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Introduction 

There is nothing toore important about an organization than its 

future. Owners, management, employees, and society in general are, 

and should be, oore concerned about 'Where a company is going than were 

it has been. Farsighted planning, the choice of good objectives, and a 

sound plan of organization are basic to good management, 'Which in turn, 

\ 

is fundamental to a successful future for the organization. To reverse 

the preceding statement, good management must provide farsighted plann-

ing, good objectives, and a sound plan of organization. Concerning this, 

there was a dictum attributed to Rockefeller 'Which stated "that it is 

the task of management to enable ordinary people to do the wrk of supe

rior people." From this discussion, it is possible to state that the 

part of management is to create conditions which will bring about the 

optimum use of all the resources available to the undertakings in men, 

methods, and materials. A significant proportionate part of this n ere-

ating conditions" is the activity of organizing and organization planning. 

"Organizing is dividing up all the activities which are necessary to any 

purpose and arranging them in groups which may be assigned to individuals . " 

The purpose of organizing is, of course, to secure the maximum ad-

vantages and economies from the subdivision and specialization of effort 

or coordination . Success in maximizing these tw factors secures the 

most from each and the m::>st from the combination of all : it therefore 

maximizes effecti veness . "1 

1 
Lyndall Urwick, The Theory Qi Organization (New York, New York : 

American Management Association, 1952) p. 15. 

1 



This activity of assembling the information concerning the organi

zation, its .functions, its objectives, and its personnel is followed by 

the analysis of the information. First, it is analyzed from the view

point of the logical grouping of the functions and then (independently) 

from the vie·wpoint of the aptitudes &"ld abilities of the personnel. 

When these two vie1;rpoints are reconciled, the company is on the road to 

better tmderstanding and a. sounder operating basis. 

2 

The objective of this thesis is to present. .some of the :methods of 

approach to an organizational study; to point out some of the problems 

·which may be encountered; and to describe the analysis and presentation 

of the results of the study. Organization studies of four vr.i.dely dif

ferent types of organizations were made. These consisted of a small 

municipal govermr.ent, a medium-size oil producing oompany, a medium

size steel fabricating company, and a small :manufacturing company. Ea.ch 

of these organizations required a diff erant approach, but the same basic 

fundamentals were used to analfze and to design the solutions and pro

posals. 



Chap·ter I 

Symptoms of the Need for Organization Study 

Many authors on various problem subjects (including organization 

study) tend to omit a very important aspect of their subject. This is 

the consideration of the symptoms of the prQblem. How do the partici

pants come to the realization that there ll. a problem? It is ·t;oo easy 

to assume that 11 every1:,ody knows we shouJ.d have an organization study," 

or, "if they didn't know they had e. problem they woultl not be reading 

advice on how to solve the problem." The discovery of an illness in 

time for treatment is m.ade by observing characteristic symptoms. A med

ical doctor, upon learning of a superficial complaint of a patient, will 

take cert,ain steps to find ou·t the condition of the vital life-continu

ing organs and processes. He will then relate the results of this in

vestigation to his knowledge o;f diseases and their sy:mpto:21.S. This in

formation and thought process will lead hilll to a diag11osis and treatment. 

'J:he functioning of a company must be obserwd in much -the same .-ua.nner. 

Its operations must be observed, the complaints of the participants must 

be heard, and probing questions asked. Then, wi-1:.h these symptoms in mind, 

diagnosis can be made and treatment cru.1 be prescribed. 

To amplify the previous discussion, several actual cases might be 

described: 

Case 1. A methods engineer v1as employed by a srnall fir:;n (Colilpany A) 

which assembled prefabricated part,s for a line of. pipeline 

clean-cut tools. During his study of the IT.ethods employed 

by Company A, the engineer found that one of the critical 

3 
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operational points was the timely receipt of parts from 

the parts manufacturing firm, Company B. Col!lJany B was 

located on the adjoining lot and ·was under separate ower

ship and management. 

In the course of events, the Ower ... 1',11:tmager of Company 

B called on t.lte Methods Engineer and asked for some as

sistance in his production plam1ing. He stated that he 

n just couldn't seem to get things smoothed out in his pro

duction." The engineer found it impossible to do any -work 

for Co~any B, but referred the probler;'!. to this author. 

The Ovoer-Mana.ger of Company B was called upon in a 

few ·weeks. Ifo was asked to describe the operations per

formed by his plant. The operations seemed to be well 

understood and well plar..ned. Then followed ouch questions 

as: TIJfow do you schedule your production? Do your lead

men ai."'l:d foremen understand their schedules'} Do you have 

to change your weekly wurk schedule often? Is th.is a 

regular occurrence? What are the reasons for ha:ving to 

revioe the work schedule? Do you have enough storege 

space to allow you to manufacture pal"ts without regard to 

the daily orders2 11 Frora his answers it began to appear 

that production planning was not the real problem. The 

0-w.c.er-rfo.nager mldoubtedly had the educational background, 

the e.:i..-perience, and t,hc ability to schedule and produce 

his product ,1ell. The thing which iias caueing his diffi

culties was the receipt, withou·t 1.,rarni.ng, of a large order 

of parts for a speoific type v.ni t for Company A. There 
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apparently was no possibility of forecasting the receipt 

of one of these rush orders. He must .then reschedule his 

weak' s work i11 order to produce, Y1.thout delay, the re

quired parts. When the conversatfon reached this point, 

it had bccom~ clearly appa:r.eni:;' that the technique of pro

cluction plan:n:lng was not the man's trouble at all. He ·was 

quite able .to do this. Tho trouble was based on a faulty 

fundamental working arrangement bet-ween the t,,,JO companies. 

Company A ,ms in difficulty because Company B did not get 

the ,arts to :tt when requested. Company B was il1 diffi.

eult,y because Company A gave no notice of unusual orders, 

irould not accept a large stock-on-hand, and did not under

stand the difficulty it was causing Company B. The funda

:menttl ~iorking arrangement (synon;y"l'"..ous wi. th the tem 

ttorganization design") ·was the root of all the difficulty. 

While Case 1 referred to a current problem as being a symptom of the 

need for an organization stucrJ, lt is not too unusual for an executive to 

ponder the future of his fim.. He may tr-.r to project into the future the 

reaction cf the organization to the los~ of certain key personnel. He 

reDlizes, consciously or unconsciously, -chat one of his duties is. to aid 

in the porpctu.&tion of tho organization. A good example of t.hls type o:f 

thir.Jdng occurred in following example. 

Car.a 2. 'l'his firm (a steel i'abrica:'ctng OOll'qJany) was a closed corp

oration 1.tlth no utockholders out.side of the families of the 

t,hree founding brothers (mw deceased.) 'fhe elder of the 

two brot.hers was the president and his self-delegated duties 

consisted of the no:rxa.al ones ascribed to the president of a 
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f"ir.m, plus those of purchasing agent, public relations, 

industrial relations, salesman, designer,, treasurer, and 

othors. Practically all major dec:is:ions were rr..ade by him 

and all fisc&l matters were his. 

The younger b:t'Other Vt:ts ,...ice president ln charge of 

production. He realized thtat there vas no provision being 

made for training men for mere responsible jobs. It seemed 

to him that so many of the functions were being performed 

by the president that the oompany could not :possible stand 

the shock of suddenly losing the president's services. Not 

only tu1s the future ot the company in jeopardy, but, due to 

the concentration of the decision-making responsibility in 

one man, there uas an increasing lack of am.bi tion and feel

ing o.f respons.ibility amc:mg the other members or the firm. 

~l:o the president, it appeared conditions of cooperation 

uere idoe.l, \lhile, actually, therE: i:tas a decided lack of 

communication and control. 

The dlf'ficul ties, appare!1t to the vice president, were all specific 

symptoms of a need for a. study of the orgc.nization and the design of' an 

improved iutra·oo~any structure and relationship. 

Another s;ymptom is that ot · a b1-eak-do,m in corm:runications within the 

organization and a general feeling of non-purposive and uncoordinated 

action. It migbt be uell to descril)e briefly this situation. 

Case J. This is an oil producing company that has had a rapid 

groiJth in its last ten ye.urs of' operation. There is a 

general .feeling that ea.eh major d.ep-m:·";;m.ent of the company 

is an entity in itself' and an attitude of n.on.-responsi-
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bill ty for the company as a Yhole. There had never been 

any formal delegation or duties and responsibilities. As 

.a resul,t, a ma.Jorlty or the 1.lWm.gement felt that any un.-. 

precedented action they might take tended to put them ttout 

on a limb.tt There ·was vecy little action, o:a the part of 

tbc-i eY..ecut~:ve vice p:t'eside:nt, to· give advice or m outline 

t;he areas o:f r@sponsibility. 

In .G.aae 3 5.t wati the general. feeling of th.a thoughtful executives 

that •one of these days "1!t~'ll wake Up and wonder w'.ncre O"teryone ls." 

Let us examine. another :lnteresting e~le. This organization is 

a small rnanufaetu.r1.11g company that makes dles, does die-c~.st.i.ng, and 

assemble a and markets a sr.all pmnp. 

j 

Care 41 The stockholders found that, their company was grossing 

a:rou.."'1.d $300.,.000 pflr year. According to thn management, 

they ,-1ere m:s-Jd. .. "'lg about a 10 por cent net profit on the 

product. Yet, for the last two or th~e years the company 

had lost, around $10,000 1"-0 $15,000 per year. 

Upo11 their· 0\.1'.n investigation, the stocl"Jlolders foui1d 

that tho :,reduct returned fror:1 the customers for replace

ment wa.s a.'!!01.mti."lg to 12 per cent to 17 per cent o:f the 

total product sold. This indicated to them that there 

must be somethl:ng wrong with the design and they asked 

the autJi...cr to fiud out what was wrong with the _product. 

As w1.ll be e:,;plained in more detail lat.er in this 'tc'lesis, it was 

found. that the difficulty was not. :in the. produ~t 1tsel.f, but rather in 

the organization. There was no definits delegation of responsibility. 

For instance, the responsibility f'or inspect.ing the units before they 
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were shipped to the customer was the responsibility of everybody. As a 

consequence, it 1.,1as the specific responsibility of 11obody. Here again 

uas a symptom of the need for an organizational study (loss of money due 

to returned units) 'Which, on the surface, did not indicate the funda

mental difficulty of the company. 

There is one other type of organization, entirely different from 

the cases already discussed, which the author had the opportunity to ex

amine. This is the organization necessary to operate a small municipal

ity.. In this case, it was the governmental organization of a city of 

15,000 to 20,000 population. 

Case 5. In this instance, there seemed to be a certain feeling 

(among some civic groups) that voiced itself in general 

dissatisfaction with the existing form of government. 

They felt that the city could operate more ttefficiently" 

under a city manager type gpvernment than the mayor

commissioner type. There was little condemnation of I the 

incumbents in office, but they felt that the eity did not 

have certain bene:fi ts that it should have. 

At the same time, there was the feeling among some 

of the city employees that they were hampered by an out

grown plan of operating the city services. 

The symptoms in Case 5 were probably more specific than will be 

found in most organizations, but may be typical of this type organiza

tion. 

Research Report No. 20 of' the American :Management Association cites 

a number of deficiencies which might indicate that a change in organi

zation is needed. These are in pa.rt: 
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1. Slowness i.n decision-milking and in carrying out. decisions. 

2. Frequent and seriov.s errors in decision-making. 

3. Delegation of various decisions to executives who lack kno'tr1-

ledge of the phases of the business affected. 

4. Lack of uniformity in policies. 

5. Interdepartmental and personality clashes. 

6. Poor balancing and meshing of the different departments. 

7. Staff-line conflicts. 

S. Lack of clear-cut objectives.1 

It can be concluded from these examples that the outward manifesta-

tions of the need for a. study of the organization are so varied that it 

is diff'icult to reduce them to a standard pattern.. Whether the company 

problems are problems of finance, of production, of sales, of .engineer-

ing, of communication, or of human relationships, it is 'Wise to make an 

examination of the basic organization and how it operates before attack-

ing the specific problem. 

