some of his
ﬁf basic wants satisfiled, it will be impossible to

3 motivate such a worker,

ﬁ. 4, When the workers are highly motivated through the
satisfaction of their basic wants, many good re-
» sults to the supervisor and to the company are
;gf noted:

a. Productivity rises

.iﬂ b. Labor unit costs are lowered

b A I R T it .+ o e e e e e e e e it v
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c. PFewer grievances from workers arise
d, Less labor turnover
e, FHewer accildents

f. DBetter management-employee relationships

XIITI., Management vs. Leadership

A,

B.

Management is concerned with operation while
leadership is a function,

Management is concerned with:

1.
2.
3.
4,
5

Delegating responsibility and authority
Co-ordinating, planning, accounting
Establishing organizational structure
Ssupervising

The economics of production and marketing

Leadership is concerned with:

1.

v = W

Developing morale

Motivating those in the work group

Developing a keen understanding of human relations
Developing aims and purposes

Striving to bring the whole enterprise into
harmony with teamwork

The function of management is not easy; nor is the
function of leadership.

1.

The leader, as we have seen, is important in the
function of management because he leads people
toward their objectives.

a., These objectives must be guided by leadership
toward an over-all, planned result as
established by management.

b. Oftentimes, the ability to administer, lead,
or manage is not rated or considered as
important as it really is.

¢c. Leadershlp abllity is important--a commodity
which competent management is willing to pay
the price for. T
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d. There is no doubt that leadership will be
needed in even increasing amounts in the

future to meet the needs and challenges of
tomorrow's times,

Visual Aid in Leadership
(The visual aid recommended for this Session is:
35 mm., Sound Filmstrip

Title: MeGraw-Hill Sound Filmstrip Series on
"Supervisory Problems in the Plant"

This film series contains several cases; the case to be
used here is:

Case No. 3 -- "The Case of Tim's Three
Choices" -- (Leadership)

This case deals with all three types of leader-
ship discussed: (1) autocratic, (2) democratic,
(3) free rein.

Showing time for the sound filmstrip is less than five
minutes; however, because the nature of the filmstrip is
the solving of a provlem in leadership type, much dis-
cussion from the trainees will follow; therefore, time
to allow for about 15 minutes of discussion should be
arranged.

It is suggested that the Leader's Manual which accompanies
the series of filmstrips be reviewed before the session.

If you have not worked witu filmed cases before, it is
recommended that the Leader's Manual be studied thoroughly,
especially that beginning section which gives recommendations
on how to use the filmstrips and conduct the discussion.

The filmstrip, Case No. 3, "Tim's Three Choices," of the
McGraw Hill Sound Filmstrip series on "Supervisory Problems
in the Plant" may be purchased from Text-Film Department;
McGraw Hill Book Company, Inc.; 330 West Forty-Second
Street; New York, New York.

Show the sound filmstrip. Use the Leader's Manual as a
guide in the discussion which will follow. Before the
discussion ends, make sure that the problem cited in the
film has been given some workable solutions.)

gThe visual aid concludes the fifth and last session of
"Introduction .to Management.") -

Closing the Conference
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A, (Briefly summarize the contents of the five sessions;
this can be done by referring to Handout I which con-
tains the session titles and objectives for each
session.)

B. (Answer any questions which may be asked by trainees
concerning the brief summarization.)

C. (Thank the members of the group for their participation
in the discussions; their interest shown and the
co-cperation given.)

D, (Remind the trainees that the handout sheets and the
notes which they took during the sessions will serve
as valuable reference material when they get back to
thei§ respective jobs and want to put some of this to
use.

E. (Also, remind trainees that much of the material pre-
sented constituted basic management principles which
apply to any organilzation or company and that by put-
ting such to use will improve greatly thedir
effectiveness of supervision.)

F. (If certificates are to ve presented and if such 1is
| planned for this final sessilon; certiflcates should
% now be presented. ‘

If certificates are to be presented at a later time,
give whatever information is necessary for the tralnees
to know concerning this.

In either case, if certificates are to be awarded, have
a management representative of the company for which
the training was given, present the certificates to the
trainees.)

