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PREFACE TO THE THIRD EDITION

There is probably nothing new in office management as such. This
does not mean that all office managers or all those who are responsible
for the office-management function know all there is to know about
office management. It does mean that there has been published or pre-
sented in one form or another—magazine articles, books, conferences,
proceedings, reports, surveys, and college and university classes—
practically every angle of office-management theory and practice.

The wealth of matcrial available may be appreciated when it is
realized that the bibliographies published since 1922 by the National
Office Management Association alone total 314 pages of small type.
Reckoning an average of 30 references to a page makes a total of 9,420
references to material that has been published on office management.

In addition to the 870-paze handbook sponsored by the association
in 1947, there were brought out in that year revisions of four other
texts in the field. Supplementing the association’s monthiy magazine,
the Forum, and its Annual Proceedings, all of the more than 100 local
chapters schedule monthly meetings with papers presented by mem-
bers and others possessing general or specific experiences in or knowl-
edges of office-management practices. Many of these papers are
printed for local distribution to chapter members. Some of the chap-
ters also hold annual meetings and issue and publish reports of the
proceedings.

It is obvious that if a student of office management should attempt
to absorb all the available material on the subject he would soon find
himself swamped in detail and overwhelmed by the magnitude of the
task. Furthermore, because of differing viewpoints and experiences
of different individuals, he would encounter puzzling contradictions
with little or no guide to a wise choice of either policies or procedures.
Every individual who has had experience in office management is to a
certain extent limited in his viewpoint to his own experience. Not
everyone is capable of taking a detached viewpoint and evaluating
experiences, opinions, theories, and policies for what they may be
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viii PREFACE TO THE THIRD EDITION

worth. Even the management consultants do not always agree with
each other.

For the reasons stated, it is necessary, if one is not to give up in
despair or make unnecessary and expensive moves, to provide some
method by which the office manager, whether experienced or inexperi-
enced, may determine for himself what should be done and how it
should be done. The purpose of the present revision of Mr. Leffing-
well’s Textbook of Office Management is to provide such a guide. The
material here presented has been arranged in logical, consecutive order
and furnishes a sound foundation and a substantial superstructure for
the orderly study and mastery of office management.

With such a foundation and superstructure the student of office
management—whether he be beginner or experienced—will be able to
appraise and evaluate for himself the worth of plans and ideas as they
may apply to his particular problems. Indeed, in most if not all cases
he will find that this book gives him all that is needed for the solution
of any office-management problem as such. It may not give him all
the answers—that would be too much to expect—but it will show him
how to obtain the answers, thereby strengthening his own mastery of
the subject and giving him the satisfaction of applying his own
knowledge. .

Since Mr. Leffingwell’s principles of scientific office management
were published in 1921, they have been reproduced and referred to
year after year without change. This is not surprising when it is
realized that Mr. Leffingwell’s principles are based upon the scientific
method, which is acknowledged by all scientists and researchers to be
the accepted way of approaching the solution of any problem.

This revision of the Textbook, like the two previous editions, is
based upon the scientific method. It is believed that, like the earlier
editions, it will make many new friends in addition to continuing to
please the old ones, who have been very generous and complimentary
in their praise of the work. The author is grateful for this privilege.

EpwiN M. RoBINsON
Wesr Roxsury, Mass.
March, 1950



PREFACE TO THE SECOND EDITION

With the rapidly mounting volume of office work now being done,
and the equally rapid increase in the number of office workers required
to do it, effective office management is needed more than ever, for
two reasons:

First, to be sure that the work is done quickly and well.

Second, to eliminate unnecessary work which causes delays and
increases expenses without justification.

The office manager’s task, then, is to get the office work done well,
quickly, and at a reasonable cost. To be able to do this, he must
know:

1. How to analyze the office requirements of the organization he is
serving.

2. How to plan and lay out the work to be done.

3. How to select and assign competent office workers to do the work.

4. How to direct and instruct them in their duties.

5. How to control all the office operations for which he is responsible.

6. How to control and keep down the expense of all these items.

There is no room here for stumbling, for “trial-and-error” solutions.
There is a pressing need for swift, sure-footed attack, for clear think-
ing, and for positive, intelligent action. More than ever is there a
need for trained office managers who are able to apply the principles
of management to the problems confronting them.

The problem of teaching office management revolves around two
factors: determining the best order of presentation, and then present-
ing the material so that it may not be too difficult to understand,
absorb, and master. Mastery of the subject is essential for the best
results. Why try for anything less?

As a further aid to this mastery, nearly seven hundred questions
have been prepared, covering adequately and searchingly every phase
of office management, as presented in the text. In addition, some forty
problems are included, thus providing the student with an opportunity
to try himself and his knowledge. The illustrations have been chosen
advisedly; they will bear close examination and re-examination.
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To supplement his study of the text, the student should familiarize
himself with the growing body of literature on office management, as
represented by the reports and publications of the National Office
Management Association and the American Management Association.
Membership in one or both organizations will bring even more. It
will bring the member into contact with office managers in active
service, men and women who are in daily contact with the pressing
problems of managing their offices effectively and economically.

Association membership will also provide the opportunity to ask
questions; and the student member will find that office managers are
just as eager to learn as he is. He will enjoy the mutual exchange of
experience and theory under the stimulus of good fellowship. He will
sit at the feet of nationally and internationally known authorities.
Those students who had the privilege of hearing Mr. Leffingwell on his
visits to Boston will never forget the experience.

As the student progresses in his mastery of the subject, he will find
that not only will he come to have an increasing appreciation of what
good office management involves, but, as a result of the systematic,
step-by-step advance, he will eventually find himself able to approach
with confidence any office organization or office-management problem
and to analyze it and synthesize the answer, whether he ever heard of a
similar case or not. After all, one test of thorough instruction is the
confidence with which the student tackles a problem, applying the
scientific method of attack. The purpose of this revision is not to
change or even to restate the management principles which Mr. Leff-
ingwell so well propounded and so ably demonstrated. Those prin-
ciples have the same force and effect now as when they were first
published in 1921. It is, perhaps, both singular and appropriate that
the man who edited William Henry Leffingwell’s first, book, Scientific
Office Management, should be the one to revise and bring up to date
the last book of the man who first gave him a vision of the possibilities
of properly organized and administered office work through the sci-
entific method. The disciple is grateful for the privilege of sharing
in the teachings of the master.

At this time the author wishes to acknowledge his sincere gratitude to
William H. Evans, Secretary of the National Office Management As-
sociation, who read the entire text in manuscript form and offered
many very valuable suggestions.

Epwin M. RoBiNsoN
WesT Roxsury, Mass.
January, 1943
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The principles outlined in this work are the result of a long experi-
ence in “the harness” both as a clerical worker and, later, as an office
manager. They were, for the most part, formulated some fifteen or
twenty years ago and have been tested by a long and varied practice
as consulting management engineer. This long trial has not caused
any variation in their essentials, and while they are exemplified in
most of my other writings on the subject, they are here presented in
a more concise form, being especially adapted as a textbook for use in
business schools and colleges. It may be mentioned here that, in all
the years that have passed, they have never been called in question by
office managers, who have found them invariably successful when put
into actual practice.

This result of course might be expected, as they are, in essence, but
the principles of scientific management formulated by that famous
industrial scientist, Frederick Winslow Taylor, here applied to the con-
duct of the clerical office, and, like all scientific principles, they have
naturally demonstrated their universal applicability.

Despite the current popular opinion that the office manager needs
to know only a lot of systems and machines, there is an ever-growing
group of executives who believe that the management of an office is
quite as important a job as the management of a factory or any other
industrial enterprise. Numerous instances may be cited where the
managers of large offices have, by a consistent and logical use of these
principles, saved upward of $100,000 a year for their companies.

The young man entering business today need have no hesitancy in
preparing himself for the position of office manager, for that position
has proved a stepping stone to offices of great responsibility for many
of our present leading executives.

To the student I leave the thought, originally, I believe, expressed
by Aristotle, that “what we have to learn, we learn by doing.” He
should grasp every opportunity to visit offices and observe what goes
on. He should eagerly accept a clerical position. If he is alert he

xi
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will find, even in the best managed offices, violations of some of the
principles here enunciated (for no office is perfect) which, if corrected,
would result in better service or more economical management or both.
Let him not too hastily criticize, however, for a few diplomatic ques-
tions will show him that the correction of such violations is by no
means a simple matter, but requires research, time, patience, and often
a high degree of executive management. To discover a fault is easy;
to correct it is often very difficult.
WiLLiaM HENRY LEFFINGWELL

Wesrrew, N.J.
December, 1931



CONTENTS

PREFACE TO THE THIRD EDITION

PREFACE TO THE SECOND EbpITION

Prerace To THE FirsT EpITION

- L

AL

1I1.
Iv.
V.
VI.
VI

VIIL
X,

_XIL
XIII.
XIV.
XV.
XVI.
XVIIL.
XVIIIL.
XIX.
XX.
XXII.
XXIII.

THE RELATION OF THE OFFICE T0o GENERAL BUSINESS
THE MoDERN CoNCEPTION OF OFFICE MANAGEMENT
ORGANIZATION, ADMINISTRATION, AND MANAGEMENT
Tue CoNTtroL oF OFFICE WORK

Orrice RouTINES AND THEIR CONSTRUCTION

Frow or Work

FACILITATING THE PERFORMANCE OF WORK—OFFICE
SERVICE—MAIL AND MESSENGER

CORRESPONDENCE AND TRANSCRIBING
Orrice Recorps AND FILiNG'

. Tue DesioN AND ConTRrOL OF OFFIcE FORMS
. STATIONERY AND OFFICE SUPPLIES

OrFicE Desks AND DEsk SysTEMS
OrricE MACHINES

ProvipiNG OFFICE SPACE

WorkiNGg CONDITIONS

OFFICE ARRANGEMENT

THaE OrricE WoRKER aAND His JoB

Tue EMPLOYMENT OF CLERICAL WORKERS
EMpLoYER TESTING

THp TrAINING OF CLERICAL EMPLOYEES
TaE OFFicE MANUAL

CoMPENSATION OF OFFICE EMPLOYEES
SCIENTIFIC ANALYSIS

vii

x

xi

26
51

81
106

114
143
180
211
236
258
282
319
335
364
382
410

449
467

513



xiv CONTENTS

XXIV. THE MEASUREMENT OF OFrICE WORK
XXV. THE SETTING OF STANDARDS
XXVI. PLANNING AND ScHEDULING OFFICE WORK
XXVII. Keering Orrice ExPENSE Down
ApPENDIX. CHECK Lists FoR OFFICE MANAGERS

INDEX

528

548

573

592

607

627



“The office has come to be recognized as a production unit
whose efficiency 18 relatively as important as that of the
nanufacturing division.”—HENRY BRUERE.

I

THE RELATION OF THE OFFICE
TO GENERAL BUSINESS

Office management, as a function, is that branch of the art and science
of management which is concerned with the efficient performance of
office work, whenever and wherever that work is to be done. Office
work is concerned primarily with the records of the enterprise—mak-
ing records, using records, and preserving them for future reference.
These records may be the history of transactions of the enterprise, repre-
sented by the accounts, by correspondence, by contracts, by orders, by
inventories, by plans and schedules, by reports, and by written and
printed memorandums of all kinds.

Just as bricks cannot be made without straw, neither can office records
be made or preserved without adequate facilities for doing so. Office
management is, therefore, responsible for providing the necessary facili-
ties and equipment for making and preserving records.

Records may be made on paper, cards, photographic film, or punched
cards and may be preserved in binders, drawers, boxes, or shelves. They
may be made by hand or by machine. They may be made in a place
called “the office,” or they may be made anywhere else. Sometimes the
term “clerical” is used synonymously with the term “office” to indicate
the fact that the work is clerical work, whether it is done by a clerk in
a place called “the office,” by the foreman in a factory, or by a salesman
on the road. The essential feature is the work itself, not who does it or
where it is done. If it is office or clerical work in one place, it is office
or clerical work everywhere, regardless of where the work is done or who
does it. The ability to recognize office work as such, wherever it is
done and whoever is doing it, is often the first step toward improving
the performance of that work. That is, the principles applicable to

1
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A Few or THE REcoRDS KEPT BY OFFiCEs

Accounting records
of purchases and sales
of receipts and payments
of changes in capital assets
of costs of operation
of profits and losses
Card lists of customers and prospects
Calls made
Letters written
Sales literature sent out
Orders taken
Shipments made
Complaints received
Adjustments made
Lists of suppliers and vendors
Items for sale (catalogues, price lists quotations)
Purchases made
Deliveries received
Bills received and paid
Complaints made
Adjustments received
Lists of employees
Information about them (application blanks and references)
Rates of pay
How they do their work
Progress in the company
Lists of materials (inventories)
Lists of equipment (condition, repairs, etc.)
Insurance records
Dates when policies expire
Extent of insurance coverage
Production records
Plans and schedules
Orders of work
Advertising records
Schedules of insertions
Results obtained from advertisements
Salesmen’s records
Routes
Expenses
Sales
Commissions
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the performance of office work in one place are usually applicable to the
performance of the same work elsewhere.

OTHER RESPONSIBILITIES OF OFFICE MANAGEMENT

Since records are made by human beings, office management also in-
cludes the function of personnel, that is, determining what abilities are
needed for doing the office work effectively, providing those abilities in
the form of competent individuals, apd directing and supervising their
efforts.

Likewise, since one of the factors contributing to effective perform-
ance is comfortable working conditions, office management also includes
providing good air, adequate light, comfortable working temperatures,
enough space to move around in, clean surroundings, and the absence
of disturbing factors, such as noise.

One of the most important kinds of records which form the basis of
office work is written communications, such as letters, telegrams,
memorandums, and messages of all kinds. These papers are received
at intervals during the day from the post office, the telegraph company,
and from individuals in all parts of the organization. In order that
prompt and adequate attention may be given to these communications,
office management is responsible for seeing that they are received early,
taken immediately to those individuals who are concerned, and handled
promptly and adequately. This involves fetching or receiving the mail
from the post office and telegrams from the telegraph company; it in-
volves picking up the messages from wherever they originate within
the organization and promptly carrying them (o their indicated destina-
tions; it likewise involves the picking up of letters intended for mailing
and seeing that they are mailed in seasonable time. This means pro-
viding a competent messenger service.

Because the telephone is a very important form of communication,
office management is responsible for providing satisfactory telephone
service.

Nearly every organization from time to time has occasion to make
copies of records or communications. Office management is responsible
for providing adequate and satisfactory duplicating service.

In the performance of office work, various kinds of stationery and
office supplies are used. Office management is responsible for specify-
ing the most suitable items for the purpose, keeping an adequate sup-
ply on hand, disbursing them as needed, and guiding their use without
waste.



4 TEXTBOOK OF OFFICE MANAGEMENT

In many concerns, particularly the larger ones, the bulk of the
routine letters are dictated in what may be called a central corre-
spondence department, staffed by competent letter writers who know
how to phrase an idea or thought most expressively and effectively.
Office management is responsible not only for providing this service, but
for seeing that the correspondents are trained and adequately super-
vised. Even where the handling of correspondence is not centralized,
office management still has the responsibility of trying to improve the
quality of the letters that are written.

Just as there are advantages in having all correspondence handled by
a group of expert letter writers, so are there distinct advantages in
having all dictated material transcribed in a central stenographic and
transeribing department comprised of expert stenographers and typists
under adequate supervision. Such a department would handle all the
stenographic work of the organization, with the possible exception of
those instances where certain executives have their own secretaries.
Office management is responsible for providing this service.

The same principles apply to the preservation of records, corre-
spondence, and other papers. By having a central filing department,
staffed with filing experts, papers which are to be filed may be promptly
classified, indexed, sorted, and put into temporary or permanent storage
places (that is, folders on shelves or in cabinets), and promptly found
when desired. Office management is responsible for providing this
service.

Machines and equipment get out of order, break down, and need
repair. Office management is responsible not only for selecting and
providing suitable, adequate, and efficient office equipment, but also
for the repair, maintenance, and replacement of office machines and
equipment.

The person responsible for seeing that the office work is done is exer-
cising the function of office management, whether he is called the office
manager, the chief clerk, the head of a department, or the supervisor of
a section. The principles and techniques that underlie all successful
management also apply to office management, with, of course, due
consideration to the differences in personnel, methods, work, equip-
ment, working conditions, and 8o on. If one will keep in mind at all
times, therefore, that office management is management applied to one
of the functions of the business, just as sales management is manage-
ment principles and techniques applied to sales, credit management
the principles and techniques of management applied to credits, and so
on, he will find that the same principles and techniques are generally
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6 TEXTBOOK OF OFFICE MANAGEMENT

applicable to the performance of any kind of work. In other words,
the problem is mainly one of applying management principles to a
particular function of the business.

It is obvious that even when the office-management function is exer-
cised by many different persons in an enterprise, not very many indi-
viduals in the concern can be expected to have a mastery of the science
of office management. Lacking this mastery, the efficient performance of
office work would seem to be largely a hit-or-miss proposition. The
mere fact that office work has been performed does not mean that it has
been performed satisfactorily. The fact that it has been performed to
the satisfaction of certain executives in the company, or for that mat-
ter to the satisfaction of everybody in the company, does not mean
that it has been performed as well as it could have been. Performance
is satisfactory or not according to the degree to which such performance
comes up to attainable standards, that is, with respect to the excellence
of the work itself, its adequacy, the time it took to do it, the cost of
doing it, and the contribution of the work to the furtherance of the
objectives of the company or the department for which the work was
performed. This statement applies to all office work, whether per-
formed in a central office or within a department; office work is office
work wherever it is done, and its satisfactory performance depends
upon the factors just stated.

OtHER KinDs oF Orrice WoRK

Although office work is concerned primarily with records, there are
collateral tasks that are also included in the term “office work.” These
collateral tasks include communication between individuals in the
enterprise (through conferences, interviews, telephone calls, instruc-
tions, memorandums) and communication between the enterprise and
outsiders (through letters, telephone calls, telegrams, orders, personal
calls, and so forth). Records often form the basis of communication
and always result from communication.

Computing is also office work. Prices have to be checked, costs have
to be compiled, sales analyzed, payrolls reckoned, and so forth.

Statistical work, so called, is also office work, based as it is upon
records, without which there could be no statistics. The statistical work
of an enterprise may comprise merely a combination of figures and the
compilation of facts into & summary report; or it may involve the
preparation of comprehensive reports accompanied by charts and dia-
grams, together with an analytical interpretation and possibly recom-
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mendations for action. Since statistics are useful only if they are
timely, the effective organization of the statistical work is necessary, to
avoid undue cost and expensive overtime, in order to present the sta-
tistics in time to be of use.

Another major office activity is planning, which may and usually
does embrace scheduling. Planning is an attempt to lay out a plan of
action, that is, determining what is to be done, who is to do it, and
where it is to be done. Scheduling, in management practice, is con-
cerned with the times at which the events planned are to take place,
that is, when. Both are usually based upon records.t

Office work, then, is concerned with records and statistics, with com-
munication, with computing, with planning and scheduling. Every
office task comes within the scope of one or other of these activities.
But it is often difficult to recognize at once the primary function
involved.

Tue THREE TYPES oF OFFicE WORK

If any office work is analyzed, it will be found that it may be divided
into one or more simple, yet fundamental, tasks:

1. Writing or interviewing, which includes records and com-
munication

2. Computing

3. Classifying and filing

In other words, all writing is office work, regardless of who does it or
how or where it is done. All communication is office work; so are all
computing, all classifying, and all filing. Furthermore, without excep-
tion, all office work is included within one or more of these three funda-
mental tasks, even though the performance of the work may have been
expedited through the application of various kinds of machines and
devices.

A brief consideration of the three fundamental office tasks will show
that clerical work permeates every activity of business and that office
work is, therefore, inseparably bound up with all business activities. If
all this clerical work is regarded as a mere heterogeneous mass of
duties, the task of controlling them may well seem impossible; but if
office work is regarded as the linking, connecting, or coordinating func-
tion in production and distribution, the possibility of its control is
immediately perceptible.

18ee Chap. XXVI for a detailed explanation of planning and scheduling in
office management.
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THE OFFICE AS A COORDINATING ACTIVITY OF BUSINESS

No department of a business exists unto itself alone; the work of
every department precedes, follows, or is concurrent with the work of
other departments. To give only one illustration of how the office helps
to coordinate and facilitate the work of all departments: Customers’
orders procured by the sales department are translated through office
work into forms readily and more easily handled by the credit, stock,
manufacturing, and shipping departments. Office work on credit records
provides the basis for credit approval of customers’ orders. Office work
on stock records shows what is in stock, on order, received, and issued.
Office work prepares production orders and other writings to guide the
factory. Office work provides shipping directions for the shipping de-
partment and makes out required shipping papers. Posting by book-
keepers to customers’ ledger accounts is based on the record of goods
shipped. Collections are followed up by the credit department with
the help of the ledgers in the bookkeeping division. And so on.

THE WoRK oF THE OFFICE

The work of an office and the objectives to be accomplished may be stated
as:
1. Receiving, dispatching, and shipping orders. Objective: The prompt
and accurate handling of orders.

2. Billing. Objective: Prompt and accurate billing.

3. Correspondence, dictation, typing. Objectives: Prompt and adequate
attention and replies to correspondence; prompt and judicious handling of
complaints; no delay in issuing credit memorandums.

4. Filing. Objective: Prompt and accurate filing and finding of papers.

5. Passing credit and collecting outstanding accounts. Objectives: Proper
handling of accounts by credit department; proper handling of accounts by
bookkeeping division.

6. Handling, distributing, and dispatching mail. Objective: Prompt and
accurate handling of the mail.

7. Duplicating and addressing work. Objective: Saving typewriting time.

8. Miscellaneous, such as telephone, receiving visitors, messenger service.
Objective: To facilitate interviewing and communication.

9. Special tasks. Objectives: Simplification of system; elimination of un-
necessary work.

10. Making records (noting down desired data). Objective: To provide
data in a quickly accessible form for reference or use.
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A well-organized office makes it possible for management to plan its
operations intelligently, to put its plans into effect surely, to follow
their progress currently, to determine their effectiveness promptly, to
appraise the results without delay, and to coordinate all the activities
of the business. Timely and reliable records afford bases for decisions;
early and accurate filing preserves data until needed, and then makes
it promptly available; reliable means of immediate communication
facilitate and speed up the conduct of business.

To function with the minimum of expense, time, and effort, office work
should be under the exclusive charge of a specialist who is giving his
entire attention to the conduct of clerical activities, if only from the
viewpoint of regarding them as coordinating factors in production and
distribution. To place in the position of manager of works or sales a
person who has not been trained in the work or has not made it his
special study would obviously be an economic waste. But it is equally
a waste to endeavor to have the office function directed as a side line by
an individual who is not trained in it and has no special interest in it,
no matter how eminently fitted he may be to perform his own individual
specialty.

* In short, the purpose of the office is to furnish competent clerical ser-
vice to all in the business who may have need of it. This is not only
an economically useful service but, considering our present system of
production and distribution, an economically indispensable onef—

Is OrricE WorRK NONPRODUCTIVE?

Is office work really nonproductive? Can a clerk making entries on
a card or in a book, or a messenger carrying a piece of paper from one
person to another, be considered to have actually produced anything?
Can the product of their labor be clearly defined? It is not only easy
to assume that it cannot, but as a matter of fact, for many years, busi-
nessmen maintained that all such workers were actually nonproducers.
If this is so, there is certainly something wrong with the conditions that
create these “nonproducers” in ever-increasing numbers; and if it is
not so, it is equally certain that the logic that classes the clerk as a
nonproducer is at fault. Let us try to clarify this question.

A clerk making entries on a card may be producing a valuable and
important record, without which the business cannot continue, or he
may be simply spoiling an otherwise perfectly good piece of Bristol
board. A typist may be writing either an important business com-
munication or a personal letter for one of the executives. In both cases
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ONB CLERk Drscrises His Work

My employer does a mail-order business. My job was to sit in

a big room in the basement and check orders. The customers would

write in for this or that; when the slips came to me I would put a

red pencil mark on them if they were over five dollars, and a blue
pencil mark if they were under five.

Don't ask me why. For thirty dollars a week, I just did what

I was told. In a way it was a nice, restful job. After a while

you got 80 you didn’t even think about it. As long as the crayons

held out, you could just sit there and let the old brain wander.

(Courtesy of This Week magazine.)

the workers are employed upon the legitimate tasks for which they were
engaged and may be doing a perfectly conscientious job and honestly
endeavoring to earn their salaries.

To identify the product of the office worker, we must, therefore,
look beyond the particular piece of work done and consider the result
that is accomplished. If there is no result there is no product, exactly
as a rejected manuscript or cartoon ceases to be a product when it can-
not serve as raw material for the finished product for which it was
intended. In this case, the clerk is certainly a nonproducer. But if a
useful result is accomplished, if the work of the clerk passes on to
future stages where it is used and where it functions as the necessary
raw material for another finished product, or desired result, then the
clerk is as truly a producer as is the miller who converts the grain into
flour, and his work is in the same sense productive. As the economists
put it, any agency that contributes to production is production in the
economic sense of the term.

WHAT Are THE Probucts oF OrrFice WoRk?

The product of office work, then, is a certain desired—and therefore
presumably useful-—result. We should also understand clearly that
the test of a result of office work of any kind is that it must serve to
link operations in production, sales, finance, or accounting, and do
80 economically ; that is, that the expense of the linking shall not exceed
its value. It is easily possible to facilitate one or more of these primary
functions of business, but at a prohibitive expense. Such work might
be compared to the digging of a hole in a quicksand—the digger might
labor vigorously, but, since no hole would result, there would be no



RELATION OF OFFICE TO GENERAL BUSINESS 11

product. A cabinetmaker may make a poor table, yet he has still
produced something, though it is an inferior article; and in like manner
the work of a clerk may produce an inferior facilitating effect upon any
of the business functions mentioned. But if he totally fails to link or
connect or if it costs more to do so than it is worth, then he has failed
to produce anything. His work is as useless as that of the author whose
manuscript is never printed, or the cartoonist whose drawing is never
published. He has failed in the production of the one thing that can be
defined as his product — the facilitation of any business function.

To summarize:

1. The result must be desired, which means that it must have been
anticipated and believed to be advantageous.

2. It must make possible, or easier, the performance of one of the
primary functions of business.

3. It must do this economically; that is, at a cost which the function
(measured by standards fixed by competition) can bear.

SoME ORIGINAL THINKING NECESSARY

It is becoming ever more imperative for businessmen, and especially
office managers, to do some original thinking on this question of the
product of office work. In many cases the organieation of the ordinary
business officc seems to be based on the easy assumption that certain
traditional records are needed, an assumption which may or may not be
true, according to circumstances. There must be bookkeepers, stenogra-
phers, clerks, and file clerks, and it is taken for granted that the book-
keepers must keep books, the stenographers type letters, the clerks
make entries, and the file clerks file material. But when this easy
assumption is carried a little further, and it is put up to someone to
decide just what kind of bookkeeping system is necessary, what ste-
nographers shall write letters about, what kind of entries the clerks
shall make, or what material shall be filed — that is something else
again. The executive who is forced to make some sort of decision on
these questions rarely reasons them out on the same principles that a
mechanical engineer would follow to devise a machine to do a certain
piece of work. In most cases, what he does is to endeavor to discover
how someone else does it and then imitate the pattern, a point that is
only too obvious. This is the reason for so much imitation in the
office; it is much easier than original thinking. That is hard work, and
most people try to evade it.

No one questions for a minute the fact that the experience of other
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concerns is valuable. If other offices are using a method successfully,
it may be possible to profit by their experience. Sometimes, however,
the interest in what other companies are doing is carried to the point of
firmly declining to be the first to try something that other concerns are
not doing. The experience of others is not the only criterion of whether
a method or a system is acceptable. If a decision is based upon an analy-
sis of the facts and conditions as they have a bearing upon the objec-
tives one is trying to accomplish, the chances that a decision will be
the right one are greater than if one waits to see what the other fellow
has done. This does not mean that one should not keep his eyes and
ears wide open, as well as his mind, for the experiences of others. Of
course he should. But he should not limit his acceptance of new ideas
and methods by asking if others are doing this thing.

Sometimes the curiosity as to what other concerns are doing is car-
ried to the point of trying to find out what they are doing and then
putting their practices into effect in one’s offices without modification.
One of the most common instances in which this practice appears is
that of copying other companies’ forms. In one instance, two concerns
in the same line of business had their accountants meet for a week
and swap forms. At the end of the week each company had a set of
all the forms used by the other company and immediately proceeded
to add to its routine the forms that it had collected from the other
company. Now there is no objection to borrowing other companies’
forms and studying them to see if one’s own forms can be improved.
But when such study results in merely adding to one’s present forms
everything found, the result is bound to be an increased and unnecessary
expense.

Many young office managers and other ambitious young businessmen
who aspire to the management of an office make extensive collections of
forms and systems. When such a collection is made for purposes of
comparison and with a desire for improvement (for instance, an in-
ventor, to avoid inventing something already invented or superseded,
would search the Patent Office records for ideas similar to his own),
it is a commendable practice. But these collections are seldom so used.
For the most part a form that strikes the fancy is copied almost ve.-
batim. There are several types of application, invoice, and purchase
forms to be found in hundreds of offices, varying only in the smallest
degree from each other, which are literally full of defects that can at
once be detected by anyone who has given the slightest study to form
design Before any item is put on a form that is being designed, it
should be subjected to the severest questioning to determine whether
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it is needed, whether it is desirable or merely interesting, what its value
is, how much additional work is going to be required in putting it on
and taking it off, the added amount of space that that unnecessary item
and other unnecessary items will take, and so on.

Again, in office after office may be found order systems and other
routines containing numerous false moves and involving much useless
labor, all so similar that the conclusion is forced upon the observer
that they must be traditional methods handed down from one generation
to the next or blindly copied from form books or other sources.

CoNDENSED PicTURE OF A TypricaL OrFicE OPERATION

Let us, for purposes of illustration, assume an established manufac-
turing business and endeavor to outline what the desired results would
comprise. This can be little more than a sketchy picture, but enough
will be given to show clearly what kind of thinking is required.

First, it will be recognized that the company, if it is to manufacture
a commodity, must purchase materials of various sorts. It would
therefore be logical to assume that the purchasing agent should know
what those materials are, their nature, their use, and the qualities they
must possess. This information should be in the form of written pur-
chase specifications. The second requirement is that he should have a
list of suppliers, some catalogues, and other data that will assist him in
making wise purchases; this information should be classified and filed
ready for use. The third requirement is that he must have some
kind of purchase-order system. What are the essentials of such a
system?

1. The system must make it possible to secure delivery of the ma-
terial ordered, in accordance with the specifications, and at the time
required.

2. It must record the fact that a purchase order has been issued; this
information must be readily available at all times.

3. It must provide for notice to the receiving clerk that a purchase
order has been issued, together with instructions as to what he is to do
with the material when and as it is received.

4. The bookkeeping department must be notified that an obligation
in the name of the company has been incurred.

5. The stores clerk must be notified that an order has been issued,
so that he can mark his records and thus avoid issuing a duplicate re-
quest to purchase the same material.

The above are the essentials of a purchase-order system.
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In addition, the purchasing agent may desire to keep some other
records of a statistical nature, to assist him in making wise purchases,
but it is not necessary to consider these at present.

In so far as the office work involved in these five essentials is per-
formed effectively and economically, that work is productive. To the
extent that other steps or operations, not desired or necessary, are
added or permitted to enter into the routine, the work is nonproductive
and of no more avail than that of the digger in the quicksand. Undesir-
able additions and variations are altogether too easily made, unless the
routine is carefully planned and controlled.

THE OrFicE MANAGER'S PART IN DEFINING WORK

The question naturally arises here as to whether or not the office
manager is supposed to be thoroughly conversant with the jobs of the
managers of the production, sales, and accounting departments. The
correct answer is that in a general way he should be familiar with the
essential purposes, duties, and requirements of all departments of the
business; in other words he should possess a broad, general knowledge
of business. But most certainly he should be thoroughly familiar with
the clerical requirements of all departments; if he is not, he should at
once make it his special endeavor to become so.

If he realizes that he does not know and assumes that he should not
be expected to know anything of production, sales, finance, or account-
ing, he should remember that by the same logic neither should the
managers of these departments be expected to know anything of office
work. This attitude may either involve an impasse or compel & measure
of cooperation; and for the good of the business, cooperation is of
course preferable. The office manager should at all times be ready to
study the clerical requirements of any department of the business, for
he will then be better qualified than anyone else to determine the best
method of meeting them.

The general problem of office management, however, should not be
regarded as one of such forbidding proportions as to induce awe in its
survey—the office manager should not assume that it is necessary for
him to have an intimate and minute knowledge of every part of the
business. He should rather specialize, so that he may understand his
particular job better than any other person in the organization; this
is in no sense an insuperable or even particularly formidable task. If
he thoroughly believes that the products of his department are as
tangible and real as those of the factory and that these products must
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be desired results, he will know immediately what should be done to
secure such results, without imitating the work of some other office
manager.

He will also find that his problem will be cleared of many complica-
tions if he will remember as an underlying principle that there are but
three fundamental purposes of office work, as explained earlier in this
chapter. If the office manager, instead of gazing with dismay upon a
heterogeneous mass of operations, such as typing, filing, checking, mak-
ing entries, and so forth, will look beyond and through them all and fix
his attention upon the result he desires to accomplish and will then
classify it in one or more of the three fundamental types of office work
described, each of which involves a different underlying principle, the
problem becomes simple. Office work, when considered as an end in
itself, leads to chaos and confusion; considered as a means to an end, the
problem presents itself clearly and simply to view and is at once divested
of the imaginary terrors that arise from regarding it as a mass of hetero-
geneous and uncoordinated operations.

It will now be clearly evident that office work is not only an auxiliary
for facilitating the conduct of modern business, but it is essentially a
coordinating function. No longer can necessary office work be logically
regarded as “nonproductive” or “overhead,” using these terms in the
disparaging sense that indicates a heavy and more or less useless burden,
for a function without which business cannot be carried on cannot with
reason be regarded as “nonproductive.”

THE PRESENT TREND

The years between 1900 and 1920 constituted the heyday of the so-
called “systematizer,” with his card and loose-leaf systems. The con-
ception of business by this individual was somewhat distorted. He had
a new toy for sale — the loose-leaf book and the card — which appar-
ently offered bewildering possibilities as compared with the old, in-
flexible bound book. It could be used at all times, in all places, and
for all purposes; it was, in short, the long-sought-for panacea. For
every business activity the seductive “systematizer” designed a little
card system, which he applied to all companies alike. Some, still more
enterprising, combined with their system work the sale of equipment
and cards and loose leaves and offered to do the “systematizing” for
nothing, provided their merchandise was bought. There were “systems”
for this, that, and the other contingency, so many in fact that it was
difficult to get any work done. In the storerooms of many offices through-
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out the country, we have seen hundreds of dollars worth of forms for
these systems that were obsolete, because they were abandoned as soon
as the spell of the brilliant system salesman wore off. During the latter
part of this period, sanity managed to enter into office work and began
eviction proceedings against the most obviously superfluous of the sys-

Fia. 2. Everybody in this early office was “busy,” if not efficient.

tems. Card and loose-leaf ledgers survived because they were in
reality a distinet advance, but most of the intricate systems that origi-
nally accompanied them were abandoned and in their place remained
only the legitimate uses of these new devices.

Office machinery and equipment have undergone a somewhat similar
experience. At first such machinery was sold to replace human brains,
and it was vociferously claimed for each machine that it was “fool-
proof.” Those who took the atatement too literally and placed “fools”
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in charge of the machines got their experience and education together,
though at an excessive price.

During the past few years the trend of office management indicates
that men of greater executive ability are being placed in charge of the
office, and the level of intelligence and education required for the per-
formance of the clerical work has risen from the grammar school to the
high school, many clerical positions being filled by university graduates.
The office boy no longer “attends to the files in his spare time.”

Fic. 3. Contrast this modern office with the one shown in Fig. 2. Notice the
almost complete absence of distracting influences. (The E. F. Hauserman Come~
pany and Burroughs Adding Machine Company.)

The result of these changes has been such that it is not difficult to
predict what the future holds forth.

Systems will be simplified and designed to accomplish their results in
a direct, instead of an indirect, manner; superfluous work and details
will be increasingly eliminated; short-cut methods will be put into
operation, together with a better and more scientific selection of help,
plus scientific training and greater use of machinery. Everything that
science and common sense can offer will be used to reduce the expense
of the clerical work.
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SIMPLIFICATION OF SYSTEMS

A most decided change has taken place in office systems. The old
executives were wont to maintain individual tickler systems and most
elaborate card files in their desks. Modern executives have graduated
from the clerical detail and are devoting more attention to analysis and
planning and to the direction of others, the kind of work that demands
trained intellectual power.

The numerical filing system, with its elaborate and complicated cross
indexes on cards, was once considered the ne plus ultra of modern filing.
Today, one rarely finds this system used for filing correspondence, it
having been largely displaced by the alphabetical plan with a few
improvements. Special modifications of numerical indexes are used
to advantage in subject files and in very large installations of card
records, but seldom for correspondence filing.

Order systems with a host of carbon copies made at one writing, and
traveling to all parts of the office, were once considered wonderful, and
the more copies the more wonderful the system. Office managers are
now discovering that each extra copy adds uselessly to the work of the
office and are carefully scrutinizing the need for extra copies. Each
copy must now demonstrate its reason for being.

THE ELIMINATION OF SUPERFLUOUS WORK

For many years systematizers frightened unthinking managers by
loudly proclaiming that good management required “guarding against
dishonesty”’; “having all the facts at your finger tips”; “verbal orders
don't go”; “do it now!” and a host of other slogans to arouse dormant
brains to the supposed need of purchasing their various systems. Magic
words these, which seemed to thrill one with their apparent simple
truth and to arouse in every office man an ambition to elaborate his
work, render it more imposing, and—while he was about it—more
mysterious.

Complicated and intricate checks were thus devised to prevent a
dishonest clerk from committing forgery or otherwise defaulting. Hon-
est clerks did the extra work required, but the dishonest ones al-
ways seemed able to circumvent the system, however elaborately con-
structed.

Systems were devised for recording every known fact that could, by
any remote chance, be construed as having a bearing on the business.
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There were reports on every phase of the work, which were manifolded
and delivered to a large number of executives, though whether or not
they could or would use the information thus given them received no
particular consideration.

Letters were written by department heads to section heads about
matters that could be much more effectively discussed in person; clerks
wrote “memorandums” to each other on the slightest provocation, for
the commandment to “put it in writing” applied to even the most trivial
things and was literally obeyed.

Executives, instead of logically planning their work, attempted to
do it just as it came—obeying the injunction to “do it now!”’—with
the result that with much effort they accomplished little.

A decided reaction against superfluous work has arisen in the office
and will certainly continue. From this time onward each piece of work
must “show cause,” for owners are rapidly learning that superfluous
clerical labor is a direct deduction from profits.

ELiMINATION OF SUPERFLUOUS DETAILS

Not only is the superfluous work being eliminated, but useful work is
being examined, as it were, with a microscope, to discover whether or
not it contains superfluous details. Short-cut methods are being used
wherever possible,

The old-fashioned daybook entry, which was posted into the journal
and from there posted into the ledger with elaborate detail, passed out
years ago, as did also the elaborate ruling, with red ink, of closed
accounts. At that time, it was felt by many old-time bookkeepers that
the art of bookkeeping was dying. Today they would be thoroughly
convinced that it was gone, for the journal also has to a large extent
been eliminated by using, in its stead, a copy of the invoice or charge.
The old entries were elaborate and complete; the new ones are shortened
and abbreviated as much as possible.

A similar process of simplification is going on in all other branches
of clerical work.