1Ernest Dale, Planning and Developing the Company Organization 
St.ructure (Mew York, New York: American Hanagement Association, 1952) 
P• 125. 



Chapter II 

The Organization Study 

The discussion in the preceding chapter outlined a number of 

symptoms by which a need for an organization study can be recognized. 

Once the need for such an investigation is recognized, management must 

make its decision a.s to what is to be done. If it is decided that a 

study will be made, then the answers to the following questions must be 

found: Who should conduct the study? How it should be conducted? How 

extensive should it be (what levels of management it will include)? How 

should the information be disseminated? How (tentatively) will the pro

posals be presented and installed, and who \.Jill maintain the program.? 

The answers to all of these questions cannot be obtained immediately, 

but nevertheless, should be considered at the outset. Then, as the in

vestigation progresses, these tentative decisions can be reviewed a.n:d 

adjusted to bes'~ fit ·the circUillsta.nces as they unfold. 

The question of' tJho should make the study is a first consideration. 

'l;here are certainly some advantages to ha:vlng the firm's ow11 employees 

do it. They will already have much of ·the historical background and 

will be acquainted with the personnel. This, of course, could just as 

well be a disadvantage in that it 'Will tond to breed some preconceived 

ideas. The Standard Oil Company of California has a Depart!llOnt on 

Organization 1tstihfch furnishes organizational counsel to its far-flung 

organizations. The activities o:f this department have had :marked success, 

but, of course, to support such a permanent section \dthin a company is 

costly and naturally must be confined to very large organizations. · Even 

10 
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this department often sees .fit to employ outside consit-1 tan ts under certain 

circumstances. It must also be pointed out that individuals with a corrr, 

pany usually find it d:i..fficult to make recommendations which are to the 

disadvantage of personnel in the same firm. 

Particularly, in the first such survey for a company, it is believed 

that an eJ!Perienced consultant or consulting firm can obtain the best 

resu1 ts.. He has the advantage of specific e:xperience, wider acquaint,!mce 

with other organizations, will be less affected by pa.Ht p:recedent, and 

will have less pressure placed tt>pon him from uithin the company. He 

should have a company liaison man appointed to aid him in his introduc-

tions and i:n :furnishing him help and advice ln his investigations. 'fhis 

liaison man should be high enough in the management organization that 

11 standing" will be no problem. At the saw time, he must have the real 

and ohvious (to all employees) support of top :management. When possible, 

this liaison m.an r.mould be the one who will be responsible for maintain-

ing the activlty after- the 0011suJ.tant has completed his work. 

The scope of the, stucy should nex'~ )Jc decided (with the aid of those 

;iho aro to conduct the st.udy). From the standpoint of the economic use 

of the co:nsultant• s time (or ·t;ho time of the executive who nm.y conduct 

the study) it is ooxrnidered good practice to, at least initially, study 

only the top three or four levels of :m:magem.ent. In many cases, if these 

levels a.re improved by the study, the managment, ca.11 conduct i'ts ow'Il study 

and an&lysis for the lower echelons. 'I'oo, the scope may depend on the 

size of the organizat,ion, although, in most small organizations (up to 

150 to 200 employees) there are usually only about thr1:ie levels in the 

managemen·t group. 

'l'he key executives, with the aid of the person (or persons) who are 
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to conduct the study, should then crystallize their thinking to the 

point where they can formally write the objectives and. the scope of the 

proposed study. This is an important communication and must be care-

fully worded. Exhibit A, page 1.3, is an example of such a statement. 

'fhe top executive distributed this explanation to the persor.:nel affected 

by the study described in Case 3, Chapter II. 

After it has been decided who will conduct the study, the next con-

sideratio:n is, what inform.atio:n is desired. a."'.l.d wha.t method shall be used 

to obtain the basie information necessary for analysis. 

Methods 2i: Obta:i,ning Ba.sic Information 

The organizational problems of businesses are usually based upon 

human judgments, human actions, interests, attitudes, precedent, and en-

vironment. These items, in turn, var., in importance from company to 

company and even from department to department. It is not practical,. 

then, to try to develop a fixed. method of obtaining information about the 

organization. Yet, to analyze and solve the organizational problems., in-

formation must be obtained and recorded in a. useable form. Using the 

Methods Engineer's words, an "accurate picture .of the present I!leth.od or 

operation" is the soundest fundamental upon which to base an analysis 

and, subsequently, a recoramendation. 

The United Parcel Service Company has a "Coordinator of Management 

Methods, n who, a100ng other things, conducts organizational surveys. 

That company's method of obtaining information is to "ask each plant 

manager to reduce to paper his present and his proposed organization 

plan, to examine his men in view of their assignments, to develop plans 

for strengthening or removing the weaker individuals and for preparing 

more capable ones for key spots.n By this means considerable thought . e , l f,; 
~r l 



ORGANIZATION S!UDY 

OF 
THE BL iK OIL COMPANY 

The Blank Oil Company has grow rapidly, particularly 'Within the 

last ten years . Organizational relationships and the assignment of 

duties and responsibilities, once adequate , may now be outooded. t, 

f.liel'!) appears desirable to examine and study th -present organization 

so that the present operations of the company may be improved and that 

preparations may be made for growth in the future. To make this exam

ination and study Mr. M. R. Lohmann, Mr . W. J . Bentley, and Mr. H. G. 

Thuesen, all of the staff of the School of Industrial Engineering and 

Management of Oklahoma A. & M College, have been employed to make this 

examination and study. 

Objective: 

The objective of thi""S tudy is : 

1 . 'l'o study and determine the appropriate grouping of the 

principal functions of the company. 

2 . To study and determine assignment of the functions, 

duties , responsibilities and authority to the managers 

of each department . 

3. To implement the results of the study after acceptance 

by the company. 

~ 2! the study: 

A. To reach the objective of this study the functions , duties 

responsibili ties and authority delegated to the managers of each 

department1vill be studied. Intei,-departmental , as ~11 as intra-

E:xhibit A 

13 
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departmental assignments and relationships will be clarified. 

B. The study will include ve department, namely, Land, Geo-
_ ...,.__ ·-

logical, Treasury, Purchasing, Production and Engineering, Legal, Pro-

duction Research, and Personnel. A period of four to five months will 

\ ___ ~e _::quired for completion of the study. 

Q . The study will result in written descriptions for all depart

nt manager positions and will include ·the duties, responsibilities, 

and authority_:.1 In some cases immediate subordinate positions will also 

be studied. In the event that there are new duties or responsibilities 

to be assigned a recommended position description 'Will be made. 

D. Present and proposed organizational charts will be prepared. 

1. This study is of the organizational functions and practices 

and is .llQi a study of the department managers or other 

personnel. 

2. It is an attempt to determine the responsibility for the var-

ious functions,~ an appraisal of how well the functions 

are being performed. 

3. It is m,1 an efficiency study, although, by a proper allocation 

of duties and responsibilities, a smoother functioning, more 

effective organization 'Will result. 

Procedure: 

A. A meeting of all departmental managers 'Will be called for the 

purpose of explaining the detailed procedures to be followed in this 

study. 

B. Each departmental manager will be asked to prepare a list of 

Exhibit A (continued) 



his duties and responsibilities . Each manager will also be asked to 

prepare a statement of duties and responsibilities delegated to his 

. subordinates - supplemented with'-an o·rgani_zation _ chart if rt-1-s~d 

necessary _for clarity . - . 

C. Departmental managers will be interviewed by one or -lik:).re o_f 

the oonsultantp so that -~he latter-may gain a factual picture of the 

15 

departmental activities and organizational relatioriships. This informa

tion will be used to develop an effective organizational structure • ..-The 

organizational structure will be defined by organization charts and 

descriptions of the functions and responsibilities of each position. 

D. The visits of the consultants will be largely fact gathering 

\ and will require approximately one day per week in the Tulsa offices of 

the oompany. 

E . Mr . M. will act as liaison between the company and the con-

sultants . When possible, appointments with company personnel will be 

made previously . 

Exhibit A ( continued) 



16 

was gener ted and a number of concrete plans produced. The Coordinator 

of Management Methods, with key executives, then studied and analyzed 

the suggestions . This organization is one Yhich has a background of 

thought.on or anization planning which, of course , greatly facilitates 

the method of obtaining inforrnation.1 

A. seco!J,d method is one vhich the author used with the oil company 

described in Caso ·J, Chapter I . It is a plan m obtain the initial in-

formation by asking the principal executives and mnno.goro to OOll.l)lete a 

set of information forms. The actual distribution of the forms must be 

preceded by an informatory meeting with those who a.re to complete them. 

At this meeting, the top executive should outline the objectives and the 

general conduct of the study. He thus indicates his approval of the pro-

ject and his personal backing of the consultant, . The consultant then 

e:xplains in detail the information desired in the forms . 

To describe his own job seems to be one of the :most difficult things 

for an executive to do. He either floods the inquirer with a mass of de-

tail or he is completely at a loss and finally states that his job "can' t 

be described." To case this situation, oomewhat, three f'orms were used 

in this particular study. The first form to be oomplet d by the organi

zation member is a Departmental Organization Sheet :figure 1, page 17 • ...__ _______ _ 
This form asks the management n:.ember to indicate the position title and 

the name of everyone sho reports directly to hi:n. He tho~ writes in 

briefly the principle duties of e3ch. 

The second form to. be completed is tho Cooperati ve-Relationsbip 

1Charles W. L. ~ore:rn~n, Inventory, Plruming, and Development of the 
Management Organization, A, M, A. Personnel.. (January, 1951) P• .268. 



Department 

Date 

Departmental Organization 
Sheet 

17 

~~~~~~~~~~~~-

Indicate Position. Title and Name"of Position Holder of everyone who reports 
directly to you. 

Name Position Title Principle Duties 

Fi g . 1 



cooperative - rte1auonsn1p uescr1puon 
Sheet 

Name Position Department Date 
~~~~~~~~-

Describe what relationships you have with persons and departments other than those you supervise or to whom you 
report in discharge of the duties of your position with British-American. 

Name-- Position Department Activities Requiring These Reiationships 

f"rj 
I-'• 

()Q . 
I\) 

I-' 
00 
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Description Sheet, Figure 2, p ge 18. In this form the management member 

is asked t.o describe his relationships with persons and departments other 

th.an those he supervises (or to whon he reports) 1n discharge of his 

duties with the company. Columns are provided for the name, position, 

department (or oompa..'ly), and the activities requiring the relationships. 

Then the management member fills out the third form, the Position 
,,---- - -

Description Sh et, Figure 3, page 20) Columns and spaces are nrovided 
\__ ,· 

fo;r 't.he -person -to state from vhom he receives his direction and authority~ 

/.s functions, responsibilities and duties, and the scope of authority or ) 

~egroe of responsibility 2osse~sed in order to perform these duties. 
"-... - . 

/) 
In short, the Departmental Organization Sheet elicits who reports 

to the executive, and their duties; and the Cooperative-Relationship De

scription Sheet describes all the business contacts (other than those 

described in the Departmental Organization Sheet) . With the information 

he has recorded in the first two forms it is comparatively eaey to sum-

marize them into a description of his own job on the Position Description 

Sheet. 

When the forms were distributed, written examples were also given 

to ea.ch person. Enough blanks should be given out to make it possible 

for the individual to keep a copy of the completed forms which he submits. 