G. (Thank the trainees again for the part they played in
the training conference; adjourn.)
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HANDOUT 1
COURSE CONTENTS

Session I History of Management

Objectives: To trace briefly the history of

management

To relate the history of management
to current management concepts

To study the work of Frederick W,
Taylor, the areas of scientific
management, and evolution of such

To examine current management practices
and procedures

Session II  {.ganizational Structure

Objectives: Po study types of business organizations;

legal aspects, and control

To study organization types and their
functions

To study departmentation and functions
of departments

To present a clear understanding of
department relationships within
the organization

Session III Major Responsibilities of Management

Objectives: To make an intensive study of manage-
ment responsibilities-~planning,
organizing, directing, controlling,
coordinating

To study relationships between manage-
ment responsibilities and the
organization's objectives

To note the effectiveness of each major
responsibility of management in
current practices

Session IV  Organized Labor

Objectives: To trace the history of labor movement
in the United States
To present an understanding of union
actilvities h
To study union-management relationships
To trace the history of unions in
Louisiana and note present status

Full Tt Provided by ERIC.
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HANDOUT 1 (Cont'd)

Sesslon V Leadershilp

N T

Objectives: To point out how effectlve leadership »

1s related to good supervision f

To study theories, types, and patterns
ol leadership

To make a self-analysis of each
supervisor for leadershlp qualitaes \

To note carefully how supervision,
leadership, and productivity form
close relationships

ERIC
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HANDOUT 2

1 : OBJECTIVES OF MANAGEMENT

[ TO SERVE THE CUSTOMERS

ol T TR

Provide goods and services
when needed,

Provide goods and services
at competitive prices.

YRR
» )

q Provide goods and services
in quantitles desired.
Provlde fairness, integrity,
and surety in all dealings.

N T et w E —— AR

SERVE THE OWNERS

Provide falr return on

investments.

2. Provlide adequate records on
status of organization.

3. Provide efflcient operation
of organizatlion and freedom
from insolvency.

4, Provide assurance of long-

range program of operation.

w

FEGNS RETRSS GRS A — a—

MANAGEMENT

N

SERVE THE EMPLOYEES

J g s Provide protection against
' accldents, occupational

diseases, etec.

Provide fair wages.

Provide information about what
ig golng on in organization.
Provide a feeling of job
satisfaction.

Sy

ERIC

Full Tt Provided by ERIC.
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HANDOUT 3
PRINCIPLES OF SCIENTIFIC MANAGEMENT

The sclentific study of management 1s relatively young and
1t 1s certain that more advancements will come.

Sclentific management can be practiced in every field of
management and is not restricted to only one type business.

Sclentiflc management is not a "true science" because the
human element is an important part of management; the exact
behavior of a human beilng under stated conditions can rot
be precisely determined, only approximated.

Sclentiflic management as a method is only a tool for manage-
ment; management must know how to use 1t for it to be
effective,.

The sclentiflc management approach to problem solving
cannot be expressed by a certain set of formulas; how-
ever, 1t does have a defined pattern which should Dbe
followed,

The sclentific method involves a clear statement of the
problem and the collection and recording of data and facts
previously discovered about the problem.

In every case, the effectiveness of the scientific method
1s limited by the manager's understandlng of 1t.

Scientific management aims toward the motivation of both
worker and manager.

There must be a level of understanding and mutual trust
between the worker and manager for scientific management
to be effective,

Sclentific management stresses that the initiative and
hard work of employees must be recognized by management.,

A scientific selection and training of workers rather than
a rule-of-thumb method 1s necessary for effective management

Sclentific management advocates good lines of communication
between manager and worker,
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o HANDOUT 4
SUMMARIZATION OF THE HAWTHORNE EXPERIMENT

The Hawthorne Experiment conducted at the Hawthorne,
T1linolis Division of the Western Electric Company was one
{§ of the most famous industrial relations studies in the

- field of management and the human relations aspect toward

workers.

ARSI
}—.l
L

2. ‘The experiment provided the basis for much of what wé now
know about getting along with employees and understanding
employee problems.

3. The experiment was conducted by the Industrial Research
Department of Harvard University and a group of Western
Electric Company personnel.

An early phase of the experiment proved that an improve-
ment in the physical environment of the place whlch the
work 1s being done does not always bring about improvement.

T e
- »
[ ]

5. Another early phase of the experiment concluded that im-
provement in working condltions and the giving of extra
worker benefis does not necessarily result in increased

L productivity.

< The Hawthorne Experiment showed that management must under-
5 stand human motivations and group reactions i1n getting
things done through people.