THE ESTABLISHMENT OF STANDARDS

Office managers have been increasingly adopting the methods of
science in their work. Instead of permitting it to be done according to
the methods—or rather lack of methods—of the individual clerks,
the one best way is being found by scientific methods and standardized.
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Plans of office arrangement are being devised with greater thought and
care; equipment, machinery, and operating and personnel methods are
being standardized. In progressive companies, standards are becoming
the rule rather than the exception.

Scientific selection of employees has made great strides, and it is stil!
likely that its momentum will be increased in the future.

THOROUGH TRAINING

The old method of securing a business training was to spend six
months in a business college, directly after leaving grammar school,
get a smattering of bookkeeping, shorthand, and typewriting, and then
go out and get a job—if you could. Most offices had openings for
“experienced” clerks only, and many and devious were the devices for
getting this “experience.” Some went into small offices and worked for
relatives or small businessmen, for nothing a week for a few months,
and then proclaimed themselves experienced. The process then was to
set a clerk down to a desk, give him a batch of letters or other papers,
and tell him to go ahead on them. He made mistakes, of course, and
was thoroughly disciplined for them if not discharged, and in this man-
ner, by the old trial-and-error method—meaning that he was tried out
and “fired” if he made too many errors—he accumulated his experience
and acquired something that by a liberal stretching of the imagination
might be called training, through a number of years.

But clerks are now being trained-——some of the most progressive com-
panies preferring the inexperienced applicant as unspoiled material
which they can mold to their own requirements. Business schools have
greatly improved the character of their work, the universities are
training young executives in business administration, and many of the
more progressive corporations are paying for extension courses for their
more ambitious clerks. Office managers are learning that a thorough
training of office employees is a much shorter route to more and better
work than the old method of learning by making mistakes. There is,
however, still room for improvement here.

A GreEATER USE oF MACHINES

There is a much greater use of office machines than ever before, but
no longer are they being sold on the old “foolproof” claim. Instead,
the office-appliance manufacturers conduct service departments for the



RELATION OF OFFICE TO GENERAL BUSINESS 21

special purpose of developing and training operators in the correct use
of their machines. To a limited extent, secondary schools are training
office-machine operators, although neither office managers nor business
educators are yet satisfied with the results. One school, however, has
actually developed detailed written standard-practice instructions for
operating some twenty different office appliances. The results have
been nothing short of startling in the small amount of time required to
learn machine operation.

The increasing use of machines for repetitive tasks tends to eliminate
the clerk of low intelligence sometimes assigned to such work, thus
raising the standard of intelligence among the remaining clerks.

Though, as elsewhere, it may seem to some that the limit of ingenuity
has been reached in office machines and appliances, there is little doubt
but that as the necessity arises more and more machines will be invented,
and those already in service today will be more effectively, economically,
and thoroughly used.

A ConTrARY TENDENCY

Though the conditions above enumerated all tend to decrease the ex-
pense of clerical labor, there is, nevertheless, a contrary tendency which
shows itself mainly in a continual increase in the size of the office, due to
an increasingly extensive use of methods of analysis and preplanning
in business.

Thus, the increasing use of statistics requires more and better clerks,
for the statistics must be not merely gathered but correctly interpreted
for the executives, and such interpretation work demands a high order
of intelligence.

The growing use of sales analysis has a similar effect. The product is
being studied and tested in comparison with competing produets. Terri-
tories are being studied closely, and most elaborate methods devised for
tracing down, examining, analyzing, and cataloguing every last pos-
sible purchaser. Sales methods are being time studied and perfected,
and all this work, the success of which has been demonstrated, requires
more and more clerks.

The preparation of cost and planning systems and the use of the
budget are also increasing activities that require more clerical labor.
The statistics clearly show that despite improvements tending to reduce
the amount of clerical labor, the number and proportion of clerical
workers is increasing at a prodigious rate.
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WaAT THE FUTURE REQUIRES

Science in management has already, to an enormous extent, demon-
strated its success. Spreading out into many departments of industry,
it has clearly demonstrated its superiority over the old-time unsys-
tematic management based largely on luck, chance, inspiration, or that
nondescript, half presentiment, half guesswork, popularly known as
“hunch.”

Scientific management is no longer an untried theory; it is, instead, a
practical reality. It is becoming increasingly evident that, if the clerical
problem is to be solved, the methods of the future must be those of
scientific management.

Capable executives must be selected for the position of office manager
and given training in scientific methods, not a superficial education,
but a thorough training in the principles and practice of scientific man-
agement, with a particular application of this science to the needs and
conduct of the office.

An adequate salary must be paid to this executive, a salary sufficient
to attract the most capable men and women. As has been shown, the
office manager is charged with a vitally important responsibility, the
management of a function without which no business can long exist and
which, when badly managed, can waste, in superfluous help, poor service,
and costly errors, a sum many times the salary paid. The position is
being made attractive to ambitious and capable young men and women
and is being endowed with that dignity it so clearly merits.

Not too often, though more often than formerly, is the office manager
called in council with other executives when changes in policy or plans
are discussed, even though some of these changes may require heavy
increases in clerical labor. After the plans are completed, they are
nevertheless turned over to him to carry out, even though he may have
had nothing to say about them. The office manager is entitled to a
place and voice in management councils; and if he is the right kind of
executive, who knows what is due his position, he will demand and get it.

The term “office” is being broadened. In actual practice it no longer
comprises the small group of clerks surrounding the accounting depart-
ment, but includes all clerical workers; for clerks are in all departments
and are scattered throughout the entire organization.

The title of “Office Manager” does not, in itself, indicate adequately
the responsibilities of the individual charged with the management and
conduct of a class of workers who constitute more than 10 per cent of all
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persons gainfully occupied in the entire country. A better title, one
that connotes the management of all clerks in all parts of the enter-
prise, is “Manager of Clerical Activities.”

QUESTIONS FOR DiscussioN

1. With what is office management concerned?

2. In what way is office work primarily concerned with the records
of the enterprise?

3. What are some of the records kept by offices?

4. How may these records be made?

5. How may they be preserved?

6. Why should an enterprise need records?

7. Can you think of any enterprise in your locality which does not
need records? If so, explain.

8. Can you think of any activity, other than those of a business
nature, which does not need records? If so, explain.

9. Would you say that office work is found only in business enter-
prises?

10. a. Is office work always done in an office? Explain your answer.

b. What is the significance of your answer to the above question?

11. Why is the term “clerical work” sometimes preferable to the term
“office work”?

12. What is often the first step toward the improvement of office
work?

13. Why should principles applicable to office work in one place be
applicable to the same work elsewhere?

14. What tasks besides records are also included in office work?

15. Why are these called collateral tasks?

16. a. Name as many different kinds of communication as you can
recall.

b. With respect to each kind, state why it is included in office
work.

17. In connection with each of the various kinds of communication
listed in your answer to question 16, what record or records do you
think might be made or needed before, during, and after the com-
munication?

18. Would your answers to questions 12 to 17 be different if you had
substituted “clerical” for “office”? Why or why not?

19. Why should planning and scheduling be included in office work?

20. Statistical work often requires highly trained individuals called
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“statisticians.” What justification is there for including statistical
work in office work ?

21. Explain “computing” and state why it is considered to be office
work ?

22. Into what three simple, yet fundamental, tasks may all office work
be divided?

23. Can you think of any kind of office work that would not be in-
cluded in the three tasks? If so, explain.

24. “The office is a coordinating activity.” Explain.

25. Should the management of the office be directed as a side line?
Why or why not?

26. a. Who may exercise the function of office management?

b. Where may he exercise it?
¢. What may he be called instead of “office manager”?

27. Why may only a few individuals in an enterprise be expected to
have a mastery of office management?

28. When is office work “productive,” and when is it *‘nonproductive”?

29. Name eight specific kinds of work done in an office.

30. Why is there so much imitation of others by the management of
many offices?

31. What is the objection to the collection of forms and systems by
a student of management? What may be the advantages?

32. What are the three requirements of a purchasing agent?

33. What are the five essentials of a purchase-order system?

34. With respect to each essential of a purchase-order system, ex-
plain why it is essential, and what the purpose of it is.

35. To what extent should an office manager be conversant with the
10bs of the managers of production, sales, and advertising departments?

36. Should the office manager specialize? Why or why not?

37. What is the difference between considering office work as an end
in itself, and considering it as a means to an end?

38. What is the difference between “systematizing” and “managing”
an office?

39. Are systems necessary to the performance of office work? Why
or why not?

40. Trace some of the developments in office work from 1900 to the
present.

41. How are office systems being simplified?

42. How would you recognize “superfluous work” when you see it?
What is the objection to it?
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43. “Office managers are increasingly adopting the methods of science
in their work.” Explain this statement,.

44. What are the advantages of trained employees over untrained
ones?

45. What effect is the increasing use of office machinery having on
the caliber of office clerks?

46. If scientific management tends to decrease the cost of office
work, why are offices increasing in size?

47. What title is suggested for the person in charge of all clerks?
Why?

ProBLEM

In a New York wholesale house there is a large filing department.
Files are kept for 10 years before being destroyed. The equipment used
is to a large extent obsolete. This office also prepares a large quantity
of statistics—much more than is used. The stenographers average 10
letters a day each.

Would you say that this clerical force was producing values? If
not, what must be done to make it productive?



“The office manager today approaches his problems
as production problems.”—WiLrorp L. WHITE.

II

THE MODERN CONCEPTION OF OFFICE MANAGEMENT

In its formative years when the office was developing from one book-
keeper, it was natural that the chief endeavor in this development
should take the form of devising improved ways and methods of doing
things. The preparation of a form, for example, was in reality nothing
more than the devising of a standard way of recording information. A
form, properly designed, enabled the office manager to get the desired
information recorded exactly in the shape he wanted it and without the
use of personal instructions. Such a form might be regarded as analo-
gous to the “jig” used in factories, which enabled a “machine hand” to
perform work which otherwise could have been done only by a skilled
mechanic. A system, properly devised, enabled the office manager to
provide against contingencies which would almost inevitably happen
were the work not performed in a systematic manner.

Is ALL OrFicE WORK NECESSARY?

The remarkably rapid growth of the proportion of clerical labor to
the so-called direct and productive labor has forced new conceptions of
management upon office executives. The necessity of clerical work to
modern business is now an accepted and unquestioned fact and no longer
a subject for doubt or dispute. But there is now a distinct and growing
tendency to question the cost of clerical work in proportion to its value.
Instead of directing his attention wholly toward devising new systems
and methods for performing clerical operations, the modern office man-
ager is now carefully balancing the necessity of specified clerical tasks
against the value that accrues to the company from their performance.
The practical elimination of filing from the clerical labor of the mail-
order houses is perhaps the classical manifestation of this tendency.

26
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ELIMINATING UNNECESSARY REPORTS

Formerly the average office manager would have advocated reports
covering every conceivable activity of the organization. Many ex-
ecutives made a fetish of demanding complete and exhaustive reports,
caring little and probably thinking little of the clerical cost involved.
Today the office manager is questioning the value of reports on some
features. One institution, for example, eliminated 65 of 100 reports
that were being made for various executives, thereby effecting a clerical
saving of nearly 20 per cent; that is to say, nearly 20 per cent of all the
clerks in that large office were working on these superfluous reports.
But they were not arbitrarily eliminated. A careful analysis of the
use and value of each report was made, in consequence of which many
startling facts came to light. It was found that many of these reports
were duplications, others were not used at all, and many which were
used were not worth the cost of making.

ELIMINATE UNNECESSARY FILING

A similar condition may be found in the practice of filing. A filing
system is unquestionably an effective tool for the executive, and its use
in office practice is indispensable, but a casual examination of almost
any filing drawer in any office will show that hundreds of letters and
papers which have no value whatever are being preserved. As in the

To promote economy, efficiency, and improve service in the transaction of
public business, by

1. Limiting expenditures to the lowest amount consistent with the efficient
performance of essential services, activities, and functions.

2. Eliminating duplication and overlapping of services, activities, and
functions.

3. Consolidating services, activities, and functions of a similar nature.

4. Abolishing services, activities, and functions not necessary to the effi-
cient conduct of government.

5. Defining and limiting executive functions, services, and activities.

This statement from the report of the Hoover Commission on the Organization
of the Executive Branch of the Federal Government is applicable to every busi-
ness, public and private.



28 TEXTBOOK OF OFFICE MANAGEMENT

matter of furnishing reports, some firms evidently pride themselves on
being able to show and locate every communication they have ever
received, utterly ignoring the fundamental fact that the only reason for
filing a letter is the assymption that it will be wanted for reference at
a future time. The mail-order houses, when confronted with the prob-
lem of the apparent necessity of excessive space requirement, solved it
by actually testing out what would happen if they abandoned the idea
of filing altogether and sent the letters back to the customers. They
sent them back, and—nothing happened. Similar illustrations might
be multiplied indefinitely.

WORK SIMPLIFICATION

The modern conception of office management may be thus sum-
marized by those who possess it:

There are standard ways for doing almost every clerical task, and
there are standard systems designed to provide against most legitimate
contingencies; these we must adopt but, before assigning any clerical
task or preparing any system, we must also decide:

1. What is the value of the work to be done?

2. What is its probable cost?

3. Is it worth what it will cost?

In a word, the aim of the modern conception of office management is
work simplification.

A PrRoGRAM OF WORK SIMPLIFICATION

. Find out what work is now being done.

. Ascertain the purpose of each kind of work.
. Ask, “Is this work necessary? If so, why?”
. Eliminate unnecessary work.

. Eliminate duplications of work.

. Improve the performance of the work left.

. Eliminate waste motion, effort, material.

. Modernize facilities.

. Straighten out routines.

. Standardize the methods to be used.

. Put each standard method in writing.

. Establish necessary controls.

. Review all factors periodically.
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ForceEs THAT MARB FoR SCIENTIFIC OFFICE MANAGEMENT

Although the present status of office management is much higher than
it was 30 years ago, there are still office managers who make no serious
pretense to the scientific management of clerical activities; to some it is
not even a definite conception.

There are signs, however, of an approaching change that is unavoid-
able because of its economic necessity. It is easily conceivable that
the clerical burden may grow to a point where the expense of conduct-
ing business largely destroys its profitable character; then is when the
economic necessity of change becomes apparent. Long before then
there is certain to be a general recognition of this startling situation.
Economic conditions will force it.

REesuLTs oF LAck oF CENTRALIZED CONTROL IN THE OFFICE

The chief difficulty is that the clerical activities have not been placed
under central control in the office and that there has been, on the whole,
too little perception of the need of such control. Thus in many con-
cerns the works manager considers it his prerogative to have entire con-
trol of the works clerks; the sales manager regards the clerks in his

SoME EviLs oF UNCONTROLLED DECENTRALIZATION

. Scattering of abilities and energies

. Inequalities in salaries

. Lack of coordinated planning

. Rush work in one department—idle time in another
. Inadequate supervision

. Sidestepping of responsibility

. Overlapping of duties

. Duplication of work and equipment

. Inconvenient arrangement and layout
. Hindering of standardization

. Difficulty of measuring output

. Higher unit costs

. Higher overhead costs

. Hindering of specialization

. Greater difficulty of training

. Necessity of substitutes for vacations
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department from the same point of view; the accounting department
assumes the control of all other miscellaneous clerks. The clerical ac-
tivities, being thus scattered in several small and more or less unern-
nected groups, tend to bring into existence one or more—and sometimes
all—of the following conditions:

1. Lack of Cooperation and Coordination of Effort. There is little
harmony between the various groups and much useless duplication of
work. This condition is apparent after even a cursory examination.

2. Much Idle Time. This is a condition impossible to correct with-
out centralization and often impossible to detect because it generally
occurs in small periods of time, distributed throughout the working day.

3. Much Wasted Effort. Much effort is wasted because no one has
studied the operations for duplication and wasted motions.

These conditions are to be expected where the office consists of small
groups under indifferent management.

ArTITUDE OF SoME EXECUTIVES TOWARD OFFICE FUNCTIONS

The policy of dividing the office into small groups invariably means
expensive management. Since the works superintendent is not an office
man, he bears the traditional contempt of his kind for office workers,
regarding them as nonproducers. He usually considers all their work
extremely simple and therefore worthy of little attention; but with
complete lack of logic, he is constantly worried about the inefficiency
of the clerks in his department. The sales manager is not an office man
either, though usually of a different mental type from the works man-
ager. His sole interest is in making sales, and for this purpose he de-
mands the highest grade of clerks and usually gets them, regardless of
expense, though he rarely sees to it that they are profitably employed.
There is usually much clerical time wasted in the sales office, while the
sales manager is occupied with the original mental work which naturally
demands his chief attention. The same remarks apply in general to
other department chiefs. Their principal task being something else
than the management of clerks and clerical functions, there is little
attention paid to that branch of business management, gince it simply
is not recognized as such.

PROFESSIONAL STATUS OF THE SCIENTIFIC OFFICE MANAGER

There is a brilliant future for those office managers who have arrived
at the recognition of the office function as an essential feature of all
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enterprises and of the material importance of the work of office man-
agement. When these men set themselves to discover the range of
possibilities of scientific office management and make it their profession,
they will substantially advance the interest of their company, effect
large savings, and thereby greatly add to the profits of the business,
while at the same time forcing the more or less reluctant admission of
the vital importance of their work from other executives.

There will be keen competition for the services of such executives, as
businessmen wake up to the need of giving the office the attention it
deserves and will so well repay.

FuncTioNaL OFFICE MANAGEMENT

The production manager of a concern would not for a moment think
of allowing the sales manager to manage his factory, for he feels that
the latter does not and could not possibly understand the handling of
workingmen, a lack of understanding which he is certain would lead to
trouble. The sales manager feels exactly the same way about per-
mitting either the production manager or the office manager to handle
salesmen. Yet, despite these obvious proofs of the need of specializa-
tion, each one of them believes, or at least assumes to believe, that
almost anyone can handle clerks and clerical work.

Nevertheless, keeping always in mind the facilitating nature of office
work, there are many cases where it is necessary for the clerks to work
directly in the works office, the sales office, or the accounting depart-
ment; in the last, especially, the clerks are never separated from the
books. In cases of this kind, the problem of supervision becomes com-
plicated. Naturally enough, the head of the department involved feels
that he should have full control of the clerks in his department, and just
as naturally he would object to dividing this control with the office
manager.

Frederick W. Taylor solved this difficulty by instituting the “func-
tional foreman,” so called because he is made responsible for the correct
performance of a certain function. In the case of the office manager,
this would mean that he would have authority over and responsibility
for the clerical function throughout the company, in all departments.
The local department manager’s control would extend to the determina-
tion of the work to be done by the clerks, but the office manager would
decide who was to do the work, how it was to be done, and how much
should be expected to be done. The office manager’s position, then, is
similar to that of a functional foreman.
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ADVANTAGES OF CENTRALIZED OFFICE CONTROL

Endowing the office manager with authority over all clerical activities
immediately attaches a certain dignity to his position and prevents
small departmental jealousies which otherwise are bound to arise.

THE FuncTioNAL OFFICE MANAGER

By “functional office manager” is meant an office manager who is responsi-
ble for the office function of the company wherever the work is performed—
at the main office, at branch offices, and at factory offices. The functional
office manager is responsible for determining how the office work is performed
and for seeing that it is performed that way. He makes himself thoroughly
familiar with the clerical work required by the operations of the company,
wherever performed; he coordinates the office work of each part with that of
all the other parts; he studies the best way of performing each kind of work
and establishes uniform work methods; he prepares written standard prac-
tice instructions and sees that they are followed; he builds efficient routines
and relates them to each other with the purpose of shortening operation
times and eliminating duplication of work; he designs and redesigns formg
to accomplish their purposes most effectively; he sets up specifications for
each position of a clerical nature in the company and provides standard
methods of selecting, training, aud supervising the clerical workers; he de-
termines fair rates of pay for each kind of office work, establishes standards
of performance, sets up methods of measuring performance, and provides an
incentive system for accomplishment. The only difference between the func-
tional office manager and any other good office manager is that most office
managers are limited in jurisdiction to the groups under their immediate
personal supervision, while the functional office manager’s jurisdiction over
clerical work is unlimited—he is responsible for office and clerical work
wherever it i8 performed in the company. The department head still retains,
of course, the authority to indicate what work is to be done, as well as to
determine which tasks shall have priority.

Inasmuch as he decides who is to do the work, he also is authorized to
transfer clerks from one department to another and is thus enabled to
anticipate idle periods in one department and reduce the load in peak
periods in another one. This again enables him to absorb productively
much idle time which otherwise is paid for by the company, but for
which it gets no return.

There will be many positions, of course, where special training and
experience are both required. and in such cases the office manager will
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so arrange the work as to leave these special workers in the one position.
But this condition by no means occurs so frequently as is generally
supposed. Usually the positions which are assumed to require much
experience are those where the clerk is supposed to anticipate the wants
and desires of an executive and to understand his personal peculiarities
This may or may not be an important factor, depending entirely upon
the circumstances of the case, but it is undeniable that many minor

Credit Oftice Traffic
Manager . Manager s Manager
ot ~ oy,
Line 5‘“oﬂ’}’/ I \q\"'ior; Line
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Technical Clerical General Clerical Technical
Work Work Office Work Work

This chart shows the line-and-staff relationships of the office manager in some
concerns. The department managers exercise line authority within their depart-
ments, as does the office manager in the general office. The office manager also
has staff or advisory authority over the methods of performing the clerical work
in each department.

Credit Office Traftic
Manager Manager Manager
Technical Clerical General Clerical Technical
Work Work Office Work Work

In this chart, the department managers have been relieved of the responsibility for
the clerical work of their departments, making it possible for them to concentrate
on the technical work, in which they are experts. They look to the office manager
to provide them with competent and adequate clerical service. The situation here
shown is seldom wholly realized.

executives develop personal idiosyncrasies and make demands upon
clerks which are not particularly reasonable. Insuch cases centralized
control will save mucn idle time and compel these minor executives to
become more productive, because through it the peculiar characteristics
of such persons will be disclosed and it will become necessary for them
to do their own work properly.

The control of the department or section head over what work is to be
done remains unquestioned. If he is to be held responsible for results,
he should have authority to decide what work is necessary and what
should be given precedence over other work in his department.

Properly organized under central control, the majority of clerks in
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the ordinary business office will render better and more nearly adequate
service. The tendency to gather the more routine or uniform office
functions under centralized control has been a real contribution toward
economical and efficient office operation.

CENTRAL STENOGRAPHIC SERVICE

There should be one central stenographic section (sometimes called
a stenographic pool), which will render stenographic and typewriting
service to the entire office, instead of small groups of uncontrolled

WHAT CLERICAL AcTiviTiES MAY BE CENTRALIZED ?

. Mail—incoming, outgoing, interoffice
. Telephone, telegraph, teletype, cable
. Reception of callers
. Messenger service
. Duplicating service
. General clerical service
. Filing
. Stenographic, transcribing, typing
. Computing

10. Stationery and supplies

11. Control of forms

12. Office bulletin boards

13. Routine correspondence

14. Surplus equipment

15. Office cleaning and maintenance

16. Clerical employment and training

17. Supervision of office personnel

18. Attendance records and discipline

19. Vacation schedule and substitutions

20. Office employee services

21. First aid (office)

22. Office library

23. Equipment maintenance and repair

The fact that the nature of the above list of clerical activities lends them to
centralization of control does not mean that all should necessarily be central-
ized. As the text states, other factors may make decentralization desirable in
many cases. In any event, no step toward centralization should be taken
until the principles of scientific office management explained in this chapter
have been applied to the problem.

© 00T O W N~
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stenographers throughout the office who work only part of their time on
letters and part on miscellaneous clerical tasks, and, as is often the case,
sit in absolute idleness at other times. When this work is centralized,
each stenographer will produce much more than would otherwise be the
case; as a result, a smaller force will be required.

AN
J

\ TR

T

“I'm afraid you didn't quite understand me, Benson, when I asked
you to start a stenographic pool!”

(Courtesy of Thos. A. Edison, Inc.)

This does not mean that there should not be a certain number of
private secretaries for the most important executives, for the valuable
time of these men can be saved by the many things a secretary can do
for them. Section heads do not need secretaries and should not have
them.

CENTRAL FILING

A central filing section can be much better managed than small groups
of files scattered throughout the office. The material will be kept in
better order, the work will be more economically done, and in general
much better service will be given. This, of course, does not refer to the
private files of the chief executive, which may contain much material
that should not be in the general file.
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ADVANTAGES OF PHYsICAL CENTRALIZATION

Economy: fewer employees needed, therefore, less equipment and
space.

Improved quality of work: better and closer supervision and
control; easier to train employees and set standards.

Increased individual efficiency of employees: resulting from
specialization and concentration.

Relief of department heads from supervisory responsibility: gives
them more time for technical activities.

CENTRAL COMPUTING

A central computing section will often be found to be a distinct ad-
vantage. Work on adding machines, comptometers, computing ma-
chines, and so forth, requires trained operators; the difference in output
between trained operators and persons who work at the machines only
sporadically, or for a short period each day, is about four to one. If
there is any computing work that must be done in the other depart-
ments, it can be handled in the same manner as dictation—by sending
an operator from the computing section to such departments.

OTHER CENTRALIZED SERVICES

A central clerical bureau can perform for other departments many
clerical tasks that do not necessarily have to be done in the department
concerned.

Stockkeeping is usually centralized even in offices that have little
centralized control otherwise.

Mimeographing, multigraphing, and other duplicating work are also
much better handled by a central section than in isolated groups.

When these and other activities are centralized and in operation,
there will still be a number of departmental clerks remaining; even in
their case the office manager will have control as to who shall perform
the work, and how it shall be done, with the department head con-
trolling what work is to be done.

Stanparps CaN Be Ser, CoNTROL EXERCISED

Through standardizing the work, the office manager will also develop
better methods of performing each clerical operation; he should, there-
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fore, prescribe the methods to be used and see that the workers are
trained in their performance. This will result in an equally high
standard of work throughout the office, a condition not usually found
in offices where standardization and training are not the rule.

Finally, the office manager through his control or planning room will
actually control the production of the entire clerical staff. Standards
will be set, tasks will be assigned and controlled with the same precision
and definiteness as in the scientifically managed factory.

With the office thus organized and operated, its real character as a
vital function of business at once becomes evident as its capacity for
connecting production and sales is immensely increased. Such an office
can, in addition, be economically operated, but it requires a competent
executive as manager.

WHAT S1ze Orrice SHOULD HavE AN OFFICE MANAGER?

The same general principles of good office management apply to both
large and small offices. Every office, regardless of its size, the nature of
the work, or the nature of the business, needs some office management
Whether the office-management function shall be exercised by one indi-
vidual who gives his entire time to it, or only part of his time, or
whether the function shall be split among several individuals is usually
dependent upon the volume of office work to be done, the circumstances
and conditions under which it is to be done, and a recognition of the
imperativeness of good office management as a desirable supporting
factor of good business management.

In general, it may be said that when the possible financial and other
benefits resulting from competent office management in any office ap-
proach the salary cost of an individual giving his full time to the man-
agement of clerical activities, that office should have a full-time office
manager. There would seem to be no question that an office of 50 office
employees could afford a full-time office manager. Whether an office
of less than 50 can do so depends on the factors just mentioned.

Even where a full-time office manager is not employed, it has been
contended that in any office which contains as few as 20 clerks doing a
variety of work, & staff man devoting full time to the study of methods
can probably be justified,! on the theory that a saving of at least two or
three clerks could be made, thus justifying the supervisor’s salary. It
should be borne in mind, however, that the benefits are not limited to

18ee American Management Association, Officc Management Series, No. 86,
p- 28.
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money saving on salaries; the increased effectiveness of the service
rendered may outweigh the money saved through improved methods
and adequate supervision.

It should be clearly understood that a division of duties always means
a division of responsibility, with a possible consequent loss of effective-
ness. If the responsibility for office management in a smaller office is
delegated to an executive with routine duties not connected with the
office-management function, there is always the possibility, if not the
probability, that the routine duties will take precedence over those con-
nected with the office management. It would be well in such cases for
one of the company’s ofticers to require periodical reports of progress
from the executive responsible for the management of the office ac-
tivities,

THE PRINCIPLES OF SCIENTIFIC OFFICE MANAGEMENT

The fundamentals of office management do not differ from the funda-
mentals of the management of any other cooperative human activity.
The material dealt with may be different in certain external features,
but the basic principles which permeate all management are the same,
regardless of the nature of the activity. The violation of these princi-
ples reduces the effectiveness of business as certainly as the violation
of a physical law brings its inevitable consequences.

Since few of these principles are ever thought of by the rule-of-thumb
manager, the world is literally full of the most glaring examples of their
violation, resulting in an interminable waste of time and energy, most
of which is avoidable and hence unnecessary.

It follows, therefore, that a thorough knowledge of the science of
management is far more important to the office manager than a mere
knowledge of the art of management without an understanding of the
scientific foundation upon which that art has been constructed.

There was a time when the ideal office manager was considered one
who had a thorough experience in bookkeeping ; whether or not he knew
anything of actual management was regarded as unimportant, for, “after
all, he only has to manage a few typists and file clerks.” As well might
it be said that a factory superintendent needed to know nothing about
management, because he had only to deal with laborers.

18 MANAGEMENT A SCIENCE?

One may question the use of the word ‘“science” in connection with
the word “management,” which is commonly called an art. Science is
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coordinated and codified knowledge, gained by systematic observation,
experiment, and reasoning. In this sense there is a science of manage-
ment sharply to be distinguished from the art of which it is the basis,
and from sciences which are auxiliary to it, such as physics, mechanics,
and psychology.? Scientific office management is the science of man-
agement applied to the office, just as military science is the science of
management applied to the military.

1. STATING THE PROBLEM AND DEFINING THE PURPOSE

The first principle of scientific office management is concerned with
finding out clearly, definitely, and specifically what work is to be under-
taken and its purpose. Unless we know what to do and why we do it,
we cannot do it intelligently or satisfactorily. The office manager who
asks himself, “What is my work?” “What is its purpose?” “What is the
objective I am trying to attain?” and “What result is desired?” and has
worked out clear, definite, complete, and correct answers to those ques-
tions has laid the cornerstone of the foundation upon which the whole
structure is to be erected.

Simple and obvious as this principle is, it is—perhaps for that very
reason—usually neglected. Most individuals undertake work with
little more than a superficial assumption that they understand “in a
general way’’ what they propose to do and why they do it. They assume
that the object and purpose of the work are matters that call for no par-
ticular study or thought, yet it is obvious that an adequate knowledge
and application of this basic principle of the objective is the logical start-
ing point of every proposed activity. No scientific man ever sets out to
solve a problem of any sort without first carefully defining that problem
and its purpose. He may, and usually does, expend long periods of time
and much thought in correctly formulating the problem, knowing well
that, unless this work is thoroughly and accurately done, his future
efforts may be completely wasted. The same reasoning applies equally
to management. In both cases the truism of the old mathematicians
holds good, that ““a problem correctly stated is already half solved.”

II. ANALYZING THE PROBLEM

Every problem is composed of various parts or elements, each of
which has a bearing on the subject; this relationship must be carefully
studied if the analysis of the whole is to be successful.

3S8ee SHELDON, O., Philosophy of Management, p. 33, Sir Isaac Pitman & Sons,
Ltd., London, 1928; and Bulletin of Taylor Society, Vol. VIII, No. 6, p. 210.
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A CLASBIFICATION OF MANAGEMENT PROBLEMS

Management problems may be classified roughly into five major groups:

1. Problems of policy. Policies determine what action is to be taken under
any given circumstances. Policy problems are usually considered adminis-
trative problems and include setting major objectives and formulating plans
of action to attain those objectives.

2. Problems of organization. Organization concerns the disposition of
forces, the logical grouping of activities, the assignment of duties and re-
sponsibilities to members of the groups, and the coordination of their efforts.

3. Problems of personnel. These involve what employees are needed, pro-
curing them, training and developing them, directing and supervising them.

4. Problems of facilities. Facilities are the physical properties—buildings,
equipment, and utilities. Problems of facilities include determining the
facilities needed, providing them, using them, keeping them in good condi-
tion, and replacing them when necessary.

5. Problems of method. These involve the ways that work is to be done
and the establishing and maintaining of routines and procedures necessary
to perform that work.

All management problems can with a little ingenuity be placed within the
limits of this classification. Some problems may fall within two or more
groups. (Adapted from James O. McKinsey, “Organization Problems under
Present Conditions,” in General Management Series 127, published by
American Management Association.)

Literally, “analysis” means *‘the separation of anything into its con-
stituent parts or elements”; it also means “an examination of anything
to distinguish its component parts, either separately or in their relation
to the whole.” To analyze a problem, then, means to find, through
organized thought, its elements or component parts. In addition to this
necessary breaking down of the subject, each factor must be given its
correct relative importance—its pogition in the chain of reasoning. Is
it a major or a minor factor? Isit a factor that stands alone; does it
include other factors; or is it merely a subdivision of another factor
itself?

Analysis is largely a mental process and requires an orderly, per-
sistent, and logical use of the mind that seems difficult only because
most people have not developed a faculty for analysis. It is animpera-
tive necessity for all scientific work and is so closely connected there-
with that the word “analysis” itself immediately suggests the other
term, “scientific.””®

$8ee Chap. XXIII on Scientific Analysis.
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There is no end to the analytic process. One can keep on subdivid-
ing a subject almost indefinitely if he applies sufficient thought to it.
The adequate solution of a problem, however, implies also a knowledge
of when to stop. Our first principle defines exactly what we want to
do, neither more nor less. Such definition marks the limitations of the
problem, beyond which we need not go in our analysis of it.

When the purpose has been defined, the proposed task correctly formu-
lated and its parts analyzed, the next fundamental principle involves
searching for the facts related to the problem.

III. FINDING THE FACTS OF THE CASE

If it is desired to improve the existing method of performing a task,
we should first collect all the facts concerning it. If, for instance, the
existing method consumes too much time we must find out why. The
tools, the equipment, the material, the operators, the motions they use,
the amount of effort applied—every condition under which the task is
performed is a fact that has a bearing on the object we desire to accom-
plish, in this instance, the saving of time on an operation. No facts
must be overlooked; all must be studied. Whatever desirable elements
are found in the operation must be retained and, if possible, improved.
Those which are undesirable must be eliminated. It is evident that this
cannot be done unless we know all the facts bearing on the problem.

We can find our facts in three ways:

1. By Information from Others. This includes books, records, and
other principal and original sources. If we get our facts from others,
we must make certain that the information is reliable, for misleading
information is everywhere abundant and easily procurable. We must
be careful to formulate our questions so as to elicit correct replies.

The true scientist observes, analyzes, and classifies facts; then
he makes inferences from those facts and verifies those inferences.

2. By Our Own Inferences. Our own inferences as to what are and
what are not facts should also be carefully scrutinized, for they may
easily be ill-founded assumptions and subject to error. To infer with-
out investigation is a most prolific source of difficulty. Do not jump at
conclusions until you are sure they are there.

3. By Actual Test. The method of actual test is by all odds the most
conclusive and certain. It is, in fact, the method par excellence of
experimental science. There is in existence a vast body of facts, proved
and tested beyond doubt by experimental science; these facts are at the
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disposal of all who care to seek them. They cover practically every
range of human activity in the material world. It is from this vast
repository of facts that all modern industrial processes have been
evolved. Science has been applied to production in thousands of ways.

When all the pertinent facts regarding any problem have been col-
lected, they must be classified and arranged in relation to each other
and to other related facts. This requires the same thoughtful, orderly
use of the mind as does the analysis of the problem itself.

IV. FINDING THE RIGHT METHOD

This may be stated as devising the one best method of performing
the particular task which we have defined and analyzed and regarding

REsEARCH, STANDARDS, CoNTROL, COOPERATION

1. Management Research. Research, investigation, and experiment (with
their processes of analysis, measurement, comparison, etc.) constitute the
only sound basis for the solution of managerial problems: for determination
of purpose, policy, program, project, product, material, machine, tool, type
of ability or skill, method and other factors, and the coordination of these
in purposeful effort.

2. Management Standards. To make them useful to an enterprise, the re-
sults of research, investigation, and experiment must be made available to
the cooperating group in the form of defined and published standards which
serve as common goals, facilities, and methods, and which replace chance
and variable factors by constants in terms of which may be made calcula-
tions and plans which may be expected to come true.

3. Management Control. There must be established a systematic pro-
cedure, based on the defined standards, for the execution of work; a pro-
cedure which directs the researches, establishes and maintains the standards,
initiates operations and controls work in process; which facilitates each
specialized effort and coordinates all specialized efforts, to the end that the
common objective may be achieved with a minimum of waste of human
material energies, and with a maximum of human welfare and contentment.

4. Cooperation. Durably effective management requires recognition of
the natural laws of cooperation involving the integration of individual in-
terests and desires with group interests and desires and of individual capaci-
ties with the requirements of group purposes; the substitution of the laws
of situations for individual authority, guess, and whim; and the recognition
and capitalization of human differences, motives, desires, and capacities in
the promotion of a common purpose.—Harlow S. Person. (From Scientific
Management in American Industry, by permission of Harper & Brothers.)
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which we have collected and classified the necessary facts. We know

1. What we have set out to do, and what its purpose is

2. The nature and character of the elements composing our problem

3. The facts bearing upon and related to it

Elemental Conditions. Into the problem of devising a method of
any sort there are at least three elemental conditions which invariably
enter. They are space, time, and energy; it is impossible to conceive
of any problem, business or otherwise, that does not include them. They
are, 80 to speak, the universal environment in which all activities must
function. All improvement, in fact, every phase of the progress of man-
kind to higher levels, has been and must always be manifested in a
conservation of one or other of these elemental conditions, and often of
all three. In all improved methods of performing work we can discern
either an economy of space, a saving of time, or a greater development
and conservation of energy. We may also find that one of these factors
has been manifested in a manner hitherto unknown.

To the three elemental conditions mentioned—space, time, and
energy—may, in most cases, be added a fourth, the substance acted
upon—the material.

The four conditions named above can be easily remembered by re-
calling the initial letters of each word, which form the word “stem.”
All improvements in method stem from a consideration of these four
elemental conditions. Sometimes one and sometimes another will pre-
dominate in importance, but none should be overlooked.

Stated in condensed form, the devising of the one best method in rela-
tion to these conditions may be defined as the continuous and progres-
sive elimination of waste in each, using the chart on page 44.

V. FINDING THE RIGHT PERSON

The person best fitted to perform the one best method must be found,
for it would be only too evident a waste of the scientific effort already
expended to commit the result to a person temperamentally, physically,
mentally, or otherwise incapable of utilizing the method to the highest
degree possible.

It is recognized by management that certain personal qualities are
essential for the performance of the best work on any particular task.
Since every person has certain qualities and aptitudes which predomi-
nate, the qualities desired must be sought and fitted to the task in hand
if the best results are to be obtained.

The study of human aptitudes, the selection of the human element
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CROSS-ANALYSIS SHEET
Problem to be solved

™INGS TO THiNK To Save To Save To Save To Save
ABOUT SPACE TINE ENERGY MATERIAL

L What elements
are alike?

2. What are dif-
ferent?

3. What 18 the
unit?

4. Are thers many
units?

8. Csn units be
grouped?

6. Can units dbe
_mulciplied?

7. Can position be
changed?

8. hat 1s the
limitation?

9. Csan re-use bdbe
®plied?

10. What is the
exceptional ?

1L What 18 the
general?

12. Cen factors be
eliminated?

18, W11l use of
symbols help?

14. Will an outside
influence help?

18. Will motion
study help?

16. Must force be
considered?

17. 18 or can there
be rythm?

18. what 1s order
of progresston?

19. What are the
common errora?

20. wWhat will it
cost?

21, What will it
be worth?

The use of a cross-analysis sheet like this will help to eliminate or reduce the possi-
bility of overlooking any important aspects of the problem under consideration.
Although it is not expected that all the points listed here will necessarily apply to
every problem, at least they will not be overlooked.
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best fitted to perform any particular task, is therefore an essential prin-
ciple of the science of management, which, from its very nature, is not
and cannot wholly be confined to inanimate objects.