The members of management a.re then given n period of a week or ten days 

to complete the forms and return thern to the company liaison man. As 

the consultant receives them, he studies the descriptions and takes note 

of any i terns which aro not clear to him. Then he makes an appointment 

idth the individual to discuss the description he has submitted. 'l'hese 

discussions are preferably informal. The duties and responsibilities, as 

recorded by the individual, are considered and any points, not clear to 



Position Description 
Sheet 

Name Position Department Date 
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f-J• 

O'Q 

• 
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~~~~~~~~~-

Receives Di rection and authority from 
~~~~~~~~~~~~~~ 

(Name) (Title) 

Functions, Responsibilities, Duties Scope of Authority o_r Degree of Responsibility 

1'v 
0 



the consultant, are dj.scussed thoroughly. Similar interviews are made 

with everyone who ooines uithin the scope of the stucy. 

A third metho~ was used with the steel fabricating company in 

21 

Case 2, Chapter II. Here the problem was to obtain information from 

everyone in the offioo except stenographic and clerical vorkers. The 

group to be interviewed numbered about 26 people . There had never been 

a study of this type made in this oompahy, nor had there ever been much, 

if any, interviewing of the employees by anyone in (or outsidA) the or

gani 7iation. For this reason, it was believed that no form-completing 

procedure \rlOuld give satisfactory results and that 1 plan of interview

ing the employees would be ,the best in this particular case. 

The consultant (the author) was given a private office in the main 

building of the plant and was supposed to conduct interviews here . The 

vice president was asked to notify the personnel of the · plan of study 

and its objectives. An assembly ·Of the personnel vas at first planned, 

but cancelled when it was learned that this would probably be alarming 

to the personnel. There had not been a group meeting of this type at 

any time since the death of the founder (some 12 years past) • It was 

decided, then, that it wuld be best for the vice president" to write a 

letter to each member tD introduce the consultant and to e:xplain the 

plan of study and its objectives. The vice president, _was furnished such 

a letter (similar to Exhibit A, page 13). 

Each person was allowed to spend as much time as he desired with the 

consultant. The object was to obtain virtually the same information as 

the forms (Figures 1, 2, and 3,) furnished. The interview was usually a 

"semi-nondirectional" type and took place on the job, in the <X>nsultant's 

office and/or near the coffee machine. In addition to the information 
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necessary to complete the aforementioned forms, the person being inter

viewed was asked what he considered were the weak points and the strong 

points of the existing organization and his opinion as to how it should 

be changed. After a certain level of rapport had been established with 

the individual few probing questions had to be asked. In the company• s 

history seldom had the employees' advice ever been requested . As a re

sult, as soon as they became accustomed to the idea of being listened to, 

they were quite willing to voice their opinions. From the outset each 

employee was assured that the opin:i.ons he expressed Yould be held strictly 

in confidence (unless he wished it otherwise) • 

A minimum of notes were taken during the interview as this action 

seems to have the effect. of making the employee over caut:i.ous of his 

statements. As soon as the interview was completed, the consultant re

corded all the information possible about the interview. Then, as soon 

as convenient, he filled out forms similar to Figures 1, 2, and 3. At 

times "While interviewing others in the organization, additional informa

tion wuld _co;ne up about jobs already described. This information was 

noted and verified later. 

Summary Q,! Methods for Obtaining ~ Information : 

For achievement of a goal, the objective of any activity must always 

be kept in mind. The objective of the procedures just described was to 

obtain information about the duties, responsibilities, authority, and 

relationships of each position within the scope of the study. There can 

be any number of variations in the specific method used to obtain this 

information. For instance, technique of interviewing is a subject con

ducive to much study and thought, but cannot be discussed in this thesis 

except as it might enter into the descriptions of some of the case ex-
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amples. The principle ob,jective, then, is an accurate conce,t of t.lie 

~ manner in which the organization operates. Each company studied 

has a character and -environment all its own and, as a result, the method 

of conducting the study must be designed for the specific conditions 

existent in the organization. 

The alysis of Information 

Infonnation is of very 11 ttle value unless it can be used. One of 

the objectives of the preceding section 'Was to systematically record 

t he information obtained so that analysis would oo facilitated. Analy

sis is a mental tool -which is used to obtain a systematic successful 

solution to problems. It is the tool with -which an idea or thougltpro

cess is taken to pieces, the elements are identified and defined, and 

then are examined sep&rately. At this point the sequence of investiga

tion i s as follows : (1) an organization chart depicting the organiza

tional relationships as they actually exist is constructed: (2) the 

functions of the company are defined; (3) the "ideal" organizational 

structure is constructed; and then {4) this ideal structure is m::,dified 

in terms of the people in the company. 

By studying the description of the current positions, and other 

notes made during the information gathering phase , a chart can be oon

structed to reflect the relationships which have been discovered. This 

chart -will serve as a magnifying glass to emphasize the existing grouping 

of functions and the lines of communication . Figure 4, page 24, is an 

e::mmple of this chart of actual relationships (charted as a result of 

the investigations described in Case 2, page 5.) In some instances, 

there Yill be a need for two charts, one to depict the manner in which 

the employees ,MZ it operates and one depicting the manner in which it 



Sec. 

. pping Personne Speclty. 
Sales 

President 

Treas. 

$truct. 
Sales 

Warehse • 
Sales 

Field 
Warehse. 
Sales 

Bookeepe 

I 

" 

Vice Pres. 
& 

Gen. Mgr. 

Shop 
Su 

Shop 
For an 

• 

Chart of Act ual Rel ati onshi ps 

Fi g . 4 

Drafting 

Steno. 

Cost 
Acctg. 

24 

Erectio;n 



25 

actually operates . In Case 4, it was advisable to make four charts, (1) 

the organization as the general manager visualized it; (2) the organiza

tion as the Chief Engineer thought it operated, (3) the organization as 

it actually operated, and (4) the proposed organization chart . The 

municipality study required a chart of the manner in which the City 

charter indicated that the city functions should operate and a second 

chart showing how it actually operated. The charts of the organization 

as it actually operates may be a good device to furnish information to 

the top executives . Nevertheless, these charts are constructed for the 

primary purpose of making it possible for the analyst to visualize the 

company as a whole , and thus to facilitate the analysis of the information 

obtained. 

The objectives and major functions of the company should be clearly 

defined and put in wr iting . The question, "What are we trying to do?" 

must be posed continually. There is a reluctance to put so-called "self

evident" items of this type in writing. In most cases, until a thing is 

written down, it has not been completely thought out . 

During the work of making the organization chart of the existing 

conditions and the consequent definition of company functions and ob

jectives that the analyst w.i.11 discover items, here and there, that re

quire additional investigation. The analyst then obtains this additional 

information, records it, and pictures it in the chart.s which have , by 

this time , been draw. The complete information concerning the company' s 

operations and relationships is now in such a condition that it can be 

studied and an analysis made . 

It is now that it is most important for the individual to b~ of an 

inquisitive nature , open minded, and have a sound knowledge and undel'-
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standi g of the theory of organization . To o:xpound on, or r cvlew, 

theories of organizat,ion is outside th scope and objectives of this 

thesis , but to make a real contributio to the company's success the 

analyst should ha.ve studied the writings of such men as Frederick W. 

Taylor, Henri Fayol, Chester I. Ba1"llard, Lyndall Urwic.k . From the 

thoughts of' these men he can acquire a basic philosophy of organiza-

tion resulting in sound theory, and successful application. 

The importance of h,~ving a sound knowledge of the thcocy: of organ-

izatfon cannot be overemphasized . 11Practioo11 will tell one what to do 

in a situation which is exactly tho same as that eA'.p rienced, but the 

situ.at.ion is nevor the sruoo. "Practice is static . It does and does 

well what it knows . It hus, however, no principle for deru.ing with 

what it does not know .n2 Theory can adapt itself to changed circum-

stances, think out, fresh combinations and possibilities, and look into 

the future . The organization studies described in this thesis have to 

do witt four entirely different types of enterprises . Yet, a basic 

knowledge of theory provides the means to develop creditable solutions . 

In questioning the executives of the various enterprises it was found 

that few, if any, had done any real thinking about the functioning of 

the organization. To ask an executive the question, "What are the ob-

jectives of your department?" '\Jas usually embarrassing. It was also 

found that a clear conception of the meaning of the expressions line 

functions and staff functiona, was the exception rather than the rule. 

The reports 'Which were made to the executives of each of the four 

enterprises contained a short discussion of the subject of the value of 

2Lyndall Urwick, The Theory of Organization (Ne-w York, Uew York: 
American Management Asrociation, 1952) p . 10 . 
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a study of th oreanization structure. For instance, it was e:xplained 

that the line departments were those which directly carried out th ob

jectives of tho oompany.. In the ease of the oil oompany the Exploration 

Department, the Production Department, and Pipeline Department were the 

line departments. In other \lords, the objectives of the oompany were to 

find oil, - remove it from the ground, and to transport it to the buyer. 

The staff departments were the Treasury and Accounting Department, the 

Legal Department, the Industrial Relations Department, the Purchasing 

Department, and the Production Research Department. These departments 

are staff because they assist the line departments in achieving the ob

jectives of the company. 

The information obtained and the analysis perfonned now make it 

possible for the .analyst to design the "ideal" organization. To make 

this design a number of criteria must be kept in mind: 

1. Efficiency. The organization must meet the requirement of ful

filling the individual objectives of those who are connected 

with the enterprise.. 

2. Effectiveness. Are the objectives of the enterprise, itself, 

realized and how well does it _ meet the test of supplying goods 

and services. 

J. Speoialization. Define the nature of the work, the objectives, 

similar and dissimilar functions, and auxiliary functions. 

4. Authority and Reimonsibility. What are the positions necessary 

to achieve the objectives and what authority and assignment of 

responsibility is necessary? 

5. Communication . What are the best channels of contact to ex

pedi te the work? 
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6. Flexibiliti. Can the organization react to new situations Yith

out a major regrouping of its forces? 

7. Peroetua.tion. The plan of organization should provide a series 

of' positions of' increasing soope of responsibility and authority 

so r elated to each other that at all times there are replace

ments in training for each higher position. 

With the above criteria in mind, the ideal organizational structure 

is designed and the principal functions and responsibilities tentatively 

placed . It will be f'ound that there are a small number of varied duties 

yet unassigned. The assignment of these duties may seem to have as much 

justification under one head as another. At this time, the personalities 

concerned (and past practices) are oonsidered with the objective of match

ing these uuties with capabilities and desires. At times, it seems, that 

ready acceptance or rejection of the organization plan hing son the 

successful assignment of these items. The reason, of course, being 

closely associated Yith the personal status and the resistance to change. 

This chapter has been primarily concerned with: (1) the different 

methods of obtaining information about the organization: (2) the analysis 

of this information with the resulting definition of objectives and 

functions and the personal. and positional relationships; and (J) the 

design of an ideal organizational structure. The next step is the writing 

of the position descriptions as indicated by the ideal organizational 

structure and modified in terms of people in the organization. 



Chapter III 

The Organizational Guide 

The man vho is best able to accomplish his job thoroughly and 

successfully and the one who gains the oost inward satisfaction is the 

man who has a clear understanding and knowledge of the requirements, 

the limitations, and the relationships of that job and its relative 

position in the whole organization of which it is a part. The position 

description, then, is the written map of the area in which the incum-

bent can operate to achieve the objective of his function. ( 

~ Position Description 

Tentative position descriptions of each job within the scope of the 

study must be carefully written . This is a difficult and tedious job. 

It has been found that an e:xperienced person can write only tw or 

three finished descriptions per day. Consistency in wordage and form 

is a necessity for clarity and acceptance. Otherwise, comparing posi

tions will be difficult and there may be bickering among the incumbents 

as to differences in terminology. Listed below are the recommended 

principle headings which compose the line position descriptions : 

Function: a ~tatement of the general function, stating briefly its 