(O)

CREIT SNET A RS
* *

7. The Hawthorne Experiment introduced the interviewing tech-
nique so as workers were given an opportunity to discuss
with management thelr reactions to changes during the

experiments.

APV R
Pr——

8. Through the interview technique, regardless of the mechanical
or physical changes made in the working arrangements, pro-
ductivity continued to lncrease--a reallzation that when
the workers were asked for theilr opinions and were able
to register their complaints, these workers became more
co~-operative with management in general and consequently

produced more.

9. The Hawthorne Experiment through the intervlew program, found
that the interview aids the individual to get rid of useless
emotional problems and alds the worker to assoclate more

A easily, more satisfactorlly with other persong-~bozh fellow

| workers and supervisors.

T v P

4 10. The Hawthorne Experiment had several phases of development
“ since 1ts beginning in 1929; originally designed to study |
the comfort of workers as a group of indlviduals, it re- |

| sulted in realization of management that oné of the funda -
. mental problems in large-scale industry 1ls the developing

and sustaining of co-operation in the work force.

ERIC
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HANDOUT 5
CHARACTERISTICS OF THE CORPORATION

1. The corporation 1s a distinct entlty, separate and apart
from its members; it exercises 1lts rights and bears 1ts
obligations in its own name and not in the name of 1ts

r members,

oy

o

2. The corporation holds title to property in its own name,
- and may sue or be sued in the courts in 1ts own name..

)t
W

The Interests in the ownershlp of a corporation are divided
into transferable units known as shares of stock; the owners
of the corpocration are known as stockholders; they may sell
. thlis stock wlthout interfering wlth the operation or nature
of the corporation.

4, Since a corporation is a legal belng in its own name, 1t
is responsible for its own acts and obligations; therefore,

- creditors of a corporation may not look beyond the assets

‘ of the corporation for satlsfaction of thelr claims.

a. The loss that a stockholder may suffer is limited to
the amount of his investment--his personal property
is not subject to judgment by creditors.

b. This feature of only the stockholder's investment in
the corporation being liable for the satisfying of a
debt 1s referred to as "limited liabillity of stockholders."

5. The 1life of a corporation depends upon the terms of 1ts
charter; 1t may be perpetual or it may continue for a
speclfled period of years; it is not affected by the death
or the incapacity of its stockholders.

6. As the corpcration is a legal pelng, it is subject to federal
income taxes 1in its own name; these earnlings are again sub-
ject to income taxes when distributed to stockholders as
dividends.,

a., Although there 1s an income tax credit given to stock-
holders when filing income tax returns, this tax situa-
tion 1s referred to as "double taxation of corporation
income."

Under the corporate form, accumulation of business capiltal
may be done by selling shares of stock to mainy different
individuals. S

~
[ ]

8. The corporation 1s glven legal form by the state to which
it applies for its charter; the secretary of state 1s the
office where this procedure 1s done. _ X

'\.

ERIC
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HANDOUT 5 (Continued)

9. The corporation organlzed under the laws of a state is
known in that state as a "domestic corporation."

a. The corporation must secure a permlt to transact
business 1n other states, where it would be referred
to as a "foreign corporation.”

10. A stock corporation is organized for profit, has its capital
stock divided into shares, and is authorized to distribute
portions of the profits to the shareholders; a nonstock
corporation 1is not organized for profit, and includes
religious, charitable, clvlec, and similar organization,

A A SRS St i e R S i< 2 o <l oy
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HANDOUT 6
CORPORATE FORM OF ORGANIZATION

Stockholders

Board of Directors

President
and
Corporate Officers

I Executive Staff

Responsibility
£aTaoyany

Supervisory Staff
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HANDOUT 7
AUTHORITY, RESPONSIBILITY, AND DELEGATION

Authority is handed down from someone at an upper level
to someone at a lower level in the organizatlon,

If a person 1s to be held accountable for results, he
must be glven adequate authority to get the job done,

Uniess lines of authority are communicated and made clear,
such authority 1s ineffective.

Lines of responsibility must be communicated and made
clear, otherwise such a situation becomes detrimental to
an organlzation,

The axiom "a person should not be given a responsibillity
without authority to carry it out" has considerable merit.