VI. TRAINING THE RIGHT PERSON

It must not be assumed (though it often is) that simply because we
have found the person best qualified for the job, he is immediately
endowed with the ability to perform it in the manner which we desire.
A period of teaching and training is almost always invariably neces-
sary, for the discovery of the person best fitted does not involve the
assumption that he is already in possession of the ability or experience
needed in that particular work. This would assume, in fact, that the
person selected has already devised the one best method and actually
worked on it in practice, an assumption which is, of course, absurd.

The person who has been scientifically selected as the best fitted for
the work in hand must be carefully and thoroughly instructed in the
standard method of performing it. This involves the training and
teaching of each worker in the particular tasks assigned to him and is
an indispensable part of the science of management

Not only do the principles here enunciated follow each other in logical
order, they are also interdependent and possess many elements in com-
mon. The next principle is in itself a striking example of this fact
When the purpose has been defined, when it is known what work there
is to do, and when all has been set in order for doing it, we find that the
original decision regarding what to do is not a definite act that terminates
with the discovery, but is an unending process. It becomes necessary
continuously to determine and decide what work is to be done; this
activity may be defined as planning, the next principle.

VII. PLANNING

It is apparent that in all work some mental process resembling plan-
ning always takes place, for it is impossible to do work without some
sort of decision as to how to do it; this may be called planning——of a
sort. But the essence of planning, as a principle in the science of man-
agement, is that the work be done thoroughly and accurately, which
means much more than a loose and hasty decision regarding it.

The duties of the business office are so numerous and diversified that
at first thought it would seem utterly impossible to get things done
without scientific planning. It is reasonable to assume that no single
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individual could ever keep in mind the hundreds of different tasks to
be performed, unless he had some planning mechanism to assist him.

Routines as Planning Mechanisms. Even the most unscientifically
managed offices have a mechanism that serves more or less effectively
as a planning mechanism, although it is rarely recognized as such. That
mechanism is the routine.

Division of labor is carried out to a great extent in the performance
of clerical work, making it necessary for most of the work to travel
through regular channels. When one operation is finished on a certain
piece of work, it is passed on to the next clerk, who performs another
operation on it and passes it to the next, and so on. Work on an order
routine, for example, often passes through 15 or 20 or even 50 steps
before it is completed. Therefore, when work is once started on a
journey of this kind, the office manager can and usually does practically
forget it until it reaches its final destination. Were it not for the rou-
tine, which is a well-established feature in all office work, the average
unscientifically managed office would present an appearance of chaos
most of the time.

Though the routine thus acts as a planning mechanism, it is not
sufficient, especially for a large office where there is much work to be
done. The planning of work accurately and scientifically is an essen-
tial principle of the science of management.*

VIII. GETTING THE WORK DONE: COOPERATION

The final principle may be summed up in the word “cooperation.”
Here again we are dealing with the human factor, as in the task of find-
ing the person best fitted for certain work and teaching him to perform
it. Without the cooperation of other human beings, modern industry is
unthinkable; the fullest, freest, and most intelligent cooperation of
others is a necessity if the highest effectiveness is to be obtained. This
holds good in all management and is a universal principle which deter-
mines the measure of success of all joint human activities. Naturally
it must function in the office, exactly as elsewhere.

Though cooperation as a principle is self-evident, the methods by
which it is secured in fullest measure are not so evident. An organiza-
tion has been concisely defined as “a collection of persons working
together for a common end.” It is easily possible to gather collections
of persons; it is not difficult to persuade or even force them to work
together; but the working for a “common end” is something that is not

¢B8ee Chap. XXVI on Planning and Scheduling Office Work.
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amenable to compulsion. It is wholly dependent upon the will of the
“collection of persons”; and until this will is freely, fully, and intelli-
gently given by all to the accomplishment of this common end, true
cooperation has not been achieved.

To recognize that a manager possesses and exercises the ability to
win cooperation is perhaps the highest tribute that can be paid him, for
in a certain sense it is the culmination of the successful application of
all the scientific principles preceding it. The manager who has devel-
oped this faculty to a high degree is correspondingly rewarded and,
if his work is studied, it will be found that he has followed with fair
accuracy the principles here outlined.

We may observe here, as a slight digression, that in the above we
have said nothing concerning what is called “good treatment” or “fair
treatment” of employees. The scientific method of handling both
human beings and their work includes fair and humane treatment to
all concerned.

QUESTIONS FOR DiscUssION

1. Is all office work necessary? Why or why not?

2. Would you say that the use of printed forms in office work is a
result of the exercise of the office-management function by someone?
Explain.

3. “There is a distinct and growing tendency to question the cost
of clerical work in proportion to its value.” Why? Illustrate your
answer with specific instances.

4. Why should mail-order houses wish to eliminate filing the cor-
respondence of their customers?

5. Do you believe that an enterprise should keep a copy of every
letter and paper that comes into its possession? And a copy of every
letter that goes out? Why or why not?

6. a. What criterion do you consider would be a sensible one to use
in determining whether any specific letter should be filed or destroyed?
b. Who do you think should determine that fact? Why?

7. a. What advantages are gained by eliminating a number of
reports?

b. How would you know which reports to eliminate?

8. What is the outstanding feature of the modern conception of
office management?

9. What is the difference, if any, between elimination and simplifica-
tion?
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10. What does simplification mean with respect to office work?

11. What are some of the forces that make for scientific office man-
agement?

12. What is meant by centralized control of office activities?

13. What is the difference, if any, between centralization of location
and centralization of control?

14. What are the advantages of physical centralization?

15. What are some of the evils of uncontrolled decentralization?

16. What are the advantages of centralized control by the office
manager?

17. What clerical activities lend themselves to centralization? Why?

18. What conditions are to be expected where the office cousists of
small groups under indifferent management?

19. Comment on the attitude of many executives toward office func-
tions. How would you explain this attitude?

20. Why are there opportunities for a competent office manager?

21. What is the meaning of “functional office management”?

22. What does a “functional office manager” do?

23. “The office manager’s position is similar to that of a functional
foreman.” How?

24. What size office should have an office manager?

25. Is management a science? Comment.

26. State the eight principles of scientific office management.

27. Which of these eight principles do you think is the most im-
portant? Why?

28. Why is it necessary to precede the consideration of all manage-
ment problems with a definition of the objective and purpose of the
work?

29. Why is it always important to state the problem?

30. What is meant by “analyzing a problem”?

31. How far should the analysis of a problem be carried?

32. Into what five classes may management problems be grouped?

33. Generally speaking, what “facts” would you look for in carrying
out the third principle of scientific office management?

34. In what three ways can you find the facts? Evaluate each of the
three ways.

35. After you have collected the facts, what should you do with
them? Why?

36. What four elemental conditions enter into the devising of the
one best method? Comment on each briefly.
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37. What relation does the elimination of waste bear to the four
elements stated in your answer to question 367

38. a. Why is it important to “find the right person”?

b. What is meant by the “right person”?

39. The sixth principle of scientific office management is “training
the right person.” If a person were the right one, wouldn’t he be
already trained? Why or why not?

40. Why is planning necessary? Or isn’t it?

41. Why is planning a continuous process?

42. If planning is important, why is it not the first principle of scien-
tific management instead of the seventh?

43. Comment on routines as planning mechanisms.

44. Why is ‘“cooperation” a synonym for the eighth principle of
scientific office management?

ProBLEM I

The general manager of a department store called in one of his prom-
ising young men and said, “Jim, we're thinking about using modern
methods in our accounts receivable department and I'm putting it up to
you to find out what should be done.”

Jim at once proceeded to visit all the other department stores in
town and then got permission to visit a number of other stores in
neighboring cities. As a result of his peregrinations he presented a
report to his superior, recommending that Triumph bookkeeping ma-
chines be used.

Assuming that he picked the best machine, did Jim attack this ques-
tion properly? Comment at length.

ProBLEM 11

Henry Wright, now chairman of the board of the Wright Machine
Tool Company, is of the old school. When he first started the company,
about fifty years ago, there were only a few workmen and no clerks. As
the company grew, Wright had to hire a bookkeeper and later a stenog-
rapher. As the years passed, the office force grew more rapidly than
what he called “the productive workers.”

Until the payroll reached 500, Henry prided himself on knowing each
employee’s first name, and he knew the family history of many of
them.
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His son Frank, who is now president of the company, wishes to put
in several “new-fangled” ideas, such as a cost department, statistics,
financial reports, planning department, and the like and, as a matter
of fact, has put in many of them already. He calls this “keeping the
office modern.” The father condemns it all as nonsense and says that
for years in the beginning he “kept all his records in his head” and
made more money then than now. He thinks most of the records now
kept are worthless.

Since the company desires to pay dividends, would it not be best to
compromise and get rid of about half of the present clerks, by throwing
out all records except such as are essential for the business?

If you agree, how would you determine which records should be
retained?

ProsLeM 111

The Kingman Manufacturing Company was founded in 1880 by the
brothers Kingman, both now dead. It was originally a jobbing machine
shop, but the sons of the original founders saw an opportunity to enlarge
the business by manufacturing a miscellaneous line of office devices and
machines. These items sold well and for a long time the company
made large profits, but when the quality of the goods fell below the
advertising claims, the business dropped off, compelling the company
to get new lines and seek new customers. The employees are much dis-
satisfied with the prospects of promotion, for the most desirable posi-
tions are filled by relatives and, in the opinion of the staff, very poorly,
in most cases. The company’s methods are archaic, and the output per
employee is low, while the rate of labor turnover is about 150 per cent.
Every year the company brings out new articles, with the invariable
experience that it is either oversold or else has a large inventory at the
end of the year. A reorganization of the company is imminent.

What fundamental principles of management are violated by this
company? What would you suggest be done?



“An organization is a fitted working plan of relationships—a machine
of perfectly fitted parts built to run smoothly.”—H. 8. McCorRMACK.

III

ORGANIZATION, ADMINISTRATION, AND MANAGEMENT

The difference between “administration” and “management” is not
always clear to the student. Nor is the situation helped by the fact
that each term is sometimes used to indicate a function and at other
times to refer to the individual or group of individuals exercising that
function.

To acquire the habit of thinking “functionally” is a real accomplish-
ment. Such a habit simplifies many of the difficulties inherent in the
analysis of management problems. Functional thinking makes it pos-
sible to separate the function itself from the individuals exercising the
function or affected by its exercise. One or more functions are always
involved in any situation, and the responsibility to exercise that func-
tion also exists. Unfortunately, the authority to exercise a particular
function is not always definitely assigned to a certain individual, and
for this reason it may not have been exercised. Or, lacking authority,
some individual who might have assumed the responsibility did not
do so, perhaps from discretion or from lack of courage. As a result,
the function was not exercised, although it was present.

ADMINISTRATION

Consider “administration,” for example. In management practice,
“administration” has two significant meanings. One is the function
of determining the major policies upon which the enterprise is to be
conducted; the other is the individual or the group of individuals who
exercise the function of administration. Except in very large con-
cerns, the policy-making function is usually the responsibility of com-
paratively few individuals in the company. In a corporation, the
board of directors lays down the major policies; in a partnership, the

51
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Policies are scientifically determined directive controls, designed
to state the aims and purpose of an enterprise or activity and to some
extent outline the methods to be followed in achieving the aims stated.
Policies must be flexible, not rigid; they must be specific and definite,
not ambiguous; they must be clear and comprehensive; and they
must be practical. —Coleman Maze.

partners themselves establish the policies, unless they have agreed
otherwise among themselves. In an individual proprietorship the pro-
prietor determines the policies of his enterprise.

In each of these instances, the function of administration is the same
—to determine the policies upon which the enterprise is to be conducted.
New conditions may require new policies or a change in old ones; but
the policy-making function is still present, and that function is tbe
same in every concern and in every undertaking of any kind, business
or otherwise. Someone has to lay down the policies which guide the
conduct of the business. The policy-making function is the function of
administration, and the individuals who exercise the administrative
function are frequently referred to as “the administration.”

Note, however, that although the policy-making function is present
in every enterprise, the individual or individuals responsible for exer-
cising that function vary with the enterprise. In the ABC Corporation,
the directors happen to be Mr. Allen, Mr. Brown, and Mr. Carr. In the
PQR Corporation, the directors are Mr. Peterson, Mr. Quincy, and Mr.
Rowse—two different groups of individuals, but each group has the
same function.

The ability to recognize a function wherever it is found is extremely
helpful, since once a function is recognized, the responsibility for its
exercise can be assigned to a particular individual or group of individ-
uals. Furthermore, functional thinking makes it possible to combine
like functions under a unified direction and control to assure uniformity
of performance.

MANAGEMENT

Consider “management,” as a second example. In management
practice, “management” also has two significant meanings. One is the
function itself, the other the individual or individuals responsible for
exercising the function. The function of management is to carry out
the policies laid down by the administrative group. The management
function includes:



ORGANIZATION, ADMINISTRATION, MANAGEMENT 53

1. Determining the immediate results to be accomplished

2. Planning how those results are to be accomplished

3. Building the organization to secure those results

4. Directing the organization to secure those results

5. Controlling the organization, the plans, and the results

The individuals who exercise the management function are the officers
of the corporation, the members of the partnership, and the individual
proprietor. These individuals, collectively in the cases of the corpora-
tion and the partnership, are also often referred to as “the manage-
ment.” Let it be noted, however, that “the management” may delegate
part of its function of management to others. Thus it is that depart-
ment heads exercise the management function, each within his own
départment; division heads exercise the management function, each
within his own division; and section heads likewise. Wherever the
management function is present (and that should mean everywhere in
the business), there is or should be someone responsible for exercising
that function or a specific part of it.

The significance of the preceding statement is at once obvious when
contemplating the function of office management, that function being
the responsibility for the organization, direction, and control of office
work, wherever found. The parallel to other coordinate functions is
clear: the sales manager is responsible for the organization, direction,
and control of sales everywhere; the purchasing agent is responsible
for the organization, direction, and control of purchasing everywhere
throughout the company; the credit manager, for the organization, direc-
tion, and control of credits and collections; and the traffic manager, for
the organization, direction, and control of traffic, wherever traffic is
involved.

ORGANIZATION

The word “organization” is also used in two ways. “Organization”
may refer to the function of organizing, or it may refer to the structure
of individuals and facilities by means of which the manager has his plans
carried out. Curiously enough, we may say that an organization results
from the exercise of the function of organizing. Whether the resulting
organization is effective depends upon two factors: first, upon the care
with which the organization was set up; and second, upon the wise direc-
tion and control of the organization by a competent executive.

What is good organization?

Good organization exists when each member of the group, already
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selected for his competency, is given a definite assignment and a stated
time for carrying it out. The assignment is within his ability to perform.
He understands what he is to do, how he is to do it, and when. He is
provided with the necessary facilities for accomplishing his appointed
task, including proper materials, suitable equipment, competent assist-
ance, and adequate supervision. If to this statement of good organiza-
tion were added “under good working conditions,” we should have an
ideal setup for accomplishing any desired results.

A competent executive may be able to secure good results with
8 poor organization; a good organization may produce results for
a poor executive; but the combination of a good organization and a
good executive is “unbeatable,” other things being equal.

Organization is concerned with “who is to do what is to be done.”
Three questions frequently asked are, “What shall be done?” “How
shall it be done?” and “Who shall do it?” The first is a question of
policy ; policies determine what shall be done under given circumstances.
The second question is one of method; all “how’’ questions are questions
of method. But the third question, “Who shall do it?”’ is a question of
organization. Whenever the question is raised as to who should do
this, or who should do that, or what department should take care of a
particular problem, the answer is always one of organization. What is
the setup? To whom has this responsibility been assigned? Often the
problem arises because it has not been assigned to anyone; the respon-
sibility of making assignments is placed squarely upon management.

Five IMPORTANT POINTS

The very first rule of organization is that definite and clean-cut re-
sponsibilities should be assigned to each executive and to each employee.
In no other way can responsibility for results be fixed. In no other way
can “buck-passing” be effectively forestalled. In no other way will
each individual in the organization know what is expected of him. In-
stead of wondering whether or not he is responsible for certain things,
he knows. Surely that is the least that the office manager can do; how
can he expect a clerk to do a certain thing if that clerk doesn’t know it
is his responsibility ?

Along with the assignment of responsibility is the delegation of
authority. Authority is the power to command or to act. If a respon-
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Duries, ResponsiBiLiTY, PowER, AUTHORITY

Duties are the activities that the individual is required to perform.
Responsibility is the accountability for the performance of duties.
Power is the ability to get things done.

Authority is the right to require action of others.—L. Urwick.

sibility requires authority, whatever authority is required should be
delegated by the executive making the assignment. If authority is not
delegated, one of two things may happen: either the individual will
do nothing, because he has not the authority; or he will assume the
authority and go ahead “on his own.” The often resulting unpleasant-
ness in either case could easily have been avoided by observing this
second rule of organization: responsibility shall always be accompanied
by corresponding authority.

A third interesting point in connection with authority and responsi-
bility: authority always flows downward, while responsibility always
moves upward. Anindividual derives his authority from someone above
him, to whom he is responsible for the proper performance of the task
assigned to him.

In any case, lack of clearly defined lines of authority and responsibil-
ity is one of the most common difficulties in office organization; the
authority of certain section and department heads is not clearly under-
stood by the employees, and sometimes not by the heads themselves.
As a result, there is misunderstanding and strife, for where the lines of
authority are allowed to remain indefinite and questionable, confusion
is practically certain to ensue.

A fourth important point is that no one individual executive should
have too many people reporting to him, or too many departments or sec-
tions under his control; for where this condition exists the control is cer-
tain to be defective. While opinions differ as to the number of people or
departments that an executive can effectively supervise and control,
there is general agreement that the temptation is to have too many
rather than too few. There is a limit to an executive’s “span of control,”
as it is often called.

Fifth, it is desirable to have the work functionalized as far as possible;
that is, no tndividual should have too many, or too varied tasks to
perform. Specialization is no longer a mere theory, but a demonstrated,
successful fact, and the office manager who does not carry it to the limit
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E1GHT PRINCIPLES OF ORGANIZATION

1. Purpose. All organization and each part of any undertaking should be
the expression of a purpose, either explicit or implied—the Principle of the
Objective,

2. Authority and Responsibility. Formal authority and responsibility
must be coterminous and coequal—the Principle of Correspondence.

3. Responsibility of Supervision. The responsibility of higher authority
for the acts of its subordinates is absolute—the Principle of Responsibility.

4. Scalar Principle. There must be a clear line of formal authority run-
ning from the top to the bottom of every organization—the Scalar Principle.

5. Span of Control. No superior can supervise directly the work of more
than five or, at the most, six subordinates whose work interlocks—the
Principle of the Span of Control.

6. Specialization of Function. The work of every person in the organiza-
tion should be confined so far as possible to the performance of a single lead-
ing function—the Principle of Specialization.

7. Coordination of Effort. The final object of all organization is smooth,
effective coordination—the Principle of Coordination.

8. Definition. Every position in every organization should be clearly pre-
scribed in writing—the Principle of Definition.

(From L. Urwick, “Scientific Principles and Organization,” in the Institute of
Management Series 19, published by the American Management Association.)

of practicability, consistent with its profitable character, will lose in the
effectiveness of his office work and in quantity and quality of output.

LINE AUTHORITY AND STAFF AUTHORITY

It is desirable to distinguish between the two types of authority
known as “line authority” and “staff authority.” Some executives have
line authority, others have only staff authority, while still others may
have both.

An executive with line authority has complete command over all the
factors concerned in the operation of his department or group; he is
called a line executive because he has the authority to get action within
the area assigned to him. If a company has a general office in charge
of an office manager, the office manager has line authority within the gen-
eral office. He may or may not have line authority outside the general
office, as we shall see shortly.

The company may have a research department, whose responsibility
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may be to develop improved methods and processes. Suppose the de-
partment has a chief and five research assistants, plus a secretary. The
chief has authority to conduct investigations anywhere in the company
and to make recommendations for improvements. This authority to
gather information, conduct researches, and make recommendations is
called “staff authority.” The research chief has no authority to give
orders outside of his research department; within his own department,
of course, he has line authority.

An office manager may have staff authority to survey branch or de-
partmental offices outside the general office; if he also has authority to
put his recommendations into effect, he is still a staff executive. But if
he has authority to say who shall do the office work in any department,
he then has line authority.

Ordinarily, a department head has complete line authority within his
department. He determines what work shall be done, how it shall be
done, who shall do it, and when. In some companies, however, the office
manager is responsible for determining the best methods of performing
office work everywhere in the company. If the office manager is an
expert in his field, as he should be, it is to the benefit of the company to
have uniform standard methods of doing the office work. The depart-
ment head may still determine what work shall be done and who shall do
it. But the office manager preseribes the method of doing it. Thus the
office manager is a line executive within the general office; he is a staff
executive outside it; and he may be a line executive to a limited extent
outside it.

Wherever an office manager has authority to get action, he is a line
executive; wherever his authority is limited to conducting surveys or
investigations and making recommendations, he is a staff executive.
Many office managers who have line authority believe that they get
better results with other department heads through “suggestions” than
through orders. An executive who can get others to do as he wishes
because they respect his ability and like to work with him gets heartier
cooperation than one who depends upon his authority alone.

Another good example of a staff officer is the personnel manager.
Within his own department he has line authority. Elsewhere he may
only recommend and advise. In carrying out his employment function,
for instance, he may interview, test, and select promising applicants;
the final choice may be left to the department head where the clerk is
to work. Then the personnel manager may take over the training and
personnel follow-up.
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ORGANIZATION CHART

There is a good deal of double talk about organization charts. Some
executives swear by them, and others swear at them. Nevertheless, no
other device has yet been found which will set forth so clearly and simply
the relations which exist between the executives in any organization as
to the function or functions for which each executive and employee is
responsible, and as to the executives to whom each individual employee
is responsible. We have just seen how important it is for everybody
concerned to know what he is expected to do, to whom he is responsible
for the performance of his duties, and how much authority he has, if any.
A good organization chart will show these facts.

How AN OrGANIZATION CHART SHOWS RELATIONSHIPS

An organization chart is a plan of working relationships. It shows who is
to do the work that is to be done and who is to direct and supervise the efforts
of those who are to do the work.

For example, a file clerk’s job is to file letters and papers and be able to
find them later. If she is the only file clerk, she will do all the operations
involved: sorting, classifying, cross referencing, filing in, finding. She is re-
gponsible to the office manager or chief clerk.

If there are two file clerks, the work is divided between them: each may
do all the operations on one-half of the material to be filed; or each clerk
may do only part of the operations, but on all the material. For example,
one girl may sort, classify, and cross-reference, while the other girl does the
filing in; both may do the finding.

It is conceivable that the two file clerks may be able to agree on a proper
division of the work. Generally, however, someone else must make the divi-
sion and assign the allotted duties to each clerk. In a small office the office
manager or chief clerk may do this; in a large office with a sizable filing
division, a head file clerk will have this responsibility. As the supervisor of
the filing division, she determines what work is to be done and who is to do
it; she assigns the work to the respective file clerks and sees that each does
the work assigned to her.

The organization chart will show these relationships at a glance.

Of course, a chart may be so complicated that the relationships are
not clearly shown. This may be the fault of the one who drew the chart;
or it may reveal the situation actually existing within the organization.
Either way, correction is called for: let the draftsman draw a series of
simple charts instead of one large intricate chart; let the powers that be
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simplify the organization structure, unless they purposely wish to con-
fuse the picture for reasons of their own. The office manager can do
little about the second reason—that is beyond his power; but he can do
much about the first, simplifying the chart.

In a small organization, one chart can easily show the entire organiza-
tion, without difficulty or complications. In a very large organization,
one chart could hardly be large enough to show the necessary detail.
Therefore, several charts may be used—the first chart showing all the
major divisions of the organization, with a supplementary chart for
each major division, then each subdivision, and so on, until all the rela-
tionships are shown. Such a series of organization charts, carefully
prepared, will make clear as nothing else can the authorized or existing
relationships (these are not necessarily the same).

Let us agree that few organizations are perfect. Because of that fact,
we should expect to find some defects or discrepancies when a chart of
the present organization is drawn up, before any changes have been
made. The common defects are usually of four kinds:

1. An executive is found to be responsible for two or more functions
that are incompatible with each other, such as a sales executive trying
to handle credits.

2. Two executives have overlapping authority, each being equally
responsible for the same function or for the same group of employees.
This results in confusion all around, but it sometimes is not revealed
until the preparation of an organization chart shows it up. There have
been cases where two separate groups in the same company were doing
the same work, independently of each other, and without knowledge that
the work was being duplicated. In one company these two groups were
in the same office building!

3. Some individuals do not report to anybody. They were brought
into the organization and put to work, but nobody is responsible for
them. This happens often enough to be embarrassing.

4. There are “holes” in the organization; that is, some important
function is not being handled at all. Nobody has been assigned to it,
and so nobody is doing it. Sometimes this is due to the function being
entirely overlooked, a not uncommon occurrence in organizations which
have “just growed.”

It is obvious from what has been said that there are two real benefits
to be realized from the preparation of an organization chart. One is to
show the organization as it now is, with whatever defects it may have.
The other is to show the organization as it should be, with the defects
corrected, or after the defects have been corrected. Let’s not fool our-
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selves—a fanciful chart is not going to correct overnight a situation
that may have been years in the making. But it does provide something
to shoot at, even if the changes indicated have to be brought about
gradually.

Not all administrators agree as to when and how indicated organiza-
tion changes should be made. Some—the so-called “hard-boiled” type
—are all for ruthless changes at once. Others, with more regard for
moral obligations to present personnel, prefer to go a little more slowly.
Both methods work. The first is more painful than the second, but the
situation may be so desperate as to call for a major operation. Opinions
differ.
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Fia. 4. Personal organization chart, showing individuals and titles. This type of
chart stresses the position and its incumbent, not the function.
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When the final organization chart is ready, it should be posted where
everybody can see it. This serves two purposes: everyone can see where
he now stands in the organization, and employees can also see what
opportunities lie ahead of them, if any.

It should not be necessary to state that an organization chart should
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Fia. 5. Functional organization chart, showing functions and persons responsible.
This type of chart stresses the function, not the position or the individual.
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be kept up to date, by someone definitely assigned to that responsibility.
Changes in personnel and in function should be shown on the chart as
soon as they are made. Then the chart will mean something. Other-
wise, it will soon be out of date, without meaning and without influence.
In other words, if the purpose of the chart is to show the organization
as it ig, so that executives and employees will not overstep their functions
and responsibilities, the chart should be kept in step with each change
as it occurs. When an organization chart is a living picture of things as
they are and as they should be, it will be respected, but not otherwise.

How T0 PREPARE AN ORGANIZATION CHART

An organization chart may be prepared by starting with the highest
authority in the company and working down. List on an 11- by 81%-inch
sheet of paper the name and title of that individual and the names and
titles, if any, of all individuals reporting directly to him. Taking each
of these individuals in turn and following the same procedure consist-
ently, using a separate sheet for cach individual who has others reporting
directly to him, will eventually bring the analyst to individuals who
have no one reporting to them, but whose names appear on the sheets
of the individuals to whom they report. If all the sheets are now laid
out on a table or pinned on a wall so that all sheets of those on the same
plane of authority are in the same horizontal line, the analyst will have
the basis of an organization chart, showing who reports to whom. It is
then easy to copy the names and titles on to another single sheet, placing
them in the same relative positions.

Although such a chart shows the lines of authority and responsibility,
it does not show the functions for which each executive is responsible,
except in so far as his title may indicate it. It would help if above each
individual’s name were written the functions for which he is responsible.
One result of this step might be to show that the responsibility for a
certain function is divided between two or more individuals, while
another individual might be shown to be responsible for two or more
conflicting functions. The correction of these organization discrepancies
would go a long way toward ensuring smoother operation.

It is possible to prepare a functional chart which will show the main
functions and subfunctions into which the main functions are logically
subdivided. This subdividing can be carried as far as desired, with re-
sulting benefits. One benefit is a comparison of the functional chart
with the other chart, to see to what extent functions are logically as-
signed, as well as if any necessary functions are being neglected. An-
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other benefit of the functional chart is to facilitate the preparation of
the organization write-up.

ORGANIZATION WRITE-UP

In addition to the organization chart, there should be prepared an
organization write-up, detailing each item more fully than is possible
on the organization chart. This write-up contains a brief statement of
each person’s name, department, position, and present duties. Gener-
ally, no details are given as to the present methods of performing the
duties, those being described in the current practice instructions, as
contrasted with the standard practice instructions, which describe
fully the methods to be used, after the current methods have been an-
alyzed, synthesized, and standardized in accordance with the scientific
method.

When first prepared, the organization write-up will probably be ar-
ranged alphabetically by name of executive and employee, for quick
reference. Orit can be arranged by departments or functions, if desired,
with an alphabetical index. Like the organization chart, the write-up
should be kept up to date; any changes should be entered as they are
made.

STANDARD NOMENCLATURE

When it becomes necessary to refer to any subdivision of the office,
a standard nomenclature is needed. The word “department” is fre-
quently applied indiscriminately to subdivisions, major or minor, caus-
ing much confusion. The United States government generally uses the
following:

Primary classification—department

Subdivision of a department—bureau

Subdivision of a bureau—division

Subdivision of a division—section

The following standardized nomenclature, used by the authors, should
become general practice:

Department, division, section, subsection, unit.

QUESTIONS FOR DiscussioN

1. What is meant by “thinking functionally”?
2. Why is the ability to recognize a function helpful?
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. Define or explain “administration” fully.
. Explain what “policies” are.
. Define or explain “management” fully.
. What does the management function include?
. Who exercises the management function?
. Where should the management function be exercised?
. What bearing has your answer to question 8 on the function of
office management?
10. Show the parallel of the management function with respect to
office, sales, purchasing, credit, and traffic.
11. Could the individuals included in the “administration” also be
considered as “management”’? Explain.
12. Define or explain “organization” fully.
13. Upon what does the effectiveness of an organization depend?
14. When does “good organization” exist?
15. What is a policy?
16. Explain the difference between these three questions:
a. “What shall be done?”
b. “How shall it be done?”
c. “Who shall do it?”
17. What is one of the most common difficulties in office organization?
18. What is the first rule of organization?
19. Name Urwick’s eight principles of organization and comment on
each briefly.
20. What is the difference between duties, responsibility, power,
authority ?
21. How may responsibility for results be fixed?
22. Define or explain “authority” fully.
23. What is the “scalar” principle?
24. “Authority always flows downward, while responsibility always
moves upward.” Explain.
25. Define “span of control.”
26. How many people should report to one executive? Why?
27. “It is desirable to have the work functionalized as far as possible.
Why?
28. What is an organization chart, what is its purpose, and what
should it show?
29. What two conclusions might you draw from a chart that is not
clear?
30. “The authorized and existing organizational relationships may
not be the same.” Explain.
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31. What four common defects are frequently found in organization
charts?

32. How is an organization chart prepared?

33. Why should an organization chart be kept up to date?

34. What is a functional chart, and why is it helpful?

35. What is the organization write-up, and what does it contain?

36. State and explain one advantage of standard nomenclature.

PROBLEM

The Kelley Manufacturing Company was established in 1864 and for
many years held a place of prominence in the field—in fact, a practical
monopoly. It accumulated a large surplus and its officers were engaged
in many local affairs. For the past 15 years, the factory manager and
the financial manager have mutually stood in an attitude of armed
truce. The secretary, who worked closely with the financial manager,
has had charge of the purchasing and the clerks who handle the orders,
but there are clerks scattered throughout the factory over whom he has
no control. The clerks in the sales department report to the sales man-
ager. A survey of the clerical work shows that its cost is about double
what it should be.

Explain how the company can put a competent office manager to work
on straightening out the problem here to the best interests of the com-
pany, without offending either of the executives.



“The requirements of administrative officials can be sum-
marized in one word: ‘control’ "—H. L. WYLIE.

v

THE CONTROL OF OFFICE WORK

“Control” is not easy to define or explain. It combines knowledge
with power—the knowledge that one’s plans and directions are or are
not being followed, and the power to compel compliance with one’s
orders and instructions, that is, authority. Acts based on authority
alone cannot be so intelligent or effective as when they are based on
adequate, reliable, and timely information, since the possession of such
information puts the office manager in position to know what to do to
bring about the desired results.

The elements of control, then, are authority and knowledge, guidance
and direction, constraint and restraint. To be in a position to exercise
control, the office manager must know what the situation is, he must
know what it should be, he must know what to do to bring the situation
into line, and he must have the authority to take the appropriate action.
To bring about control, the office manager must have his lines of com-
munication established, open, and working; he must know what to do
under the circumstances, and do it.

There are present, in every office-management problem, a multitude
of elements and conditions, some desirable, which the office manager
wishes to retain, and others of an opposite character, which he seeks to
eliminate or avoid. Controlling, therefore, is the conscious directing or
influencing of certain causes so that certain desired effects will result.

A person may possess the title of office manager, but unless he exer-
ciges a conscious directing influence upon the conduct of the office, unless,
in plainer words, he makes things happen that should happen and pre-

It is essential to control that there shall be adequate records and
reports covering performance in every section of the office.
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vents things from happening that should not happen, he is not manag-
ing. On the other hand, perfect control in management is not possible,
for perfection always remains an ideal to be striven for, but never
wholly attained. The most and best that can be expected is that the
balance will be very much in favor of the office manager, and not against
him.

WHEN Is CoNTROL PRESENT?

A manager may be said to have effective control of his office when the
work he has planned to do is always done in the order, time, and manner
in which he planned it should be done.

This involves knowing what work is to be done, what facilities are
available for doing it, and what work is now in progress. The office
manager must know the quantity of work to be done, the standard of
quality required, and the time available for doing it. He must know
what help and equipment are available and their respective capacities.
He must know whether necessary materials are on hand or quickly
procurable. He must know or determine which of the various items of
work ahead and in progress are more important and will have to be
given priority over other work.

These factors are present in all offices, and the successful office man-
ager is the one who can coordinate them so that when the day is done,
the work that was planned for that day is done also. But if the work
has not been planned, the chances are that it will not be done, at least
within the regular office hours.

A control mechanism is any device, means, or procedure which
keeps the manager informed as to the activities for which he is
responsible and which assures him that his plans and policies are
being carried out according to schedule.

In all management work it is highly desirable—in fact imperative—
if one is to control results, to have all the conditions under control. The
scientific manager approaches only one factor at a time, standardizing
the conditions, so that when he has all factors under control he can also
control the results. Under such circumstances, in the absence of emer-
gencies, for which allowance must be made, control of results is in-
evitable,

In every office there are three kinds of work:

1. The work which must be done today
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2. The preparatory work which must precede the work of today

3. The work which results from the work of today

These have sometimes been described as preparatory, immediate,
and cleanup. In many offices the office manager tries to do all three
kinds of work the same day, regardless of the volume of work to be done.
Here is where careful planning will help.

ELEMENTS oF ScienTiric CONTROL

1. Planning and scheduling

2. Checking up on the success of previous plans and schedules
so that future plans may be improved

3. Inspection of finished work so that the standard quality may
be maintained

WHY PLANNING Is NECESSARY

A great deal of the office work that is done on any one day need not
be done on that day—it may be anticipated or it may be deferred, one or
the other, but not necessarily both. By looking far enough ahead, the
office manager can smooth out his curve of office-work volume, so that
on peak-load days only immediately necessary work need be handled,
and on valley days the preparatory or cleanup work may be handled.
To do this requires careful planning in addition to a day-to-day knowl-
edge of the work that is ahead. This is not as difficult as it may seem,
since all office work is the result of something else—sales orders, the
sales campaign which results in sales orders, the statistical work which
accompanies or follows the handling of sales orders, and so forth.

Assuming that an analysis of the office work has shown that many
tasks may be omitted altogether, that they have been eliminated, and
that the best way to do the remaining necessary work has been deter-
mined and reduced to writing, the next factor to consider is the office
force. The office force is either competent or incompetent to do the work
to be done. If it is incompetent, it is the fault of the manager, who is
responsible always. It is also assumed that the equipment of the office
has been standardized, that it is suited to the work to be done, and that,
it is in the best working condition.

When the office manager has standardized the work, the office force,
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Scheduling the work—especially routine, intermittent, and special
work—is the standard mechanism for controlling output.

its compensation, the working conditions, and the facilities for doing
the work, he is ready to do some effective planning. Without standard-
ization, satisfactory planning and control are difficult if not impossible;
with standardization, the office manager will know how much work each
worker can do, and he will know how much work is to be done. Dividing
one of these items by the other gives the time it will take to do the work.
Let the manager now assign the work accordingly and see that it is done
as assigned by those to whom it is assigned, and within the time set.

It should be observed that this presumes a knowledge of the amount
of work each worker can do. Relatively few managers of small offices
know this figure; and many managers of large offices are not as sure of
it as they might be or should be.

Suppose that the manager’s survey of the work to be done shows more
work than his available staff can handle. If that condition is permanent,
the office is understaffed, and overtime work will not correct it. If the
condition is temporary, temporary expedients may be resorted to, such
as a supply of temporary workers on call or a “flying squadron” made
up of a group of well-trained clerks capable of doing a number of differ-
ent kinds of work.

If the survey for any day shows less work than the force is capable of
handling, then the manager can schedule some preparatory or cleanup
work which he has been holding for just such an occasion—*“fill-in work”
is the term usually applied, although that description sounds too much
like making work, which is not the idea at all.

Is CoNTROL ENTIRELY A MATHEMATICAL ProCEss?

Thus far in our discussion of control, we have looked upon it as a more
or less mechanical procedure which involves getting certain facts and
applying mathematical processes to them to arrive at a mathematical
result. Nothing would seem more simple.

But everyone knows it is not quite so simple as that. If all the factors
involved were inanimate ones, control might be relatively easy. Since
it is the human factor that makes control difficult, it will be worth our
while to take a moment to contrast the control of material objects with
the control of human beings.
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THE CoNTROL OF OFFICE MACHINES

Let us consider, first, the control of office machines, for example.
Simple as this may appear, we shall find that considerable knowledge is
required. What knowledge is required for the effective control of office
machines?

1. A knowledge of the manner in which the machine does its work is
essential. Without this knowledge, we cannot utilize the machine to ite
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fullest capacity. In addition, we may expect of it work which it was
not designed to do, either in volume or in character.

2. A knowledge of the capacity of a machine is also required, so that
it is neither forced beyond that capacity nor allowed to operate below it.
In the first case, damage or poor work is likely to occur; in the second,
there is a definite loss in production.

3. A knowledge of the peculiar weaknesses of machines is also neces-
sary, so that they can be guarded against. A study of each kind of
machine used in an office will generally disclose some particular charac-
teristic which calls for special care.

4. The general factors of deterioration, such as dirt, grease, rust, ex-
cessive heat or cold, must be guarded against. In each type of machine,
special attention may need to be given to some particular factor of
deterioration.

5. Bearings must be lubricated with the proper kind of oil, to avoid
undue wear of parts. Although it is conceivable that some machines
may get an overdose of oil, other machines are neglected because the
operator does not know which places to oil. The particular kind of oil
to be used and the manner of its use on various types of machines should
be ascertained from the makers, then carefully preserved and its avail-
ability made known.

These are but a few of the things necessary to know in order to control
the proper use of the machines in an office.

THE CoNTROL OF THE HUMAN ELEMENT

Now observe how the same points that apply to the control of office
machines also apply to the control of the human element. What knowl-
edge is required for the effective control of the office employees in rela-
tion to their work?