basic objective, to whom the incumbent reports, positions 

directed, and the- number of people reporting directly 

and indire etly to him. 

Re;wonsibili ties ~ Authority: a statement of the major responsi

bilities and authority necessary for the achievement of 

the objectives 

29 
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Activities: the actions he ta.lees in the performance of the job. 

Organization : the responsibilities and authority in relation 

to the departmental or section organization. 

Personnel : the responsibilities and authority in relation to 

personnel of the department. 

Financeij : the responsibilities and authority in relation to 

m:mey matters . 

Relationships : the relationships necessary to maintain in order to 

achieve the job objective . 

These positions are then taken to the incumbent of the particular 

position and discussed thoroughly 'With him. Usually there will be oom

paratively few major changes in positions . When this is the case, the 

discussion with the incumbent is an easy matter . It oonsists of check

ing to see if all aspects of the job were included . The wrdage of the 

position description writermay not be to the liking of the man on the 

job . Where no harm to the general study is indicated, then it is 

usually advisable for the analyst to oompromise on the words . 

It may be that the analyst thinks that the duties should be changed 

oonsiderably. In a case of this kind the oompany liaison man can be of 

great value. Knowing the individuals who now perform the duties being 

changed he can advise the analyst as to the best procedure to take . The 

situation and the personalities will indicate the best course to take 

here. Another factor bearing on the actions at this time is the atti

tude of the top executi,ve . If he says to the oonsultant or analyst, 

"I want Em: opinion of how my company's organizational structure should 

look and then my top ey.ecutives are going to study it and make up their 

minds, " then, to go to an incumbent who may be disgrmitled as a result 
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of the analyst's recommendations prematurely excites the employee over 

something that may not come about . If the top executive states that he 

wants a ngood organizational structure implemented," then it becomes 

mre necessary for the analyst to talk about the possible alternative 

arrangements with all concerned. 

The acceptable changes in position descriptions (resulting from 

the previously mentioned investigation) are integrated into the descrip

tions which will form the basis for an organization guide . Exhibit B, 

page 32, is a typical line position description . In writing these de-

scriptions the opening statement outlining the responsibilities and 

authority should be consistent in wordage and general content throughout 

all the departments . All statements under the various headings begin 

with a verb and are written in the present tense, third person singular, 

for ease of understanding and for uniformity as to degree of action in

dicated . Sentences, in general , do not have t? be oomplete (from a 

sentence structure standpoint) as long as there is good understanding. 

All ~ positions should oonsistently be described according to the out-

line given on page 29. 

Position descriptions of the service (or staff) functions and non-

supervisory jobs vary slightly from the line position description. This . 
variation consists of omitting the sub-headings of Activities, Organiza-

tion, Personnel, and Finances; and using only the headings, Function, 
• 

Responsibilities and Authority,, and Relationships . Exhibit C, page 35 , 

is a description of a salesm~' s job and is quite typical of the non-

supervisory type job. 

Some system of studying technical or operating problems which in-

vplve functions of mre than one department must be plar.u.1c.~J. At the 



FUNGI'ION 

Production Division 

VICE PRESIDENT 
AND 

SUPERINTENDm.1T OF PRODUCTION 

Under the direction of the President, the Vice President and 
Superintendent of Production, as a line member of management, is 
charged with conducting the manufacturing, fabricating, engineering, 
purchasing, shipping, and erection activities of the company . Supe~ 
vises the Shop Superintendent, the Chief Engineer, the Purchasing 
Agent, the Erection Foreman, and the Shipping and Receiving Foreman . 

RESPONSIBILITIES AND AUTHORITY 

Within the limits of compa.."ly policies and control procedures, the 
Vice President and Superintendent of Pl'Oduction, is responsible for, 
and haa commensurate authority to accomplish the duties and activities 
listed below. He may delegate to members of his division appropriate 
portions of his responsibilities together with proportionate authority, 
but he may not delegate or relinquish his ove~all responsibility for 
results nor any portion of his accountability. 

Activities 

1 . Formulates, or receives and recommends for approval, policies 
on general production and fabrication . 

2. Directs, plans, and coordinates production procedures and 
activities . 

3. Determines, with Sales Department, the customer requirements 
on projects and designs, schedules, and plans accordingly. 

4. Studies operating costs and takes appropriate action to obtain 
economical operations. 

5. Recommends ne1,1 equipment, services, alterations, or controls 
to increase production and/or reduce costs. 

6. Formulates all contracts and letters of agreement in 000pera
tion with the SaJ.eo Coordinator. 

7 . Keeps abreast of developments and current practices by study, 
contact with other companies, and by attending conferences, 
conventions, and technical meetings. 

Exhibit B 

32 
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8 . Formulates and admin.isters plans for training personnel . 

9. Represents tho company in the absence of the President . 

10 . Aids in negotiation of union contract . 

Organization of~ Production Division 

1 . Formulates plans for changes in basic str ucture, organization, 
and complement of the Production Division . Implements these 
plans upon general approval of President . 

2 . Directs the Shop Superintendent and, through him, the Shop 
Foremen and Shop Personnel . 

3. Directs the Chief Engineer in the omtract writing, the esti
mating and/or designing or projects, the drafting, the requi
sitioning of materials , and the making of templates . 

4. Directs the Purchasing Agent in the purchasing of materials, 
study of freight problems, and the i nventory control . 

5. Directs the Erection Superintendent in the erection of steel 
where customer agreement sti pulates this function or in con
struction und maintenance of company properties . 

6. Supervises the Shippinc and Recei vi ng Foreman in the checking, 
shipping, and receiving of materials and finished projects . 

7. Coordinates .the functions of the five departmental heads re
porting to him. 

Personnel 2f the Production Division 

1. Hires personnel for , or appoi nts employees to, positions other 
than in management, within limits of the basic organization . 

2 . Approves, within limits of company policy, all salary changes, 
vacations, and personal leaves, except his own. 

3. Responsible for the effective utilization, development, and 
evaluation of personnel within his division . 

Finances Qi~ Production Division 

1. Recommends extraordinary or capi tal e}q)enditure p rogr ams and 
appropriations . 

2. Approv s all e}q)ense statements of di vision except his ow . 

3. Approves and authorizes e:xpenditures wlthin company policy. 

Exhibit B ( continued) 
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RE-LAT!QNSH.IPS 

1. Keeps the President advised on activities of t.he division, 
particularly on operations not conforming to schedule or of an 
unusual natu:rc. 

2. Consults and c!ooperB.tes with the Treasurer and Controller De
partment, the Sales Department, and the Personnel Department on 
problems of'. mutual concern. 

3. Conducts such relationships with other companies and agencies 
so as to perform funotion. 

(Vice President and Superintendent of Production) 

Exhibit B (continued) 



Sales Department 

SAIES11 AN 

FUNCTION 

Under the direction of the Sales Coordinator, the Salesman, as a 
line member of management, conducts sales activit es in bis specialized 
field. 

REsPONSIBILITIE.S AND AUTHORI'fY 

Within the limits of company policies and oont.rol procedures, and 
Sales Department policies and control procedures, the Salesman is re
sponsible for , and has commensurate authority to accomplish the duties 
and activities listed below. 

1 . F'ormulates and recommends policies and procedures on sales 
and advertising activities. 

2. Makes customer contacts, sells service and product, and re
presents the oompany to the customer • 

.3. Ma.ices rough estimates (when necessary) fo:::- customer on cost 
of product or project., submits prints or adequate description 
to the Chief Engineer (through the Sales Coordinator and 
Vice President and Superintendent of Production) for making 
firm estimate. 

4. Makes estim- tes (to customer) of cost on sta.."1da.rd meterial 
or construction . 

5. Reports to the customer the progress of fabrication of his 
project. 

6. Aids the Sales Coordinator, Chief Engineer, and Estimator 
and DesigneX' in the ;formulation of necessary contracts, 
letters of agreenent, or estimating problens. 

7. Furnishes reports to the Sales Coordinator on the progress or 
results of sales prospects assigned to him by the Sales Coor
dinator. 

8. Reports to the Sales Coordinator all definite prospects of 
sales which may come directly to the Salesman, giving suffio
ient data to be a basis for any management decisions necessary . 

E:ir.llibit C 
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9 . Writes orders when no engineering or estimating is required, 
unless salesman i s i n the field, in which case, he sends 
sufficient data that designated salesr.ien in the office can 
wr ite the order. 
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10. Tr avels, attends conventions and conferences as may be necess
ary to p~rform function . 

RELATIONSHIPS 

1 . Accountable to the Sales Coordinator (except Warehous Sales
men ·who are accountable to the Head Warehouse Salesman) for 
performance of function and informs him of all inportant 
matters. 

2 . Consults and cooperates with the Chief Engineer, the Estima
tor and Designer, and the Purc..'la.,ing Agf3nt in the interpreta
tion of the customer' s needs and desires • 

.3 . Consults and cooperates \.l'ith the Shop Superintendent in the 
interpretation of the customer ' s needs and desires . 

4. Makes such contacts with organizat ions and personnel outside 
the company as may be necessary to perform his function (in 
so f ar ns these acti".ri ties are in agreement with the policies 
of the company). 

5. Consults and cooperates with other departmental supervisors 
or executives i.1hen mutual problems indicate a need . 

(Sal.esma."1) 

Exhibit C (continued) 



37 

same time there is a need for a system of representation, discussion, and 

reoommendation on problems which effect oompany-wide oonditions or 

policies . 

As in the position descriptions an exa"llinati on is made of the exist

ing method of a ccomplishing these inter-departmental and/or company-wide 

situations. Thi s examination of the existing groups or committees is 

made in terms of its advantages as a group decision- making body, and with 

a view to the desirability of amalgamating it with another committee, or 

o! bolishi g it in order to ::.ssign its functions to individuals . 

Needs fo r group action., in addition to those which are answered by 

existing committees, are investigated . Then the rocomnended committees 

are outlined in a committee description silililar to the position descrip

tions . An illustration of the form for a committee description i s shown 

in E:xhibit D, page 38 . I ncluded i n tJi s descripti on i the function, 

the responsibilities and authority, the activitie s , the membership and 

organi zati.on1 and the frequency of meeti ng . 

The Organization Cha..'Mi 

Decisions have now been rea ched as to the reconnnended division of 

funct ions as reflected by the position descriptions . An organization 

chart is then drawn to provide a birds-eye view of the general structure 

of work and uork relat:i.onships 'Within t."1.e oompany. The chart, is pri

marily a techniqt1e of presentation of the form.al relationships . 

A great deal of care must be taken in the manner in which the chart 

is drawn. Individuals who see these charts tend to attach significance 

to the smallest change in design ., particularly 'With reference to their 

ow position. Even a variation in the width of a line takes on impor

tance at times. Prompt thorough eJ<Planation of the position descriptions 



MANAGEMENT COUNCJL 

FUNCTION 

Under the chairmanship of the President., the Management Council 
furnishes a medium for exchanging information between the various 
depariments and for disseminating information to the management groupo 

RESPONSIBILITIES AND AUTHORITY 

Within the lmits as established by the President.I> the Manage... 
nient Council provides a location and atmosphere for the communication 
of :information concerning the activities of the com.parzy-o 

Activities 

1. The Council discusses and analyzes (when appropriate) the 
various activities of the organizationo 

2. Provides a means by which each member of the group describes 
his current work problems, suggestions, new inovations or 
ideas, plans for future projects, new customers, new projects 9 

new materials.I> and new employees. 

3. Each member should make an effort to contribute to the dis
cussiono 

, Organization of the Council 

1. The Management Council is composed of the President9 Vice 
President and Superinte:q.dent of Production, Sales Coordina
tor, Personnel _Manager9 Treasurer and Controller9 Chief 
Draftsman.I> Purchasing Agent.I> Shop Superintendent., Shipping 
and Receiving Foreman.I> Erecti9.n Superintendent.I> and the 
salesmen. 

2o The President is the Chairman of the Council and, in his 
absence, the Vice President and Superintendent of Produc
tion serves as chairman. 

3o The Council meets once each month on a regularly scheduled 
evening9 hol.U"9 and ciayo 

Exhi bit D 

38 
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and the meaning of the charts will aid in avoiding many misunderstandings . 

Some of the problems encountered on this subject during the studies pre

viously mentioned will be discussed in the next chapter. 

~ Organizational Guide 

The information recorded in the position descriptions, the committee 

designations and descriptions, and the organization charts are placed in 

the useable form of a. monual. This manual, or organizational guide, is 

tangible evidence of the thought and work connected with making an organ

ization study. 

The exact composition of the guide may var-y as to the desires and 

requirements of the specific company. It should be designed to facili