Authority should not be without responsibility, nor sﬁould
responsibility be without authority--both must be coequal
to be effective,

A person should know at all times to whom he 1s accountable--
to whom his responsibilities lie for the performance of his
duties.,

Delegation involves the granting of an equal portion of
authority and responsibility from one person in the orga-
nization to another so that certain activities can be

perfcrmed,

It 1s impossible for one person to perform all dutles, be
responsible for such activities, and have all authority
in the organization--such have to be glven to others,

Delegatlon extends the capaclty of a supervisor when he
can no longer perform hils responsibillty alone-~the super-
visor is relieved of many of the routlne tasks.

There can be resistance to delegation by some supervisors
who are reluctant to admit thelr limitations or because
of* thelr desire for personal power.

The supervisor who delegates authorlity and responslibllity
always remains accountable for what is or what 1s not
accomplished.

e et i swegd o e N S .
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HANDOUT 8

LINE-TYPE ORGANIZATION

General Manager

Sales
Manager

Sales
Suprv,

Salesmen

A A

Superintendent Superintendent
Maintenance Production
Sales Maint, Maint, Foreman Foreman
Suprv, Foreman Foreman Plant Fleld
Salesmen Maint, Workers Maint. Workers Prod, Workers Prod. Workers
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ﬂ; HANDOUT 9
LINE AND STAFF ORGANIZATIONAL STRUCTURE

General Manager

Accounting Purchasing

Plant Manager

YT

Personnel Research

J
n /
: {

Plant Plant
Supervisor Supervisor

Workers Workers

T ERfC

Full Tt Provided by ERIC.
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HANDOUT 10
PLANNING-~A FUNCTION OF MANAGEMENT

) l. Planning is related to all managerial actlions--every prob-
v lem, situation, or activity requires some degree of planning.

; 2. The planning which each supervisor does must £it into the
. planning for the over-all organization.

3. The function of planning requires some sacrifices on the
part of management--time and extra effort are needed for
planning.

4, Since planning means the anticipation of future events, it
varles from one situation to the next.

5. Experilence is a prime factor in the improving of planning
ability.

6. No plan is better than the judgment that goes with 1t--
such judgment can be developed by recognizing and
correcting weaknesses in previous planning activities.

7. Planning requires careful follow-up to evaluate successes
or fallures of proposed activities.,

8. All managers must do planning for thelr respective work
areas with such involving factors as "who, what, when,
where, why, how" questions.

9. Before the supefvisor can do effective planning, he must
know his job and responsibililties.

a. Unless the supervisor fully understands the Jjob=--pro-
cesses, machines, personnel, services or products,

customers, etc.--any planning which may be done will be
the "hit-or-miss" type.

10. The supefvisor who knows how to plan and does so can save
his company money:

a. Poor planning is the most common cause of unnecessary
overtime.

b. Scrap and waste are items which result in large costg--
such can be reduced with good planning.

c. Costly equlipment and machine breakdowns can be elimi-
nated with preventive mailntenance planning.

'd. TLack of planning can result in poorly trained employees
whlch results 1n lowered productivity and other related
problems. -

G s B s e AR ek e
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HANDOUT 10 (Cont'd)

e. A work schedule which 1s not planned will not keep
employees productively employed for the full course
of the day--thls results in higher unit costs.

ERIC

Aruitoxt provided by Eic:

T . 1Y 2 R

VLTI TR AT AT 0 v e e P b by e R Ll L b ¥, AL 1 TR RIATITHT TR AT W

R AT IR i e e

3,
TR S T



e T e tm—— | 13772 "’"‘“"la

Bt

R £ g pm——— AN

sl Sl aiiad LI FTRYR 2L TR
K E ﬁ
s

oo

10.

11.

12.

©

| ERIC

Aruitoxt provided by Eic:

HANDOUT 11
ORGANIZING--A FUNCTION OF MANAGEMENT

Good organizing‘requires planning because an organization is
constantly changlng to keep pace with changing events.,

People 1n the organization play a vital factor in 1ts
functions--principles of organizing must always conslder
the human element. .

Organlzing which has been done based on sound'ménégemenbi.
concepts must still be subject to study and constant
adjustments to meet the dynamic role 1t plays.

The function of organizing can not be done "overnight'--it
requires sufficient time for the many phases of work .
necessary in the organizing process.

Organizing requlres that provision be made for the
supervision of all essentlal activities in the organlzatilon.

Responsibilities assigned and authority given to personnel
must be clearly defined in the organizing function.