In one case 19 girls, all working on the same operation, were using
10 different methods of doing the work. The result was a variation
in output, which, when measured, was found to be as from 1 to 3;
that is, some of the girls were doing three times as much work as
others. When a condition like that is found, it is practically con-
clusive evidence that the clerks with the smaller outputs are using
incorrect methods, as further investigation showed in this case.
Further analysis of the above situation showed that even those clerks
with the highest output records were not using the best methods
possible and were therefore not making the highest output possible.
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1. The manner in which the work is done should be known. The right
and wrong ways of doing clerical work should be recognized and some-
one should be delegated to see that the work is done in the prescribed
manner. If this is not done, the clerks are left to their own devices, and
the best results will not be secured.

2. The capacity of the force must be known. Many managers adhere
to the foolish practice of working with an inadequate force, vainly hop-
ing that some day they will catch up with the work. A knowledge of
the capacity of their working force would dispel this illusion.

Nor is it wise to try to get the work out by continuous overtime, for
this ultimately defeats its own purpose, and clerks become so weary that
a long day does not suffice to do a short day’s work. While too much
work is often expected from clerks, it still more frequently happens that
not enough is expected, a condition which arises from the lack of knowl-
edge of what the force can really do. Not knowing the real capacity of
an office force is a deficiency that makes scientific control of work
impossible.

Here is a condition in which human beings are different from ma-
chines. The capacity of similar machines is to all intents equal, but the
capacity of individuals is not. Therefore, to know the capacity of a
working force it is necessary to know tlie capacity of the individuals
comprised in it. It is not feasible to figure on a hypothetical average,
for to attempt to operate a working force on that basis would mean that
clerks of a large capacity would not be called upon to do their best, and
those of smaller capacity would be overworked.

3. The weaknesses of clerks must be known and guarded against.
Every hygienic measure should be taken to guard against accident, dis-
ease, and infection, for sickness in an office is a serious handicap to
efficient control. Eyestrain should be avoided by the provision of proper
light. The office should be kept in the best sanitary condition and should
be well ventilated and neither too hot nor too cold for comfort.

4. Disturbing factors must be known and guarded against. A very
common one i8 noise, not the noise of a boiler shop, but the constant
sound of batteries of typewriters, adding machines, the babel of loud
talking, and so forth, noises that would not be noticeable on a busy street
but that may become distracting in an otherwise quiet office. Excite-
ment of any kind is a condition that should be guarded against. The
efficiency of an office, for example, can be utterly destroyed, for the time
being, by such a common occurrence as the fainting of a girl. Chronic
disorder or lack of systematic handling of work upsets the smooth run-
ning of an office. Overtime work, though sometimes necessary, also acts
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generally as a disturbing element that is to be minimized as much as
possible.

5. Equitable treatment of employees with respect to pay, hours, regu-
lations, promotion, and so forth, is necessary to effective control, being
analogous to the oil on the bearings of machinery, in preventing unneces-
sary friction. But many offices pay too little attention to it, there being
much variation in salaries for similar work, much favoritism, and many
irksome and unnecessary regulations.

In all the phases above enumerated, the control of the human element
is comparable with, and on the whole analogous to, the control of ma-
chinery, but there are differences.

THE PsycHoLoGicAL Factors IN OFrFicE CONTROL

The great and fundamental difference between the control of machines
and the control of human beings is comprised in those factors which are
termed “psychological.” In this sense every individual in an organiza-
tion constitutes a separate and distinct problem. But there are many
general conditions in this field, in which the reactions of the human
element are sufficiently well known to enable a discerning manager to
avoid the disastrous results which are almost certain to ensue when they
are neglected or ignored, whether deliberately or unconsciously.

There is, for example, a natural resistance on the part of most human
beings to arbitrary or autocratic rulings. Each of us, though discretion
often prevents open assertion, cherishes the privilege of knowing the
why of things, and we rebel—it may be secretly—against the type of
manager who openly declares that he wants things done because he
wants them done and no questions asked.

There is also the undoubted fact that certain types of individuals
require & special method of treatment if their fullest capacity for the
work for which they are best fitted is to be obtained. This does not
imply partiality, favoritism, or special privileges beyond other workers.
Some types of worker will respond to conditions that others will rebel
against, as, for example, the preference for different kinds of work.
Some persons actually prefer work that is generally regarded as monot-
onous in character; others have exactly opposite temperaments and
prefer variety and sometimes constant change. The fitting of such
temperaments to the work which they prefer—and which for that reason
they are best qualified to do—is a task involved in the achievement of
effective control.

From what has been said, it is obvious that to direct office activities
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effectively, much more is required than the “ability to lead.” The best
intentioned leader cannot lead if the natural bent of those he regards as
his prospective followers is in the opposite direction and if he is handi-
capped by his ignorance, contempt, or neglect of the psychological dif-
ferences found in human beings.

We are now ready to summarize the conditions necessary to the scien-
tific control of an office.

ConprTioNs EsseENTIAL To ErFrecTIVE CONTROL

1. The office manager must know the necessary steps, and the order
in which they should be taken, to accomplish with precision and economy
certain definite and desired results in every activity within the sphere
of his management. These necessary steps are usually much more exten-
sive than appears on the surface. In routines where the various steps
are definitely specified, this is simple; but there are many unrelated
tasks in every office which are not connected with any routine.

On certain office tasks, where pre-employment training outside the
office is usual, such as typewriting, accounting, and the operation of
office machinery (where instruction is given by the service department
of the makers of the machines), it will be found that clerks perform
their work with a fair degree of accuracy; but on almost every other
office job it may be noticed that the clerks are too often left largely to
their own devices.

2. The office manager must know that the means to take the necessary
steps are available.

In ordinary practice it is usually deemed sufficient to divide the office
into various sections, such as bookkeeping, auditing, statistical, cost,
stenographic, filing, and so forth, the work being then assigned to each
section. The capacity of each department and section is judged by the
costly and unreliable trial-and-error method. If there is apparently
more work to do than can be done by the group, they start working over-
time until finally, when it is indubitably evident that the working force
is insufficient, more clerks are added. The pride of such an office man-
ager is the section head who gets the work done somehow, without asking
for more help. If he candrive the work through, he is considered a most
valuable section head. But supereffort is not an indication of scientific
control. The scientifically constructed and controlled machine or organ-
ization works smoothly, with apparent ease and without any obvious
strain.

The capacity of a section is limited by the capacity of the individuals
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composing it, under proper working conditions. And this capacity must
be known, not merely guessed at. Even where it is known, it is necessary
also to know what work has previously been assigned; for if the capacity
is already reached, it would be folly to give more work to the section.
It follows, therefore, that an intimate knowledge of the quantity of work
to be done is necessary, which requires a further analysis to determine
the normal capacity of the section, the various tasks involved, the state
of the work in progress, and the relative importance of the jobs already
assigned.

3. The office manager must know that the necessary steps are being
taken in the prescribed order, thus accomplishing the desired results,
The ultimate success of the management of any kind of work depends
upon this feature of control. No matter what means are used, the work
must be done; but to get the best results, the various steps must be taken
in their proper order. )

Even the poorly trained office manager usually knows whether or not
the work was done, but rarely does he know that it was done properly,
or that its performance was not delayed by less important tagks, or that
it delayed more important ones, unless he has effective control. Espe-
cially is this true of nonroutine tasks, which may seriously disrupt the
routine work unless effectively controlled.

In other words, without properly planned control of work, it is appar-

TweLvE CoNTROL MEASURES FOR THE OFFICE MANAGER

. Plan and schedule the day’s work in writing.
. See that work is started on time.
. Determine the amount of unfinished work.
. Determine the amount of current work to be done.
. Measure the working force by the work.
Check up on the daily output.
. Insist on a full day’s work.
. Check up on your stand4rd practice instructions.
. Plan your daily supervision for the week.
10 Establish over-all daily inspection of maintenance.
11. Establish over-all inspection of filing and record-keeping.
12. Get acquainted with your personnel.
(From a pamphlet by W. H. Leffingwell.)
Nore: For this pamphlet Mr. Leffingwell chose the title, “The Office Man-
ager’s Daily Dozen,” since in it he explains in detail how an office manager
may control the work of his office by taking up one aspect of it each day.
Used by permission of Parker Marshall Company, Boston, publishers.
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ent that there are great opportunities for waste, through ignorance, lack
of training and discipline, to say nothing of deliberate slacking.

THE OrrFicE MANAGER Is RESPONSIBLE

The details of office work are so numerous that the office manager can-
not reasonably be expected to supervise personally the performance of
each of them. He must assign responsibility and leave the actual per-
formance of the work to the guidance of others. But he cannot shirk
the ultimate responsibility for the correct performance of these tasks by
condemning his subordinates. He can be and should be held responsible
for their performance of their duties, for that, too, is within his jurisdic-
tion and is part of his duty.

STANDARDIZATION IS EsseNTIAL T0 CONTROL

There is but one way in which the office manager can control scienti-
fically; that is by standardization. FEach function must be carefully
and thoughtfully studied by some qualified person, and the relative
importance of each such function carefully determined. Then follows
the determination of how the work shall be performed, and how long it
should take a first-class worker to do it. It should be evident that all
this careful and valuable work and its results should be permanently
recorded. This record then becomes the standard method of procedure
for all who are to perform this function. With proper teaching and
training the workers soon form desirable work habits in its performance.
Then, and then only, is the office manager relieved of the burden of
giving constant attention to its every detail.

OrricE Work WHiIcH CaN BE PrACED UNDER CONTROL

Five distinct kinds of work can be placed definitely under control in
an office; an analysis of their combined proportions will show that in
the ordinary office these five constitute from two-thirds to three-quarters
of all clerical work done.

1. All daily routine work, such as orders, invoices, and so forth, which
is dependent upon the volume of mail arriving. Control of this work
will improve the flow and greatly increase the output.

2. Daily work, such as taking dictation, or other work which cannot
be standardized as to time, but which can be estimated, and when com-
pleted, checked against the estimate. The fact that the work cannot be
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exactly estimated is no excuse for not attempting it, for the estimating
of such work, will, as experience is gradually gained, improve in accu-
racy. Also, the fact that an estimated time is set will stimulate the
clerks to make good the estimate. For any serious falling behind, an
explanation should be required from the clerk concerned, not as an ex-
cuse but as a reason, to be taken into consideration when making further
estimates.

3. Daily work which can be measured after completion but not in
advance, such, for example, as the typing of letters. Such work should
be estimated as to the quantity assigned, to be checked later against the
actual measurement of the finished work. Experience will show how to
estimate work of this kind. Thus, a cylinder, disk, wire, belt, or page
of notes will contain an average of so many inches of typewriting. Such
work will usually be assigned by the section or department head and
reported but once daily.

4. Periodical work, such as tax reports, reports to the management,
balance sheets, and so forth. These can be scheduled exactly the same
as daily routine work, with assignment sheets and an assignment
calendar.

5. Special assignments arising from time to time. These can be sched-
uled, followed up, and planned on a work-unit basis.! Previous expe-
rience will make it possible to divide a special assignment into units and
to figure closely as to the time required; the record of available time
units will show to what clerk or clerks the work can be assigned.

WHERE TO START

It is not ordinarily possible, in the development of scientific methods
in the office, to begin planning work simultaneously in all parts of an
office where it has not been done before. Standards will have to be set
and statistics gathered, all of which requires some time. It is not, how-
ever, necessary to wait until standards have been set on all jobs before
starting to plan. As a rule, standardization can be done in one section
of the office at a time, and, as soon as standards have been set on a routine
or on a particular kind of work, the planning can begin. As the stand-
ardization work proceeds, other sections or kinds of work can be grad-
ually placed under control, until finally all the five kinds of work
mentioned above can be planned and scheduled.

In the beginning of the control of any one portion of the work, it is
perhaps more important to have the schedule met than to have a theo-

1 8ee Chap. XXIV on The Measurement of Office Work.
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retically correct schedule which cannot at first be met. The workers
will hardly be able to jump their efficiency at once to the standards that
have been set, nor should they be expected to do so, if those standards
have been properly set. A training period of a month or six weeks should
be allowed, during which time the schedule should be set at, say, 75 per
cent of the standard, gradually increasing as training proceeds, until
finally the work is put through at the standard rate of production. That
is to say, in allotting work at the 75 per cent schedule, if there are 100
work units, the control clerk will allow 133 time units or thereabouts for
performing it. It should, however, be understood by employees from
the beginning that a temporary concession is being made at first.

QUESTIONS FOR DIscussioN

1. Define or explain “control.”
2. What are the elements of control?
3. What must a manager know in order to be in position to exercise
control?
4. What is meant by “exercising a conscious directing influence”?
5. When may a manager be said to have effective control of his
office? Comment.
6. Name three conditions for effective control.
7. What does this effective control involve?
8. What factors, present in all offices, must be coordinated by the
office manager?
9. Into what three categories may office work be classed for purposes
of planning?
10. Comment on “preparatory,”’ “immediate,” and “cleanup’ work,
with respect to planning.
11. “All office work is the result of something else.” Explain.
12. What five items should be standardized before planning and
control can be entirely satisfactory?
13. What five points are necessary for the control of office machines?
14. What five points are necessary for the control of the human
element?
15. Comment briefly on each of the five points in your answer to
question 14,
16. What is the objection to long office hours, aside from the cost
aspect?
17. Name and explain some of the psychological factors that the
office manager has to contend with.
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18. Why is the office manager ultimately responsible for the correct
performance of the office work?

19. “Standardization is essential to control.” Explain.

20. “Five distinct kinds of work can be placed definitely under
control in an office.” Name the five kinds, and comment briefly on
each.

21. Name twelve control measures for the office manager.

22. Where should scientific management of office work start?

ProsLEm 1

Control by the office manager may be exercised in three directions:
first and most obvious is the office manager’s control over the perform-
ance of the office work. The work must be done on time; it must be done
right; and it must not cost too much to get it done. With respect to
getting the work done on time, the office manager can take a number
of steps, the two most important of which are probably to see that work
is started on time and that no obstacles delay its progress. With
respect to getting the work done right, the office manager can set up
standards of quality and provide for inspection of the finished work,
among other things. With respect to the cost, the office manager can
take steps to see that no time is wasted, no material is wasted, and that
there are no other wastes. All of the above points come under the sub-
ject of control by the office manager. Take each of these points in
turn, beginning with the first—starting the work on time—and ex-
plain how the office manager may control each one. Indicate what
obstacles might be encountered which would lessen the control if they
were not overcome, and explain how the office manager would try to
overcome them.

ProBLEM 11

The second direction in which the office manager may exercise con-
trol is over the people doing the work. This control is affected by
selection, training, and supervision, among other things. Show how
these points affect the office manager’s control of the office workers
and what he may do about it.

ProsLEM III

The third direction in which the office manager may exercise control
is over the working conditions, including space, equipment, materials,
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light, heat, ventilation, and noise. Explain what may affect the office
manager’s control of these points and what he may do about it.

ProBLEM IV

The office manager’s responsibility may be divided into two main
jobs: operation and control. One of his aims should be to try to improve
continuously both operation and control. Explain how he may control
this improvement, and what the purpose of such control would be.



“Office procedures are a series of clerical acts organized under super-
vision to accomplish the purpose of the office.”—CHarLEs O. L1BBEY.

\%

OFFICE ROUTINES AND THEIR CONSTRUCTION

A casual visitor to an office sees people working at desks, tables, and
filing cabinets. Some of the people at the desks are writing; others are
telephoning. Some are talking to other people; others are examining
letters and papers; still others are operating typewriters and different
kinds of machines. If the visitor stays long enough, he will see more
or less moving around—people taking papers to other people, going
to the drinking fountain, and so forth. From time to time our casual
visitor may notice a messenger stopping at certain desks to leave papers
and pick up papers.

If the visitor knows nothing about office organization and manage-
ment, he will simply see a lot of busy people.

If, however, the visitor is a trained and experienced office manager,
he will understand what the various workers are doing and why they
are doing it. He will know that each morning, and at stated times
during the day, the arrival of mail brings orders, checks, bills, inquiries,
and other correspondence. He will know that the orders have to be
checked and approved for credit before they can be filled and shipped.
He will know that the checks will have to be sorted and listed and
entered before they are deposited in the bank. The bills will have to be
checked and approved before they can be paid, and so on. Every piece
of incoming mail has to have certain things done to it before it can be
said to have been properly “handled.”

This visiting office manager also knows that the prompt and adequate
handling of all these items is not a hit-or-miss proposition, but the
result of careful organization, planning, and control. He knows that
the kind of service the company’s customers receive will depend to a
considerable extent upon the degree to which the office-management
function has received attention and consideration. If the office is

81
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poorly organized and arranged, delays will occur, mistakes will be
made, tempers will be rufled, and general dissatisfaction will be ex-
perienced.

It might be well to examine these things and ascertain how a compe-
tent office manager proceeds to organize the work of his office.

ORGANIZED ROUTINES

One of the most effective ways of performing office work is through
organized routines. A routine may be defined as a series of steps in
the performance of work, each step in the series being performed in
the same order and in the same way every time. There should be a
routine for each kind of office work, whenever possible, and all office
work of the same kind should go through the routine established for
that kind of work.

Through every office there run the threads of several routines—
sales order, credit granting, collection procedure, purchase requisi-
tion, routing of shipments, cost statistics, and so forth. The com-
petent office manager follows each thread from start to finish, tracing
the steps in each routine and questioning the desirability or neces-
sity of each step.

Let it be admitted that there are some kinds of work which do not
lend themselves readily to routinization, simply because they do not
occur frequently enough to warrant setting up routines to take care of
them; or perhaps because they are specialized cases which come up
only once and never again. Even then, however, it is possible to estab-
lish a definite procedure for handling everything; such procedures
could be called routines, although their worth-whileness might be
questioned.

Routines may be divided into two kinds according to their purposes.
Some routines are intended to expedite the dispatch of the day’s busi-
ness. Such are the order and billing routines, the invoice and purchase-
order routines, and so forth. Other routines are intended to facilitate
the work of the people handling the first kind, by means of services
rendered to them—such as the mail and messenger services, the tele-
phone service, the filing and stenographic services, and so on. The dis-
tinction is clear and should be kept in mind at all times. In passing, it
may be well to note that while the facilitating services are rendered to
all departments, each department may have its own “business” or tech-
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nical routines, which are often cornfined within that department. That
is, the credit department has routines which do not concern any other
department; so have the accounting, purchasing, traffic, and sales de-
partments. Department routines, then, should be distinguished from
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Fio. 6. This diagram shows the “threads” of several routines. The heavy black
horizontal line is the dominant routine, passing through several departments.
The lighter lines show department routines, some of which run to or from the main
routine; others do not touch the main routine at all. Notice the “branches” of
the subsidiary routines. In some ways this diagram resembles an automobile
assembly line.

the routines established to render facilitating services to all depart-
ments alike and from routines which pass through two or more depart-
ments.

THE FORMATION OF ROUTINES

Since relatively few office managers ever have to design an entirely
new routine for performing a particular piece of work, they have had
little practice in that technique. Even in the case of newly organized
offices the routines are frequently copied from those of some other
business in the same or allied lines, few persons being able or willing
to make the effort to cast aside customary imitative habits in this
respect and construct a routine based upon their own original think-
ing. Rather than try to think out one, they find out in one way or
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A Common CrericAL OPERATION

Since most office work is performed at a desk, let us sit down beside a desk
in the office of a large fraternal organization and look on while the girl sitting
at that desk does her work. In front of her is a pile of papers, with possibly
50 or 60 sheets in the pile. A little to the left is a long tray, holding possibly
1,000 index cards. These cards bear the names and addresses of members of
the organization. Each card is divided into 156 small rectangular spaces,
divided into 3 rows of 52 each, representing the 52 weeks of a year. That is,
an entry can be made on this card once a week for 3 years. This card will be
used at least once a week during that time.

The top sheet in the pile bears the heading, “Cash Dues Received for Week
Ending March 16.” Below the heading are written in the names of those
members who have paid their dues for that week, with the amount paid
opposite each name. Dues are 25 cents a week, payable every week. Some
members let a week or two pass without paying anything and then pay all up;
others keep a week or more behind all the time.

The girl at the desk looks at the top sheet, reads the first name, turns to
the tray of cards, runs her finger over the tops of the cards, looking for the
card of the member whose name she has just read on the sheet. When she
has found the card, she lifts it out of the tray and lays it down on the desk
in front of her, face up. Then she looks at the sheet again to find out how
much the member has paid and enters the amount on the card. After putting
a check mark against the name on the sheet, to show that she has entered the
payment, she picks up the card, finds the place in the tray where it belongs,
and replaces it in the tray.

She has now completed one full cycle of the operations necessary to credit
a member with his dues paid that week. What were those operations?

. Examining the list

. Reading the name

. Finding the proper card

. Examining the list *

. Ascertaining the amount paid

. Entering the amount on the card
. Checking the list

. Finding where card belongs

. Replacing the card

These operations may be called examining, reading, finding, inspecting,
recording, checking, filing.

The same operations are performed in the office of a retail store which
sells furniture on the instalment plan. From the collector’s reports showing
how much money he has collected from each customer, the clerk has to enter
the amounts on the customers’ account cards. Likewise, when the policy-
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holder in an insurance company pays his premium, the same operations are
performed at the company’s office. In short, we have here a routine which
is common to hundreds of different husinesses, none of which may bear any
external resemblance to any other business; and yet certain details of the
office work, in their essential aspects, are almost identical in all the concerns.

SIMILAR ROUTINES IN OTHER OFFICES

Routines, which, as we have seen, are simply a series of connected opera-
tions performed in consecutive order, have the same purpose in every office.
The equipment may vary; the sizes of the record sheets and cards may be
different; the method of filing and entering may not be the same; but in their
essential details the purposes are the same, the operations are the same, and
the results are, too.

In one office, the list of cash-received items may be the premium notices of
the policyholders, one notice to a payment; in another office it may be repre-
sented by the duplicate cash sales shps of a retail store. The cards of the
fraternal organization described in the first paragraph may be replaced by a
loose-leaf ledger in one oftice and by visible-record equipment in another. In
one office the entry may be made by a rubber stamp; in another, by pen and
ink; in a third, by typewriter, bookkeeping machine, or cash register. One
girl may work at a table; another at a desk; a third at a filing cabinet; and
50 on.

In short, a hundred different concerns, in a hundred different, apparently
unrelated lines of endeavor, may have the same office problem. This office
problem, in the routine just considered, is how to get the amount paid
credited to the proper individual, accurately, so that that individual will not
be asked to pay the same item twice; quickly, so that all necessary entries
may be made before the next period comes around or so that totals may be
incorporated in whatever recapitulation or reports may be necessary to show
the amounts collected or still outstanding; and at minimum cost, so that the
cost of the office work will not be so great as to eat up the profit on the busi-
ness done.

another how Smith and Company are doing it, making no inquiry and
giving no thought to the question whether or not Smith and Company
are competent to devise an effective routine; indeed it will often be
found that Smith and Company borrowed from someone else. This
wholesale copying of routines from one firm to another results in enor-
mous waste, for the reason that the routine is not strengthened by this
continual transplanting but rather progressively weakened. After its
establishment such a routine usually grows by accretion, until in the
course of a few years a dissection would show that the piece of work
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hiad been compelled to travel a most tortuous path. Analysis will usu-
ally uncover steps which can hardly be justified.

GET A PERSPECTIVE

Every office manager has, however, the opportunity to reconstruct
a routine, and most routines that have been established any consider-
able length of time stand in need of such reconstruction.

The routine as a whole should be studied before any detailed analy-
sis is made of its various steps. The purpose of the routine should
first be determined, and just what is supposed to be accomplished by
it. Occasionally, the purpose of a routine will not be very well under-
stood by anyone, but, in every case, the observer should endeavor to
secure a definite and comprehensive knowledge of the purpose and
should not be satisfied with anything less.

. What is the office doing?
. Who is doing it?
. What methods are being used ?
. What facilities are being used ?
. How well is the office work being done ?
a. What hindrances are there to effective work ?
(1) Poor working conditions (equipment, layout, light, ete.).
(2) Poor training.
(@) Worker does not understand what he is doing.
(b) Worker does not know the best way to do the work.
(3) Delays and interruptions.
(a) Work comes through irregularly.
(b) Poor supervision.
(¢) Poor planning.

OV QOB

This preliminary over-all analysis should enable the observer to
get a general understanding of the routine to determine whether or not
the purpose is justified, and whether the routine should be continued,
altered, or abandoned. Two of the most effective ways of improving
office performance are by eliminating unnecessary routines and elimi-
nating unnecessary steps in necessary routines.

MAKE A DETAILED ANALY81S OF EACH STEP

The next task will be to make a careful analysis of each step or
operation in the routine in much the same manner as the preliminary
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StanpARD SymBoLs Usep IN StupyING OrFicE RouTiNEs AND PROCEDURES

The use of symbols frequently facilitates one’s grasp of a procedure or
routine. The four standard symbols most widely used in office-work simpli-
fication studies are these:

1. A large circle: O Actually doing the work.
OPERATION (Typing a let.ter, filling out
a form, posting an entry,
ete.)
2. A small circle: O Passing the work along, or

TRANSPORTATION  sending it to another place.

(A letter or paper carried to
another desk or depart-

ment.)
3. A triangle: : Holding the work for any rea-
STORAGE son, or filing 1t. (Papers lying

on the desk orn a tray, held
awaiting action or for in-
structions, etc.)

4. A square: D Checking, comparing, or re-
INSPECTION viewing the work. (Check-
ing extensions, inspecting

for errors, etc.)

“The important point to keep in mind at all times is that the really produc-
tive steps are those with the large circles—‘Operation.” They are the ones
that get things done. The other steps are nonproductive, even when neces-
sary. No work is being done on a file or an order while it is traveling from
one place to another, while it is being held awaiting further information or
for any other reason, or while it is being inspected for errors. Therefore,
under the best conditions the frequency of transportation, storage, and
inspection should be kept to the minimum.” (Adapted from a comment made
by the Methods Division of Hardware Mutuals.)

Nore: Some authorities use the triangle pointing up instead of down. The
ASME standard symbol for transportation is an arrow instead of a circle.
See Operation and Process Flow Charts (ASME Standard, 1947), published
by the American Society of Mechanical Engineers, New York, 1947.
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study, but carried out more minutely. The purpose of this analysis
is to see if there are any defects in the routine of each step. For this
work it is helpful to have a set, formal method of analysis. One cover-
ing the following points will be found valuable:

. What is the name and the purpose of this step?

. Is this purpose justifiable?

. Is this purpose accomplished?

. Is this step performed in the right place in the routine?

Does this step record information that is recorded elsewhere?
Does this step duplicate work done elsewhere, in whole or in part?
. What is the time required to perform this step?

. Does the order of this step interfere with progress or service?

R S N N N

PURPOSE OF THIS STEP

The first point, “the name and purpose of this step” requires careful
and thoughtful consideration. It will not do to guess at the purpose or
to assume one, though assumptions are easily made. The true purpose
must be ascertained, for unless the purpose is known, the rest of the
analysis is useless. It is also very easy for an inexperienced observer,
when he finds (as he is certain to do when making scientific analyses)
so many things that are wrong, to contract the habit of assuming that
a purpose does not exist. He must neither guess nor condemn without
reason; he must ascertain the true purpose, and ask why this step is
included in the routine.

TYPICAL PURPOSES OF ROUTINE STEPS

A few typical purposes of routine steps are:

1. Preparation for the next step. The opening of mail is naturally
preparatory to the next step—its reading. There are many other pre-
paratory steps, such as sorting, classifying, numbering, and so forth.

2. Registering. There are many sorts of registering steps.

3. Recording or taking off information, such as bookkeeping or ac-
counting information, sales, production or cost information, control or
timekeeping information. Defining the purpose of such a step would,
of course, include the reason for recording or taking off such informa-
tion.

4. Filing, whether temporarily or permanently, is another very com-
mon purpose.

5. Making of records. This involves card records of various sorts,
invoices, bills of lading, and so forth.
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6. Computing of various sorts. Here, again, there is likely to be
much unnecessary work; the purpose should be carefully serutinized.

7. Checking to detect errors. This purpose should be examined care-
fully and thoroughly, since many checking operations have no justifi-
able purpose.

The above, of course, do not constitute all the purposes of routine
steps but are listed mainly to give an idea of what is meant by deter-
mining the purpose of the various steps in a routine.

IS THE PURPOSE JUSTIFIABLE?

Having ascertained the purpose, the next procedure is to decide
whether or not the purpose is justifiable. Is it necessary? If so, why?
If not, why not? The observer should study the facts carefully, and,
when he has reacned a decision, he should be prepared to explain his
reason in detail. A purpose is not justifiable in the following cases:

1. When No Apparent Reason Exists for Performing the Operation.
This naturally implies that the definition of a purpose sounds logical
but will not pass the test of the second question, “Is the purpose justi-
fiable?”” To clarify this point, some analysts ask the question: “What
would happen if this step were not, performed?” If it cannot be shown
that anything would happen, the purpose of the step is not justifiable.

2. When the Work Is Duplicated Elsewhere. Obviously, nothing
is gained by performing a step twice. In many cases where work is
duplicated elsewhere, the informant will earnestly seek to justify the
duplication on various grounds. Get all the facts.

3. When the Information or Results Can Be Obtained More Cheaply
in a Different Manner. For example, a step may involve recording or
taking off certain information, and writing it in a book or on a record,
for the purpose of classifying. The latter purpose may be fully justi-
fied; but if the same results can be obtained more cheaply by sorting,
it would not be justifiable to copy off the information on a record.

4. When the Step Costs More Than It Is Worth. In many cases a
purpose is justifiable up to a certain amount of expense, but not beyond.
This is frequently the case with the checking operations in a routine. A
detailed analysis will often uncover many of these.

5. When the Step Does Not Advance the Routine. It is obvious that
not to advance the routine is to delay it.

6. When the Step Delays Progress or Service. It frequently happens
that a routine will contain a step, or steps, in which certain information
is taken off for purposes of sales analysis or other executive records.
Find out if getting this information at this point is so imperative as
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to take precedence over service to the customer. Such a purpose would
be fully justifiable if the step were performed after the more urgent
things were done, but not if it delayed them. The deciding point here
is its position in the routine.

INVESTIGATE THESE POINTS IN ORDER

Next, determine whether the purpose is accomplished, for it fre-
quently happens that a step in a routine will have a justifiable purpose
which is not actually accomplished. Find out why not, if possible.

Is the step performed in the right place? This may have been dis-
covered in considering justification of purpose, or whether or not the
purpose was accomplished; even so, it should be considered again.

The next question, “Does this step record information which is re-
corded elsewhere?” is not, of course, applicable to every step. In all
recording steps, however, it should receive attention. Ascertain where
this information is used, kept, or desired, and inquire at those places.
Many times it will also be necessary to follow the piece of work beyond
and outside of the routine under study to its final destination.

In determining whether the step under consideration duplicates,
either in whole or in part, work which is done elsewhere, the inquiry
will follow much the same course as the preceding one.

Next is the determination of the amount of time required to perform
the step.

Finally the observer should determine whether the order in which
any step appears in the routine delays the progress of the work through
it, for work can often be speeded up and operations eliminated by
merely changing the order of the steps.

If the steps of a routine are thus thoroughly analyzed, many inter-
esting facts and conditions will be disclosed and much valuable infor-
mation obtained which will assist the observer in rebuilding the routine.
However, before the actual work of redesigning it is started, he should
describe carefully and completely in writing the whole routine as it
at present exists, adding to this description any observations he may
have made of its weak spots.

VisuAL1ZING THE ROUTINE

It is always an aid to constructive thinking to visualize the routine
by constructing a picture that will enable one to grasp quickly the
main factors it involves. There are various kinds of devices which
may be used for this purpose; variously named, “graphic routine chart.”
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“work chart,” “process chart,” “flow chart,” “procedure chart,” “opera-
tion chart,” and so forth. Sometimes the word “diagram” is used in-
stead of “chart.” The name is not important; the purpose is. The

mere making of pretty pictures is neither a
valid purpose nor an excuse for wasting time
and money on a chart. The only valid pur-
pose of a graphic routine chart is to bring out
forcibly and visibly certain leading facts.
This purpose may be either to enable us to
think more clearly ourselves, or to enable
others, with whom we intend to discuss the
situation, to perceive clearly certain facts
that we desire to impress upon them.

The leading factsin any chart should stand
out clearly and should be so simple and obvi-
ous as to be easily grasped by anyone. De-
fects or special points should be emphasized.

A chart should also be simple to prepare.
A rough pencil sketch which serves the pur-
pose it is desired to accomplish is preferable
to an elaborately prepared and beautifully
drawn chart which falls short in this respect.
The amount of care, skill, and time devoted
to the construction of the chart should be
compared with and proportioned to the size
and importance of the investigation. The
query, “Is it worth what is costs?” applies
to the work of the investigator exactly as it
does to that of the clerk on the routine.

Some of the standard forms of routine
charts will now be described.

The Steps-in-squares Chart. An example
of this form is Fig. 7. It is used frequently
and is simple to prepare but is somewhat de-

Mail Opened

I

0.K. for Credit

Examined by

Mr.

Order Interpreted

Prices Entered
and Extended

Shipping Order and
Invoice Written

Invoice Filed
Until Notified of

Shipment

-

Invoice Moailed

l

Account Charged

fective in that it does not visualize the prob- Fiq. 7. Example of the step-
lem very clearly and its imaport is not easily in-squares chart.
and readily grasped. All it shows at a
glance is the nine steps through which the work passes; and to learn
what these steps are, the wording in each must be read. If this informa-
tion were typed in condensed paragraphs the same purpose would be
accomplished at much less cost.

The Form Chart. Sometimes a chart in which the actual forms them-
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selves are illustrated is used. This is done by pasting the forms on a
large card together with the necessary descriptions, and then, by the
photostatic process, reducing the whole to a standard size. This method
certainly gives a complete picture of the whole routine, but the amount
of detail is so great that it is not readily grasped. For purposes of
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FiG. 8. An isometric flow chart.

analysis this is not a good chart, though it can be used for recording
practice after a new routine has been established through the method
of scientific analysis described in Chap. XXIII.

The Isometric Flow Chart. 1t is occasionally necessary to trace the
path of a piece of work, visualizing not only the steps, but the part
of the office through which it passes. This can be accomplished by
constructing an isometric (a conventionalized form of perspective draw-
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ing) fiow chart, as illustrated in Fig. 8. This type of chart gives the
impression of looking into the building itself, with the walls cut out to
show the interior. The movement of work, not only from department
to department, but from floor to floor, is shown by heavy dashed lines
with arrows to indicate the direction of the flow. This form should not
be used in ordinary analysis, for it is entirely too expensive. An iso-
metric flow chart based upon approximately correct allocations of steps
is sometimes used, but this form of chart, so used, approaches danger-
ously close to the “pretty-picture” class, though it is not so intricate or
difficult to draw as the other.

The Cross-analysis Chart. These charts, illustrated in Fig. 9, are
very generally used and serve most purposes admirably. Their import
is readily comprehended, defects stand out clearly, and the whole can
be shown in comparatively small compass. It is, besides, a form of
chart that can be easily prepared, and, if necessary, the lettering can
be done on a typewriter.

The “Neck” Chart. This form is exceedingly valuable for the specific
purpose of illustrating the evenness or unevenness of time on each
operation. The example shown in Fig. 10 very distinctly exhibits two
necks which seriously interfere with and prevent an ever flow of the
work.

THE FINAL ANALYSIS

Up to this point we have made two analyses of the routine: First,
the general over-all analysis for the purpose of securing a comprehen-
sive perspective and general understanding of the routine itself; second,
the analysis of each step for the purpose of discovering defects in the
routine. Now we are ready to make a final analysis of each step for
the purpose of discovering defects in the steps.

This analysis is of a more microscopic character and follows the
method of scientific analysis described in Chap. XXIII. The necessity
of the step must be considered, the method used must be critically
studied, and the amount of time required carefully observed for the
purpose of discovering “necks” and other interferences with the “flow.”
The observer will look carefully for ineffective or superfluous motions
that mey be eliminated. The amount of training necessary should also
be considered in order to determine whether it is actually given or not.
In making this study each operation should be written up in full detail,
showing the present method, elaborating upon defects discovered and
suggestions offered for improvement. The analyst need not be afraid
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How 10 ANALYZE AN OPERATION

1. Describe the operation completely in writing. This is the first step in
analyzing every operation; you cannot describe the present method too care-
fully or in too much detail. Don’t leave out anything; put it all in. Some
little detail of apparently slight importance may tempt you to omit it from
your description; put it in—it may be the deciding factor in determining
what changes should be made. The more complete your description is, the
more valuable it will be.

Putting these things completely in writing also helps make the problem
clear, since weak points will stick out like a sore thumb. When you have all
your observations in writing, not only can you check your work more easily,
but others can check it also.

2. Whatis the purpose of the operation? 1If the operation is one of a series,
it is necessary to know what happens before and after it is performed.

3. Is this operation necessary? Why? You can ask what would happen
if it were omitted.

4. Note the surrounding conditions. The physical factors of light, heat,
noise, ventilation, equipment, desk arrangement, and general layout of the
office have an important bearing on the performance of the work. Has the
good worker some advantage the others lack? Are the desk and chair suited
to the work? Are they too high or too low for comfort? Is it hkely that
needless fatigue is produced?

5. Note the methods used by different clerks. If several clerks are per-
forming the same operation, notice carefully how each person works. You
will probably find several different methods of doing the work; one method
is undoubtedly better than another. Try to find it.

6. Notice work habits particularly. Do you see any stalling? Do you
think the workers are interested? Is therec much talking? What seems to be
the attitude of the workers toward the job?

7. Does the work come along regularly? Does it pile up at any point? Is
it all done at about the same rate of speed? Are there any delays? If so,
list them and the reasons, too, if you can find them. Is the work all of the
same kind? If not, describe the irregularities and find out how often they
occur over a period of time long enough to enable you to determine the
average percentage of these irregularities.

8. Study the motions carefully. Describe as fully and as explicitly as you
can just how the operation is performed. A good way to do this is to jot
down each motion in the order in which it occurs. Be sure you get in every
motion. This may appear a bit difficult at first, but practice will soon enable
you to describe almost any motion.

9. Time studies. Do not take time studies unnecessarily or out of curiosity.
Read Chap. XXV before attempting time studies, which should be taken
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only by one adequately experienced in them. If time studies are taken, a
sufficient number should be made of each motion to assure a reasonably ac-
curate result.

10. When you think you have written everything down, consult someone
else, preferably the head of the department or the persons doing the work.
This will give you a check upon the completeness of your observation; you
will often find that you have omitted a number of salient points when you
consult with those who do the work.

STUDY YOUR ANALYSES

After your description is complete it is necessary to make a careful study
of it, in order to ascertain fully every irregularity and its remedy, as well as
every other possible chance for improvement. Do not rely upon anyone’s
statement as to the number of irregularities, but get the facts yourself; if
they cannot be procured from past records, have the worker keep a tally of
them. If an irregularity is part of the operation and cannot be prevented
(or at least you cannot find any way to prevent it), then accept it as one of
the factors and make allowance for the time it takes. You will find that many
irregularities can be easily obviated. It seems to be a trait of human nature
to put up with unnecessary encumbrances and inconveniences which can be
removed, corrected, or improved with little effort. Find the remedy and put
it in your notes, to be applied when the time comes.

Up to now you have been gathering facts. If you have been observant,
you will have noted a number of improvements that might be made or that
have been suggested. Go over these notes now, one by one, and see whether
or not they are workable. Now lay out the new method, following the prin-
ciples and suggestions stated in this chapter. Work it out, step by step.

of going into too much detail; everything should be included and nothing
left out.

If the observer has carefully followed the foregoing instructions, he
will, by this time, have a thorough knowledge of the purpose of the
routine and whether or not that purpose is accomplished; he will also
possess the same knowledge concerning each individual step in the
routine; and finally he will have determined whether or not the methods
used in these steps are the best; if they are not, he will have devised
the “one best way.”