tate the finding of any desired section. not only should an index be 

provided, but tab index.es to indicate the major sections of the organ

ization should be made. Organization charts should be placed at least 

at the beginning of each major section. The author usually puts the chart 

with each section and uses oome means of indicating the area covered by 

the adjoin:i.ng descrlption. This is illustrat~d by Figure 5, page 40 . 

The graphic representation coupled with the written description provides 

a better means for complete understanding. 

In addition to the organization chart, itself, it is useful to pro

vide a functional chart listing the n:ajor positions and the principle 

functions assigned them. This functional chart is illust rated by 

Figure 6, page 41. 

loose-leaf notebooks are tho best oontainsr·s for the guides . As 

the positions are re-studied and changed it will be a simple matter to 

delete the old description and replace it with a new one. It is im

portant that the manual be attractive, dignified, and neat i.'11 appearance . 
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The paper used in the manual should be of heavy bond paper, possibly 

20 lf. Often the pages are not numbered, but well tabbed separator 

sheets are used for ease of locating particular descriptions . Not 

numbering the pages reduces confusion resulting from adding or deleting 

descriptions . 

A few of the mechanics of reproduction and assembly of the manual 

have been discussed, although, no fixed rule as to appearances can be 

firmly advocated . From this short discussio it is considered most 

important to proceed tc r vie-w the real value f an organizational 

guide . 

As has been e:xplained, it is a series of delineations of the funo

tions, responsibilities, authorities, and principal relationships of a 

particular position in a business enterprise . 

embers of management of a corporation fo1 ally derive their powers 

and duties from statutes, the articles of incorporation, the by-laws, 

and the 1· .,olutio:ns of the Board of Directors . These do not set forth 

the duties and pouers of mezabers of manageme t in detail and, of course, 

are not designed to serve this purpos • The organizational guide pro

vides a means by hich usage, corporate practice, tradition, and other 

requirements are formally set forth . The organizational guide is, there

f ore, supplementary to the by-laws, governnento.l laws, basic policies, 

or other formal sources of powers and duties . Each member of management 

is provided ,.iith a permanent oource of clear understanding of his position 

in the organization, and with instructio and guidance in the objectives 

and cooperative relationships for which he is responsible. The guide 

serves to augment the eneral organization plan as embodied in organiza

tion or functional charts by recording for reference and use the funo-
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tions or objectives of each management position., the breakdO\m of each 

function into its component parts (duties), and the important rela

tionships involved in the accomplishment of the function. It serves 

the further purposes of indicating overlapping responsibilities so 

that the situation may be altered or clarified as necessary and of high

lighting matters requiring special attention and coordination. 

As a tool of management the organizational guide has important uses. 

If a member of management is to any degree unsure of obligation or 

authority, reference to the guidewi.11 ordinarily afford the answer. 

Similarly., the question of what channels to use in obtaining approval 

of proposals or decisions on important matters can be determined with 

relative ease by consulting the guide. Conniots between individuals 

over jurisdiction are readily resolved by reference to the organization 

guide. The guide serves as an open, official record of the entire scope 

of the responsibilities and authority of management positions. 

The progressive member of management should revievI those sections 

of the organizational guide pertaining to his position, and thus gain a 

broader knowledge and increased understanding of his attendant obliga

tions in the hierarchy of the enterprise. 

An additional useful application of the guide is to provide , for 

the immediate supervisor, an objective or "ideal" a,gainst 1,1hich can be 

measured the performance and progress of the subordinate employee; this 

reveals those segments of the posi tio;n in which perfQrmance may be in

adequate and provides a means of evaluating the individual, his poten--~ 

tial, and his further training. In much the same manner, the guide 

assists in the selection of candidates for a vacant position, 'Wherein 

individual capabilities and potentialities may be compared with the re-



quirements of the position. 

Real use of the organizational guide will lead to better understand

ing of the objectives of management., the duties for which each member is 

responsible., the means by which the objectives may be realized., and the 

channels or relationships through which the functions of management may 

be fulfilled. 

Presentation to Management rulS the Installation 

Depending upon the manner in which the study has been conducted the 

presentation of the results of the organization study may necessitate 

careful strategy or it may require none at all. The attitude of the peI'

sonnel during the study., the number of changes reconunended., and the mag

nitude of the recommended changes will determine the manner in which the 

results are presented. 

It will be remembered that the original information crone from those 

within the scope of the study. Their suggestions for changes and comments 

on the general organizational picture were solicited. The information 

was re-written in the standard form of the position descriptions and., 

again., the information (as re-written) was discussed vith each person 

whose position was studied. Any possible changes or rearrangements 

which occurred to the consultant, or the interviewee, were discussed. 

Then further recommended changes vere re.fleeted in the position descrip

tions and a functional chart and an organizational chart were drawn to 

reflect, graphically, the information contained in the position descrip

tions. 

With this indicated constant contact with the company personnel it 

can be seen that IOOst of the information has already been oonununicated. 

Regardless of how well the information has been disseminated it is es-
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sential to assemble the top executives for a summary of the work accomp

lished and an e:xplanation of the organizational guide. It is then the 

responsibility of these executives to decide how the information should 

be presented to their departments . In addition, the making of any changes 

recommended by the study (and agreed upon by this group) should be oon-

sidered. The question of the personnel involved, and the urgency of the 

need for change are both important factors in these considerations. 

The plan with the oil company was to generally follow the one just 

· described. After the eJq:>lanation to top management the organization 

guides were taken (by the department heads) to each of !,he departments 

and discussed among the immediate subordinates of each major department 

head. The liaison man then consolidated the resulting suggestions and 

gave them to the consultant . Most .of the suggestions were questions of 

word usage and were not difficult to integrate into the descriptions. 

In some instances conditions may have changed and oome major items must 

be considered. In this case, a decision must be made as to what should 

be the course taken in respect to the balance of the organization. If 

the major item to be considered is limited to the arrangement within 

one administrative unit (department, for instance) it may be possible to 

activate the proposals in the balance of the company while further con

sidering the problem unit. Due consideration must be given to the many 

inte?'-relationships in an organization and therefore the entire picture 

should be studied carefully before deciding to folloY this plan. The 

other alternative, of course, is to i.dthhold the entire new organiza

tional. plan until agreement is reached on all the problems. The de

cision as to the course to follow should be made by the top executive 

group. A brief understandable summary of the reaoons for the organiza-



tion study and the uses for the manual should be written as part of the 

presentati on and educational plan . Such a sunnnary 1o1as placed in the 

organizational guides as an introduction and seemed quite effective . 

It is possible that it may be considered not . feasabl.e or advisable 

to actually nake the recx,mmended changes in the organization at the 

time of completion of the study. Such was definitely the situatio7:1 in 

the case of the steel fabricating company. Some of the reasons were : 

the present method of operation was too engrained in company history; 

there were too many major changes to be made; and the president 1Jas not 

thoroughly convinced that he wanted to apply the reconmendations anyway. 

The presentation of the results of the study then was made to the five 

top executive - ewers of. the business . The organizational guide, in 

this case , was · (for the present) to serve as a guids in employing new 

people and for long range planning. 

Another method of presentation and i nstallation of a program of 

this type is that which is sometimes called the "earthquake" method. 

The explanation of the proposed organization is made one day and it is 

ordered into effect as of starting time the next day . This, of course , 

reflects a lack of understanding of human behavior and the objectives 

of such a study. Needless to say, desired results are seldom obtained 

by using this policy~ 

Generally speaking, the presentation a~d education process must be 

designed and planned EX> as to reach everyone who may be directly affected 

by any of the recommended changes . For an extreme instance, should the 

study result in the proposed ioovement of any company units a-way from the 

community, the residents of the community should be given the informa

tion in an understandable form. If there are changes to be made timing 
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may be very important . The general economic and social climate should 

be examined before· deciding upon a date and method of presentation and 

application . Times of stress may either aid or hinder tl:e success of 

the program. If the organization has had a difficult operating history, · 

a change in organizational structure may be a beneficial psychological 

factor . In another situation, it may be that the company had 1.mdergone 

a similar organization change so recently that the feeling of insecurity 

wuld be heightened rather than reduced. The possible number of combina

tions of situations affecting the til!Wlg of the installation of a r~ew 

study are too numerous to list, but the importance of considering the 

eoonomic and social situation before action is taken must be kept in 

IIWld. 

Maintenance Q.!: Program 

No organization plan can continue to be the best plan as long as 

there are personnel changes and product development. Yet, a oompany, 

to continually restudy its organization and make major changes, would 

risk too much in the consequent general feeling of insecurity. A case 

in illustration is that of an oil refinery which had t-wo organization 

studies within an 18 nx>nth period. The recommendations of each of the 

studies resulted in a number of major changes in the organizational 

structure. These major changes dictated the dismissal of some personnel 

and definite changes in the duties of' others . The feeling anx>ng the 

personnel was typified by the constant question, "When is the next re

organization?" Several of the top executive personnel resigned and 

others were looking for job opportunities. The first reorganization 

was rather welcomed by all personnel as there was the feeling that the 

organization had stagnated and really needed the change . It seemed 



that the employees were afraid of it, yet knew that a study should be 

made . The second study served largely to i ncrease the sense of in

security. 

Any plan should have an .element of flexibility in it in order to 

cope with emergencies and to allow for some differences in personnel 

and product design. Someone must be responsible for insuring the con

tinuity cf this flexibility and to see that the ~rganization guides are 

kept current . It is necessary to obtain agreement as to the placement 

of the responsibility of ma.jnt&tning the organization guide. The activ

ity of maintaining the organizational guide consists of reviewing period

ically the position descriptions . This is a check to determine whether 

or not the description sufficiently describes the manner in which the 

job is currently being perfom.ed. This study may result in the discovery 

that there are some duties for which no one feels responsible . A situa

tion such as this can easily oecur when a new person is assigned a posi

tion and he never quite assumes all the responsibilities of his pre

decessor or assumes other responsibilities, but not the same ones . Deci

sion must then be made a.s to what course to follow, i. e . , write a de

scription to agree with the manner :tn uhich it is now haing performed or 

point out the deviations and adjust the incumbent to the responsibilities 

ineluded in the old description . Maintaining the program also consists 

of the education of newly employed personnel, as well as others, in re

lation to the organization and the use ru:d interpretation of the organi

zational guide . 

Normally the responsibility for maintaining the organizational guide 

is placed in the industrial relations department of companies large 

enough to have such a section. In those firms not having an industrial 
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relations ft1i"lctional division the responsibility may be placed in the 

department most likely to have an interest in it and 1-1ho, in the natural 

course of events, 'wOUld be mst able to perform it. 

It is common practice for all manunls to oo called into a central 

office ·so that they may be checked . At this time obrolete descriptions 

nre remved and neu ones inserted . It is also quite conrroon to ask for 

certain sections of the manual to be sent in fc!' inspection. Then, of 

course, there is the plan by which new sheets are mailed, with a note 

asking the individual to delete and/or add the material in question. 

Definite plans, then, should be designed whereby the organizational 

guides are kept current, descriptions are reviewed periodically, and the 

management is kept auare of the importance of good organization practice . 



Chapter IV 

Description of Studies Made 