Organlzing stresses the organizational structure--that is,
the relations between management and workers, the relatlons
between co-workers, and the relatlons between workers and

management--such need to be spelled out 1n the organilzational

charts and manuals.

Staff and line functlions must be differentiated and clearly
defined in the organizing function,

The principle of organizing, which 1s often foremost in

the minds of management, 1s that the work of the enter-
prise must be accomplished through the organized efforts of
many persons and groups.

Organizing provides unity to the enterprilse, as well as to
the actinns of the groups.

Witholit the runction of organizing being performed effectively,

much energy, effort, and material would be wasted.

Many problems which exlst in management are direct results
of improper or poor exerclise of the organizing funetlon.
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HANDOUT 12

DELEGATING--A FUNCTION OF MANAGEMENT

The supervisor who delegates and directs work effectively
1s free to do more supervisory work and over-all planning.

Without delegation, a person is limited by what he alone
can effectlvely control.

The practice of delegation enables the supervisor to crganize
the department's work more effectiv:ly. :

The line of communication between supervisor and subordinate
must be kept open when delegation is done.

A lack of abillity to direct is a definlte barrier to
successful delegation.

Delegation requires: (a) that the supervisor be able to
think ahead and visualize the work situation, (b) formulate

objectives and plans of action, (c¢) communicate directions
to subordilnates.

Subordinates will hesitate to accept responsibility when

they believe that they lack the necessary information and
resources to do a good job.

Many supervisors fail to delegate because they have the
"I can do 1t better myself" attitude.

It is a generélly accepted principle that the supervisor
must belleve that his job requires that work must be done

through other people before he will make full use of
delegatlon.

The supervisor who fails to delegate duties to his sub-
ordinate because he lacks confidence in him should either
train the subordinate or get another one.

Delegation 1s a two-slded relationship; the supervilsor who
1ls accountable for achieving certain results; and the sub-
ordinate on the,other hand who 1s expected to carry out
the assigned delegation.

The supervisor must always follow up on a delegated Jjob
wlth an appraisal of the employee's performance; polnting
out weaknesses and glving praise for good work.

o
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HANDOUT 13
CONTROLLING-~A FUNCTION OF MANAGEMENT

lQ Controlling constitutes an important function of manage -
ment as the activities of the enterprise must proceed
within certaln desired channels.

2. Control efforts on the part of management become easier
when each member of the organization knows what the ob-

Jectlves and goals are of the organization, section, and
department,

3. Controlling the activities of personnel in thé organlzation
by management necessitates the use of good channels of
communicatlon,

4. Having each person in the organization with fixed
responsibllity is effective in achleving good controls.

5. The organlzation structure has much to do with how effec-
tive the control of activities by management will be.

6. Policies which outline clearly the broad and comprehensive

outlines for gulding the directions of the enterprise have
much to do with control. :

7. The use of orders, rules, and instructions aid greatly in
controlling the activities of personnel in the organization,

8. An evaluation of control based on expected results must

be made to determine the effectiveness of current control
techniques.

9. Effectlive control requires the delegation of authority to
those persons responsible for getting work doue.

10. The degree of control which the supervisor must exercise
1s dependent upon several factors--efficlency of workers,
morale of workers, motivation needed for effective work,
leadership capabilities of subordinates, etec.
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HANDQUT 14
CO-ORDINATING-~A FUNCTION OF MANAGEMENT

10 1. Co-ordination makes possible a greater total accomplish-
' ment than that evidenced by individuals working along
independently.

2. A better understanding of organizational principles is
possible where co-ordinating of activities is stressed.

3. Co-ordination results in a minimum of waste of material
and worker efforts. .

4, Greater competency and skill by workers in relation to
i their jobs 1s evidenced when they know exactly what 1s
1 to be done.

5. GCo-ordination results in a better utilization of the
: elements of human relations--the working together aspect
: unites individuals toward common goals.

,,?;r
E 6. Co-ordination results in a better organized work force based
: oon the division of functions which blend together intc a

. unlted effort.

J 7. Many of the problems normally encountered in the area of
communications are not present when effective co-ordinating
is practiced,

8. The function of co-ordinating gives management an oppor-
tunity for further developing their skill for getting work
done through other people.

9. When the function of co-ordination is practiced, manage-
ment has the opportunity to view the entire st cture or
L balance of work being done.