It is impossible to overemphasize the importance of thoroughness in
making these analyses and of resisting the temptation to jump to con-
clusions. The new routine may now be built by observing carefullv
the following principles:
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PrincipLES UNDERLYING THE ESTABLISHMENT OF ROUTINES

The following nine principles should govern the work of establishing
routines:

1. Every step must have a justifiable purpose. The inclusion of a
registration step, for example, may or may not be justified, according
to circumstances, but it should be very carefully considered. If the
work is under close control, a registration may be entirely unnecessary.
Checking operations, also, are peculiarly likely to be added and no
attention given to their justification.

2. Each step must advance the work. This caution may seem un-
necessary, but frequently steps are interposed which do not advance
the work but rather retard it. In an order routine, for example, the
order may go to a certain person for examination; this may be un-
necessary, but the step has been added because Mr. X has the fixed
idea that unless he personally examines each order something is bound
to go wrong.

3. The order of each step should be such that records required to
be taken off will not delay the service. Steps where records are taken
off purely for sales analysis purposes, for instance, are very properly
placed at the end of the routine, where they will not interfere with the
progress of the order.

4. Equality of the time required for each step should be striven for,
or means provided to eliminate “necks.” It is not entirely possible to
avoid inequalities of time, but it should be at once apparent that if in
any routine, steps 1, 2, 3, 4, and 5 can be performed at the rate of 200,
50, 100, 75, and 30 pieces per hour, respectively, the flow of work with
one person on each step will be very uneven, and eventually the work
will pile up at step 5, while all preceding steps will be working away
below capacity. This unevenness of flow can be corrected by putting
more people on the slow operations and by combining some of the fast
ones. Under ideal conditions, each operation requires about the same
amount of time, or else the capacity has been equalized.

5. Guard against duplication of work. Many routines, constructed
without sufficient care, require the doing over and over again of some
one thing, such as writing the customer’s name. In one routine that
was studied, the name and address of the customer were written no
ess than 23 times.

6. Avoid needless writing. In many routines half the writing done
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is superfluous and can be eliminated by a careful study of what is abso-
lutely necessary in this respect and what is not.

7. Needless effort should not be expended. Savings amounting to 25
per cent of the effort required to fill out a form can often be made by
redesigning it along the lines suggested in Chap. X.

No. Name and Department

3 Ledwer Clerk, Miss Black
8 Order Clerk, Mr. Brown
6 Entry Clerk, Miss Smith
7 Billing Clerk, Miss White
8 Order Writer, Miss Green
9 Unfilled order file

10 Mail Desk, Kr. Jones

13 Filled Urder file

14 Invoice file

18 Credit Department

19 General file

25 Bhipping Department

27 Packing Department

34 Purchasing Departmeat
43 Stock Department

57 Manufacturing Departsent

Fia. 11. Routine progress chart. The use of a chart like this brings out any loose
ends in a routine.

8. Make as few exceptions as possible to the general routine. Their
very existence tends to defeat the purpose of the routine. Exceptions
can often be classified and handled in special routines by themselves,
thus making it possible to proceed with the balance of the items in a
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general routine manner. When an exception appears, it should be laid
agide or passed to the clerk handling the special routine set up for
exceptions of that kind.

9. Avoid needless checking. In almost every office routine there is
a constant danger of making errors—in fact, there is a certain irre-
ducible minimum of errors that must be expected and allowed for; it
is naturally the aim of every office manager to make as few errors as
possible and to detect those made before the work is completed, if that
be possible. This desire leads to the interpolation of various checks
along the route; sometimes this checking is carried to such an extreme
as to cost more than the errors would cost if allowed to pass uncorrected.
If the checking is done at the end of a cycle of operations, it should
be sufficient for all practical purposes and should accomplish the de-
sired result as nearly as it can be accomplished with a minimum of
effort.

SyNTHETICALLY BUILDING THE NEW ROUTINE

In this work a formal method of procedure should also be adopted.

1. Eliminate all superfluous steps or motions. Where necessary, new
methods should be devised.

2. Determine the order of the various steps. Consider the advisabil-
ity of establishing concurrent steps, so that two or more steps may be
performed simultaneously, if possible.

3. Provide a steady and even flow of work through the routine. This
is an extremely important provision, for a very large part of the waste
in office work is due to uneven flow. Of course, there are certain factors,
not amenable to control, which will have to be considered and allowed
for, such as the arrival of the mail, daily fluctuations of work, and so
forth.

4. Develop and prescribe correct working habits. Correct working
habits should be developed and prescribed for performing the work in
the one best way. Much depends upon this, for the difference between
the expert and the “dub’ is very marked in every office operation, such
difference being mostly comprised in the working habits.

5. Determine scientifically the best tools and equipment for the
performance of each step. Provide them and then prescribe the method
of their use.

6. Train the clerks to perform work properly and especially to make
decisions upon it quickly, for most operations require that a decision
be made as to which of several things should be done. These decisions
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are mostly very simple and are based upon policies determined by the
management, so that they do not demand profound original thought on
the part of the worker. Nevertheless, they are decisions, and if the
worker is slow to decide which move to make or which thing to do,
the over-all time required for the operation will be greatly increased.

7. Develop habits of speed. Whether a clerk works slowly or speed-
ily is largely a matter of habit; where speed is requisite, the habit of
fast working must be inculcated. Do not confuse speed with haste.

8. Develop the habit of accuracy. Accuracy, too, is a habit and must
be developed. Inaccuracy is due mainly to lack of concentration, which
in turn is due to lack of interest in the work; therefore, such interest
should be cultivated and the importance of accuracy emphasized.

It may be noticed that we have placed the development of accuracy
last, though it is commonly assumed that it should be developed first.
If too much emphasis is placed upon accuracy before the clerk has
learned correct methods of working, the habit of indecision will be-
come fixed, and it will be almost impossible and very difficult to develop
the habit of speed. The correct order is (a) right working methods,
(b) the habit of speed, and (c) accuracy. In this sequence the empha-
sis is first placed upon right working methods, so that the worker may
perform them subconsciously or with little conscious thought. When
this has been achieved, the habit of speed is then quickly developed, as
there are no inhibitions as to motions, and when both have become hab-
its, the insistence upon accuracy does not then interfere with or cause
a slowing up of the work. See Fig. 12 on page 102.

ADDITIONAL CONSIDERATIONS

The same general method is applicable to all routines, but there are
usually some predominant factors to which attention must be given.
While a routine should invariably be designed with its main objective
in mind, it must not be assumed that the objective will be the same for
all routines.

For example, it may be imperative that a routine should be designed
to give speed and service above everything else. In making a sale,
for example, the management of a department store must always keep
in mind the fact that the customer objects to waiting, and, in order
to serve the customer promptly, all other considerations must be sub-
ordinated to speed.

In another routine, the dominating factor may be accuracy and care;
speed may not be a factor at all, or a very minor one. In the prepara-
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F1a. 12. This is a six months’ record of the weekly output of a girl typing letters.
It shows that she began below the average for the department and ended consid-
erably above, in spite of the fact that the department itself progressed from an
average of 80 square inches an hour to 200. This operator’s average for the first
week was 88 square inches, and for the last week, 237, an increase of nearly 270
per cent. Note particularly that during the eleventh week, when this operator made
a serious effort to increase her efficiency, erasures, which are figured on a percentage
basis, dropped. During that week she made 95 erasures for every 1,000 square
inches, and she typed at the rate of 80 square inches an hour. During the final
week she made 20 erasures for every 1,000 square inches and typed at the rate of
237 square inches an hour. Rapid work requires concentration, which results in
better work.
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tion of an executive report, it is of the first importance that such a
report, be accurate, neatly prepared, and well arranged, and though it
should be completed on scheduled time; it should not be rushed.

Economy of operation is another consideration that is sometimes
dominant in a routine. A mail-order house, which labors under many
disadvantages in competition with local dealers, cannot afford to spend
too much for clerical work; each routine must be designed with this
limitation in mind.

Whatever the dominating objective may be, it should be thoroughly
understood and the routine designed accordingly.

QUESTIONS FOR DISCUSSION

1. Two people visit an office. One is an office manager; the other
is not. What does the first one perceive that the other does not?
2. Define or explain “routine.”
3. Are there any kinds of office work which may not readily be rou-
tinized? Explain.
4. “Routines may be divided into two kinds, according to their
purposes.” Explain,
5. Why is it desirable to keep clear the distinction between the two
classes of routines?
6. How are the routines of many offices formed? Why is this so?
7. Why is imitation of other people’s methods likely to be a futile
proceeding?
8. Why should a routine be studied as a whole before a detailed
analysis is made of its various steps?
9. In making a detailed analysis of the steps in a routine, eight points
are suggested. What are they?
10. Mention seven typical purposes of routine steps or operations,
and comment briefly on each.
11. Under what six circumstances is the purpose of a step in a routine
not justifiable? Comment briefly on each of these circumstances.
12. Why is it desirable to determine whether or not the purpose of a
step in a routine has been accomplished?
13. “Does this step record information which is recorded elsewhere?”
Comment on this question and the point to which it refers.
14. How may a routine be visualized?
15. What is the only valid purpose of a chart or graph?
16. What is the steps-in-squares chart? What are its advantages
and disadvantages?
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17. What is the form chart? What are its advantages and disad-
vantages?

18. What is the isometric flow chart, what does it show, and what
are its advantages and disadvantages?

19. What is the cross-analysis chart, and what are its advantages?

20. What is the “neck” chart, what is its purpose, and what does it
show?

21. What is the purpose of the final analysis of each step in the rou-
tine?

22. What two analyses precede the final analysis?

23. Describe in detail the ten steps in analyzing an operation.

24. State nine principles underlying the establishment of routines,
and comment on each principle.

25. In synthetically building a new routine, a formal method of pro-
cedure should be adopted. What are the eight factors in this formal
method? Comment on each briefly.

26. What striking feature usually distinguishes the expert from the
“dub” in all kinds of work?

27. What is meant by the worker “making decisions” in his work?

28. How much emphasis should be placed upon accuracy in the per-
formance of office work? Why?

29. Do you believe accuracy is a habit? Why or why not?

30. Is the dominant objective of one routine the same for all other
routines? Explain.

31. Of the following possible main objectives of routines, which is
the most important for a particular routine? How would you know?
Explain your answer.

a. Giving speed and service.
b. Accuracy and care.
¢. Economy of operation.

ProBLEM

The Jenks and Keane Pharmaceutical Company sells directly to
druggists. It has been established for many years and has built up an
elaborate order-handling routine, involving 21 steps, as follows:

1. Mail is opened and orders removed.

2. Orders are time stamped.

3. Orders are sent to treasurer for examination.
4. Orders are returned to bookkeepers.

6. Orders are divided among bookkeepers.
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. Bookkeepers look up customers’ ledger accounts.
. Bookkeepers mark amounts due, if any, on order.
. Orders are sent to credit department.

Credit man gets customers’ credit files.
Credit man reviews credit experience.

. Credit man passes credit.

. Orders are sent to order-writing clerk.

. Clerk copies orders on house-order forms.

. Order copies are sent to stock room for filling.

. Order forms are returned from stock room after filling.
. Clerk prices orders and computes extensions.

. Clerk types invoices in duplicate.

. Clerk checks invoices against orders.

. Invoices are mailed to customers.

. Duplicate invoices are sent to bookkeepers.

21.

Bookkeeper posts charges to customers’ accounts.

An investigation shows that the clerical-minutes-per-order ratio is
148, and that it costs approximately $1.62 for labor to handle an order.
“Hand-to-mouth” buying by its customers has brought down the
average size of order to $42.00, but this average does not show the
whole picture, for further study discloses that 54 per cent of the orders
have an average value of only $12.64. Manifestly, the company can-
not afford to pay $1.62 to handle an order of that size.

Build a special routine to handle these small orders.



“In controlling output, the first and most important considera-
tion is to handle work so that it shall flow steadily without any
interruption; that is, velocities at all points should be equal
and uninterrupted.”—W. H. LEFFINGWELL,

VI

FLOW OF WORK

Flow of work is concerned with the way work moves along from one
operation to another—the quantity or volume of work going through,
the rate at which it moves along, and the smoothness of its passage. A
steady, constant flow of work through a routine will result in high
efficiency; but if the flow is obstructed or interrupted, there will be a
much lower efficiency due to the time wasted by clerks waiting for
work; for unless a clerk is supplied with sufficient work to keep him
steadily employed during the entire working day, his efficiency will be
low, even though, when he is working, he works at high speed.

To illustrate this condition in homely fashion let us contrast the
flow of work through an office with the flow of water through a pipe, the
caliber of which differs in size at one or more places throughout its
length. The quantity of water delivered at the end of the pipe will
not depend upon the size of the opening to the pipe, the size of the
faucet through which the water flows, or the average internal diameter
of the pipe itself; it will depend upon the size of the smallest caliber in
the total length of the pipe. If the average inside diameter is 2 inches,
but it narrows down to 1% inch only in even one place, the amount of
water that flows through the pipe in a given time will be no more than
that which can be delivered by a pipe of %-inch caliber all throtgh its
length. If this small opening is somewhere near the middle of the pipe,
the water will dribble out at the other end slowly; if it is near the dis-
charging end, the water will emerge with greater force, though there
will be no greater volume than would pass through a pipe of 3%-inch
diameter.

An office may in some places have a great capacity for getting out
work, just as a pipe of uniform, internal diameter all through its length
will deliver its full capacity; but if the work does not flow steadily and
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evenly, owing to some obstruction in the routine, it will not be able to
deliver its full capacity at the end.

Or to state the matter more expressly in terms of work, let us assume
that there are 10 consecutive operations to be performed on a particu-
lar piece of work, each requiring the same length of time, and each
operation manned by a competent clerk. If sufficient work is given the
first clerk in the chain to keep him busy, and he passes it on to the next,
who in turn passes it to the next, and so on, all 10 clerks will be busy
and will turn out their full capacity.

If, on the other hand, the first clerk gets, during the first hour, suffi-
cient work to keep him busy for two hours; during the second hour,
work sufficient to keep him busy for only half an hour; in the third
hour, no work at all; and only one hour of work with each succeeding
hour afterward, it is easy to calculate what the final result will be.
Each clerk will be short one-half hour of work, but this shortage will
pass like a wave from one clerk to the next.

In these simple illustrations the importance of flow of work is easily
discernible, but when it is considered that in the office there are many
streams of work flowing in many directions, some reaching the final
stage quickly and others wandering here and there throughout the
organization, perhaps for days, the actual problem is by no means so
simple as the illustrations given would suggest, nor is it always easy
to detect exactly where the obstructions lie. It is evident, however, that
obstructions will interfere with the flow.

Frow oF WORK A MANAGEMENT PROBLEM

1t is evident that flow of work is a problem to be solved by the man-
agement and not by the clerks. This does not mean that the manage-
ment can always control absolutely the flow of work, but it can take
steps to minimize the effects of any uncontrollable factors that may be
present or anticipated.

In some cases, lack of equable flow may be due to a cause that is alto-
gether outside the control of the management; for example, when
orders come in by mail, one day’s receipts may be very heavy and
another very light. If the office is manned to handle the heavy day,
it is obviously overmanned for the light one. Again, if orders come in
by telephone or by person, work may be very heavy at certain parts of
the day and very light at others. Such causes are, of course, practically
beyond the control of the office.

But in the majority of cases where flow is impeded, the cause is due
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1. The office manager must see that
a. The flow of work is uninterrupted.
b. Each duty is performed in its proper sequence.
c. Work is finished according to predetermined schedule.
2. The office manager must know
a. Through what means and by whom each activity is to be accounted
for.
b. The means available to accomplish the desired results.
c. If any department or any part of the work is getting behind, in time
to take steps to correct the situation.
3. Work getting behind may be due to
a. A sudden and unexpected increase in volume of work.
b. Absence of employees assigned to that work.
¢. Ineffective work.
d. Ineffective supervision.
4. The manager should know for each department
a. The volume of work received each day.
b. The quantity of work handled that day.
¢. The amount of work left over, if any, at end of day and reasons for
its being left over.

to certain internal conditions which are well within the control of the
management. Some particular department, for instance, may, because
it is undermanned, hold up the work of another; or the same result may
be produced because one department is engaged on other work part of
the day.

Another impediment which obstructs the flow is frequently contained
in the routine itself. If the time required to perform a piece of work
on one step is greater than is required on other steps, the work will
obviously remain at that step longer, and succeeding operations will
have to wait. This case is illustrated in Fig. 10 on page 95.

One of the chief causes of defective flow within the routine itself is the
lack of standatd methods for moving the work from one operation to
another.

Consider for a moment some of the ways in which work may be so
moved:

1. The clerk who has finished his part takes the work to the clerk who
is to do the next operation.

2. The clerk who is to do the next operation fetches the work from
the desk of the clerk who has finished his part. This is the reverse of
No. 1.
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Tue Unir PLan or Frow

The unit plan of flow is an organized method of determining the
rate at which work will flow through a routine. A unit may be any
number of pieces from one up. As soon as one unit is finished on
any operation, the work is passed to the next step. If the unit
consists of, say, 10 pieces, work will flow from one step to another
in units of 10; if the unit is 1, it will flow 1 at a time. The size of
the unit will depend upon the number of steps in the routine and
the length of time it is desired to have the work take. If the
number of steps in a routine is 20, and the average time required for
each step is 1 minute, the order can flow through all the steps in a
little more than 20 minutes, if the unit is 1 piece; if it is 10 pieces,
200 minutes would be required. The unit plan of flow is undeniably
superior to the haphazard process of flow found in many office
routines,

3. A special messenger takes the work from one clerk to the next.

4. The work is moved through the interoffice mail service, which
picks it up and delivers it at stated intervals.

5. A cable carrier transports the papers.

6. The clerk finishing his part sends the work to the next clerk by
pneumatic tube.

7. A moving belt carries the work from one clerk to the next.

8. The desks are so arranged that each clerk hands the work he has
just finished to the clerk who is to do the next operation.

9. In manufacturing, the method of drop delivery is often used,
where the work drops down a chute. An adaptation of this idea is
used in some offices.

It will be noticed that 1 and 2 are the slowest, and 8 and 9 are the
quickest. Since the time and labor required to move work from one
operation to the next add nothing to the value of the work, but only
increase the cost, the less time and labor required, the better. In office
work the time loss is especially important, since excessive transporta-
tion increases not only the cost, but also the possibility of delay and
consequent loss of production through interruption to the flow.

THEORETICAL CAPACITY

The amount of labor time required on any group of operations is
the sum of the labor time required on each unit, plus the necessary time
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for travel from one unit to another; this is known as the theoretical
capacity, but very seldom in office work is this even remotely ap-
proached, the chief reason being the loss of production through lack
of flow.

In the cycle of operations in a particular routine like the handling
of orders, for instance, assume that there are 10 operations each requir-
ing 1 minute to performs. The theoretical time would be 10 minutes,
plus the amount of time required for the work to pass from one opera-
tion to another through the cycle. If the necessary travel time between
operations were 1 minute for all 10 operations—that is, 6 seconds for
each passage—the labor time required would be 11 minutes per order.
Ten persons working 8 hours a day would come to 4,800 working
minutes; their theoretical capacity on the above assumption would be
436 orders daily. But even in the best organized office that would not
be possible because of the difficulties in the way, as explained in the
following paragraphs. In the unstandardized office, perhaps 40 per
cent of its theoretical capacity is achieved, the remainder being un-
obtainable. This is a modest estimate based upon years of experience
with many offices.

THE UsuaL DIFFICULTIES E.NCOUNTERED

There are many difficulties in the way of getting the ideal flow of
work—the full theoretical capacity—of an office, which prevent the
office manager from obtaining it from his working force. The follow-
ing are but a few of the many obstructions which interfere with the
daily flow of work; some of them may be inevitable and inescapable,
but many of them can be entirely prevented.

1. The Volume of Work to Be Done Is Unequal. The times it arrives
are not regular, one day’s work being heavy and another light. The
work arriving in the first mail is usually much heavier than in those
subsequently received during the day. There are seasonal fluctuations
in volume—a difficulty, which, though it can never be entirely over-
come, can be foreseen and planned for and the loss of capacity thereby
greatly reduced. If the volume of work is known from day to day,
statistics can be prepared which in the course of time will show what
may be expected in both seasonal and daily fluctuations. It is a simple
matter, of course, to have a force sufficiently large to handle the peaks,
but this provision means a loss of capacity in the valleys; so a decision
must be made as to the best average force to be maintained, which will
result in the least loss of capacity.
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Office work is highly subject to peaks and valleys because most
of it originates outside of the office, and its quantity is therefore
not subject to the control of the office manager. At certain seasons,
in almost every kind of business, the work is much heavier than
at other times.

The problem of the peak should be carefully studied, and the
miscellaneous work so planned that the weight of the peak does
not fall with full force upon the organization. A standard method
of handling peaks can be devised in cach particular instance.

2. Interruptions to Work. Below are given four of the most frequent
interruptions that occur daily in most offices. If an analysis of all such
interruptions is made it will be found that many of them can be fore-
seen and prevented, so that only a very limited number will be un-
avoidable.

a. Lack of material with which to work. This may be caused by
bad planning, bad scheduling, or a complete lack of either or both.
“Lack of materials,” in the sense employed for that phrase here, usu-
ally means that there is no work available, Stenographers especially
are likely to lose an enormous amount of time because there are so
many intervals in which they have no work to do.

Clerks on routines will have many short idle periods during the
day, which, because of their brevity, pass practically unnoticed, espe-
cially in the case of those “experienced” clerks who know how to
stretch 30 minutes of work over an hour, if necessary to fill a time
gap. This is not to be classed as “stalling”—clerks have learned by
experience that when lack of work is the fault of the management, it
must not be proclaimed too loudly by visible idleness and must not
be made too apparent. Hence, they are in reality concealing the fault
of the management, not their own. Though it would be actually bet-
ter for the management to allow the clerks to sit idle during these
periods, because by that method the deficient flow of work would
instantly become noticeable, the clerks know that they will be repri-
manded if they are noticed doing nothing.

b. Information required is not at once available. This is a very
common and prolific cause of delay and interruption of work. A cor-
respondent gets ready to dictate a letter and then discovers there are
certain parts of it that he cannot write until he gets further informa-
tion; so he holds up the stenographer while he telephones or sends
someone to get it.
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OtHER Causes oF DErrays

Interruptions to work:
Poor arrangement
Visitors
Chitchat
Telephone calls
Calls to see the manager
Errands outside the office
Absences
Worrying over work on hand
Substituting other work
Ineffective work: study for waste effort
Ignorance: overcome by instruction
Laziness: provide an incentive
Soldiering: standardize and keep records

c. Changes of work through change of plan. Many interruptions
occur on this account.

d. Changes of work because of poor planning. This is altogether
too frequent an experience.

3. Unequal Times Required for Different Operations in a Routine.
These constitute a prolific cause of interference with flow. If each op-
eration requires a different time, varying from 30 seconds to 2 minutes,
for example, the clerks on those operations requiring the shortest time
will be idle a large portion of the time, while those with the 2-minute
operations, though continually busy, will still form “the neck of the
bottle.”

4. Lack of Standards. If these are lacking there will not be an
equal—or even approximately equal—amount of work done by the
various clerks; this in itself will interfere with the steady flow.

5. Lack of Planning. This condition can be corrected only by the in-
stallation of planning methods.

6. Lack of Scheduling. Without planning there can be no scientific
scheduling, which in turn adversely affects the steady flow of work.

Chapters XXIII to XXVI are devoted to a consideration and ex-
planation of the technique by which scientific management may suc-
ceed in eliminating or minimizing these difficulties.
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QUESTIONS FOR DiscussioN

1. Define or explain “flow of work.”

2. Why is the flow of work an important consideration?

3. What are some of the causes which impede the flow of work?

4. How could you show some of these causes graphically?

5. In what nine ways may work be moved from one operation o
another? Comment on them generally.

6. Explain the unit plan of flow.

7. What is the theoretical capacity of an office? Why is it seldom
reached?

8. Name and comment briefly on each of the six stated difficulties in
the way of getting the ideal flow of work in an office.

9. Name five causes of delay.

ProBLEM

In the office of the Carter Hosiery Company, the order and billing
department handles 300 orders daily. The number of workers in this
department is twice, theoretically, what it should be. Although there
are idle periods, for the most part everyone seems to be exceedingly
busy. Itis stated that the reason for this is the large number of back
orders due to the shortage of certain numbers, which necessitates much
recopying of orders.

How would you analyze this situation to discover the apparent loss
of time?



“The responsibility of the office service department is to
provide all other departments of the company with the
general service they require.”—H. C. PENNICKE.

VII

FACILITATING THE PERFORMANCE OF WORK—
OFFICE SERVICE—MAIL AND MESSENGER

The effectiveness of office workers is directly affected by the excel-
lence of those services which are designed to facilitate the performance
of their work. If the mail is late, the work is delayed, even disrupted,
in some offices. If letters and papers cannot be found in the files, the
ensuing situation is more than unfortunate; it may be tragic. If the
telephone service is inadequate, so that customers calling the office from
the outside get the busy signal, and those inside cannot get the line,
there is not only delay, but exasperation. If certain forms or supplies
suddenly run “out of stock,” important matters may have to be de-
ferred. If an executive cannot get a stenographer when he is ready to
dictate his correspondence, he is more than annoyed; he is likely to be
downright critical. And with reason.

DEPENDABILITY Is ViTALLY IMPORTANT

It will be observed that two results may be expected from inadequate
or inefficient office service. First, is the effect on the work; second, is the
effect on the worker. While both are important, the second is more
costly in the long run, since sooner or later even the competent worker,
who may be constantly baffled in his efforts to earn his pay, will eventu-
ally cease trying and will gradually take the attitude, “Oh, well, if the
company doesn’t care, why should I?” When this stage is reached,
there is a loss of interest and ambition, a loss of perspective, and the
development of slipshod methods of work. The best-laid-out routine
will ereak sooner or later if it is not kept well oiled by the facilitating
services.

Whether or not these facilitating services should be centralized is less
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important than the fact that, whether centralized or not, they should be
so well organized, directed, and controlled that everyone in the office
comes to depend upon them; that dependence can come about only by
rendering so excellent a service that the office force can absolutely rely
upon it. For example, if an internal mail service is provided to facilitate
the interchange of letters and papers between desks and between depart-
ments, the confidence of those for whom the service is provided will be
won or lost by the excellence of the service; that is, the certainty, first,
that the messenger will call at certain stated times; second, that his
calls will be frequent enough to overcome the always present temptation
of the desk worker to deliver his own papers in order to get prompt
action; and third, the accuracy with which the letters and papers picked
up are delivered to the proper points.

These are not matters of chance; they are features which can be
established and controlled to a nicety. And because one of the simplest
ways to increase the output of each office worker is to make it unneces-
sary for him to leave his desk in order to take papers to others, thereby
interrupting and delaying his own work, the problem of office inter-
communication will have our attention first.

OFFICE INTERCOMMUNICATION

In the conduct of office work, communication of thought, whether
written or verbal, is indispensable, its total absence being inconceivable.
Such communication is either internal, between one person and another
in the office, or external, between those within the organization and per-
sons outside of it. When, through the growth of the organization, the
volume of intercommunication becomes so great as to attract attention,
it is realized that “something must be done about it,” but very rarely is
the problem thoroughly analyzed and all available means used to save
the time and energy which it consumes. In short, internal communica-
tion is rarely considered at all, until necessity compels consideration.
In a very small organization, say, of 8 or 10 people, internal communi-
cation does not exist as a problem, for those in the office can easily and
with little effort communicate with each other orally. With 15 or 20
people, the need for better intercommunication begins to take shape
dimly, especially if they are not all in the same room. Nevertheless,
since the pressure of the need is not distinctly felt, little attention is
paid to it. With 100 clerks the facilitation of intercommunication is
more distinctly recognized as a real problem and compels a certain
amount of attention. As the organization grows larger and larger, the
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problem becomes more and more pressing and important as one that
insistently demands a satisfactory solution, its importance increasing
in something like geometrical ratio to the growth of the business.

The reason for this is obvious. A larger volume of business requires
a larger force of clerks to handle it; these people in turn require a
larger amount of space and are distributed over an increased area; this
wider distribution makes the necessary communication between them
more difficult, so that there will be much walking back and forth be-
tween them for this purpose, unless some means is adopted to prevent
it and save the time thereby expended.

Again, a larger business has the effect of making competition more
keen. A small volume is easily handled and competition, being but
slightly felt, is unnoticed; but, as the organization tries to absorb more
and more of the market, it develops increasing resistance from com-
petitors. To obviate this threat to maintaining volume, the firm strives
to give more to its customers in the form of improved service and
quicker deliveries, which involves more and more intercommunication
work.

In other words, the growth of modern business has not only been
responsible for the difficulties and increasing importance of intercom-
munication; that same growth and development have been vitally de-
pendent upon the constant improvement of methods for intercommuni-
cation. There is no question that inadequate facilities for communica-
tion have a deterrent effect on the growth of a business.

It may be noted that there are certain rather necessary elemental
practices in office organization which tend to reduce the number of
communications that would otherwise be necessary, some of them—
even though not devised for that purpose—acting automatically to that
effect. The establishment of a routine, for example, tends to reduce the
need for communication. (Imagine each transaction in a routine being
put through by word-of-mouth orders or instructions!) A better layout
(such as straight-line flow of work) reduces the need for communication
greatly. So does standardization of methods (even though the stand-
ardization may not have been consciously designed for that purpose).

Di1FrFeRENT FORMS OF INTERCOMMUNICATION

Let us now analyze the different forms which intercommunication
takes in modern business. There are three general forms:

1. Notices that certain things have been done. These are records,
sometimes of a formal character, which may or may not impel further
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action. By punching the time clock in the morning, a clerk not only
obviates the necessity of reporting personally to a superior officer but
communicates to the management the fact of his arrival and the exact
time he arrived. When a clerk makes up a list of the cash received and
turns it over to the cashier, he is communicating thought, making a
record of it, and at the same time delivering the cash to the proper per-
son. Invoices are likewise communications—notices that goods have
been shipped and billed. Records of all kinds serve purposes of com-
munication. Even though these activities are rarely considered as ex-
amples or types of office intercommunication, they are essentially so in
character.

2. Orders to do certain things, requests for advice and information,
notices of happenings. These usually impel further action and involve
further communication, representing probably the largest portion of
office intercommunication.

3. Reports of progress on different phases of the work. These may
or may not involve further action or communication; they also con-
stitute a considerable portion of office intercommunication.

Communications may be either oral or written. Oral communications
may pass between persons face to face (involving a certain amount of
travel to the meeting place) or they may be transmitted over a distance
by telephone. Written communications may be either formal or printed
memorandums with little writing, or they may be special letters or
memorandums either of passing importance or of some future impor-
tance, such as records and reports.

THE MAIN FACTORS OF THE PROBLEM

The three main factors of the intercommunication problem are the
volume of communications, their frequency, and their length.

1. Volume. A small volume of intercommunication presents no par-
ticular difficulties. A medium volume usually prompts the beginning
of methods for obviating the most annoying of the difficulties experi-
enced but rarely impels the office manager to make a study and analysis
of the subject. Whatever methods are adopted will partially ameliorate
the condition, but many opportunities for effective correction of the
evils will be overlooked. With a large volume of intercommunication,
the difficulties increase, not only as to the economy of the methods used,
but as to their effectiveness also. The condition is such as to justify
the most careful study, but it is often left to the salesman of some par-
ticular mechanical device to suggest a solution.
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2. Frequency. The frequency of the messages is the next factor. If
in the nature of the work there are a large number of communications
over a short period of time, whatever facilities exist are soon overtaxed,
with resulting chain reactions that slow down the work.

3. Length. If the messages are long and each occupies an appreciable
amount of time in transmission, the intercommunication facilities are
again overtaxed, with even more serious delays.

These three—volume, frequency, and length—are the basis of each
problem of intercommunication, but the methods of solution involve
many other factors.

TuE ProBLEM OF WRITTEN COMMUNICATION

There are two possible methods of transmitting written messages: by
messengers or by mechanical devices.

The primitive form of the messenger in the business office is the old-
fashioned page boy, an employee used, as a rule, for the delivery of one
message at a time. He is summoned by a buzzer and instructed to de-
liver the message at a certain place; he makes a special trip to do so.
It is somewhat remarkable that this obsolete method still survives in
many places where the messenger work could be readily organized. Its
waste does not seem apparent, or else the executives using it seem to
think it adds to their prestige to have persons at their beck and call, to
run their errands without regard to the expense. But in most up-to-date
offices an organized internal mail service does this work much better,
more expeditiously, and at far less cost.

THE INTERNAL-MAIL SERVICE

Internal-mail service may be called by several names, such as inter-
office mail service, intraoffice mail service, interdepartmental mail serv-
ice, house-mail service, and so on. Whatever it is called, the character-
istic feature is the same—a messenger calls regularly at indicated de-
partments or desks or both to deliver papers and messages from other
departments or desks and to pick up papers and messages intended for
others. The purpose of this arrangement is to make it unnecessary for
executives and clerks to leave their desks to carry papers and messages
to other desks. When an executive or a clerk is doing his own mes-
senger work, his regular duties are interrupted by his absence from his
desk. Not only is high-priced time wasted, but the work itself is de-
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layed; furthermore, the interruptions take one’s mind off his work and
make it difficult for him to concentrate.

Unless well organized, however, the internal-mail service will help
but little. If the collection and delivery intervals are as long as an
hour, there will be many occasions when an executive who does not wish
to wait an hour to have his message delivered by the regular service
messengers will use his stenographer or a clerk for this purpose, or may
even deliver his message himself. To be effective, a messenger service
should make not less than three deliveries an hour throughout the office
and sometimes oftener, depending on the need.

In one company, where 20-minute service was urged, the man-
agement insisted that an hourly service was quite adequate. An
analysis of the travel of department managers from desk to desk
showed that the time thus wasted was valued at about five times
the time of the messengers required to sustain a 20-minute service.

Many offices have deliveries made from department to department
only, a practice equivalent to the delivery of the United States mail
from town to town only, which compels each resident to call at the post
office for his own mail. If it is important to save the time of clerks
going from department to department, certainly the same reasoning ap-
plies to saving them travel in their own department.

The proper organization of an internal-mail service, therefore, neces-
sitates travel from desk to desk and requires that every desk from which
papers are sent to another point in the office be constituted and recog-
nized as a pick-up and delivery station. Organized on this basis, it often
saves & considerable amount of time, even in a small office of but 15 or
20 clerks, to have one of the junior clerks, at 15- or 20-minute intervals,
call from desk to desk and pick up or deliver papers, even if they are to
be delivered but a few feet away. If the office manager will make the
observation of clerks on their feet as described in Chap. XVI, he will
discover a great amount of waste time that can be prevented by an
effective messenger service. And inasmuch as in the small office it will
require but a few minutes to perform such a service, the junior clerk
assigned to perform it can have other duties as well.

SETTING UP AN INTERNAL-MAIL SERVICB

Each pick-up and delivery station should be provided with “in” and
“out” baskets or with a vertical stand containing several compartiments.
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When a paper is ready to be sent forward it is placed in the container.
If there are many communications for any particular station, a special
compartment can be provided for that station and an envelope, already
addressed, placed alongside the papers, so that the messenger when pick-
ing them up can place them in the envelope for delivery.

HOUSE MAIL SLIP
Check to show destination
[ Accounting [J Laboratory
[ Advertising [ Machinery
[ Chicago Br. O Mfg. Adm'n.
(O Employment (3 Miscl. Dept.
[ Engineering [0 Order Dept.
[ Extract Mfg. [ Office Service
[ Extract Sales OP &M.
[ Factory Acctg. [ Printing & Sta.
(O Fed. Brass. [ Purchasing
[ F. & S. Mfg. O Research
[0 F. & S. Sales ds.LD.
[0 Gas Plant {0 Soda Ftn.
[0 Gen'l Credit [ Specialty
[ Genl Sales [ Teleg. Censor
O Information [J Traffic
MESSAGE
T Date—_Hr.
From—__ Dept

Fia. 13. The above slip makes clear the destination of papers collected by the
internal-mail messengers. One need only pin the slip on top of the papers to be
forwarded, check the department or desk for which the papers are intended, and
drop the whole in the outgoing-mail basket.

If papers are confidential or need protection, special internal-mail
envelopes may be provided. Sizes in common use are No. 634 and
No. 10, made of cheap manila paper for “one-trip” use. The flaps of
these are usually gummed for quick sealing. Regular white envelopes
should never be used in house-mail service, since they are likely to get
into the outgoing mail and be stamped and mailed, causing delays which
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in some cases might be serious.) Some offices use one or two large sizes,
such as 6 by 9 or 9 by 12, for enclosing internal mail; usually these larger
envelopes are of heavier stock to withstand several trips. Since the flaps
are ungummed, the envelopes may be sealed by a simple sticker; ordi-
narily, sealing is unnecessary, and the envelopes may be used over and
over again. Four half-inch round holes punched through the envelopes
reduce the likelihood of contents being overlooked.

INDICATE DESTINATION CLEARLY

An essential aid to accurate delivery is to indicate clearly the destina-
tion of papers collected by house-mail messengers. The two most com-
monly used methods are marking the papers themselves or attaching a
forwarding slip. Papers intended for other departments should be so
marked in only one place—the upper left corner of the sheet (the upper
right is reserved for filing directions). Usually the name or depart-
ment, penciled in that location and encircled, will suffice, making sure
that any conflicting or confusing directions are canceled by drawing a
line through them. Several companies number the “in” trays and fur-
nish a directory to all employees. This makes it easy for even the
newest messengers to put a numbered paper in the tray bearing that
number.

Another way is to use printed or mimeographed “house-mail slips,”
which are put up in pads of 50 or 100 and need only checking the desti-
nation and stapling or pinning the slip to the upper left corner of the
papers to be forwarded. These slips can be personalized, if desired, by
being mimeographed to show the names of individuals to whom items
are constantly being sent, as shown in Fig. 14.

PLAN A DEFINITE, TIMED ROUTE

A route should be planned, and the length of time required to cover it
entirely should be known. In order that the messengers may not be
overfatigued, a rest period approximating 25 per cent of the time should
be provided. That is, assuming a delivery every 20 minutes, and 15
minutes to cover the route, the remaining 5 minutes should be spent in
rest; but the messenger should be required to remain seated at his sta-
tion during this period, to ensure that he will be on hand to start the
next turn when the time comes. In many offices, the messengers alter-
nate in covering the route. To make certain that the route is completely
covered in the scheduled time, every messenger should be instructed to
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call at a station regularly, whether there is anything to deliver or not.
If this rule is not enforced, stations which have a small amount of pick-
up matter are likely to be neglected, the messenger concluding that it is
useless to call at that station.

Even with specific instructions and due warnings, a messenger will
occasionally skip an out-of-the-way station, especially if he has been

0 FoR
Mr. Amott Better Keep This
Mr, Boughton
Mr. Carbary Please handle this matter
Miss Cohn
Mr. Cornelssen Keep or Destroy - not necessary
Mr. Crowe to return to me
Mr. Gillespie
Mrs., Halpert Please comment and return
Mr. Horner
Mr. Joyce What about this?
Mr. Kaufman
Mr, Kerner Please read and paes on to
ur. Klee those checked
Mr. Matthews
Mr. Mattson Notation and return
Mr. Meek
Miss Mertz Please see m» about this
Mr. Miller
Miss Pfaff Possible material for Bulletin
Mr, Ridenour This may interest you
Mr. Roberts
Mr. Rohrbach File
Miss Tomaschoff
Mr. Tudhope Your signature
Mr. Ulmer
Necessary Action
Correction
What do you think?
Date From: 8. N. LORD

Fia. 14. Slips like this save time three ways.

delayed and is in a hurry. To check on this, one office manager uses a
card like that shown in Fig. 15. This card is placed in the “out” tray
of a station which has complained of noncollections. As the messenger
visits the station, he writes his initials and the time on the card, return-
ing it to the tray. This plan also discourages department heads from
making unfounded complaints that “your mail boy hasn’t called here
for two hours.” A glance at the card in the “out” tray shows when the
messenger last called,
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Proper delivery bags should be provided, containing several compart-
ments, so that the messenger can sort the mail as he colleets it. Should
the papers he collects be addressed to a station which he has not yet
covered on the trip, he will deliver them on his arrival at that station;
but if he has already passed that point, the papers will be delivered on
the next trip.