This chapter is devoted to the narration of the manner in which 

specific organizations were studied, the e:xperiences encountered, and 

some observations concerning the conduct of this type investigation. 

Steel Fabricating Company 

This steel fabricating compacy is the one referred to in Chapter I 

as "Case 2" . It is the typic~ success.f'ul 11one- man company" . The presi

dent has two sons and a brother in the business. In addition, the broth

er has one son in the company . As was indicated in the description in 

Chapter I, it was at the request of the vice-president (brother of the 

president) that the author made the study. The company employed about 

30 office personnel nnd about 125 in the shop . Its gross income azoounted 

to about three and one-half million dollars per year. 

Discussion of the method of obtaining information can be found on 

page 21, Chapter II . It was decided that every person in a supervisory 

capacity, the office sarvices, and sales wuld be interviewed. Little 

knowledge concerning organization could be obtained from many of these 

people but it was felt that ~ would like to be asked. As it developed, 

this procedure wuld have been worthwhile w tne company even if no pro

posed organization was designed . For a majority of the people it was the 

first time that their opilUon ·.concerning the company or its practices had 

ever been asked . Each intervie-wee was told t hat he could, without pre

judice, terminate the interview any time he wishe<l . It was nearly always 
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the author who had to rise to indicate that the interview should be ended • 

.1 good illustration of this was the interview of the gener al fore

man. veryone had warned the author that he was tough and sour, probably 

-would not talk at all, and might evan "throw me out" • The foreman did 

lose his temper within the first five minutes and it appeared that the 

i nterview was over . The fact that he could walk out anytime he wished 

was repeated to hin. The intervieY ended three hours later . He · rev0aled 

himself to be one of the most loyal employees possible. Ho never, in 

his criticisms, became subjective, but remained constructively objective 

throughout. Unbekno',lllst to the management, or any other employee, he had 

been suffering from a serious stomach ulcer condition for about eight 

years. Why hadn't he told anyone? His answer was that nobody had asked 

him and nobody wanted to know . His analysis of the current organization 

of the company was probably the best of all intervieved. 

I t was found t..liat an aver age of three interviews per day -were about 

as many as could be a ccomplished. With people , such as th.ese , lolho \rere 

not accustomed to this type of activity it was important to give the im

pression that there was no hWTy at all. In addition , an air of infonnru.

ity had to be established or no information \.JOuld be forthcoming. 

This interviewing continued until all those listed had been inteI'

viewed. All the ideas and observations were summarized. An organization 

chart (Figure 4, page 24) was draw to reflect how each individual thought 

of himself in relation to the rest of the organization. This chart, then, 

is how the company actually operate<i. . 

Two other like-sized companies performing identical work were vi.sited 

and their organizations discussed with their management . The value of 

doing .this is not so much in obtaining ideas, but rather to check ones' 



TO : 

As you may know, Mr . Wilson Bentley has completed his study 
of the organization of the Blank steel Company. He has made a 
preliminary report and is no-w in the process of making up his 
final analysis and recommendations . 

The report contains a number of ideas for improving the 
organization (many of which were suggested by the employees in 
their conversations with him) • These ideas and recommendations 
will certainly be studied over a period of time . Rest assured 
that, should there be any changes in the organizational methods, 
interested employees will be consulted and all alternatives will 
be considered before any action taken . 

Mr. Bentley reports that your co0peration was good for which 
I also want to e:,ipress my appreciation to you. Attached is a 
letter he asked me to distribute for him. 

(Signed) 
Vice President 

Letter to Company by Company Executive 

Exhibit E 
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own thoughts. 

At this time , the author composed a letter for the vlce-president 

to sign and send to each person interviewed . A copy of this letter is 

shown as xhibit E, page 52 . The reason, of course, ·was to reassure ·he 

employees that a II storm wus not brewing' . At the srun.e time a letter to 

the same personnel from the author was distributed . A. copy of this letter 

is shown as E::dlibit F, page 54. The reception of both t ese letters 1.1as 

very good . 

A preliminar-.r report was given to the five members of the owning 

family. Chartg shcndng actual operat;i.on and ideal operation ere pre

sented as a part of the report . Descriptions of other plants were also 

included. Then a function by function description of the faults, virtues, 

and suggestions f or cor-rection of the faults were submitted . Suggestions 

were offered by several of the members along with some e:xpression of dis

belief from the president . 

Wi th these suggestions in mind the 11 ideal11 organization was altered 

somewhat and the present personnel were mentally fitted into the posi

tions. Then a.'1 organizational guide was oomposed with dascriptions of the 

major positions . A formal report was written to accol!q)any this guide . 

This report was accompanied by a transmittal letter outlining the recom

mendations (See Exhibit G, page 55). The report, itself, discussed in de

tail all aspects of the changes recommen ed (taking up the findings by de

partment or function) . As an additional part of this report suggestions 

were submitted as tD the pos_sib.le location (in the building) of the various 

functions . 

Again the f ive members of the family were assembled in the president's 

office for an explanation and discussion of the report and the organiza

tional guide . This discussion proved to be a difficult one to oonduct as 



TO: 

I want to e:xpress cy appreciation for the excellent coopera
tion given me during my study of the organization of the Blank 
Steel Company. 

Many of your suggestions have been incorporated into my re
port . All recommendations were made with the objective in mind 
to benefit the individual and the company. I have confidence (and 
I think you also should) that these recommendations will be con
sidered and the decisions will be deliberate and well tlx>ught-out . 

My short acquaintance with the people of the Blank Steel 
Company has been most enjoyable. Thanks again for making it a 
pleasant assignment for me . 

Sincerely yours, 

Wilson J . Bentley 

Letter to Company by Consultant 

Exhibit F 
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Stillwater9 Oklahoma 
Augus1; 5 9 1952 

The •••• Steel Company 
••••••..-Avenue 
••9 Oklahoma 

Gentlemem 

I am submitting herewith five Organization Guides containing organiza= 
tion charts and position descriptions for executive and managerial 
positions in the Steel Companyo 

The objectives of this study of the organizational structure of the 
Steel Company were to prepare an organizational chart 9 posi

tion descriptions 9 and to recommend changes in the organizational 
structure for greater efficiencyo In the paragrapps below9 the recomm,. 
endations are summa.rizedo 

lo Creation of a different type sales organization with a 
head of the organization entitled3 the Sales Coordinatoro 

2., Change in the type work performAd by the salesmen in 
that more time is spent selling and very little (if 
any) time on design9 estimatirlf!~ or purchasingo 

·30 Creation of a Production Division under the management 
of the Vice President and Superintendent of Production .. 

4o Creation of specialized sections of the Shop with in
creased supervisory aid. 

5o Creation of the position9 Assistant to the Shop Super= 
intendent, to aid the Shop Superintendent in record 
keeping9 inspection9 and other delegated activities .. 

60 Creation of an Engineering Department with a manager 
entitled, Chief Engineero 

7o Creation of a staff assistant to the Chief Engineer 
called the Estimator and Designero .All designing and 
major estimating would be .periormed as a function of 
the Engineering ~partmento 

8 .. Division of the Drafting Section into specialized groups 
and the creation of a Template Group and leader9 all 
under the direction of the Chief Draftsmano 

Tr ansmittal Letter to Steel Company 

Exhibit G 
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9 o Creati on of a Purchasing Department under the Super= 
vision of a Purchasing Agent who does all purchasing 
and inventory record keeping £or the companyo 

lOo Creation of a Shipping and Receiving Department under 
the supervision of the Shippj ng arid Receiving Foremano 

llo Assigrnnent of the Erection Department to the Vice Presi= 
dent and Superintendent of Product i ono 

120 Creation of a Treasurer and Controller Department in 
which all credit2 money.9 and bookkeepi ng matters are 
centralized and controlled., The head of the depart= 
ment is the Treasurer and Controller6 

130 Change in the duties and responsibilities of the 
Persormel Departrnento 

140 Creation of tl1e following committees for better coor= 
dination of Ghe company's activities~ 
ao Management Council 
bo Operating Committee 

It is recommended that these organizational charts and position des= 
criptions be maintained on a qurrertt basis at all times and that this 
be a responsiqility of the Personnel Ma:nagero 

A detailed report follows this letter., It contains some comments on 
the recommended organizational structure of each departmento 

I wish to express my appreciation to each member of the executive staff 
for so courteously assisting me in gather ing the necessary infonnati ono 

Very truly yours 9 

Wilson J., Bentley 

Exhi bit G (continued) 
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the majority or the shortcom:i.ngs of the firm were attributable to the 

actions of the president . Connnunication within the company was one of 
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the major shortcomings, but it was very difficult for the president to 

believe . The organization chart, Figure 4, page 24, vas a great surprise 

to him. His ideas about the organizational relationships were very much 

different to those voiced by the individuals . There was little disagree

ment among the other four members or the group. No one had ever quite 

dared to tell them what was wrong with their company and the four men had 

never dared tell the president their ideas of the shortcomings. As the 

author e:xplained the needs of the company from an organization standpoint, 

and its present shortcomings, he vas readily supported by the four rela

tives of the president. Most of the employees felt that the owners were 

good and honest people, but that there was no provision made in the 

company for anyone but the owing-family to attain any important position. 

In other words, they thought that all jobs in the company were dead-end 

jobs . Some arrangement should be made whereby competent personnel can 

advance to responsible positions . Two avenues were provided in the plan; 

namely, the Sales Department and Sales-Coordinator, and the Engineering 

Department and Chief Engineer. Compare the chart, Figure 4, page 24 and 

the proposed chart, Figure 7, page 58 • 

Another legitimate complaint was that of everyone being uninformed 

as to the present status of the company and the outlook for the future . 

One of the remedies for this condition was the recommendation or tYO 

comnittees for better coordination of the company' s activities . 

This session lasted about three hours and was followed by a t'WO hour 

session with the vice-president . In this discussion the relative import

ance of the recommendations vas considered. It was considered inadvis-
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able and alnx>st impossible to immediately make any changes in the organ

ization . The study IDuld serve well as a long term guide for employment 

policies and for organization objectives . At the same time suggestions 

were given as to who, :ln the organization, might fill the various posi

tions. For instance, one of the salesmen (son of the president) had the 

aptitude and education to take charge of all treasury and a.ccotmting 

functions . The company was not ready to make this consolidation of 

duties , but he could be training himself to step into this position. It 

was pointed out that he would also learn more about the operation of the 

enterprise from this position than in his present one of salesman . 

Although no immediate action ·was ta.ken by the company on any of the 

suggestions, it uas considered a successful organization study. The re

lationships which were recommended may eventually be changed when the 

time comes for them to be implemented . Nevertheless , the study will prove 

to be a valuable guide to building a successful and self-perpetuating 

organization. 

A Municipal Government 

A description of the symptoms of the need for an organization study 

vas made in Chapter I and referred to as Case 5. This study crone about 

through the thoughts and efforts of a city planning group . The group was 

tmbiased, but believed that more should be know about organization of 

the city government . Further, that this information should be recorded 

in a manner which w:>uld facilitate additional study. Initially a pro

posal vas made to the mayor and the city commissioners for such a study. 

The scope of the investigation and the manner of obtaining the informa

tion was outlined in the proposa?,.. designated Exhibit H, page 60 . 

A group of six faculty members of the School of I ndustrial EngineeI"-



Proposed Method 
for 

Co0perative Study of City Government 
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In cooperation with city officials and administrators it is proposed 
to jointly make an analysis and study of the organi.zation of the city gov
ernment. From this study, recommendations for changes in structure, or 
assignment of functions and reaponsibilities may ari.se from the study group 
or from city ~fficials . At every step in the study, it will be necessary 
to consult city officials and employees and their cooperation is earnestly 
solicited, 

The objective of the proposed co0perative ' study is to present info!'
mation to ci·ty officials for their use on an organizational structure that 
will provide the maximum service to the citizens for their taxes. 

It is essential to record the .functions now performed by the city 
officials and the deparwnent heads and their staffs and to determine if all 
needful functions are being performed. Information will be presented on a 