10. Co-ordinating results in a degree of orderliness to
operations which would not be evident otherwise.
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HANDOUT 17

THE SUPERVISOR--DRIVER OR LEADER?

DRIVER
Drives the worker 1,
Uses threats and 2,
intimidation
Completes work at the 3.
expense of workers
Desires to dominate every 4,
person and actlvity
Is found in the back of 5
the group "driving"
Blames others for 6.
failures or s2tbacks
Always takes personal T
credit for the success
of any job
Does not give workers a 8.

chance to make
suggestions

Stresses getting the job 9.
done by whatever means
are necessary

Shouts insults at 10,
workers who make
mistakes.

LEADERSHIP
Inspires and impresses the worker
Uses principle of mutual under-
standing and recognizes the right
of the indlvidual

Completes work, but develops
workers in the process

Desires to share and delegate
authority and resporisibility

Is found in front of the group

M"leading"

Assumes blame; but evaluates
situation so it will not
happen again

Gives workers recognition
for success of a job

Welcomes suggestlons from
workers

Stresses teamwork 1ln getting
the job done

Trains and coaches workers so
that they know how to do the
Jjob
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HANDOUT 18

QUALIFICATIONS FOR LEADERSHIP

Knowledge of human relations--a leader's job 1s to develop ;
people,. g

Ability to communicate without misunderstandings.

The ability to exercise good judgment in all matters, both
business and personal.

Persistence in driving toward goal or objective.
The ability to inspire confidence in people.

A leader must understand people and know their weaknesses
and strength.

A knowledge and understanding of the broad policies of the
organization.

Capacity for doing work which requires both mental and
physical energy.

Willingness to listen to subordinates with a sincere desire
to understand the person's point of view,

Free from blas in dealings with others.
Ability to control emotions and refrain from show of temper.,

Knowledge of the operations he 1s responsible for
supervising.

Teaching and training abilities.
Reputation for honesty and forthrightness,

Acceptance of responsibilities for getting work
accomplished through a group of people.
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HANDOUT 19
LEADERSHIP SELF-APPRAISAL TEST

Instructions: Read the questions carefully and answer them
honestly. Nobody but you will see the results so be frank and
objective. Before answering a question, think back and con-
slder several incidents related to the question that involved
you with subordinates, co-workers, or supervisors. There are
three possible answers to each question; put a check under the
answer appropriate to you for each question.

Some -
Yes | times | No

1. Do you enjoy the feeling that you have
more knowledge of the job than anybody
else in the department?

2. Do you believe that all people are
basically alike?

3. Are your suggestions sometimes turned
down by your supervisor because you
have failed to consider all possible
factors?

4, Do you discard a new idea when you get
opposition to it?

5. Do you feel that the work in your de-
partment would slow down considerably
if you were absent for two or three
days?

6. Do you feel that your subordinates do
not show enough respect for you?

f. Have you ever disliked someone because
he reminded you of someone else you
didn't like?

8. Do you think there is any harm in let-
ting subordinates know when you're
angry?

9. Do you belileve you can just about judge
a person's character by his appearance?

10. Have you found it difficult to speak up
in meetings and discussion talks with
your supervisors?

11. Do you feel that it is better to smooth

things over with workers than to use
authority in personnel problems?

12. Do you feel that you're doing a good
Job only when your hoss tells you so?
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HANDOUT 20
PRINCIPLES OF EFFECTIVE HUMAN RELATIONS

An individual wants‘to know what is going on in the depart-
ment and company which he works--he needs to be informed,

Every person likes to feel important.

There are no two people who are exactly alike in their
personalities, interests, dislikes, or likes,

A person llkes to know that the other person is listening
while he is talking.

Persons like to be asked their opinions on matters,

Most persons like to talk about the subjects which they
are interested in.

Persons do not like to be criticlzed while others are
present.

Most persons are sentimental about personal achievements,
experiences, and feelings.

A person who is performing under a threat of fear will not
put forth his best efforts,

When a person makes a mistake, he likes to have a chance to
"save face,"

A person likes tTo be recognized for a job well done.

The one thing which motivates a person more than anything
else in his work is his feeling of importance in dolng the
job.

A worker will not show interest in his work unless he gets
some personal satisfaction from doing it.

Persons want to be accepted as part of the work group or the
department.

Every person wants those things which he believes he 1is
rightfully entltled to.