MAIL COLLECTION
REPORT

Station # — Date — ]
Messenger Time called

At the close of each day stations unll send this
report in a sealed house envelope to the Head Ness-
enger.

F1a. 15. One way to prevent the skipping of stations in the collection of house mail.

Instructions should be carefully written out and thoroughly taught to
the messengers. It should be understood by all concerned that mes-
sengers engaged in the internal-mail service are not to be used for
special errands outside the office; if this rule is not enforeed, the mes-
senger system will speedily become disorganized and ineffective. Until
the habit of making the route on scheduled times becomes fixed, the
card shown in Fig. 15 should be placed at several strategic points on
it, upon which the messenger will sign his name and note the time he
called there on each trip. At the end of the day this card will be sent
to the head messenger and be available for inspection by the office man-
ager, who should look over it occasionally.
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The messengers should be distinctly impressed with the importance
of the character of their work, which is the same in essence as that of a
government mail carrier, for if it is not done with speed and accuracy,
the work of the entire office will be delayed. This feeling of responsi-
bility duly impressed upon the messengers will tend to make them more
careful and faithful in the discharge of their duties.

MAKE PROVISION FOR SPECIAL TRIPS

With all this, no matter how carefully organized the messenger serv-
ice may be, occasions will arise when special trips must be made. The
office manager must recognize these emergencies and plan to take care
of them by sending a special messenger when requested. In order to
prevent the abuse of this privilege by clerks and executives, the condi-
tions surrounding the making and handling of such special trips should
be studied and standardized, so that they can be reduced to the smallest
number possible consistent with carrying on the work of the office.

Special calls will be most frequent shortly after the internal-mail
service has been set up, before the office staff has come to rely on its
regularity, frequency, and dependability. Let the head messenger keep
a tally on all special calls, noting the person and department calling,
the time the messenger left and returned, and what the errand was.
Such a record will soon show who is asking for special messenger service
that could just as well be handled through the regular house-mail serv-
ice. The office manager can show this record to the offending depart-
ment head and ask his cooperation, pointing out the unnecessary ex-
pense and the possible delays to the other departments using the service.

MECHANICAL AIDS TO MESSENGERS

Where a regular messenger service is in operation in an office covering
considerable floor space, it is possible to expedite the service by the aid
of various mechanical devices.

In one such office where large quantities of papers must be delivered,
a truck is used, a capacious four-wheeled conveyance with composition
fiber wheels which render it noiseless in operation. It is pushed around
from station to station, its roller bearings making this an easy task.
Papers are sorted on the rack as the messenger goes around, and a bur-
den many times heavier than an ordinary messenger could reasonably
carry is easily transported to the points where needed.

In many offices with extra large floor space and great distances to
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cover, the messengers are provided with roller skates, the use of which
makes travel much quicker and far less fatiguing. On still longer routes
which must be covered quickly, some offices use a bicycle.

MEecHANICAL DEVICES FOR DELIVERING MESSAGES

In addition to aids that help the messengers do their work easier and
faster, there are also available mechanical carriers of messages and
papers, the possibilities and limitations of which should be considered.

The pneumatic tube is a well-known device that delivers messages
very rapidly and, where there is a clear need for it, is exceedingly effec-
tive. Either small or large tubes may be used, but not both in the same
conduit. The cost of installation is rather high, and once installed is
permanent and inflexible.

The passenger or freight elevator is rarely considered as a means for
delivering messages. In offices with several floors it can be used to trans-
port the messenger’s delivery bag from floor to floor so that each mes-
senger route need cover no more than one floor, thus reducing the labor
of covering the route. There are also certain types of automatic con-
veyers which work on a vertical plane similar to elevators and travel
from floor to floor, delivering papers at each floor automatically.

Extensive use is made of the belt conveyer in carrying papers from
one operation to another; when this device is equipped with brush-off
stops at cach station, it can be arranged to deliver automatically at
specified points.

Carriers working upon wires and impelled by springs are useful for
transmitting papers from one point to another. Carriers operated with
a continuous running cable may be used for either horizontal or vertical
delivery or both.

Two electrical devices which transmit instantaneously written or
typed messages, respectively, are the telautograph and the teletype-
writer. The teletypewriter has a typewriter keyboard; a message typed
at the sending machine is simultaneously typed at the receiving ma-
chine, wherever located, on a tape or sheet of paper as provided. It
may be used not only between departments in the same building, but
also between buildings and between branch offices in different cities,
either by private wire or through a central teletypewriter exchange, op-
erated by the telephone company.

The telautograph does the same for handwriting: what one writes on
a metal plate is instantly reproduced in the same handwriting at any
desired station or stations, wherever located. Data or information thus
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Using TELEVISION IN THE OFFICE

New techniques developed from television are being applied to
business in London, where offices 25 miles apart can “see’ files placed
before a camera.

A London bank is installing television equipment to enable its
head office to check records stored at a country deposit. On request
by telephone, a clerk at the storehouse can put documents before
the television equipment at his end, and they can be read on a screen
at the receiving end.

Apart from the time saved, the bank saves money avoiding the
need for duplicates in the head office. Space charges and insurance
costs are also cut. (Courtesy of Reuters and The Christian Science
Monitor.)

transmitted may be authenticated, if desired, by the actual signature or
initials of the person giving the information.

Before any of the above-mentioned devices are decided upon the
situation should be thoroughly analyzed as to actual requirements. The
device itself should be subjected to the strictest investigation to deter-
mine whether or not it is the best for the purpose.

LIMITATIONS OF MECHANICAL DEVICES

Mechanical devices for carrying messages are strictly limited in many
particulars. Thus, they must always follow some established path, a
fact which is at first not usually recognized as a drawback; as soon as
some change in the office arrangement is proposed, however, the dif-
ficulty is at once apparent, and it is realized that a change may involve
considerable expense. For this reason, many installations of mechanical
devices have fallen into disuse. The remedy for this situation is not
the abandonment of mechanical devices, but the extremely careful con-
sideration of their use and limitations beforehand and their establish-
ment only in such paths as will not readily change.

A device carrying messages from floor to floor will seldom have to be
changed; as long as the office occupies these floors, the necessity for
communication between them will remain. A device which carries
messages from one end of the room to the other, with stopping points on
the way, will seldom require changing. But a device which runs from
one definite point to another will either have to be changed at the very
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first alteration of arrangement, or the proposed change will itself be
hampered by it.

Mechanical devices are also limited by the size of the package or
the volume of messages to be delivered. When installed, this limitation
may not have been anticipated; but, as the business expands or other
uses are found for the device, it becomes a serious handicap. The rem-
edy in this case is essentially the same as in most other problems. These
conditions must be foreseen through a more careful study and analysis
of the proposed installation, and especially its capacity in view of ex-
pected future growth.

DeEevices FoR OraL COMMUNICATION

The telephone is, of course, the most common and most useful device
for oral communication, other than face to face. The use of extensions
of the outside telephone through a private branch exchange gives a
flexibility that more than offsets the comparatively small cost of this
timesaving service.

The automatic telephone serves the same purpose as the extensions
but gives instant service and eliminates telephone operators. Various
types of interior automatic systems are in use, on some of which it is
possible for several people to hold a conference over the telephone at
one time; this is frequently a considerable advantage, for it saves much
needless walking on the part of high-priced executives.

There are certain types of loud-speaking telephones with which a
person may be called and may answer from any part of the office with-
out going to a telephone instrument. The use of a device of this type is
not to be recommended in a room where there are many clerks.

For locating executives who may be, at the time, in any one of a
dozen places in the building, there are various types of signals, bells,

At 60 cents an hour, clerical time costs 1 cent a minute. If a
clerk spends only 5 minutes daily in needless walking to talk face
to face with another clerk, the cost per month of 25 working days
is $1.25. The monthly cost will vary according to the salaries paid
the individuals concerned. An extension telephone would save the
walking time, which can be put to more valuable use. This is a
good illustration of the old saying that if you need something, you
are paying for it, whether you have it or not.
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lights, buzzers, and so forth, operating on certain codes, which save
much time in searching. The use of one of these devices makes it pos-
sible for an executive to go freely about the establishment, without
worry as to whether or not he will receive important messages during
his absence from his accustomed place; it saves the time of the telephone
operator trying to locate him as well as the time of every person who
answers the telephone while she is trying one location and then another.
The device will instantly locate him wherever he may be on the prem-
ises; it can be operated with various tone bells, buzzers, or horns, or even
flashing lights, and is equally suited to a very quiet office or a noisy
factory.

The dictating machine, described in Chap. XIII, may also be used
effectively for the delivery of messages. If an executive wishes to give
important instructions to some person who is not present at the moment,
he may dictate the message into the machine, using as many words as
he wishes. The record can then be sent by the regular messenger to the
desk of the person for whom intended; this person on his return can
place the record in his machine and listen to the message just as it was
dictated, without the services of a typist.

ANALYZING THE PROBLEM

Before any method for the improvement of intercommunication is
adopted, the intercommunication needs of the whole office—not merely
a part of it—should be thoroughly analyzed and studied. The begin-
ning of the study lies in some such questions as these: Where are writ-
ten messages best? Where are they least desirable? Where should oral
messages be used? Only when the correct answers to these queries and
others of similar fundamental nature have been worked out does the
consideration of the various devices that may be used logically follow.
The usual way is to think of a device and then try to find some way to
use it.

When the various forms of the messages to be delivered, their urgency,
quantity, and so forth, have been studied, the office manager should then
—and only then—Ilist all the possible means of accomplishing the work
and consider them one by one as to their suitability.

The next step is to figure the cost of each method and compare results.
All requirements must be known thoroughly, and the means (and cost
of such means) for satisfying these requirements must be weighed and
compared. Only when the problem is analyzed in this manner can it be
solved correctly.
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DETERMINING THE REQUIREMENTS

1. Number of Stations. The number of stations where messages are
to be sent or received should be known. Without *his knowledge, no
mechanical device can be effectively installed.

2. Volume of Traffic. The volume of traffic at each station should be
estimated. This can readily be done, with approximate accuracy, by a
study of the records of past performance. In addition, an allowance
should be made for expansion; this should be calculated, not merely
guessed at.

3. Distances between Stations. The distances between stations should
be ascertained, to assist in determining the comparative value of various
methods.

4. Speed Required. Another important factor is the speed required.
A messenger walking 2 miles an hour proceeds at the rate of 175 feet a
minute. Is this fast enough? Is anything to be gained by delivering
the message over that distance in 1 second?

5. Frequency of Messages. The frequency of messages that must be
delivered is a factor in determining whether a messenger system or a
mechanical device is preferable.

6. Amount of Space Available. This is important, for a mechanical
device may occupy more room than can be conveniently spared.

7. General Appearance of the Office. Finally, it should be realized
that the installation of certain mechanical devices to some extent de-
tracts from the appearance of the office, if appearance is important.

FIGURING THE COST

Comparative costs should be figured closely and accurately for each
method under consideration. Both the amortization and the running
cost should be calculated as closely as possible.

Amortization is based on the first cost of the equipment installed and
ready for use, and is related to the length of life of the equipment, not
overlooking the period of time that the building lease has still to run, as
well as the possibility of moving the equipment, or selling it if it cannot
be moved.

The running cost includes power, labor required for operation and
maintenance, supplies, probable repair bills, and the cost of the space
to be occupied by the device. Running cost plus amortization gives the
total annual cost of the equipment.
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OPENING AND DISTRIBUTING THE MAIL

The organization and facilities set up for handling office intercom-
munications may also be used for expediting the distribution of the in-
coming mail, in order tha! no delays may ensue between the arrival of
the mail and its prompt and adequate handling.

The opening of the mail should be so organized that, when the office
opens for business, the first morning mail, or the bulk of it, will have
been opened, sorted, and distributed to the desks of those who are to
handle it, with all necessary previous correspondence attached to it.
In fact, work should begin everywhere throughout the office at the hour
the office opens.

Of course, it will not be possible for the clerks on the second step of a
routine to begin work promptly on mail that is on the desk of the clerk
working on the first step, but this difficulty can usually be overcome
somewhat as follows:

Plans can be made for the performance of specific daily duties by
each clerk at the opening hour, and such work should be not merely
fill-in jobs that may be done at any time but tasks that will advance the
routine of the work throughout. In almost every job there is a certain
amount of preparatory work occupying a few minutes only, perhaps,
but which nevertheless must be done. A study should be made to deter-
mine, select, agd assign tasks which can be done for the first 15 minutes
or so at the opening of the day’s work, which will directly advance that
work; thus junior clerks can help in distributing the mail, while the
more advanced clerks can work on the first few operations so as to get
things well started.

STANDARD METHOD OF OPENING MAIL

Where there is a large volume of mail to be opened, the following
standard requirements and method should be adopted:

1. Study and standardize the mail-opening procedure. The entire
procedure of mail opening should be studied and standardized according
to scientific methods.

2. Start mail opening early. Work should be started on the mail
well in advance of the opening of the office—a half hour in some cases is
not sufficient; sometimes an hour or two is necessary.

3. Train the mail-opening clerks. All mail-opening clerks should be
trained to perform each operation at the standard rate of speed or better.
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4. Get the entire office started on time. The office manager should
have a rigid and complete plan, not only for the mail-opening routine,
but also for getting the entirc office started punctually, to avoid the
usual waste of from 8 to 12 per cent of the day’s work.

Since time and energy are the controlling factors, every effort should
be directed toward getting the mail opened, regardless of the number
of people required. A large crew, however, is not necessary, as one pro-
ficient mail-opening clerk, working with standardized methods, can
open and sort 240 letters an hour—4 a minute. Neither is it absolutely
necessary that all mail received on the first delivery be opened before

the starting hour. It will do if enough is ready to start everyone
working.

SORTING ENVELOPES BEFORE OPENING

It is customary to make a preliminary sorting of the envelopes before
they are opened, for two reasons: one, to separate company mail from
personal mail; and two, in order that the first-class company mail may
be opened, sorted, and delivered in the quickest possible time, laying
aside the less important mail for later handling.

Such preliminary sorting can easily be done in most offices. Cata-
logues, pamphlets, and advertising matter, being usually in odd-sized
packages and large envelopes, are easily recognized and almost sort
themselves. As a rule they are delivered in a bundle by the postman.
Again, letters with 1-cent, 1%4-cent, and 2-cent postage usually contain
circulars, which can be at once set aside, leaving for consideration only
the first-class mail.

Trained clerks soon learn to identify the different items in the first-
class mail, from postmarks, printed corner cards, colored envelopes, or
specially printed return envelopes. They learn, for example, that cer-
tain envelopes are from suppliers and usually contain bills and state-
ments, or that a distinctively colored envelope may indicate that it is
intended for the credit department. They learn that letters in certain
kinds of envelopes are from customers and contain either checks, orders,
or important correspondence; these, of course, should be given prefer-
ence in handling. Letters in reply to advertisements will often contain
key numbers, which will serve to indicate their importance.

OPENING THE ENVELOPES

The simplest way to open envelopes is by hand with a steel envelope
opener, which is all right when there are only a few envelopes to be
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INCOMING MAIL |
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I
All remitiances,checks|

1

1
Everything not indicated below, or

aond money orders

about which you are in doubt.

Invoices and bills

Ottice Manager

Purchasing Dept,

| Orders l chquensI
I 1
Reports from Credit reports ond
Salesmen Financial reports
Cred Dapariment
L [ I ]
Orders for Orders for Orders for Any changes on
suits,overcoats trousers vests advertising seasons orders,
or surplus stock] land piece goods material swatches, labels
| | | ]
Mail Order Special Order| Advertising Order
Department Department Department Department
Financial matters

other than credit

Treasurer

lCo'aloq l I
1

Requests for

]
Prices 1 [ Infovmo?ion] FranchiseJ
1 I

Advertising Sales Sales
Department Department Department
| I ]
About our About credit and fin- About Bills of lading,
Merchandisel |ancial matters inclu- Service Packages,Labels
T ‘ljugq req s for our T T
Sales edger experience Oftfice Traffic
Department Manager Department
Credit Department

Complaints from public. Complaints
about service. All“kick" letters.

I Office Manager I

Claims for allowances. Claims for
poor mdse Merchandise returned

IAd]us'meM Dept. I

I T {SENERAL} T
Sales Credit Differences Shipping Purchase
letters I l letters I inoccounul | matters matters Employment
L 1 1 1 — i |
Sales Credit Head Traffic Purchasing] [Employment
Department] |Department Bookkeeper| |Department] |Department Department

Fiq. 16. A chart like this shows where each piece of incoming mail is to be sent,
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opened. For handling 100 to 200 envelopes, a hand-operated letter-
opening machine may be used; handling over 200 envelopes calls for an
electric opener—not to save energy, but to save time. It should be re-
membered that even though the mail in a small office is proportionately
small, the number of persons to handle it is also small, and it is just as
important to save time in the small office as in the large one.

REMOVING THE CONTENTS

A quick method of removing the enclosures is as follows: The clerk
stacks a bunch of envelopes at his left, face down, open side toward
him. As he lifts the top envelope by the edge, the weight of the contents
causes the envelope to open wider. The clerk inserts the thumb and
forefinger of his right hand, removes the contents, arranges them neatly,
and places them on top of the envelope, which his left hand has mean-
while laid down on the table in front of him, face up. With his right
hand the clerk reaches for a pin, which is in a small glass oblong tray to
his right, and pins together the enclosures and envelope. (Except to
avoid mutilation of documents, clips should never be used to fasten
papers together, since a clip is likely to pick up other papers, which may
then be permanently lost.) The clerk places the pinned set on the table
in front of him, somewhat farther back.

The letters can then be roughly sorted into a few divisions, orders
being separated from correspondence, and cash mail from both. If the
sorting is not difficult in this operation, it may be made final; if it is
difficult, it can be continued as described below.

THE CASH-SHEET PLAN

Some offices, where considerable cash mail is received and handled,
have the opening clerk put all cash mail in a separate basket, and the
cash in compartments provided for it; then, as soon as a batch of mail
is sorted—or, for that matter, at any time—the mail is recorded on a
listing adding machine, the listing being done on a special sheet. This
sheet may, if desired, be made in duplicate by inserting & carbon sheet.
After listing the amounts and drawing the subtotals at the end of the
sheets and the final total for all, the letters containing the cash are
again handled, and the name—the address also if desired—written on
the space provided. The list and the cash are then taken to the cashier,
who gives his receipt; the cash and the total items should agree. If
checks, money orders, and other negotiable forms of paper are separated
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from the currency and put on a separate sheet, this form—the original
or duplicate—can then be used as a deposit slip, thus saving the cashier
the trouble of making an additional listing.

FIX THE TIME OF RECEIPT

Before reading the mail, many concerns stamp the time or date of
receipt on the back of the letter. Either a hand or electric time stamp
may be used, depending upon the volume of mail. In any case, care

To Department
The following EXTRACT is taken from a LETTER dated
Received from

Extracted by on from letter going to______________Dept.

Fia. 17. Form for extracts taken from letters intended for two or more departments.

should be taken to see that the date and time are correctly set on the
time stamp, to avoid embarrassment.

READING THE MAIL

The object of reading the mail is to determine to which person or de-
partment a letter should be sent. In many cases a glance will indicate
the proper destination. Sometimes the entire contents may have to be
read. In any case, the mail reader should understand that if the first
reading of a letter does not indicate where it should go, he should lay
it aside for attention later, or “‘throw” it to the office manager’s com-
partment, instead of holding up the rest of the mail while he tries to
figure out where one particular piece should go. Equipment for sorting
mail is described in Chap. XII.

If a letter is in response to a previous letter, it may be necessary to
get out the correspondence referred to; in such cases it should be placed
in a separate compartment and marked with the name of the person
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who is to get it, so that the file section can deliver directly when the
needed correspondence has been located. If a correspondent receives a
letter referring to previous correspondence which has not been attached,
he will either attempt to answer the letter from memory—a bad plan—
or send for the previous correspondence, in which case action is delayed

DAILY REPORT OF INCOMING MAIL for 19
FIRST MORNING MAIL

OPERATION TIME STARTED

Mail arrived

Mo. of pieces

Open company mai)

Read company mail

First distribution

Distribution completed

SUBSEQUERT INCOMING MAILS

OPERATION TIME COMPLETED

Mail arrived

No of preces

Ma1] sorted

A1) delivered

Reasons for delays, if any!

Reported by

Fia. 18. A daily report like this keeps the office manager informed, and the mail
clerks on their toes.

that might have been advanced by the earlier handling. Attaching the
correspondence gives the file clerks an early-morning task, enabling the
correspondents to start writing letters early in the day. Insome offices,
one of the file clerks comes in a half hour or hour early, to get out the
previous correspondence, 8o as not to delay the handling.

It is a question whether it should be an invariable rule to have all
correspondence accompany the letter when it comes to the correspond-
ent; in some cases it would entail needless work for the file department.
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It would be well to prepare definite rules as to the cases when the previ-
ous correspondence should be attached, for the guidance of the mail
reader.

DISTRIBUTING THE FIRST MAIL

The most important, or strategic, points in the office should be con-
sidered first, and the mail distributed to them from 5 to 15 minutes be-
fore the office opens, or earlier, if desirable. Repeated trips should be
made to the file section, removing the contents of the special compart-
ment reserved for this purpose, at frequent intervals, so that as soon as
the file clerks arrive they can commence getting out the previous mail.
Since it is not at all likely that they will do so without special instruc-
tions, that work should be planned as standard practice for them.
Orders should be started to the order department with the least possible
delay, and if necessary, delivered repeatedly. Furthermore, encugh
clerks should be provided in the order department to get the first opera-
tions into action quickly all along the line. Cash should be delivered
to the cashier; if the cash-sheet plan is used, a sheet at a time can be
delivered without interfering with the control.

It may be necessary, in cases of a very large volume of mail, to sup-
plement the first delivery by additional trips of junior clerks selected
for this work.

THE OFFICE MANAGER'S CONTROL

The office manager should receive daily reports of the mail received
on each delivery, the amount of cash received in the mail, the time the
first mail was completely delivered, the time the first order passed com-
pletely through the routine, and other similar information. These re-
ports will, of course, have to be devised to suit local conditions, but their
value is that through them it is thoroughly understood that work is to
begin all over the office at opening time.

OuUTGOING MAIL

All the time, effort, and energy consumed in getting the incoming
mail opened and distributed early in the day may be of little avail if
the ensuing outgoing letters are not handled expeditiously and to ad-
vantage.

Whether each department handles its own outgoing mail, or whether
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GerTING THE MAIL THRoUGH EARLY IN THE Day

1. It is one of our general office rules that mail is to be signed at different
times during the day and sent through promptly to the mailing table. All
of this is done by the regular delivery service of the office boys. If, however,
the mail clerk finds that mail is not coming through early in the day, he is to
telephone the different departments which send mail and request them to
sign and send it through at once. This means that he is responsible for keep-
ing the mail coming through steadily and consistently without a large con-
gestion the last thing in the evening.

2. The last collection of mail i8 made from the Stenographic Division at
4:30 and the last one from the dictators at 5 o’clock. We wish to arrange
matters so that in the 5 o’clock delivery there will only be enough mail to keep
the mailing clerk and the office boy, who will assist him at 5 o’clock, busy
until 5:30. No mail collections will be made after 5 o'clock unless dictators
ring especially for a boy to take later mail. The mailing clerk will also report
to the office manager any dictators who continue to get their mail in later
than the last delivery, or who get a large volume of mail in the last delivery
instead of distributing it through the day. (From the office manual of one
office.)

a central mailing department is set up for the purpose, is largely a ques-
tion of volume and control. Even in small offices there are advantages
in having all outgoing mail handled by one person or department. It is
easier to control the use of stamps, the responsibility is definitely fixed,
and a proficiency is acquired in handling the mailing operations which
is foreign to the other clerical work. In many offices the outgoing mail
is handled by the same staff that handles the incoming mail, with proper
adjustments of the hours worked, of course.

Some of the reasons for not putting outgoing letters in the “out”
baskets earlier in the day:

Delay in signing letters

Delay in delivering letters for signing

Delay in getting letters typed

Delay in dictating letters early

Delay in getting needed information

Delay in delivery of morning mail

All these delays can be prevented by a little careful planning
and—yetting work started on time.
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The factors involved in outgoing mail are the collection, sorting, fold-
ing and enclosing, sealing and stamping, and mailing.

As fast as letters are signed they should be placed in the “out” basket.
Many offices provide a stout manila envelope to protect the letters while
en route to the mailing room. The messengers pick up the outgoing

mail as they make their regular collec-
= tions from station to station and deliver

o= o= B it to the mail room, where it is folded

L and enclosed, ready for sealing and

&&\ < stamping. If there are several letters

SRS for the same correspondent, as in the

= == | case of branches or jobbers or large cus-

¢ tomers, it is customary to place all mail

<N -, for the same addressce in one envelope,

T N 7 . . h

thereby effecting a considerable saving

& in postage and envelopes. For this pur-

BN S —" pose there may be provided special sort-

r@ ;53‘?&’ t"\‘\ ing racks containing stout manila enve-
W lopes already addressed.

For folding letters a bone or celluloid
folder is best; creases can be made more
neatly and with less fatigue to the oper-
ator than when creasing is done with the
fingers. As each letter is folded, the ad-
Fic. 19. Trays like these may be dress on it must be compared with that
kept in the different departments o the envelope. This work should be
to reccive the mail as it is ready. 5, as rapidly as possible, regardless of
The truck takes the trays to the K ! .
mailing room as often as is de- Quantity, so as to develop the habit
sirable. of speed and ability to handle a large

quantity of mail on occasion.

Sealing and stamping are handled as described in Chap. XIII

Some offices have the messengers make one last trip after office
hours to pick up last-minute outgoing mail. If the office closes at
5:00, this last trip may be made at 5:15. It somctimes happens that
outgoing letters will be placed in the “out” basket after the last
trip has been made. To prevent a complaint the next morning that
“Your boy didn't pick up these letters last night,” many office
managers have the messenger depcsit in each tray on his last trip
a large pink card on which is printed in heavy black type:

LAST COLLECTION HAS BEEN MADLE.
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Way Lerrers SHourp Be MaiLep EArLy AND OFTEN

Every day of the business week 1,000,000 business letters pile into
the Boston post office between 5 and 7 p.M., overwhelming the
handling staff so that only a fraction of the mail makes the trains
between 6 and 8 p.mM., which provide the best connections for the
West and South.

In another city post office there are 50 men on duty at 4 p.mM.
At 6 p.M. there are 200 men on duty.

Mailing may comprise merely dropping letters down the mail chute
in office buildings, putting it in the corner mail box, or taking it to the
post office, depending upon the quantity and the time of day. Suffice it
to say that letters should be mailed as early in the day as possible, and
frequent trips should be made if necessary. Close cooperation with the
local postal authorities, who are always ready and willing to help in any
way they can, will help to assure that every advantage is taken of the
post-office facilities.

QUESTIONS ¥OR DIscussioN

1. Give several instances in which inadequate or inefficient office
gervice may influence the effectiveness of office workers.

2. Upon which is the effect of poor office service more costly, on the
work or on the workers? Comment briefly.

3. Why is it important to have the office staff depend upon the office
gervices? Illustrate your answer by an example.

4. What is the simplest way to increase the output of an office
worker? Do you believe it? Why or why not?

5. Why is intercommunication important in office work?

6. In how small an office is intercommunication a problem?

7. Regardless of the size of an office, should the methods of inter-
communication be looked into? Why or why not?

8. Why is the intercommunication problem particularly pressing in
a large office?

9. State and comment on the three different forms which intercom-
munication takes in modern business.

10. What are the three main factors of the problem of intercommuni-
cation? Comment on each.
11. What are the two possible methods of transmitting written mes-

sages?
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12. Why is the buzzer method of messenger service ineffective?

13. How can a messenger service be made effective?

14. How is a messenger route planned?

15. What is the minimum number of deliveries per hour that an in-
ternal-mail service should provide? How would you determine this?

16. When would it be advisable to have more frequent deliveries than
the minimum given in question 15?

17. Compare the advantages and disadvantages of making collections
and deliveries from department to department, with the making of col-
lections and deliveries within a department.

18. How may an office manager test the effectiveness of his internal-
mail service?

19. What equipment should be provided for handling the internal-
mail service?

20. How may the destination of a paper be clearly indicated?

21. Why should the messenger call at all stations regularly, whether
there is anything to deliver or not? How may this point be checked?

22. To what extent should provisions be made for special trips and
rush messages? Why?

23. When should an internal-mail messenger be taken off his route
to deliver a special message? If your answer is “never,” how should
the “emergency” be handled?

24. How may the office manager check the abuse of special messenger
calls?

25. Compare the relative advantages and disadvantages of the use of
roller skates, bicycles, and pneumatic-tube systems, where there are
great distances to be covered. Which would you recommend, and why?

26. List several mechanical devices which may be used for delivering
messages, and comment briefly on each.

27. What are the limitations of mechanical devices, and how may
those limitations be avoided, or at least minimized?

28. Describe three types of telephone systems used for interoffice
communication, naming their advantages and disadvantages.

29. How would you defend the cost of an extension telephone set,
when needed?

30. How may an executive be quickly located if he is in the building
but not in his office?

31. Describe the use of the dictating machine for interoffice com-
munication.

32. What seven factors should be considered when contemplating the
installation of mechanical communicating devices?
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33. How would you figure the cost of intercommunicating equip-
ment?

34. What are the two main objectives to be attained in opening and
distributing the morning mail?

35. What are the four requirements to be met in establishing a
standard method of opening the mail?

36. Why is it not necessary for all mail received in the first delivery
to be opened before the starting hour? Is it desirable? Why or why
not?

37. What kind of mail can be sorted before opening?

38. Describe the preliminary sorting of mail before it is opened, and
state the purpose of this sorting.

39. Describe a quick method of removing the contents of a letter.

40. What is cash mail and how is it handled?

41. Should incoming mail be time-stamped? Why or why not?

42. What is the object of reading the mail?

43. What should the mail reader do with a letter that is not entirely
clear after the first reading?

44. Should previous correspondence always be attached to incom-
ing letters? Explain.

45. To what points in the office should mail be distributed first? Why?

46. What information about the daily mail should the office mana-
ger have as a control? What would he do with this information?

47. Why 1is the prompt and proper handling of outgoing mail im-
portant?

48. Describe the outgoing-mail routine.

49. Name six reasons for delays in handling outgoing mail.

50. What steps may an office manager take to make sure that no
mail is left in the “out” baskets after the last collection has been made
for the day?

ProsLEM I

In the office of the Milady Soap Company there are 300 clerks.
About 1,500 letters are received daily. The office opens at 9:00 a.Mm.
At 7:30 a.M., 15 office boys assemble around a large table and, after
one clerk has slit the envelopes on a mail-opening machine, proceed
to open the letters rapidly. As they are opened, two other workers
gather them up and sort into 30 baskets for later distribution. By
8:45 the letters are usually all opened, and the hoys start delivering
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them to the various parts of the office, so that by 9 o’clock, when the
office opens, the morning mail is all on the desks.
How can this method be improved?

ProBLEM I1

The Wisconsin Mutual Liability Insurance Company, with 983
clerks, is about to build a home-office building and naturally wants to
secure all the best intercommunicating devices available.

How would you go about making a traffic survey to determine just
what is necessary and advisable?



“Most business has been lost this year through slow handling
of letters and inquiries.”—A Branch Manager.

VIII

CORRESPONDENCE AND TRANSCRIBING

Two important problems confronting every office manager are how
to get the necessary letters well written, and how to eliminate the
unnecessary ones. The satisfactory solution of these two problems lies
in organization and supervision. The requirements should be thor-
oughly analyzed, an organization set up to handle the work, and its
operation supervised with care.

If all that is involved were merely the writing of routine letters by
a centralized correspondence department, the difficulty of arriving at
a satisfactory solution would be greatly simplified. Actually, so many
persons in the office have occasion to send a written communication
every now and then, if not regularly, that absolute control is probably
out of the question, as well as absolute perfection, or anything near
perfection. Nevertheless, there are possibilities which are well worth
considering, since any improvement is better than none.

Correspondence may be external or internal. External is that be-
tween the company and those outside of the company. Internal is that
between workers in the company, often called company correspon-
dence, office correspondence, interoffice correspondence, intraoffice cor-
respondence, or intracompany correspondence. Correspondence with
branches is usually considered internal, since a branch is really a depart-
ment of the business.

ExTERNAL CORRESPONDENCE

Letters to those outside of the company may be written by the com-
pany’s officers, by department heads and lesser executives, and by so-
called correspondents, whose entire work is writing and answering let-
ters. Others may also have occasion to write letters from time to time;

143
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proper and adequate organization and supervision will help to control
the quantity and quality of such letters.

Two aspects present themselves: the organization of facilities, and
the improvement of the quality of the letters written. Facilities in-
clude the provision of stenographers or dictating machines to take the
dictation. The organization of facilities goes further than merely pro-
viding them; it comprises getting the letters to those who are to answer
them, together with whatever information is necessary to answer each
letter intelligently; it includes seeing that a stenographer or a dictating
machine is available when the correspondent is ready to dictate; it
requires that the dictated matter be transeribed promptly so that the
signed letter may be mailed early in the day instead of the last thing
at night. All of the above involve setting up a routine.

THE LETTER-WRITING ROUTINE

The letter-writing routine starts at the mail desk with the opening
of the morning mail, as explained in the preceding chapter. Its early

E1GHT WaAYS OF ANSWERING A LETTER

1. The correspondent may dictate the entire letter to the machine or to a
stenographer.

2. He may dictate certain personal paragraphs and the numbers of form
paragraphs to round out the letter.

3. He may answer it by form paragraphs or by a form letter; a succession
of numbers marked in the letter will give a properly instructed typist all
directions. To add a personal touch, when desired, certain “fill-in” para-
graphs or a personal opening sentence or postscript will serve.

4. He may answer it by 2 printed form. To pencil the munber of the form
on the letter should relieve him of further thought regarding it.

5. He may jot down the bearing of the proper answer and let his secretary
shape it up.

6. He may turn the letter over to an intelligent secretary without comment.

7. He may dictate a special letter which is to be sent to several widely
separated correspondents. Each letter may be separately typed, or the copy
may be put on a duplicator. There may be “fill-ins” and detailed changes
in the body of the letter, which may be left to a stenographer of reasonable
intelligence. A rule may be laid down that the first copy typed is to be 0.K.'d
before the others are writccn.

8. Where he wishes to show intimate personal interest, he may add a brief
note in his own longhand.
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start continues with the delivery to the correspondent’s desk, before
the office opens, of letters to be answered, with previous correspondence
attached, if needed. Promptly at the opening hour a stenographer ap-
pears at the correspondent’s desk, ready to take dictation; or, if dic-
tating machines are used, the dictator finds his machine in running
order, with a supply of blank records at hand, so that he can start his
dictation at once.

After dictation, the stenographer will transcribe her notes, or the
dictated records will be picked up by a messenger and delivered to a
transcriber, who types what has been dictated. When the transcrip-
tion is finished, a messenger brings the typed letters to the correspon-
dent, who reads and signs them, then puts them in his “out” basket for
collection and delivery to the mailing room, where they are folded,
enclosed, sealed, stamped, and mailed.

Now these things do not just happen. Back of their effective func-
tioning is the carefully laid out routine, together with the directions and
scheduling by the office manager, supervised by him or by the four
supervisors of the mail, file, correspondence, and transeribing divisions,
if such divisions have been established.

If the procedures deseribed in the preceding chapter have been fol-
lowed, the letters are on the correspondent’s desk when he arrives. But
if there is no stenographer, or no blank records, he cannot start dictat-
ing. The provision of blank records is the joint responsibility of the
messenger department and the correspondent. There should be at least
three blanks ahead of the correspondent at all times. As a messenger
takes away dictated records, he should observe the number of blanks
left in the dictator’s rack and see that they are replenished. The dic-
tator should also watch this point, and if he finds his supply of blanks
is dwindling too rapidly, he simply drops a colored slip in his “out”
basket, which notifies the messenger that more blanks are needed. This
glip is about 7 inches long and 1'% inches wide, of a distinctive color
such as light blue, with the correspondent’s name or initials on it.
Ordinarily, it will seldom be used; if it is used, the messenger who
brings a fresh supply will leave another slip. In some offices a mes-
genger checks the supply of blanks before the office opens.

When dictating machines are not used, the assigning of a stenogra-
pher is the responsibility of the head of the stenographic or transorib-
ing division, or of the office manager if there is no such division. This
assignment is & problem of scheduling, which is covered more ade-
quately in a subsequent chapter. Arrangements are made by the office
manager or the division head to have a designated stenographer at a
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designated correspondent’s desk at a stated time each day. A substi-
tute stenographer is also named to take the place of the regular one
if she should be absent.

The head stenographer controls the assignment of her girls by a
simple line chart which shows at all times where each girl is, whose
dictation she is taking or transcribing, and how much work she has
ahead. Assignments are made accordingly, so that the work is spread
evenly among the members of the force.

ProvIpING FOR NONROUTINE DicTaTION

The described routine takes care of the regular correspondents. What
about those whose letter writing is intermittent and irregular? How
may their requirements be taken care of?

There are three ways of handling this problem. One is to have all
requests for service made to the head stenographer, who will assign
the first available girl.

A second method is for the office manager to try to arrange with the
individual for a definite time each day for dictating his correspondence,
with the understanding, of course, that allowance will be made for
interruptions and provision for emergency dictation at any time. If
it is understood that “emergency” dictation is not the result of pro-

PersoNALITY IN DicTaTioN

The correspondent was dictating a letter.

As he warmed up to his subject and began to drive home his arguments,
his dictation came faster and faster until the stenographer’s fingers were
twinkling back and forth like the shuttle of a sewing machine. Finally he
reached the chmax:

“That,” he declaimed, “is all you could expect of any machine. Can you
agk for more?”

“No, sir,” said the stenographer unconsciously, and then waited for more.
That stenographer paid the correspondent the greatest tribute he ever re-
ceived. She proved to him that he was writing a letter—a real, red-blooded,
business-getting clinching argument. His very force and the interest he had
put into his story had compelled an uninterested listener to answer his ques-
tion involuntarily. He had dictated his letter as he would have talked to his
prospect, and his stenographer, catching the inflection, had subconsciously
placed herself in the position of the recipient.

How do you dictate your letters? (Courtesy of Montgomery Ward &
Company.)
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crastination on the part of the individual, but something that cannot
be foreseen, the office manager should have little difficulty in arranging
a schedule if he allows for variability in human temperaments. After
all, the occasions which require letter writing are relatively few—mail
comes in, conversations are held, certain situations arise. The mail
arrives at regular times, providing a basis for scheduling. The other
two factors, if all concerned are reasonable, can readily be accommo-
dated. Even though adaptation to a schedule may seem awkward and
confining at the start, the formation of the habit of looking forward
to a definite time for dictation each day will cause the earlier apparent
restriction of freedom to fade into the background because of the re-
sulting improved service.

A third method, which has possibilities beyond simply providing for
those whose letter writing is intermittent and irregular, is dictation by
wire. In the central stenographic or transcribing division, certain girls
will have telephone lines running to their desks, with transmitter and
head set. An employee desiring to dictate will lift his receiver and
ask for wire dictation. When the stenographer responds, the dictator
will give whatever preliminary instructions are necessary and then pro-
ceed to dictate over the telephone. Depending upon the circumstances,
the stenographer may type the dictation as it comes over the wire; or
she may take it down in shorthand or on the stenotype for transcrip-
tion later. One company provides for rush cases by having the wire
dictation stenotyped by one girl while another immediately types it
from the tape as it comes off the stenotype; by the time the dictator
has finished talking, the material is practically all typed.t The rapid
development of desk microphones suggests almost unlimited applica-
tion of “dictation by wire.”