possible grouping and arrangement of these functions for maxi.mum efficiency. 
An organization chart may be dra"1ll fer study by ci~y officials on which 
lines of authority and coll'lllunication are indicated . 

It is proposed to intervie-w the mayor, commissioners, city clerk and 
major department heads. Department heads will be interviewed along the 
following lines . 

a. Is position elective or appointive, by uhom. 
b . Who is the immediate superior. 
c . Functions and responsibilities of the department in detail. 
d . Staff available to discharge the functions . 
e. Authority possessed by department head to discharge the 

responsibilities . 
f. Source of funds, method of allocation and authority to e:xpand. 

Proposal for Study of Municipal Organization 

Exhibit H. 
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ing and Management, Oklahoma A & 11 College volunteered to make the study. 

This group met "With the Hayor and discussed the objectives and the method 

by which these objectives could be attained. It was planned to intel'

view, "WOrking in teams or singly, the holders of various positions in the 

city government in order to :find out how it actually operated . Approxi

mately fourteen individuals were intervie\19d and descriptions were 

written of the manner in which they perfonned. their jobs . 

The author collected the descriptions from the committee members and 

re-wrote them, using as nearly as possible, a standard form. These de

scriptions were shown to the position holders for review and then composed 

in their final form. The infort1ation o:>ntained in these descriptions was 

studied and translated into a chart showing the manner in v1hich the city 

actuaJ]y operated. This chart, Figure 8, is shown on page 62. 

The city charter was studied and a chart showing the manner in which 

the charter intended for the city to Operate . This chart~ Figure 9, is 

shown on page 63 . 

With the information described above, the organization, as suggested 

by analysis (from a purely functional vie-wpoint) was designed . This is 

shown in chart f'orm in Figure 10, page 64. This "ideal organization" 

did not consider politics or precedent, but was designed primarily to 

indicate the best arrangement from an operating point of view. 

Several "progress reports" were given to meetings of interested 

citizens while the study was in process. There was little opposition to 

the study ~ncountered although it took a great deal of time to get 

appointments and then to get the interviews. The interviews, themselves, 

took fil1om one to two hours each . 

From the informati on obtained and the analysis which followed, a 
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number of observations were made . The following observations are ex

cerpts from the final report made . 

111. General 

a . • • • . • 

b . Tha fwctions of the city government should be placed 

under these five headings: 
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Legislative, Executive, Administrative, Legal and Judicial. 

c . Drastic changes from the present method fa functioning do 

not seem to be indicated, but due to the growth of the city 

and resulting complex relationships and problems, this 

study is considered necessary. 

d . A need io indicated for making provisions for enabling and 

encouraging the various sections to· carry on the important 

function of planning . This applies particularly to the top 

echelons . For exanq,le , the Board of Commissioners, with 

the aid of the Supervisor City Services, the City Attorney, 

and the City Treasurer should be the group which consciously 

plans for the future and makes general policies. The City 

Services Supervisor, the Civil Engineer, The Electrical 

Engineer, and possibly other department heads should be the 

planning group in the City Services Division, etc. 

e . There is a need for more oonciseness in the placement of 

responsibilities . 

r. Lines of communication should be studied and an c,pinion ob

tained from the City Attorney as to the legality of ope~ 

ating, as at present, or as indicated by the suggested 

functional chart, or a combination of the two. 
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g . Greater freedom of eJq:>enditures within departmental budgets 

appear decirable . 

h . Written reports of t he a ctivities of various boards should 

be encouraged. 

2. Specific 

a .. Board of Commissioners 

It is believed that the five-man board of commissioners, 

with the Mayor being a voting Chairman of t he Board, is 

good democratic representation of he Electorate . Since 

it is the policy ma.king body it is imperative that its 

duties be such that the f\mctions of planning and policy 

a.king :nay be performed under the most favorable condi

tions . 

The approval of ea.ch city expenditure does not appear to 

tilize the time of the Board to the best advantage . The 

alloyance of greater freedom of making expenditures with-

in departmental budgets is one feature which wuld allo'W 

the Board additional time to perform the function of 

planning . (See paragraph "c" for discussion on City Clerk. ) 

b . Commissioner - Mayor 

The Mayor should be the Chairman of the Board of Commission

ers . As such he is the Chief Executive of the city and 

should not be expected to carry on , or supervise service 

functions classed as administrative . (Among the latter have 

been that of Superintendent of Streets and Civil Engineer). 

The Polieo and Fire Departments are emergency uni ts and 

should rem.am directly under his control, as Yell as the 



various Civic Boards and Conmittees . 

e . City Clerk (Commisai.oner of Revenue and Accounting) . 

Due to the growth of the city and the corresponding in

crease in complex problems it seems advisable to divide 

this pnsition into two appointive jobs; namely, City 

Treasurer and Accountant . 

City Treasurer: 
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The holder of t is position would be appointed by 

the Board of Connnission rs. He would serv as a 

staff member of the Board; have custody of the funds 

of the city and pay out the same upon warrants 

properly drawn, keep all records and archives; and 

collect all revenues . 

Accountant : 

The holder of this position would be a.ppo:i.nted by 

the Supern.oor City Services Division and send out 

all bills necessary for these services. 

d . CityEngineer. 

The functions (and oven the title) of the job have changed 

greatly since the writing of the City Charter. It is not 

absolutely clear what position the present city engineer 

holds :in relation to tre charter. The functions can prob

ably best be performed by allocating responsibility fo r the 

administration of all city services to one man. The chart 

indicates that he might be called the "Supervisor, City 

Services" and that his group would be called the City 

Ser7icos Division. He would be responsible for t he admin-
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istrntion of: Tho Sewage Treatment , Water Distribution 

and Se\·Terage Line:3, Streets and Parks, and Garbage, llllder 

the ge. eral supervision of t he Civil Engineer. The Eleo

trical Distrib~tion, Electrical Plant, Electric Service under 

the general supervision of the Electrical Engineer and the 

Garage ~ In additio_1, th function o.f a ccounting and billing 

.for a.11 city services would be unde:i:· his supervision. 

g , • . . 

As was set fo th in he original proposal, Exlli bit H, the objective 

of the study 1 s to prEiscnt in:f'or=iation to the city officials (or to the 

electorate) for their use on an organizational structure that would pro

vide the :raa:ximum service to the citizens for their taxes . There tills no 

final recommendation to be made, bu.t merely the presentation of the find

ings and the analysis. A report containing (1) a description of the ob

jectives and method of attainil1g them, (2) a discussion of the general 

and specific observations., (.3) position descript.ions of all major posi

tions in the city governi.-nent, and (4) Charts similar to Figures 8., 9., 

and 10 were submitted., orally and in writing, to the city officials and 

the citizen group ~ilich initiated the study. 

Al! Q.U. Company 

The description or Case 3 in Chapter I indicated the reasons which 

prompted this oil producing company of about 1500 employees to have an 

organization study conducted. The oompany had grown rapidly in a com

paratively short time and with little plimning or thought as to organi

zation. By visiting the offices of the firm one would have the feeling 
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that the various functions of the company were completely disconnected. 

Other observations are made in Chapter I. A detailed description of the 

method of obtaining information is given in Chapter II, Case J, starting 

on page 16. 

The initial e:xplanatory meeting was called several times before a 

majority of the executives could be there. It appeared that they were 

unaccustomed to meeting to discuss mutual problems. It is very impo:z,.. 

tant to the success of the study for the top executive to conduct this 

meeting. By doing this he personally authenticates the study and the 

consultant. His presence, alone, will fix the status of the consultant 

on an equal level with him. This results in a greater willingness to 

cooperate on the part of all executives. Unfortunately the executive 

vice-president could not attend this first meeting and, as a result, it 

was felt that the conduct of the entire study was made m:>re difficult. 

As described in Chapter II, the executives within the scope of the 

study were given three forms to complete (Emibits A, B, and C). About 

25 per cent of the positions were completed and returned \Ii thin one 

nxmth. (Although no time limit was placed on completing them the ex

ecutives were asked w return them as soon as possible). The liaison 

man was asked to remind all personnel that their descriptions should be 

completed at an early date. This reminder, with the author also pe:z,.. 

sonally reminding . them, brought in about 50 per cent 'Within another 

m:>nth. In order to obtain the last 25 per cent of the descriptions, the 

author had to make an appointment with the individual and then write the 

description from the interview. There vere numerous excuses given by 

this last group. For instance, the purchasing agent claimed that he 

was "just too busy", and the chief counsel stated that it 'Was impossible 
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to describe his job. '!'hose members with this or similar attitude were 

ones which the consultant should talk to as soon as possible . They 

could be a detriment to entire program if not convinced or the value of 

this type of activity. 

The Exploration Department was also slow in submitting their co~ 

pleted forms. I t -was found that it was undergoing an alnx>st complete 

change o:f personnel including the vice-president. The author was able 

to confer with this department and to formulate over a period of two to 

three oonths a practical organizational structure . This department was 

probably the most difficult to work with from the standpoint of actually 

getting the executives to stay in one place long enough to think . By 

the nature of their work they are constantly travelling so the author 

had to make appointments at hotel rooms, at the airport, or any other 

place agreeable to the individual members . 

The completed forms were discussed with the respective authors as 

well as other subjects bearing upon the company and their 'WOrk in it. 

Some situations may arise which can be corrected before the study is 

completed . Such vas the case in the Blank Pipe Line Company (a wholly

owed subsidiary). It was found that the Manager, according to the top 

executive in the parent company, was supposed to direct and supervise 

the operation of the pipeline (including the General Superintendent). 

The General Superintendent wuld not report 1.0 him, talce any advice, or 

follow any orders and stated that no one told him he was supposed to do 

this . This situation had existed for about three oonths, and it was 

felt that it should be immediately cleared up. The situation was ex

plained to a surprised executive vice-president who took the necessary 

steps to fully explain the relative positions of the two men . This 
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arrangement has operated smoothly ever since . 

Another similar situation was discovered in the production depart

ment.. The relationship of the vice- president, the general superintendent, 

and the chief engineer was not clear . I n addition, the chief clerk and 

the contracts supervisor wondered where they were in relation to the ones 

just mentioned . It was a case of "Who reports to whom?" and "Who is 

boss -when the boss is gone? 11 These matters were discussed, an agreeable 

solution reached, and the policies implemented shortly. 

A third case is that of the Industrial Relations Department. I t 

was found that it -was badly undel.'-.manned . A special report and recom

mendation was written and presented to the chief executive . He approved 

the hiring of t'WO new men . 

It is an ideal situation when the consultant can confer often with 

the top officer. From these contacts one can learn the type organization 

within which that executive can best operate . In this case, the chief 

executive travelled a majority of the time and, as a result, only one 

conference with him was held during the study' . 

, The infoI'.IIl.ation obtained and discussed was re-written in the standard 

form and discussed again with the holder of the position . As the addi

tional corrections were made, the information was analyzed and organiza

tion charts were drawn to represent the company. These charts were drawn 

for each department, (l'igure 5, page 40), as well as, just the company 

and its major functions (Figure 11, page 7.3) . These again were di scussed 

with the individuals and a majority were in agreement 'With the plan . The 

purchasing agent was not in sympathy with the proposal to transfer his 

department to the Comptroller, but he could not be expected to be . This 

was a recommendation resulting from the belief that in a producing oil 
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company this function is a comparative mi.nor one and, consequently, 

should not report directly to the top officer. It was also reasoned 

that it basically is a control !'Unction and should be placed with other 

like functions . 

One of the gravest faults of the organization was the lack of any 

mechanism by which coordination and conmunication could be obtained. 

Coordinat.ion was obtained only by accident O:i' the individual efforts of 

oo~etent, responsible executives who knew it must be done . To accom

plish this an Advisory Council was described and reco1mnended. This group 

was composed of the top executive, the vice-president of eJCploration, 