GerTING EFFEcTiVE LETTERS WRITTEN

The fact that an organization has been set up, routines established,
and facilities provided for dictating and transcribing letters does not
necessarily mean that the company’s correspondence will be automati-
cally taken care of from now on. The purpose of organizing the cor-
respondence facilities is not simply to get letters written, it is to get
effective letters written—letters that do not say too much or too little,
that cover the ground adequately, and that accomplish the objective or
objectives for which the letter was written. A letter may be a model

1For a detailed description of wire dictation, see AMA Office Management
Series, No. 91, pp. 27-31, published by the American Management Association.
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of English composition, it may be beautifully typed and attractively
centered on the letterhead, perfect in appearance, diction, and style,
but if it does not accomplish the purpose for which it was written, it is
not a good letter—that is, it is not an effective letter.

Wuy Lerters ARe WRITTEN

The main purposes of a business letter are to convey information, to
get action, or both. Unless a business letter fulfills one or both of these

The test of a good letter writer is not that he knows how to manufacture
an automobile at low cost; or buy supplies at bottom price; or sell goods to
a retail merchant. The test of a good letter writer is his ability to express
clearly in writing what he has to say, so that it will be understood, and what
is still more important, acted upon favorably, whether it be a sales proposi-
tion, a request to remit, or an offer of adjustment. No matter how good a
factory manager a man may be; no matter how good a salesman he may be;
if he cannot write a letter that will produce the desired results, and keep on
writing such letters, then he 1s not a good letter writer

Letter-wnting ability may exist apart from all other techmeal ability.
Whoever heard of a factory manager being hired because he could wnte good

letters? What the factory manager wants is production. If he spends his
time trying to write letters, how much time will he have left for production?
And what kind of letters will he wnite, with his mind on the shop?

Here is where the office Tunctions as a facilitating factor. Suppose we have

" a good letter writer available; and suppose the factory manager tells this
- letter writer what he wants to =ay; and suppose this good letter wnter pro-

ceeds to say it, in a letter. What has been accomplished? The superin-
tendent attends to his job of production, withqut worrying about how the
letter is going to sound. And the letter writer attends to hus job of wording
the letter in such a way as to accomplish the desired result. In other words,
each man 1s a speciahist in his own field and does that which he can do best,
leaving to others the things that they can do best. But that is just orgamza-
tion, you say. Right! And good office management is based upon correct
organization.

To carry this bit of organization to its logical conclusion, our good letter
writer handles the letters not only of the factory manager, but also of the
adjustment department, the sales department, the traffic department, and
80 on, with reasonable limitations, of course. In large offices having central-
ized correspondence departments, there may be several individuals who do
nothing else but handle correspondence. In these concerns, the same corre-
spondence was once handled by some officer or department head of the com-
pany. That is one way in which the office facilitates the work of other depart-
ments—by placing special functions in the hands of specialists.




CORRESPONDENCE AND TRANSCRIBING 149

requirements, it may represent simply a waste of time on the part of
the writer and an imposition on the reader.

The same comment applies not only to the business letter as a whole,
but to every part of the letter: not only should the entire letter have
a8 its main purpose one or both of the characteristics mentioned, but
every part of the letter should also justify its existence by the same
standards. This necessity leads us to a consideration of two features
which should appear in evéry business letter, and a third feature which
may be equally desirable at times. These features are brevity, friend-
liness, and firminess.

Brevity. To state that a letter should be brief is by no means to sug-
gest that it be curt. In business, time is money; there are so many
things to do, with limited help and means, that every minute must be
made to count. Otherwise, both time and money are wasted. Unneces-
sarily long letters are expensive to the extent that they take the time
of three people—the man who dictates the letter, the stenographer
who takes the dictation and transcribes it, and the recipient who is ex-
pected to read it.

Brevity in business letters, then, does not mean curtness. It simply
means saying what one has to say and then stopping. It means coming
directly to the point without wasting any words. Brevity is obtained
by omitting unnecessary words, phrases, and sentences. Necessary
expressions may not be onntted; all rules of grammar and rhetoric are
to be observed with the same care that should distinguish any written
composition. Any other procedure borders on the ridiculous.

Friendliness. Friendliness in a business letter is an indication of
the good will that the writer bears toward the reader. Someone has
said that there is no such thing as an excess of good will. If that state-
ment is true, then the more quickly a firm’s letter writers realize that
they are either building or destroying good will by the letters they
write, the better for the firm’s business.

Friendliness does not mean familiarity. Perhaps no worse offense
than familiarity can be committed in a business letter; here, if ever,
is it true that familiarity breeds contempt. Nor is civility the same
as friendliness. About all that civility does is to recognize the existence
of the reader and tolerate him. It is a good deal like saying, “If we
weren't in business, we shouldn’t trouble to write to you; but since we
must do business with someone, we are writing you.”

Firmness. Firmness is needed in letters that call for the observance
of specified terms. Such letters include credit and collection letters,
complaint and adjustment letters.
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In credit and collection letters the writer desires to create the im-
pression that “these are our regular terms, which all are expected to
comply with.” In complaint letters the thought is, “the situation must
be corrected quickly.” In adjustment letters—probably the most diffi-
cult letters to write satisfactorily—the writer wants the reader to
accept the adjustment made, and to feel that not only is this the very
best adjustment that could be made under the circumstances, but that
it is the only fair one.

Firmness does not mean discourtesy. Discourtesy has no place in
any letter. Wasn't it Emerson who said, “‘Life is not so short but that
there is always time for courtesy”?

THREE IMPORTANT QUESTIONS

Since the primary purpose of a business letter is to convey informa-
tion, to get action, or to do both, it is necessary, before starting to write
a business letter, to ask these two questions:

1. What is the purpose of this letter?

2. What do we want the reader to do after he has finished reading
the letter?

The answers to these questions vary with the type of letter. In gen-
eral, however, we may say that we want the reader to do one or more
of the following things:

. Believe what we say in the letter

. Accept our decision

. Ask us for further information

. Send us some information

Fill our order (or substitute other goods)
. Send us an order

. Adjust our complaint

. Accept this adjustment

. Grant us credit on regular or special terms
Accept terms granted

. Send us money

. Accept money enclosed

. Grant us an interview

. Receive someone introduced

A third question to ask is, “What are the facts?”’ Every fact that is
pertinent should be procured and jotted down. Then the writer should
oonsider which, if not all, of the facts should be used in the letter. If
there are certain policies of the house that affect our answer, those

ST~ e s>a s op
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should be noted, also. For example, if we are answering an inquiry for
information, we should ask ourselves the following questions:

Can we comply with his request?

1f so, when and how?

If not, why not?

PLEASE REWRITE

Construction
0.:-;4».2::»
/
M@a%
&3
WQ;JW
“WN o ‘M
>4
@ 2dpIL e, e ol formnl?
Aot seting correction pleass Sigh this sfip and retere

R 10 Corrospondoncy Supervioer, If amy polat is net choar
Mgy ash shent R

Wlod chots St gforon manon?

Fie. 20. How one company suggests improvement in its letters.

With the answers to the foregoing questions in mind, the correspon-
dent can proceed to dictate a letter that will satisfy the requirements
just discussed and that will properly represent the company.

TueE REAL PROBLEM

Tke real problem in handling correspondence is not merely in setting
up the organization and providing the necessary facilities, but in get-
ting correspondents to observe and follow what are really simple, funda-
mental principles like those mentioned above. This calls for training
in letter writing by someone who not only knows a good letter when
he sees it, and can write a good letter when he tries, but who can tact-
fully and skillfully show others how to write good letters. If the office
manager is a good writer of effective letters, he may be able to teach
others how. If he is not, or if he has not the time, then he would be
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Like many other companies, one concern was bothered with cancellations
of orders and returns of merchandise, for reasons other than dissatisfaction
with the goods. For years these cancellations and returns had been handled
by an officer of the compuany, who reviewed the facts in each case, made the
decision to accept or reject, and wrote the letter accordingly. The office
manager of this company hired a competent young woman stenographer
with good correspondence experience, to take this officer’s dictation on can-
cellations and returns. He told her that at the end of three months she was
to bring lum a report on the entire problem of cancellations and returns,
stating the poliey of the company, the facts that policy was based on, the
various consulerations governmg the poliey, and so on, together with sug-
gested sentences, paragraphs, and even complete letters for handling each
aspect of any situation that might arise.

The report was handed 1n before the three months were up.  Actually, it
comprised a combination policy book and standard-practice manual with
respect to cancellations and returns It enabled the young woman to prepare
each case in such a way that all the oflicer had to do wax to suy “ves" or *'no,”
how much, and why or why not. The young wamuan wrote all the letters with
complete satisfaction. The officer prided himself on the good job of traming
he had done, without ever knowing that the letters written by the young
woman were for the most part all contamned in the manual she had prepared
for the office manager. This 1s a prime example of the possibilities of stand-
ardization of policies.

well advised to hire someone on either a full-time or a part-time basis,
who can do what needs to be done. He may be fortunate enough to
find in his present organization some man or woman who can do the
job. Or he may have to hire a correspondent who is also able to super-
vise the company’s letter writing. A good correspondence supervisor
can earn his salary several times over.

STANDARDIZING THE GENERAL A1Ms AND PoLICIES OF THE COMPANY

Every company has certain policies which apply to the conduct of
its business. Unless these policies are in writing, however, their appli-
cation will not be uniform; in some cases a company policy may go by
the board simply because no one knows what the policy is. Also, since
a policy answers the question, “What do we do under these circum-
stances?” a slight change in the circumstances may indicate a change
in the policy, at least in this instance. That may be why some com-
pany officials hesitate to reduce their policies to writing. On the other
hand, the lack of written policies simply means that all questions of
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Instead of seeing us from in front of a counter many of our
customers see us from in front of the letters you write to them.

Before you start to dictate a letter, be sure you have digested the
customer’s or prospective customer’s letter. Whether it isa complaint
or an inquiry, be sure you have put yourself in his place and know
just why he is dissatisfied or just what he wishes to know.

Be sure you answer every portion of his complaint or inquiry in
language he will understand. If you do not, he will either have to
write us again or send his business to some other house.

And do not pass your letter to the mailing desk until you have
again read his letter and your answer to it.

He will judge the house by your letter.

Fia. 21. Each correspondent of one company has before him a card reading like this.

policy will continue to be referred to some executive, even though he
may have passed on the same point hundreds of times before. But
one of the most effective ways of conserving executive energy is to put
every company policy in writing just as soon as it has been proclaimed,
then make the written policies available to everyone who has occasion
to apply them. The office manager might set the example himself by
putting his policies in writing; every time someone comes to him for a
decision, let him ask himself, “Is this a policy?” If it is, put it in
writing.?

From what has been said, it is obvious that a correspondent who is
not famiiiar or even aware of company policies applying to the com-
pany's correspondence is at a distinct disadvantage. He is definitely
handicapped, since he cannot write an effective letter without knowing
the company’s policy in each instance.

There are still many organizations which make no consistent and
sustained effort to train correspondents; nor do they even devise and
adopt a correspondence manual in which the aims and policies of the
company are set forth. Most correspondents are self-taught, though
some large offices conduct training classes in correspondence, and some
have correspondence counselors who visit the office periodically and
criticize the letters written. But in every office it is easily possible for
the company to state its aims and policies clearly in a manual and

2 For an excellent discussion of policy manuals and the standardization of poli-
cies, see Management News, Vol. 20, No. 3, p. 3, and AMA Research Report, No. 11,
How to Prepare and Maintain a Supervisors’ Policy Manual, both published by
the American Management Association, New York, 1947. See also Chap. XXI.
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Parlter Mﬂl"ll&].l Company

Fifteen Emmonadals Road
DOSTON, 32, MASSACHUSETTS
My 9, 1950
J. A, Blaisdell Company
2967 Franklin Street
Indisnapolis, Indiana
Attention of Mr. Robert Clark

GCentlemen:

Office Style for Letters

In order to secure uniformity of style in the arrangement of
all letters from our office, our stenographers and typists
are provided with a model letter, of which this a copy.

The parts of the letter are taken up in order.

Since the appearance of a letter is directly affected by the
margins, an attempt should be made to have margins nearly
equal--at top, sides, and bottom. The width of the margins
is determined by the length of the letter. In a short let-
ter the margins will be wider; in a long letter they will be
narrower. If the letter as a whole is centered on the let-
terhead, the result will be pleasing, like a well-framed
picture.

The date is typed at the right, two spaced below the last
printed line of the letterheed, and ending flush with the
right margin of the letter. The inside address is placed
flush with the left margin, at leest five spaces below the
date line. No punctuation is used at the ends of the lines.

If the letter is addressed to an {individual, his name and
title should occupy the first line of the inside address,
and the salutation should be 'Tear Sir"™ or "Dear Mr. Doe."
If, however, the letter is addressed to a company but to
the attention of an individual, the attention line should
be centered two spaces below the inside address as shown
above, and the salutation should be "Gentlemen."

The salutation should begin flush with the left margin, two
spaces below the last line of the inside addrees. or if en

Fi6. 22. Many firms place in the hands of their secretaries, stenographers, and
typists a model letter like this, indicating the setup and other points of letter style
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J. A. Blaisdell Company -2 May 9, 1950

attention 1ine is used, two spaces below the attention lime.
The salutation is followed by a colon.

If the subject of the letter is given, it should be centered
two spaces below the salutation and underscored.

The body of the letter begins two spaces below the saluta-
tion (or two spaces below the subject 1ine if ome is used).
The typing is single-spaced, but with double spacing between
parasgraphs, Block style is used; that is, there is no para-
graph indention.

If the letter is too long to be typed on one page, a blank
sheet of the same kind of paper is used for the second page.
The name of the individusl or firm to whom the letter is ad-
dressed, the page number, and the date are typed across the
top of the page. The body of the letter is continued five
spaces below, with margins of the same width as were used on
the first page of the letter.

The complimentary closing is begun halfway between the side
margins, two spaces below the last line of the body of the
letter. No comma is used after the complimentary closing.

Two spaces below the complimentary closing, the firm name ls
typed in capitals, beginning under the first letter of the
complimentary closing. Three spaces below the firm name and
flush at the left with the two preceding lines the word "By"
is written.

On the same line with "By"™ and flush with the left margin of
the letter are typed in capitals the initials of the dicte-
tor and the transcriber, separated by one space.

If encloseres are to be mailed with the letter, the abbrevie
ation "Enc.” should be typed directly below the dictator's
initials. If the number or enclosures is known, it is in-
dicated by a figure following "Enc."

Yours very truly

PARKER MARSHALL COMPANY

SBM AMT By
Bo. 3

adopted by the company. Minor points of style in letters differ with different

concerns.
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for the office manager periodically to examine the letters or carbon
copies for departures from these policies.

STANDARDIZING THE METHODS

A study by an experienced observer of the letters written by almost
any large company might lead to the conclusion that many of the dic-
tators had one language for letter writing and another for speaking,
the former seeming to be almost completely devoid of persuasive power.
Hackneyed phrases, endlessly repeated, almost give color to the belief
that the dictators have formed the habit of disposing of letters as if
they were so many pieces of paper to be got rid of and utterly fail to
realize that the recipient of each of these pieces of paper is a real, live
human being, and perhaps a present or prospective customer.

It is a mistake to assume that real and effective salesmanship can-
not be put into a routine letter, for it may be expressed in many ways,
in a few extra words about the goods, a paragraph dealing with the
service of the company, or a few sentences showing an interest in the
customer’s business; but efforts are all too rarely made in this direc-
tion. Unfortunately, it would almost seem sometimes that the opposite
effect is striven for. Thus, if a customer makes a claim or complaint,
a common method of dealing with him in correspondence is first to
show him why he is wrong and the company is right and to demonstrate
that the damage, delay, or defect complained of should not, or could
not, or probably did not happen; the letter ends by grudgingly grant-
ing the claim. This treatment is hardly calculated to promote good
will on the part of the customer. A much better way would be first
cheerfully to allow the claim and afterward add any explanation that
might be thought necessary. If a customer loses his terper and writes
an abusive letter, the situation is made still worse by replying in kind.

STANDARDIZE THE STYLE

The general style of letters should be standardized, for if each ste-
nographer is permitted to choose her own style of arrangement, the
individuality of the company is not expressed. This is a valuable sales
point, since the style of a company’s correspondence in a certain sense
expresses the general character of the company; in other words, the
company itself is associated in the minds of its customers with the
form and style of correspondence they receive from it, and with which
they have become familiar.
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To achievé this expression of individuality of the firm in its cor-
respondence, the letter should be standard in form from the date line

the signature. Such points as the form of the opening salutation,
the length of the lines, the paragraphing, the rules governing indenta-
tion, the complimentary ¢lose, and the manner of writing the signature
of the company should generally be the same on all correspondence,
unless there 18 good reason for doing otherwise.

Many communications covering a specific subject can be handled by
standard letters, but going to extremes should be guarded against. To

O.M.Scott & Sons Co.

Lawn aNp Gory Counse Skkn

Marysvillo, Ohio

Your Lawn Seed is on the Way!

A personal letter could not tell you more sincerely than this card that we
appreciate your order for seed and hope it marks the beginning of a mutually
pleasant relationship.

Scott's Lawn Seed is enjoying popularity even beyond our fondest hopes.
It gives us incentive to continue our efforts to furnish the very purest and
best lawn mixtures that can be assembled.

Please be sure to bring us any of your grass-growing problems that may
arise. It is only natural that we should want to help you get the best possible
lawn, so don't hesitate to call upon us to serve you at any time.

Yours cordially,

O. M. SCOTT & SONS CO.

F1a. 23. The effcctiveness of this printed form letter—for that is what it is—lies
in the careful choice and phrasing of words.

send a standard letter when a specially typed letter should be used is
mistaken economy. It is not easy to lay down specific rules on this,
for it depends largely on the character of the company and the kind
of customer. Some of the mail-order houses use form letters to an
extent that another company perhaps could not afford to, owing to the
entirely different nature of its business.

BLANKET LETTERS

There are real possibilities in the use of what one office manager
terms a “blanket letter.” On a letterhead—or for that matter, on a
sheet of paper—are printed, sometimes in facsimile typewriting, sen-
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tences or paragraphs covering the most frequently used statements in
letters answering inquiries or sending out enclosures. The correspon-
dent checks the appropriate item and mails the blanket letter instead
of a specially dictated letter.

This sounds like a cold way of handling a customer’s or prospect’s
inquiry. Actually, whether it is cold or not will depend largely upon

so that we can serve
you more promptly. .,

we ore tohing Be Bberty of replying o
youwr otteched lotter by mehing ¢ merginel
astetion on e letter inell. The velume of melt

reply fo your eteched letter in loes then three
o fout deys ¥ wo edhered 10 hhe conventionsl
procedure of typing o formel enewse

Plosse underviend ot In replying Yo yowr
iaquiry I this informel wey, ve velve B Aene-
Woloss highty—but we do foel thet & prompt
reapome is for mere impertant 10 you of This
Gme Men formelty, Wo hope yYou wil agres.

uu?lu COMPANY
/ [ B2

Vies Prasidens

form 24344 AQ 109 9240 Aand b USA

Fio. 24. Bell & Howell use slips like this to speed up correspondence. Many letters
need only brief answers that need not be filed. The answer is jotted down in the
margin and the letter returned to the sender with a slip like this attached.

the care given to the preparation of each statement used in the letter,
just as in any other letter. For use with catalogues, price lists, bulle-
tins, and other enclosures, the blanket letter has a place in a company’s
correspondence and makes possible a respectable saving in time and
money without offending the inquirer.

One point should be emphasized: since the purpose of the blanket
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letter is to save time and make it possible to answer letters more quickly
than through the usual routine of dictation and transcription (although
that routine, if properly organized and supervised, should take care of
letters within one day at the most), the effectiveness of a properly pre-
pared blanket letter will depend on the actual speed with which the
inquirer gets his reply. If an inquirer waits a week and then gets a
printed sheet of paper, he will not be much impressed. But if he gets
an answer by return mail, giving him the information requested, he
will appreciate the effort made to save his time. In short, it is not the
fact that a printed reply is used, but the way it is used that counts.

HARDWARE MUTUALS

It is & pleasure to tell you that the rates on your property have been reduced as shown by the enclosed endorse-
ment, which should be attached to your policy. item checked below indicates how we have handled this
sefund.

1. [J The refund has been applied to your account as shown by the enclosed invoice.
2. The refund is being returned to you by means of the enclosed check.

w]

3. (O A portion of the refund cancels the charge on your account as shown by the enclosed invoice. Tbe re-
mainder of the refund is enclosed by means of our check.

- 0

The refund has been sent to the Finance Company in accordance with your ag: with them. Yoa
will hear from the Finance Company within s few days

4

Fia. 25. A simple but effective “blanket letter” used by an insurance company.

As more and more concerns use this timesaving device, it will come
to be accepted just as have window envelopes, printed postage indicia,
the simplified letter, and other advanced practices, nearly all of which
have had to endure a period of development and criticism before being
accepted as normal features of everyday business correspondence.

THE USE oF STANDARD PARAGRAPHS

In answering routine correspondence, the standard paragraph is un-
questionably superior to the form letter, since in practically every
office there are innumerable subjects that require either identical or
generally similar treatment, and on which identical or generally simi-
lar answers must be returned.

If standard paragraphs are devised with some literary skill and are
sufficiently varied they need not bear even a trace of the formality and
wearisome repetition so often found in business correspondence, nor
need the “personal touch” be lost. It must be remembered that what
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NATIONAL OFFIKE MANAGEMENT ASSOGATION
13 EAST CHELTEN AVENUE
PHILADELPHIA 44, PA.

this B o

SIMPLIFIED
June X0, 1952 letter

Dr. 2dwin M, Bodinson
15 Zaronsdale Rosd
West Roxbury 32, Masew

SINPLICITY IS ZITICINNCY

fhere are many reasons why the form of the letter you're
reading 16 an assist to detter business corresvondences,
Dr. Bodinson. Most of thez will suggest themselves to yow
when you try NOMA's Stmplified Letter.

1'11 take this welcome opportunity to suggest a few of the
reasons why Simplified Letters make semse .n their physical
cozmposition.

1 Reduction {n keystrokes —~ sore production

2 Reduction in motion for positioning typewriter —
more production

3 Izprovement in typlet morale —~ more production

Yore important, of course, is letter content. We like %o
insist toat dignity plus inforaality equals good t

1]
respondence. Yes, we try for conciseness, clarity,
courteousness — end friendliness.

It's not easy, Dr, Robinson, but it's a worthwhile ambi-
tion. Plesse join us in adopting sensible simplification.

VAUGEN Ligk - PUBLIC 1008

e, E. A. Yichert - Mr. V. H. Tvans

there is more to a truly
SIMPLIFIED LETTER
then simply dropping
desr and yours truly

Fic. 26. In many concerns 1t has always been the custom to omit the salutation
and complimentary close in interdepartmental memorandums. The simplified
letter extends this custom to all letters, in addition to other features stated in the
specimen shown above.
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NATIONAL OFAICE MANAGEMENT ASSOTATION
12 EAST CHELTEN AVENUL
PHILADELPMIA &4, PA.

this s @
ingast 1, 199 SIMPLIFIED

letter

. R O, AMans
521 Maia Strees
Aududon, B. T.

WEV-OLD LETTERS

1t's an 014 sav, Mr, Adams, that there's nothing nev under
the sun, DBut there certainly ie room for improvesent in the
age 0ld Jod of dusiness letter writing.

he form 0f this letter is one approach to simplifying the
mechanical pars of the Jod, It will save your secretary many
needless typing motions — improve production and morale.

Bven more important — Simplified Letters challenge the writer
%o depend onm his own resources, to think direstly of the per-
0D to whom ha's vriting and of the subject he's developing.

The salutation snd closing are no longer crutches to composie
tion. The subject heading starts the thought-Srain, The
first sentance 1s pointed directly at the resder, Iach
parsgraph ties in vith tne letter's theme,

You'll 154 many more sdvantages vhen you try the Simplified
Letter, Certainly taey represent sound principles that good
letter writers nave prasticed for years,

80 1t 1sa't tne "new® tnat ve stress in recommending your
adoption of the S13plified Letter, Nr. Mams. It's really
the best of the ®old.*

You're very velcoms to our growing group of Simplified
Letter writers.

fn

VAUGHS - PUBLIC (1)

. there ls more to atruly
Wr. 8. A, Vichert = Mr. V. 3 Bvass
SIMPLIFIED LETTER

then simply dropping
deer ond yours truly

Fia. 27. One might reasonably question the desirability of placing the date of a
Jetter at the top left instead of the top right, which has long been recognized as the
logical place for the index to any material that is to be filed, to make finding
easier and quicker.
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is called the personal touch is not a question of whether the communi-
cation is intended for one person or many, or a single acquaintance or
a number of strangers, or for the public generally; it is wholly a ques-
tion of style, a fact universally recognized—though perhaps not al-
ways consciously—in the works of the most successful writers. There
is no reason whatever why well-constructed standard paragraphs for
business correspondence cannot achieve something of these qualities.

THE ADVANTAGES OF USING STANDARD PARAGRAPHS

1. Better work can be done and better results achieved. Since nearly
all persons use similar words, phrases, and expressions in conversation
and in writing, good writers and conversationalists take advantage of
that fact. They use familiar words and phrases to be sure; but those
words and phrases are always carefully selected, fitted, rounded, and
polished until they become attractive and pleasing in form and style
and at the same time produce the exact shade of meaning intended,
thus creating the desired effect on their hearers or readers. Like all
other human activities, which become habits through continued prac-
tice, this faculty persists and is apparently exercised with little effort,
as can be readily recognized in the statements of a skilled conversation-
alist or an accomplished writer.

If, on the other hand, words and phrases are used carelessly or
thoughtlessly, the statements made become dull, tedious, hackneyed,
and unattractive, or, to use a popular slang term, “bromidic.” Since
it is obviously impossible for a person who is constantly dictating about
the same subject to use different words each time, the tendency is to
adopt unconsciously certain phrases, which become stereotyped; still
more unfortunately, the inferior style tends to deteriorate still further,
rather than to improve. On the other hand, if a carefully constructed
and extensive standard paragraph system is used for this purpose, suffi-
cient thought can be brought to bear on each paragraph and its variants
to create the desired effect; letters so constructed will possess both
style and attractiveness, as well as literary quality, a result that is
utterly impossible with exclusive “personal” dictation.

2. More work can be done. Time and labor expended on the proper
arrangement of words, sentences, and paragraphs in a standard-para-
graph system render it unnecessary to continue repeating them orally.
The mental energy saved by a properly constructed paragraph system
can well be expended on other matters and on special cases that demand
special attention.
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The chief argument for standardizing correspondence is the establishment
of a uniformity of style and policy. This argument applies with equal force
to a one-man business and to the concern employing dozens of assistants.
This uniformity is almost impossible in an office without a paragraph system,
but where that method is used, the preponderance of paragraphs written by
one person dominates the style, and the correspondent unconsciously adopts
it in a very short time.

It must be admitted, however, that a paragraph svstem has never been
designed which will answer all of the routine letters that come into the house.
This is no argument against the sy=tem, for if one can dispose of but 50 per
cent of the letters in 25 per cent of the time necessary to dictate, that will
leave so much more time to dictate the xpecial letters. Without a paragraph
system, a busy correspondent will be often tempted to slight the important
correspondence.

Another important advantage of the paragraph system is that one can
write good letters on all kinds of days, which, as every correspondent knows,
is a practical impossibility by any other method. A correspondent at times
gets dull, which hax 1ts effects on the letters he dictates, but no matter how
dull he may feel he can remember that paragraph B24 justs fits a certain
case, and he can write those figures on the letter and hand it over to the typist.

In preparing a system of standard paragraphs one should realize that the
principle of reuse 1s being employed, that of using innumerable times, brain-
work performed but once. There is therefore no necessity for speed. Take
as much time as 1s necessary with each paragraph in order that it express
exactly the thought that it is intended to convey. Another advanced prin-
ciple must be employved, that of scheduling. A certain portion of the day
must be set aside for this work and continued daily until the system is suffi-
ciently completed. I have known many cases where a paragraph system was
needed and actually desired, yet not devised because no one had time to do
the work. A correspondent should never consider it time lost to prepare
paragraphs which will shorten his day's labor. Set aside a definite time each
day for this work.-—W. H. Leflingwell.

3. The work itself becomes more interesting. The oral dictation of
the same words over and over again becomes very monotonous to people
with active brains, who are the type of persons doing this work. If
they are freed from this wearisome repetition and thereby enabled to
use their intellectual powers on the special work where special think-
ing is demanded, they will certainly find their tasks much more inter-
esting.

4. Better control of the work is secured. The constant apprehension
of the dictator that he may have used faulty, inadequate, or imprudent
statements in his dictation will disappear.
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5. It is easier to train new correspondents in the simpler routine dic-
tation work that results from standardization.

6. The task of checking carbon copies will be greatly reduced.

7. The typists and transcribers will produce more.

THE CONSTRUCTION OF A STANDARD-PARAGRAPH SYSTEM

The construction of a scientific standard-paragraph system involves
the following essential requirements:

1. The original writing should be done by someone who is now actu-
ally doing the work covered by the system. It must be founded on
actual cases; that is, in constructing each original paragraph, the
writer must bear in mind its actual application to a real condition, and

In standardizing the dictation of letters, we must have:

1-  List of conditions, circumstances, requests,
etc., which may arise and do arise; show
all possible variations.

2- List of policies governing the handling of
above. These policies should be very care-
fully thought out by one or more members of
the firm, and put in writing, with very care-
ful wording - one policy for each condition,
circumstance or request. Be sure to cover
sll variations, and all exceptions.

3-  Make up standard paragriphs and standard letters
to cover the best way of expressing the pol-
icy way of bandling any item which may come
up under Mo. 1, sbove.

4 Provide standard openers
" " closers
and some sales paragrsphs to temper any other-
wise unplesasntness. (Stuffers will belp.)

Fig, 28. How one office manager approaches the preparation of standard para-
graphs and letters.

with a real person, to whom it is addressed, in mind. Each paragraph
should then be gone over by a trained writer for any possible improve-
ment in the diction, and, finally, by some person in the organization in
a position superior to the original writer, to make certain that the para-
graph carries the exact meaning that the organization desires to convey
to those who have business relations with it.
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2. No attempt should be made in the beginning to have the system
cover all possible conditions and situations. Begin with the most fre-
quently used sentences or paragraphs and gradually extend the scope.
It is well to go over carbons of previous letters and select the paragraphs
which seem to occur most frequently.

3. Variants should be prepared for paragraphs most frequently used.
This relieves the dictator of the necessity of constantly using the same
paragraph. In many cases it may be desirable to write a considerable
number of variants.

4. No paragraph should contain more than one subject. Any variant
of a paragraph should be handled in the same way as the original.
Where conditions are even slightly different, special paragraphs should
be used.

5. A comprehensive classification should be prepared and a standard
indexing system devised. Use letters and numbers to indicate specific
paragraphs.

6. The typsts, as well as the dictator, should be supplied with com-
plete copies of the paragraphs, indexed and classified as above.

7. Individual oral dictation should be interspersed with standard
paragraphs, whenever possible.

INTERNAL CORRESPONDENCE

As has already been stated, internal correspondence is written com-
munication between employees in the company. The purposes of that
communication are to ask for information, to give information or direc-
tions, or to make an explanation. In a large office there is proportion-
ately more written internal communication than in a small one, be-
cause the office is spread out over a greater area. Nevertheless, much
of this writing is unnecessary, and much of what is necessary can be
handled more economically and effectively than is often the case. An
examination of the internal correspondence of almost any large con-
cern will reveal the room for improvement.

ONE CAUSE OF EXCESS INTERNAL CORRESPONDENCE

Undoubtedly, many intra- and interdepartmental memorandums are
written for the purpose of “going on record.” When a clerk or minor
executive is criticized for something for which he does not consider
himself responsible, he immediately resolves not to be caught that way
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again and in future to go on record by writing a memorandum, instead
of delivering his message orally; it is a natural form of defense. The
result is not only much writing that should be unnecessary; there are
also being built up files that should be unnecessary. Here are three
wastes, all avoidable. The remedy is for the higher executive to use
more care and discretion in his reprimands, if indeed frequent repri-
manding is necessary, a point that is debatable.

For your information

For your attention

For your file

For your actlon

Sent you at your request

Will you look this up, Dlease?
Can you give me this information?
wWhat s your oplnion?

Will you answer thls, please?
Will you handle this, please?
Let's go over this together
Please read and cestroy

Please note and return

Please 0.X. and return

Please sign and return

Please 0.K. and pass to
Please take up with

Is this yours?

For correction

N~~~ N N A~ A~ A A N
o e e e o - e — - e - - — - —

Fig. 29. Interdepartmental memorandum.

Where interdepartmental memorandums are necessary, it is often
possible to eliminate all writing by standardizing the message. The
use of a printed or mimeographed slip with a list of standard phrases
like those shown in Figs. 14 and 29 will minimize the necessity of dic-
tating and typing internal communications. Room may be left at the
bottomn for a brief note, if necessary; generally it is not necessary.
Write dates with figures only, as 12/15/50, and omit salutation and
complimentary close. Where a certain division has frequent occasion
to ask another division for information, a special inquiry blank may
be used like that shown in Fig. 30. It should never be forgotten that
the savings made possible by the use of standardized office memo-
randums can be fully realized only when the internal mail-service is
functioning with precisionlike effectiveness.
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CORRESPONDENCE MANUALS

As with all other office work, the office manager should prepare or
have prepared written standard-practice instructions covering the han-
dling of both external and internal correspondence. These instructions,
gathered together in the form of a loose-leaf manual with an adequate

Te B ADJUSTMENT
AS HAD
(] BOOKKI'.EI’ING
a FI

0O MAl
[a] ORDEI DIV.. —G. o.
00 TRANSCRIBIN
O TRACKING

Please get the material or information checked below pertain-
ing te the attached. Return with infermation requested te

WANTED:

O M. L. Dety O E M Rebd O A L Maws
AS HAD DIVISION: FILING DIVISION:
(O Ratings [ Previous
[ Vile folder, this year
(Q Brad .. [ File folder, last year

(O Their letter datedti... .. ... .o -
BOOKKEEPING DIVISION: | [ Our letter dated .

[] Statement of Account in full [ Tickier dated . .o —oovoo s

Open Item Statement [ Csrbon of last Statement
[J Copy of Last Btatement Q Sering order
[J Carbon of last Statement [ ¥all order
() Statement for Wilder, to ... () 8pecial order shipped ..

% :’"hl‘m“l"n"."' (as noted) [ Mail order shipped ..
mount owing 5
Remittance slip rec'd
[] Amount past due § . a Credit folder

% ;‘.:;“‘,‘.‘,’:, .,‘;',]';',l::: s () Latest financial statement
(] Pald on Fall order § .. .. | [J Financial stmt. dated
[] Owing on Pall order § - () Order record card
Past due on Fall order § . () Spring order credit card
(3 Amount of 8pring order § [ Fall order credit card
(J Pald on Spring order § ... .. .
[) Owing on Spring order § . . TRACKING DEPARTMENT:
() Past dueon Spring order § Q) Spring order
(QJ Amount shipped on ([ Fall order
[) Fall order § .. o .. [ Randing of order
[ Spring order § .. . .| Q shipper

C 1 (!
g Someira.cyieeien et |GRDER DIV—G. O,

Check in Coll. Reg. and
] Discounts [ Prompt (J Stow] O O Return 1o me

MAIL DIVISION: (O Bend to Credit Files

[ Change In Name

O Duplicate of Involce Make Collection Reglister Sheet
Date Amount [] Check for accuracy
e —— . )
s TRANSCRIBING DIVISION:
8. () Draft on Wilber for §.
$.. [) Proof of claim for § . .. ..
s sereseesam o N FTUU O AMdavit for S
(@] lnnlopo rmtvd lll () Extract for ....... Dept.
a KEnclosure missing (@] Pleane correct and Return
Customer . . Date

Fia. 30. A special blank like this saves time and energy in getting specific informa-
tion from other divisions.
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index, will encourage uniform handling of all correspondence by estab-
lishing standards of quality and showing all correspondents how to
attain those standards. A list of the subjects which should be included
in such a manual is given on page 169.

Many an office manager, after looking at a list like that, will agree
that his office should have a correspondence manual and will determine
to go ahead on one “just as soon as he finds the time.” This means
“never.” There is never enough time to do everything that we should
like to do, especially if we keep postponing action. The way to begin
is to begin. Start with something and get that going. Then do a little
more, and eventually you will have something worth while. Somebody
once said, “Everything can’t be done in a day, but something can.”
In the preparation and use of standard-practice instructions, it is indeed
true that half a loaf is better than no loaf.

PROVIDE A MODEL LETTER SETUP

A good place to start is with the model letter shown on pages 164 and
155. Have that letter typed up on your company letterhead. Caution
the typist to follow the instructions exactly as given. Then run off
several copies and pass them out to those who write letters in the com-
pany (including stenographers and transcribers), asking for their criti-
cisms and suggestions. Set a deadline for the return of these. Eventu-
ally you will have a standard letter setup on which all or the majority
are agreed. Then adopt that setup as standard for all company cor-
respondence and issue it as the first part of a correspondence manual
Until your manual has grown to the point of requiring a ring binder,
you can provide attractive but inexpensive brief covers with typed
labels. Include dictators, stenographers, and transeribers in the dis-
tribution, for you will also wish to develop a manual for stenographers
and transcribers; some material, such as the model letter, will appear
in both manuals.

For your second issue, you have a wide choice of material. Consider
what would be most helpful to the correspondents and transcribers. A
list of the company’s products, its branch-office locations, and the names
and locations of the officers, department heads, and branch managers
is always helpful and saves a lot of time and inaccuracies.

S8TUDY CURRENT CORRESPONDENCE

Meanwhile, you can be looking over carbon copies of current corre-
spondence. Have extra carbons made for this purpose. Try to look
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Waar A CorresroNDENCE MANUAL SnouLp CONTAIN

Introduction and explanatory notes
Brief history of the company (for background)
Scope of company’s business (for understanding)
Location of company’s offices and branches (for information)
Names of company officials, department heads, branch managers (for use)
Company polictes
General house policies (for background and understanding)
Policies pertaining especially to correspondence (for practical application)
Procedure when policy is unknown (for guidance)
Facilities for handling correspondence
General office organization, with particular reference to
Incoming mail service
Internal-mail and messenger sefvice
Outgoing mail service
Filing service
Telephone service, external and internal
Stationery stock and supplies
Central correspondence division
Organization and general procedure
Use of equipment
Central transcribing division
Organization and general procedure
Provision for rush and emergency dictation
Model letter setups for use in all company letters
For external correspondence
For internal correspondence
Telegrams, cablegrams, and radiograms
Specimens of authorized stationery
General style for company correspondence
Spelling
Punctuation
Acceptable salutations
Acceptable complimentary closings
Sentence structure
Paragraphing
How to begin a letter
How to end a letter
Referring to enclosures
Suggestions for writing better letters
How to think clearly
Expressing an idea or thought in words
Choice of words and expressions
How to plan the letter
Standards for judging letters
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through a stated number, say 10, each day; otherwise, you are likely
to put it off indefinitely. Any ideas you get can be made the subject
of subsequent bulletins, even though they may consist of only one page
at a time.

One of the things you will notice in examining carbon copies of oor-
respondence is the number of useless and unnecessary letters being
written. Eliminating the writing of useless letters is an educational
project, reinforced by “horrible examples” and their revision and cor-
rection. Regular and periodical checkups, with a clear explanation of
why this or that example is useless, will bring improvement sooner or
later. But don’t get discouraged at slow progress; keep whittling away
and you will soon have something to point to with pride.

In the same way, develop other points in the manual, so that your
manual is constantly growing in both size and importance.

Draw up an outline of a manual for stenographers and transcribers
and develop that in the same way. Before long you will have standard-
practice manuals for every kind of work in the office, which is as it
should be.?

TYPEWRITTEN TRANSCRIPTION

Getting letters dictated is a very important part of the office mana-
ger’s problem of handling correspondence, which we have examined
at length in this chapter. We have seen that letters may be dictated to
a stenographer, who takes it down in shorthand or on the stenotype;
to a typist, who types the letter as it is dictated; or to a dictating ma-
chine, which makes a record of the dictation. Transcription of dictated
material into typewritten form has two purposes: first, to provide a
written statement to be read by the person for whom the message is
intended; second, to provide a more or less permanent written record
of the message, which may be filed, if desired.

Where no permanent written record is necessary or desired, the
record produced by machine dictation may be sent to the addressee,
who puts it on his reproducing unit and listens to the dictation. This
procedure, of course, is analogous to giving oral messages in person,
with the added advantage, however, that the record may be “played
over” as many times as the recipient needs to absorb its meaning. While
this plan has its advantages—mainly the saving of time and expense
otherwise consumed in transcription—it also has its disadvantages.
The most obvious disadvantage is that without the reproducing mecha-
nism, the record is just a bit of material—wax, plastic, or wire. It has

8 8ee Chap. XXI for specific suggestions for the development of office manuals.
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no meaning, no significance, no particular value until it is put on the
reproducer. A written message, on the other hand, can be carried
around, passed along to others, read and reread, filed, with no machine
needed to interpret it. For these reasons the typewritten transcription
of dictated messages will continue to be an important part of the work
of every office handling correspondence. Since that is so, it is desirable
for the office manager to know how to get dictation transcribed quickly,
neatly, and accurately.

PHYSICAL FACTORS INVOLVED

A number of factors are involved. The two basic essentials are the
typewriting machine and the operator. Both must be in good working
condition; in addition, the operator must be a competent typist. Sup-
plementing the operator and her typewriter are certain factors with
whose effectiveness the office manager is very definitely concerned.
These include facilities for getting the dictated material from the dic-
tator to the transcriber promptly; the furnishing of stationery and
other needed supplies before they are needed; the provision of good
working conditions such as adequate light, fresh air, comfortable work-
ing temperatures, absence of disturbing noise, and a comfortable chair
and table or desk to work at—the same features that every office
worker should have, as discussed more in detail in Chap. XV. The
internal-mail and messenger service will see that the dictated material
is brought to the transcription division. The division supervisor will
assign the work to the first available operator and will keep tabs on
the progress of the work.

So much for the mechanical routine involved. Let us now consider
certain other aspects which affect the speed and excellence of the work
done by the transcriber.

SPEED IS NOT HASTE

It is imperative to distinguish between speed and haste or hurry.
Speed denotes swiftness of movement, which may be voluntary or in-
voluntary ; haste and hurry are confused, urgent, sometimes precipitate,
confined to voluntary action. Speed may be controlled; haste and
hurry, seldom. Nor is speed, i.e., swiftness of movement, accomplished
by driving, as hurry almost always is. Speed is accomplished by three
factors:

1. Elimination of all waste motions and conditions

2. Development of skill through training and practice, coordinating
mental with physical activity
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3. The development of automaticity, which, while seldom attained
absolutely, can be approached relatively

Good training will accomplish all three of these factors, given, of
course, trainable personnel; driving never will. The art of typewriting
was one of the first office tasks to be taught in outside schools; high
schools, business schools, and similar institutions are annually turning
out scores of thousands of typists. Since the methods of teaching type-
writing are improving each year, the chances of getting well-trained
typists are increasing. Conditions, of course, will vary with the locality
and circumstances, as will the supply.

HOW TO ELIMINATE TIME-WASTING CONDITIONS

Below are listed a number of time-wasting conditions with sugges-
tions for their elimination and for general improvement. From these
one can make up a check list, adding thereto any other conditions
observed.

1. Is the operator’s posture correct? This
calls for an erect body with the small of the back
firmly against the chair back rest and the feet
squarely on the floor to give the body support
and balance for the carriage throw; in any
other position good work cannot be done. To
secure this correct posture at first may require
constant attention and corrective exercises, to-
gether with the correct type of chair.

2. Are the operator’s forcarms and hands in
the correct position when writing? Most type-
writers are placed too low for comfortable work-
ing position and effective control of the keyboard. Champion typists use
machines 30 inches from the floor, instead of the usual 26 inches. In any
cage the table or desk should be high enough so that the slope of the op-
erator’s forearms colncides with the slope of the keyboard. A box frame
may be placed under the typewriter to raise it to the correct height. The
height of the chair may also need adjusting to attain the relative posi-
tions here indicated.*

3. Is the position of the copy correct? A notebook holder should be
used to hold the copy, or one of the adjustable devices placed at the back

4 For details of a cooperative research by the US. Department of Agriculture
?nd The Society for the Advancement of Management, sce the Society's well-
illustrated report, A Study of Typewnter Height.
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of the typewriter. Twisting the head and neck or leaning to one side or
the other to read copy is unnecessary and fatiguing and tends to reduce
output.

4. Does the typist insert the sheets into the machine properly? A
great difference may be noted between a trained and an untrained
worker on this simple operation. In the correct method of insertion, the
sheet is picked up with the left hand and placed squarely behind the
cylinder against the paper rest and the left-hand paper guide. If the
paper is square with the cylinder it will naturally come through the
machine in correct position; if not, it will sit crookedly on the cylinder,
requiring further adjustment. When the sheet has been properly placed

behind the cylinder, the twirler knob is grasped by the right hand
and given a sharp turn, rolling the sheet into the correct writing posi-
tion.

5. Does the typist twirl the cylinder properly? The untrained op-
erator does this leisurely, turning the cylinder one notch at a time and
grasping the knob several times. The trained operator does it with one
grasp and a quick turn, which revolves the cylinder roller and turns the
paper up the 10, 15, or 20 single-space lines that may be required; she
will appear to place the paper in the desired writing position with one
motion.

6. Is the carriage thrown back properly? The untrained typist will
leisurely push the carriage back at the end of a line, sometimes using
both hands for that purpose. The trained operator uses her left hand
to strike the carriage-return lever a sharp, quick stroke, with just suffi-
cient force to send it all the way back to the starting point of the new
line. When this motion is correctly performed, it not only returns the
carriage but at the same time turns the cylinder into position for writing
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the next line; that is, one movement performs two operations simul-
taneously. The difference in the speed of performing this operation
correctly and incorrectly may be two or three one-hundredths of a min-
ute; since it is done between 15 and 50 times on each letter, the saving
of time in a day is evident.

7. Does the typist indent paragraphs with the tabulator? All stand-
ard machines have a tabulator key and stops which may be adjusted at
any desired position; these should always be used for indenting para-
graphs.

8. Does the typist remove the paper from the machine properly? At
the end of a page, the paper should be thrown out quickly by turning the
twirler knob with the left hand, while the right hand simultaneously
grasps it and places it on its pile, face down; the left hand instantly
takes a fresh sheet of paper or envelope from the pile close by and places
it behind the platen in the manner described in paragraph 4. An equally
correct way is to remove the paper by a sharp pull with the right hand,
while at the same time the left hand picks up the next sheet.

Many schools teach their typing students to remove the paper from
the machine by using the paper-release lever. This method is very fast
and quite noiseless; but since the paper-release lever is located on the
right side of all but one make of typewriter, the right hand must be used
to operate it, requiring the left hand to grasp the paper and remove it
from the machine, instead of leaving it free to pick up a fresh sheet. A
comparative test of the three methods will show which is best and
fastest. In any case, a well-trained operator will remove one sheet of
paper and insert another in one-quarter of the time required by the
average untrained one.

9. Does the operator use the touch system? Even though learned in
school, at least partially, not all operators use it consistently afterward.
An operator may slip up on the following points:

a. Are the nails properly manicured? The proper method of striking
the keys is with the tops of the fingers; if the nails are long, this cannot
be done.

b. Iseach key struck with a firm, quick, snappy stroke, and the finger
instantly removed as though the key were hot? If not, there is a tend-
ency to jam the keys by striking between two of them or by striking a
second key before the first has returned to its place.

c. Is the rhythm good? This means a steady tap, tap, tap with an
exact interval between taps, instead of irregular ones. A properly
trained operator will read the copy far enough ahead so that there need
be no pause between words, and, though she may not seem to be strik-
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ing the keys any more rapidly her output will be much greater than that
of the operator who reads a few words and types them, then reads a few
more, and so on. The effective operator will keep the carriage of the
machine in rapid and regular motion; the only noticeable pauses should
be at the end of each line, the tap, tap, tap being continuous and regular
from its beginning to its end—that is what rhythm means.

d. Are any of the fingers weak? An inspection of the carbon copies
will show up any unevenness of impression; if all the characters are of
even color, the strength of all finger strokes is equal. If no actual
physical disability is present, weak fingers can usually be strengthened
by corrective exercises.

THE CAUSES OF TYPEWRITING ERRORS

It is & well-known fact that the best operators make the fewest mis-
takes. Errors must be corrected, and their correction takes time; in
some cases the time required to correct errors exceeds the actual writing
time. Obviously, if errors can be reduced or eliminated entirely, the
output will be immediately increased. The three usual causes of type-
writing errors are incorrect touch, lack of concentration by the operator,
and lack of proper training,

1. Incorrect Touch. This can be corrected by learning the touch
system.

2. Lack of Concentration. This is perhaps the cause of most of the
crrors made in typewriting work, and is due chiefly to lack of interest in
the work itself; to some physical defect, such as bad eyesight; or to some
disturbing element or condition existing in the surroundings.

a. Lack of interest in the work itself. Lack of interest in the work
is a problem for both the employee and the management. The manager
should employ every known means to arouse and stimulate the em-
ployee's interest, for making work interesting is essential to successful
leadership.

b. Physical defects. Physical defects, especially optical defects,
ghould be corrected if possible.

c. Disturbing elements or conditions. Disturbing conditions of
many kinds may exist in the surroundings. Such conditions may be
caused by poor lighting, by the room being either too hot or too cold—a
fatigue-producing condition in itself—or there may be excessive noise.
The operator may be ill from causes unconnected with the work. What
ever the condition may be, the management should, as far as lies within
its power, make every effort to remove it.
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3. Lack of Proper Training. The third cause of errors in typewriting
is to be found in the lack of proper training.

a. Errors in spelling. These are a rather common defect in the
work of typists. Spelling should be a purely subconscious process in
typewriting. Asthe word is read or heard the fingers must mechanically
type the spelling, directed by the subconscious mind, for were the op-
erator to spell out each word consciously letter by letter, errors would
constantly develop. It should be made a strict rule that, in case of un-
certainty, the typist should look up the word in the dictionary, instead
of taking a chance. Some typists make a note of each word looked up
and refresh their memories from timme to time. When this is done, there
will be fewer and fewer words to look up. In the case of technical words
peculiar to the company’s business, each typist, transcriber, and stenog-
rapher should be provided with an alphabetical list of the terms she is
likely to encounter in her work. Some companies supply the shorthand
outline in an adjoining column.

b. Defective reading methods. The operator’s method of reading
notes or copy may be defective; if she reads one or two words at a time
she will develop the habit of getting the context wrong. Copy should
be read in phrases, not in separate words. This also applies to tran-
scribing machine dictation, for it is difficult to understand the correct
meaning of the spoken words by listening to one or two at a time; that
habit tends to result in wrong punctuation and perhaps the insertion
of the wrong word.

READING QUICKLY AND ACCURATELY

Though most people can read, not all can read accurately, and only
a limited number can read quickly. Since a poor reader cannot read
accurately more than 60 or 70 words a minute, the added distraction of
copying materially slows down the work of typing. A good reader
should be able to read aloud, accurately, 200 words a minute; an expert
can read much faster than he can accurately pronounce the words. On
subjects with which an expert is familiar he can sometimes read as fast
a8 600 words a minute. It is not necessary for a typist to be an expert
reader of this sort, but the average operator should be able to read aloud
and correctly at least 150 words a minute. The whole secret of rapid
reading is to read in phrases; that is, the reader groups the phrases and
simultaneously grasps their import while reading—his understanding,
sight, and voice operate simultaneously.
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WHEN MACHINB DICTATION IS POOR

Typing from machine dictation presents some difficulties for which
the transcriber cannot be held responsible. Present-day equipment is
so sensitive that unless reasonable precautions are taken, extraneous
sounds may interfere with clear reception of the dictated material,
causing confusion, doubt, and delay. Furthermore, some dictators may
be careless in their dictating habits. It should be a standing rule in all
offices for the transcriber to call her supervisor to listen to a faulty
record. This will not only assist the transcriber in determining what
was said, but also enable the supervisor to recognize the fault and take
it up with the dictator.

Both dictator and transcriber should be trained in the proper use of
the equipment for machine dictation and transcription. On his part,
the dictator should watch his phrasing and enunciation; on her part, the
transcriber should be taught to listen so as to catch the phrasing, and
not merely a word or two at a time. This practice will give both in-
creased speed and better and more accurate work.

QUESTIONS FOR DISCUSSION

1. What two correspondence problems confront every office man-
ager? How may they be solved? Explain briefly.

2. What 1s the difference between internal and external correspond-
ence?

3. Who may write letters to others outside the company?

4. What are the two aspects of external correspondence?

5. Describe the letter-writing routine.

6. What is back of an effective letter-writing routine?

7. How may a dictator be sure of always having a supply of record
blanks?

8. When dictating machines are not used, what provisions should be
made for taking dictation? Who is responsible for making that pro-
vision? Why?

9. What provision is made for nonroutine dictation?

10. What are the advantages and disadvantages of scheduling dic-
tation?

11. Explain “dictation by wire.”

12. List eight ways of answering a letter.
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13. What is the test of a good letter writer?

14. What is the test of a good letter?

15. What are the two main purposes of a business letter?

16. What two features should appear in every business letter?

17. What third feature is sometimes required? Why?

18. What is the real problem to be overcome in handling correspond-
ence?

19. Comment on the desirability and means of standardizing the
general aims and policies of the company.

20. Why should the general aims and policies of the company be put
in writing?

21. How did one company standardize the handling of cancellations
and returns?

22. Why should the general style of letter setup be standardized?
How may this be done effectively?

23. When should standard letters and paragraphs be used?

24. What are “blanket” letters, and how may they be used?

25. What are the advantages and disadvantages of standard letters
and standard paragraphs?

26. Describe the construction of a form-paragraph system, mention-
ing seven points to be observed.

27. What is internal correspondence, and what is its purpose?

28. Comment on the writing of internal memorandums for the pur-
pose of “going on record.” What situation does such a practice connote?

29. How may the writing of interdepartmental memorandums be
standardized?

30. What should a correspondence manual inciude?

31. How may a correspondence manual be prepared?

32. Name nine conditions that waste time in typing. Suggest meth-
ods of improving these conditions.

33. What are the threc usual causes of typewriting errors? How
may they be corrected?

34. How fast should a person be able to read? Explain.

35. What should be done when machine dictation is poor?

ProsLEM 1

One of the defects found in the office of the Indiana Manufacturing
Company is the inadequacy of intercommunication, Most information
seekers ask for it orally and are answered in the same way. In other
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cases, memorandums are scribbled on scrap paper and pinned to the
order or correspondence.

Design a form that will serve the purpose better than oral communi-
cation, and state your reasons for thinking that it will do so.

ProsLeEm 11

In the typing section of the Parker Company there are 24 operators,
consisting of 5 stenographers, 7 machine transcribers, and 12 typists
on form letters.

There has been much complaint from executives and department
managers that the work is very poor and many errors are discovered.
It is proposed to make a thoroughgoing analysis of the situation.

What are the points to be covered? Make a skeletun form of analysis.



“‘A business decision is only as good as the facts
on which it is based.”—HERBERT HOOVER.

X

OFFICE RECORDS AND FILING

Since a large part of all office work has to do with the records of the
enterprise, any steps the office manager may take to reduce the time re-
quired to handle those records will facilitate the work of the executives
who base their plans upon the information which the records reveal.
The sooner the desired information is available, the more quickly it can
be put to use where it will do the most good. Speed and accuracy are
of the essence for obtaining records for control. This does not mean
that no consideration need be given to the cost of providing the record,
nor does it mean that all records have the same urgency value. Like all
other office work, the value of any particular record is purely relative;
some records are more urgent than others. There are, however, cer-
tain fundamental principles that govern record keeping of every kind,
which it will be worth while to examine.

FunpaMENTAL PRrINcCIPLES OF RECORD KEEPING

1. The purpose for which the record ts kept must be justifiable. The
mere recording of facts that some day may perhaps be of value is not
considered good business. If the records of an office are examined one
by one in the light of this principle, it will often be found that there are
many records which seem to have no justifiable purpose. The purposes
of records are described on page 182.

2. A record must be capable of verification. Unless this is possible,
the record falls into the category of “hearsay evidence” in the courts,
of little real value in making a wise decision.

3. Records must be classified to be of use. If the facte of a business
are recorded chronologically and not afterward classified, their very
bulk makes analysis difficult if not impossible. Classification of facts
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of any kind is in itself a form of analysis or may be considered a part
of an extended analytic process.

4. The information desired must be available when needed, since the
purpose for which records are kept is to furnish a specific type of in-
formation. It is not necessary that all this information should be
instantly available at all times, as some executives have insisted, for
this depends upon the type of information. If it is such that it is fre-
quently used and liable to be called for at any moment, the records
which contain it should be kept in such shape that the information is
always ready at hand and can be had in the shortest possible period of
time. If, however, certain other information is needed only monthly
or at some other definite period, it is not economical so to design the
system that the record is instantly available, for that is clearly not
necessary. The purpose of the record should govern the character and
degree of its availability.

5. Records must be produced at a reasonable cost. Some managers
make a fetish of records of facts and figures—entirely ignoring the cost
of their collection—and justify their action by insisting that “it is im-
possible to run a business without facts and figures.” This statement
may be true perhaps from one point of view, but it is the crudest of
sophistries from another; as the logicians say, it is a “faulty syllogism.”
It implies that because facts and figures are needed to run a business,

CLASSIFICATION

Classification may be considered either as a form of analysis, or
it may form part of an extended analysis, as the case may be.
There are two principal methods of classification used in books of
record: (1) according to time, or chronologically, and (2) accord-
ing to subject.

1. Chronological classification, though possibly the oldest form,
has a definite, though strictly limited, application in modern busi-
ness. As a basis for verification, it has a definite legal and com-
mercial value, but for the purpose of analysis it has little or no
value, especially if the volume of records is large. When combined
with subject classification, its value is greatly enhanced.

2. Classification according to subject furnishes the real basis for
analysis, by bringing together in one place all the information avail-
able on any particular question, thus obviating waste of time in
extended search.
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therefore all kinds of facts and figures are needed to run it, and you
cannot possibly have too many of them. Some records being more
valuable than others, the company can afford to pay a greater sum for
their preparation; but any record will be no less valuable if the same
information can be procured at half the expense.

PurposEs oF RECORDS

Consider the purposes of records. There are four chief purposes of
records:

1. To Keep an Orderly Account of Progress. The purpose of writing
down and preserving memorandums of transactions, financial and other
kinds, is to record the progress of the business. This may be regarded
as the historical function of records; in these documents, the history of
the business is recounted.

2. To Make Possible the Preparation of a Statement of True Condi-
tions. Without the information shown by records of transactions that
have actually taken place, it is not possible to know the true condition
of the business at any one time. As this knowledge is of vital impor-
tance, all contributory records should be so prepared that information
showing the existing state of affairs can be taken off at any time.

3. To Enable the Making of Comparisons. Records make it possible
to compare one period of time with another period, one line of merchan-
dise with another line, or other similar items with one another. This
analytical function of records is becoming of increasing importance as
businessmen progressively recognize the value of analysis.

4. To Facilitate the Detection of Errors and Wastes. To prepare
records so that errors may be detected involves control figures of some
sort, which are usually provided by any well-designed bookkeeping
system. For the detection of waste, a control figure, such as standard
unit costs for the item under consideration, is necessary.

Recorps WiLL Nor ProMoTE BUSINESS

Valuable as records are, they will not, of themselves, promote busi-
ness. They are, strictly speaking, tools for the purpose of facilitating
or limiting some main function. If these tools are not put to use, but
are allowed to remain idle, they are only a useless expense, with the
additional disadvantage that they are a constant expense for main-
tenance, whether used or not. Oversystematizing a business in the
keeping of records is easily possible and by no means infrequent.
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The adoption of records of doubtful value, or which are not used at
all, does not come about because either the office manager or the gen-
eral management intentionally desires to waste the profits of the busi-
ness on record keeping. The chief cause in every case is the apparent
lack of ability for constructive, original, purposeful thinking by those
responsible for this useless work, which may explain why they copy
the record practices of other offices, instead of designing their own.

ReEcorps SHouLp Be DesicNED To ORDER

While it may be considered axiomatic that all businesses are basic-
ally alike, there is nevertheless considerable truth in the oft-ridiculed
assertion that “my business is different.” Businesses differ first with
the general or special character of the industry; second, in relation to
the conditions under which they are conducted; and finally, as to per-
sonnel. With these variables, it is practically impossible to find any
two companies that are precisely alike in all respects, just as, although
all human beings are constructed on the same general physical plan,
no two will be found exactly alike in all physical characteristics.

The thoughtful office manager will, therefore, first strive to master
the basic principles which govern all business, and then the particular
conditions under which his own office works; guided by this combined
knowledge, he will prepare or revise records accordingly. There can be
no universal system of records applicable to all businesses, any more
than a suit of clothes can be designed which will fit all customers. It
is folly to copy a system of records from some other company, though
one may occasionally chance upon a good idea and adapt it to suit

Four EsseNTIAL PoiNTs IN ANy SysTEM

1. Simplicity—that is, fitting the requirements and not exceeding
them, in such manner as to facilitate comprehension.

2. Accuracy—that is, preventing or avoiding chances for error,
and at all times enabling proof of the work by simple processes
of addition and subtraction.

3. Economy—that is, using as little time, energy, and material as
is possible to procure the desired results.

4. Usefulness—that is, securing the facts needed for good busi-
ness management in time to be of use to the management, and
avoiding collection of details not needed or used.
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local conditions. The continual imitation or appropriation of the brain-
work of others, however, usually results in nothing better than patch-
work; the best system is one which is constructively designed to fulfill
each of the four purposes listed above and to suit exactly the conditions
of the particular industry, the particular conditions of the business, and
the personnel which is to use the system. Although devising such a
system may take longer than copying that of another company, the
results will certainly be more satisfactory and less expensive in the
long run.

MobpeErN TENDENCIES IN RECORD MAKING

1. Use loose-leaf and card systems. The first notable tendency of
modern business was to abandon the bound-book record and adopt the
loose-leaf or card record in its stead.

2. Avoid useless copying. The second notable tendency is to avoid
copying of all kinds, by using one of the duplicating methods described
in Chap. XIII. Much useless copying is avoided by classifying and
filing. Thus, by filing all invoices made out to customers, numerically
and chronologically, the necessity for a sales journal is avoided. If
there is a choice of copying a record or filing it, always file it.

3. Question the necessity of each record. The actual necessity of
each record is being questioned and investigated; where it is found
that a record is not being used and there appears to be no necessity for
it, it is discontinued.

4. Coordinate the record keeping. Record keeping is being coor-
dinated, so that one record may serve several useful purposes, instead
of having many isolated records which do not tic up with the general
books.

5. Eliminate unnecessary motions. There is an increasing tendency
for office managers to study the possibilities of reducing labor by mini-
mizing the amount of work necessary to produce any particular record.
Every motion eliminated naturally reduces the amount of time re-
quired; standard abbreviations are used, and standard descriptions
printed so that they may be checked, thus avoiding writing the entire
description.

RuLEs FOR ANALYZING RECORD KEEPING

All records should be examined analytically for the qualifications
outlined below, in the order stated.
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1. Are the records necessary? Do they accomplish the purpose de-
sired? Is that purpose justified?

2. Are the records used? The faet that a record is not used does
not necessarily mean that it is useless. It may be an indication that
its value is not appreciated; it may, of course, also mean that it is
actually useless.

‘3. Are the records so made as to avoid unnecessary writing? It
should be remembered that carefully chosen abbreviations reduce
labor and that there are many forms of abbreviating or symbolizing.

4. Is unnecessary copying avoided? This may involve copying either
the whole of a record or part of it.

5. Are the forms used the best for the purpose?

6. Is the equipment—the binder, cabinet, or desk—the best for the
purpose?

7. Are the tools used the best for the purpose?

8. Can the record be coordinated or combined with another already
in existence?

Use CoMmMON SENSE

What’s the use of paying for a lot of bookkeeping frills that are
never used?

What’s the use of attempting to learn facts that are not worth the
cost of knowing?

What'’s the use of building a system to give information that never
has been used and that never could serve a useful purpose?

BOOKKEEPING AND ACCOUNTING

Strictly speaking, bookkeeping is the recording of transactions of one
kind or another, usually financial. The bookkeeper is really a his-
torian, making the facts about the business available for immediate
or future reference. Accounting is the analysis and interpretation of
these facts and records in terms of the progress of the business. The
accountant must tell the management not only whether the company
made or lost money, but also why. The man responsible for setting up
the company’s accounting system is the chief accounting officer of the
company, who may be called the controller, the auditor, or sometimes
just the head accountant. He may be aided by public accountants,
who may also make periodical audits of the company’s accounting sys-
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tem. In some companies, the office manager is also the head accoun-
tant, and vice versa.!

In a manufacturing company’s office, several clerks were working
upon a set of stock records. A test was made by selecting 100 items
out of a thousand or so and comparing them with the actual stock on
hand; in not one case was the quantity on hand what the record
showed it should be. Of course, no reliance was placed upon these
records; every person who desired to know the quantity on hand
asked the stockkeepers for it; they, in turn, had actually to count
the stock on hand. Nevertheless, although everyone knew the
recording work was useless, these clerks were kept busy making
entries of receipts and withdrawals of stock. There were more clerks
than was necessary, because of the constant attempt to check errors;
there were more stockkeepers than necessary, because the stock
items had to be counted so many times.

OTHER BusiNEss RECORDS

In addition to the bookkeeping records of financial operations, other
records are to be found in every office which deal with the movement
of values within the organization rather than with the exchange of
values between the company and those outside of it.

Such, for example, are purchase records. In addition to those book-
keeping records which exhibit the purchase as an exchange of values,
there are records of quotations, records of the performance of materi-
als purchased, and other records of similar character, which do not in
themselves denote actual exchanges of values. A list of suppliers may
be either a directory or a current record; in the latter case, the pur-
chasing agent would not only record the names and addresses of the
companies supplying certain materials but also what was purchased
from them and the report of its satisfactory performance or otherwise.

Stock records are sometimes kept in the purchasing department, and
gometimes elsewhere. They may constitute one of the most valuable
methods of controlling the capital invested in merchandise or materials,

1 An individual who holds two or more positions may clarify his understanding
of his responsibilities by listing in separate parallel vertical columns the functions

of each position he holds, whicb will enable him to proceed without running into
conflicting objectives.
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or they may become a more or less useless and misleading compilation
of items.

Sales records are kept for both accounting and sales-analysis com-
parisons. Record of sales by territories is the most coinmon practice,
but some companies keep them by commodities also. If such records
are fully utilized, they are of great value, although frequently much
information is kept that is not used.

Production and cost records are also necessary in many offices but
are usually poorly kept; much of the information gathered and re-
corded in them is never used.

PERSONNEL RECORDS

Adequate personnel records are too often absent, though they are
exceedingly valuable. A company employing 200 persons will usually
have an annual payroll amounting to over a quarter of a million dol-
lars, an expenditure which really represents the purchase of that much
labor.

Performance Records. If records of the performance of each em-
ployee are properly made and used, they are of great value. Such a
record should contain a monthly compilation of the number of times
absent and tardy; positions held, promotions, salary increases, and
other similar information. If efficiency figures are kept on the quantity
and quality of the work performed, these too should be included in
this record. A record like this would provide a chronological history
of the performance and progress of the employee while with the com-
pany and would prove of real value in considering salary increases
and promotions. Without such records, the management simply makes
a guess in the dark as to whether or not it is getting its money’s worth
from the payroll expenditure. With them, it can deal with each case
on its merits and with justice to all concerned.

Labor Turnover Records. Records of labor turnover are also important
and should be so kept as to show causes for leaving. The management
may thus detect any particular cause which repeats itself frequently,
for this will in many cases be significant of some defect in the organi-
zation or in the working conditions. Without adequate records these
facts do not come to light. The requirements of the Social Security
Act and the wage and hour laws have made imperative the keeping
of precise and detailed personnel records as prescribed by those authori-
ties. State labor laws also require the keeping of certain records.
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FiLING As A ForM oF REcorp KEEPING

It may at first seem curious that filing should be considered a form
of record keeping, yet a little reflection will show that filing a letter or
document is equivalent to making a record of its contents, at very much
less cost. Documents are filed in order that they may be available for
use at some future date; that is also the precise purpose of making
records. Classification of papers is a form of filing, with the object
of getting all material of one class together.

REQUIREMENTS OF FILING

Filing provides a means of preserving records of business transac-
tions; this was originally, and still is, its chief use. To accomplish
this purpose, filing requires, first, educated and trained supervision.

The second requirement is that the methods shall be thoroughly
standardized; that this standardization shall be based upon the selec-
tion of a carefully considered and scientifically correct system, and that
no succeeding file clerk be permitted to design new methods or alter
those which have been established and standardized.

Good training of the filing force is the final consideration. Accuracy
should be especially stressed, as a letter misflled is permanently mis-

Filing work should be 99 per cent accurate, one error in 100
pieces being the allowable maximum.—W. H. Leffingwell.

laid and may entail consequences far more serious than the wasted time
consumed in locating it. Therefore, no clerk should be permitted to
file any material until he has thoroughly mastered the filing system.

These three requirements constitute the main factors in all office
management, but they are of particular application in filing because
of the extreme difficulty of correcting errors and the serious consequence
that may ensue if the filing work is not accurately and expeditiously
handled.

CeENTRAL FiLES

The purpose of centralizing the files is to render a better service to
all who handle material that has been or is to filed. This improved
service results from three factors:
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1. Ezxpert file clerks will do the work; they are trained and experi-
enced in filing papers accurately and finding them quickly.

2. Papers will be filed the same day they are received in the central
files. (With departmental files, the filing work is always last in im-
portance, papers not infrequently piling up for days before being filed.
This wastes time in searching for papers that have not been filed.)

3. Since desired papers are always in the files (or, if elsewhere, their
location is known), they can be promptly produced.

EXCEPTIONS

It is obvious that not all records and papers should be filed in a cen-
tral filing division. Records, for instance, which are constantly being
referred to in the department in which they are made should remain
there, since no good purpose is served in centralizing them. Such records
might include purchase requisitions and copies of purchase orders in
the purchasing department; paid vouchers in the accounting depart-
ment; confidential data about customers in the credit department; and
80 on.

SURVEY OF FILES - SHEET I Dote
Who! kind of moterial How s it filed ? (Binders,vert- Whaot is Who does Who hos
is tiled ? (Lefters, ical file drowers, tiat file this file  the filing  access to
orders, invoices,etc )  drawers, folders, etc ) called ?  away? the tile?

Fi1a. 31. A form like this makes it easy to get and study the necessary information
about all material that is filed.
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HAVE DEPARTMENTAL PAPERS FILED BY EXPERTS

Even though not all papers should be sent to the central files, there
is no reason why those departments which keep their own files should
not have the benefit of the expert assistance available in the central file
division.

Take the credit department files, for instance. The credit file con-
sists of one folder for each customer, containing financial statements,
trade references, and other confidential credit information about that
customer. This material is highly confidential, not accessible to any-
one outside of the credit department. Naturally the credit manager
wishes to keep his confidential files near him, especially since he or
some member of his staff is making constant reference to them. There
is no reason why these credit files should not remain in the credit de-
partment; there are distinct advantages in their doing so.

The main concern of the credit staff is in having the credit informa-
tion available when they want it. As long as any member of the staff
can go to the credit file and pick out the desired folder without delay,
that is all that is needed. The difficulty arises when the staff member

How To MiNIMI1ZE MISFILING

The chief difficulty is not in filing, but in finding. Here are some ways in
which to minimize misfiling:

Permit no one to have access to files except the authorized file clerks.

Use written requisitions for the removal of papers from the files; these
forms show by whom the material was received, and when, and are to be filed
in the place of the correspondence removed.

Wherever possible, use the telephone for information needed, rather than
removing material from the files.

If any material is removed from the files by executives, after office hours,
as for directors’ meetings, etc., specify that it is not to be returned to the files
by them but is to be left out for the regular file clerk to return in the morning.

Make definite rules as to whether material 18 to be filed in front of, or
behind, the guides. Current material is usually filed behind guides; trans-
ferred material in front. After the life of correspondence is decided upon,
the files should be gone over once a month and all expired material trans-
ferred or destroyed. In this way the files are continually kept up to date,

without a great deal of extra labor at one general housecleaning, as is too often
the case.
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has finished with the folder and is ready to return it to its place in the
file drawer. Here is where trouble awaits the unwary. The staff mem-
ber may be an expert on credits, but is hardly one on filing. He fully
realizes the unfortunate result of making a wrong credit decision; but
he may not appreciate the unfortunate result of not replacing a file
folder in its precisely correct location. With his attention on the credit
angle, as it should be, he is not too much concerned with where the

SURVEY OF FILES - SHEET T
Date

What moke  Size of No. of No. of No of file clerks

of cobinets drawersor drowers or pleces filed How much spoce do
or binders binders binders dalily files Py
What direction
is light
What kind of
artiticial tight

What make of folders
Who does the
sorting

Are sorters

used

is arrang t of fective
Why not

PRESENT LAYOUT: Remarke:

F1a. 32. The information on this sheet presents a picture of the arrangement and
operation of the files, often indicating where improvement is possible.
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folder belongs. If he misfiles it, as may well happen, the folder will
not be easily found the next time he wants it; and he may want it in
a hurry. Misfiling a folder one has finished with is just as likely to
happen as replacing a library book on the wrong shelf—everyone has
had that experience.

HOW TO PREVENT MISFILING

The remedy for misfiling is to permit no one to place material in
the department file except an experienced file clerk familiar with the
filing system. Provide a tray in which may be deposited folders and
papers that are to be filed. Let an expert file clerk from the central
files visit the department once or twice a day—or oftener if the volume
of filing so indicates—to do the filing for that department. She will
check each folder to see that no extraneous papers have been left in or
put in by mistake; she will check loose papers in the tray to be sure
they are ready for filing. Then she will file everything in its correct
place. Thus all the papers are immediately accessible.

Of course, if there is enough filing in a department to keep a compe-
tent file clerk constantly occupied on filing, perhaps such a clerk should
be permanently assigned to the department. But she should be sub-
ject to the supervision of the head of the central filing division, who is
the one ultimately responsible for all the company’s files. Otherwise,
there is the danger that the departmental file clerk may be pulled off
her file work to help on some “rush” job, thus causing the file work to
pile up, with its resultant delays. It is astonishing how relatively few
executives appreciate the importance of having the files up to date
all the time; that cannot be accomplished without competent, ex-
perienced help, adequately supervised, giving priority to the filing
work.

If a central filing division is decided upon, study carefully the
best location for it, so that it will be accessible to the department
most often referring to the files.

See that the files are arranged to minimize walking about. This
means to avoid L shapes whenever possible.

Arrange for a sorting table and distribution racks.

See that the light is good; a strong light is needed for filing.

Be sure the equipment is adequate. Much time is lost with over-
crowded files.

Arrange for telephone communication.
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Fill out one of these sheets for EACH Your name.......coveeennen
paper, record, or report that you use,

work upon, call for, or file.

Nameof ( ) paper ( ) record ( ) report.........c.cceeeevevcncennns

(check one) ( ) by name ( ) by product
How do you identify it? (check one) ( ) by number ( ) by territory
( ) by date ( ) by subject

Explain the identification you have just checked. That is, if you identify it
by name, what is its name? If you identify it by number, what do you call
it the number of? If you identify it by date, what is it the date of? and
£0 on.

How many items like this one pass through your hands daily?.............
Do you have occasion to refer to them afterwards? ( )yes ( )no
If 80, how many times a day do you refer to them?............
Where are they kept?....ouiiiiiii i iiiienienennennnnns
How long after you have originally handled these items, are they valuable
and referred to? If you do not know, put an X here: ()
How large is this item ? (for example,3x5,4x6,8x 10,11 x 18, etc.).......
What shape is it? ( ) square ( ) rectangular ( ) other

A survey sheet like this may be used to obtain the preliminary information
needed before starting to centralize any files. Where several clerks work upon the
same kind of item, the sheets covering the same item should be clipped together.

OreaN1zING A CENTRAL FILING DivisioN
The first step in the organization of a central filing division is to make
a detailed survey of all desks in the office for the purpose of determin-
ing, from their contents, just what material there is to be filed and
what information each desk occupant requires from the central file.
The survey, which may be in questionnaire form, should cover every
paper, record, or report made, handled, or kept in the office.

DESK-DRAWER FILES

In making the survey, files will be found in the drawers of some of
the desks. It is a debatable question whether individuals should be
permitted thus to retain files for their private or exclusive use. Some-
times it is advisable, and at other times it is not. If the drawer files
are of a private nature they should not be taken away from an indi-
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vidual unless the filing department is well organized and can render
equal or better service than the individual is getting now by handling
them himself.

Where there are individual records or reports frequently referred to,
drawer files may be used, though there is no particular reason why they
should be. The practice is allowable only where there are papers which
are particular to the job, which have no relation to any other part of
the work of the organization. For example, the standards division
might have a number of investigations under way; the papers belong-
ing thereto should be classified and filed, and, as they are frequently
referred to by an individual, may be filed in a desk file.

Executives may be reluctant to give up certain private papers in their
possession, but they may be willing to do so if a special confidential
file cabinet with a lock is provided in the file room.

However, no executives or other individuals should be permitted to
keep in their desk-drawer files any papers which are commonly used
by others, as this practice will neutralize the central filing plan. It is
axiomatic in filing practice that there shall be only one place to look for
any desired item.

WHICH FILING SYSTEM SHOULD BE USED?

It cannot easily be demonstrated that any one filing system is better
than any other, since every business must, of course, select the method
or methods best suited to its particular purposes. It is a fact that some
methods which are best for certain lines of work would not be the best
for others. The alphabetical method seems the most natural because
all persons are more or less accustomed to the dictionary arrangement
and grouping of words. It is, therefore, probably the best understood
and should perhaps be generally used in preference to some more com-
plex method, unless there are real advantages to be gained by adopting
such a method. Nor should all material necessarily be filed according
to the same system. Each type of material can ordinarily be filed by
one method better than another; the method that best fits each type
should always be selected.

It should be remembered that both alphabetical and geographical
methods are direct filing methods and do not ordinarily require the
double indexing necessary in the numerical method. The cross index
is not only an additional expense, but it may require more time to locate
a letter than under the direct alphabetical plan; some geographical sys-
tems require an alphabetical cross index.
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ANALYZING AN ExisTiNg Fruing System

The folluwing questions will be found helpful in analyzing an existing filing
system. Write down the answer to each question as you determine it in the
course of your investigation.

1. How is filing done, at a central station or scattered?

2. If central, make a layout; if scattered, give the locations of files by floors
or departments.

3. If central, how are different departments or divisions handled?

4. If scattered, try to find out if different departments ever write on op-
posed items, or without complete information.

5. What system is followed: alphabetical, numerical, geographical, or com-
bination?

6. If alphabetical, who determines divisions and subdivisions? How much
room has been allowed for expansion?

7. If numerical, is cross index properly kept up and used fully?

8. Is there a logical, scientific reason for the present 