the vice-president of p1~duction, the treasurer, and the assistant to the 

top executive . The Council was to meet once a week to consider and 

analyze problems of mutual concern . A Departmental Council composed of 

all departmental heads and section heads was decided upon. In addition, 

a Supervisory Council was to be formed. These latter tw oouncils are 

primarily tw-vay con:munication channels . 

Twenty- four organization guides were assembled and an eJCplanatory 

report to accompany each guide was written. After a number of attempts, 

the group ·was assembled and the material presented. T'.ae executive vice

president e:xplained that this -was in the same category as a staff report 

and that all of it, part of it, or none of it might be used. Exhibit J 

is a copy of the letter of transmittal in wh.kh the suggestions are 

listed. This meeting lasted about t-wo hours . The decision was then 

made to allm-1 the top executives in each department to discuss the plan 

with their immediate subordinates. They would in writing suggest changes 

they think necessary and send them back to the consultant. This activity 

was within the company and the consultant -was relieved of the responsi-
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bility for eJCpediting the work . 

About five months elapsed before the liaison man was able to submit 

the suggested changes to the author. All position descriptions, or 

changes, were edited then. All but two position descriptions had some 

changes suggested, but oost were minor changes of words . There had been 

some changes in the treasury and a ccounting functions of the company 

during the interval. Possible organizational elements were suggested for 

this al though actual formulation -will be performed by the company' s ex

panded Industrial Relations Department. 

Five revised organization guides were assembled and submitted to the 

company. It appears that this last organizational structure will be 

a ccepted, and the entire plan will be formally implemented. 

This study found that the organization, in general, was satisfactory. 

The real need was for an ovel'-all check on the manner in which the firm 

operates, a clarification of the duties and responsibilities of the top 

two or three levels of management, and the mechanics by which coordinated 

action can take place . These needs, it is bel:1:eved, were fulfilled. 

! Small Ma.nufacturi 1g Company 

The subject of this discussion is the method used in studying the 

organization of a small manufacturing company employing an average of 

fifty men and -women in the shop and about five in the office . It was 

described as Case 4 in Chapter I , page 7 • The Executive Committee of 

the Board of Directors requested aid in finding out what -was wrong with 

the design of the pump Yhich the company manufactures . Since the pump 

had been in production for several years with less than half the number 

of returned units in other years it did not seem logical that design 

alone could be the basic difficulty. To treat the superficial sore would 



1111111111, Executive Vice President 
••••••• Oil Producing Company 
- , Oklahoma 

Dear •••• 
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Stillwater, Oklahoma 
June 16, 19.52 

I am submitting herevrith a book of Organization Guides containing organiza
tion charts and position descriptions for executive and managerial positions 
in the Oil Producing Company. 

The objectives of this study of the organizational structure of the 
.. 1111111 Oil Producing Company were to prepare organizational charts, 
position descriptions, and to recorrunend changes in t he organizational struc
ture for greater efficiency. In the paragraphs below, the accomplishments 
and recommendations are summarized. 

1. Change in title of the Production Research and Economics Depart
ment and some enlargement of the area of work undertaken by the 
redesignated Executive Technical Advisory Section. 

2. Creation of a new organization structure for the Exploration 
Department with clarification of the duties of the new positions. 

J. Creation of a new position of Assistant to the General Superin
tendent in the Production and Engineering Department. Clarifi
cation of relationships of top level executives in this depart
ment. 

4. Recommendation of the future transfer of the Purchasing Depart
ment to a section designation in the Treasurer and Controller 
Department. 

5. Reorganization of the Personnel Department into a three-section 
Industrial Relations Department. 

6. Creation of the new position of Methods and Procedures Analyst 
in the Industrial Relations Department. 

7. Creation of the Safety and Employee Activity Supervisor in the 
Industrial Relations Department. 

8. Transfer of the public relations function to the Industrial 
Relations Department to include the responsibility for the hall 
receptionists and telephone operators. 

Transmittal Letter to Oil Company 

Exhibit J 
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9o Clarification of the relative positions and responsibilities of 
the top level management in the Pipe Line Companyo 

10. Creation of the follow1ng committees for better coordination of 
the company's activities: 

a. Executive Committee 

b. Industrial Relations Advisory Committee 

'co Wage and Salary Committee 

Steps should be taken to assure the understanding of the relationships 
of the positions of manager, assistant manager, and subordinateso In 
this organizational structure the manager having direct supervision of 
only the assistant manager, has the tendency to· omit this organizational 
link and deal directly with subordinateso Similarly, the subordinates 
tend to by-pass the assistant in their efforts to reach the manager. 
To keep each other informed, most communications must pass through both 
hands and, in addition, memorandums writteno To the extent possible, 
line assistant positions should be eliminated or changed to technical 
staff assistantso If they are created for training or understudy purposes, 
their separate responsibilities should be carefully definedo 

The aforementioned organization exists in some sections below the level 
to which this study was directedo In the light of this discussion, these 
relationships should be studied in the future. 

It is recormnended that these organizational charts and position descrip
tions be maintained on a current basis at all times and that this be a 
responsibility of the Manager of the Industrial Relations Departments • 

. A detailed report follows this lettero It contains some comments on 
the organizational str~cture of each Department o 

Mr. Lohmann, Mr. Thuesen, and I wish to express our appreciation to every 
member of your executive staff for so courteously assisting us in gather
ing the necessary information. 

Very truly yours, 

Wilson J. Bentley, P.E. 

Exhibit J (continued) 
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be an unwise action to take when roore basic difficulties seemed possible. 

A oonq,lete organization study was approved by the Executive Connnittee. 

The president of the company and the E:>..-ecutive Comittee are busi

ness and professional men who have ha.d no manufacturing experience. They 

are still active in their own businesses and do not have the time (or in

clination) to actively .manage this company. oo:ruparatively young man is 

t he manager at the plant. 

Again, a clear picture of the present method of operation was the 

first objective. To obtain this picture several interviews v1ere conduct

ed with the general manager, the treasurer, and the chief engineer. 

These were the three top men at the plant . The chief engineer was the 

inventor of the pump. Each of these intervie-ws were of two hours or nx,re 

duration and produced a number of impressions. There was a great deal of 

jealousy and distrust between the three. In addition to this situation, 

the manager and the chief engineer were, together, resentful towards the 

treasurer. This resentment towards the treasurer steillliled largely from the 

fact that he was instructed, by the executive directors, to be a "watchdog" 

on every activity carried on by the company. The executive directors had 

no confidence in the manager and the chief engineer, but could not afford 

to dismiss them. 

It was found that there was very little, i f any, direct communica

tion between the president and the manager (who alzo was a vice-president). 

Practically all oomJnuni~ation ,.ras bet-ween the president and the treasurer, 

and then, lastly, the manager . 

Knowledge of this situation had sif'ted do-wn through the organization 

and resulted in a condition of no one knowing who was the "real boss". 

After questioning the manager, treasurer, and chief engineer, it was 
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found that each of them had their own ideas about the actual delegation 

of authority. An organization chart vtas draw for each man's concept of 

the organization structure. These showed that the manager .~nd the chief 

eng:tneer each thought the other was responsible for the final assembly 

and inspection of the uni ts. In following up this situation it was 

found that the company had never inspected parts which were purchased 

for inclusion in the finished wit. To summarize this condition, none of 

the purchased parts were inspected (before or during as::iembly operations) 

and, although there was a testing p1-ocedure for assembled units, no one 

felt themselves responsible for the activity . 

The financing of the company \>las on an increment b sis. Money would 

be released for 5000 units or 10,000 units at a time. This made it al

oost impossible for the manager to do any long term planning or take ad

vantage of quantity discounts in ordering. Where scarce items, such as 

aluminum and stainless steel scre'Ws, were ooncerned tlds policy worked a 

decided hardship on the efficient operation of the company. 

No production recor s had ever been made . The nearest thing to a 

production count Yas the record of sales. This, of course, was of little 

help when a comparison of production to number of people involved was 

desired. 

There see1ned to be vory li ttlc communication betw-een the purchasing 

function and the warehousing and receiving of iteras purchased. The \lare

houseman never knew what it ms had been ordered m1til they were delivered 

to lds door. 

Numerous production practices which needed correction or imdification 

were discovered and a program of making indicated changes outlined. Thes-, 

are not a fundamental part of tbe study, from an organization standpoint, 
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and consequently, will not be described in this thesis. 

Specific recommendations to remedy the c~i ti cal situations in the 

form of a l etter of transmittal (Exhibit K, pa,,.e 80) and report of the 

stud.y. Of pri.'llary importance was the relationship between the president 

and the general manager. It appeared that the president of the firm 

would normally be someone who could n.::>t actively guide the organization. 

It w s then neces;:iary to place authority, responsibility, and trust in 

~ top execut·ve who would msnage the business. The situation of being 

the man.ager, but not being allo",ed ~ m.a.ru::.ge was an impossible one . Ii' 

given this authority, responsibility and ti'ust (with the proper guidance 

and steadying in.flu nee of the president nd ooard of directors) 1 and 

the manager did not perfor.m in a satisfactory manner, then the path is 

cl.ear to replace him. 

The delegation of duties and responsibilities within the comp.any 

was next in importance. To illustrate the reoonmended functional divi

s on of duties a functional chart was designed (F:i.gure 12, page 83) • A 

rccoll!llended organization chart showing the various departments, sections 

and job titles was al.so drawn (Figure 13, page 84) . The chief engineer 

1,1as redesignated "Supervisor, Manufacturing Department11 end assigned ths 

responsibilities outlined tinder "Manufacturing", Figure 12. He was a 

person whos,e interests and abilities lay in this field. As soon as he 

had any responsibilities having to do with the public his value was 

negative . 

A. new l'll<'l?l to be foremnn of the Assembly Department was employed 

and given the responsibilities indicated on the functional chart. s 

an indication of tho value of his inspection responsibility the first 

si:x man-hours of inspection of electric rotors received result d in a 



January 2j 1953 

The Board of Directors 
The Company, Inco 

·---· Blvdo (PoOo Box - ) 
Oklahoma City, Oklahoma 

Gentlemen: 

I am submitting herewith a report containing a tentative organiza
tional guide containing organization charts and position description 
for a key positiono It is anticipated that if this plan is acceptable 
in general, then specific descriptions should be discussed with the 
plant personnel for any minor suggested changeso Then a finished 
organization guide should be compiled. 

The objectives of this study of the organizational structure of 
the Company were to prepare an organizational 
chartj position descriptions,, and to recommend changes in the organiza
tional structure for greater efficiencyo In addition, a study was made 
to try to determine the optimmn production level at which the company 
should operateo In the paragraphs below, the findings and/or recommen
dations have been summarizedo 

lo The basic design of the unit currently being made appears to 
be goodo Functional causes of failures in operation have been 
remediedo 

2o Operate the plant on a production basis of at least 3000 units 
per month or obtain additional work to make up for the losses 
incurred by operating at lower rateo Accurate charts showing 
this information should be available and currento 

3o Inspection procedures and check lists for motors have been de
signed and put into operationo 

4o Create Treasurer and Controller Department. 

5o Assign the responsibility of Receiving and Warehousing to the 
Treasurer and Controller Departmento 

80 

60 Design a production control system and assign it to the Treasurer 
and Controller Departmento 

7o Assignment of primary responsibility of assembly and shipping 
to the Vice President and General Manager. 

8. Clarification of the duties and responsibilities of all personnel. 

Transmittal Letter to Manufacturing Company 

Exhibit K 



9o Creation o.f the Manufacturing Department and the title, 
Manufacturing Supervisoro 

lOo Inspection~ testing 1 and assembly methods need constant watch
ing and much help in standardizing the methodso New man in that 
function appears to be goodo 

Additional comments on production and on the suggested organization
al structure follow this lettero 

Very truly yours, 

Wilson Jo Bentley 

Exhibit K (continued) 
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saving of seventy dollars in faulty root.ors found. 

The treasurer accepted his new role of treasurer and controller 

(only) very gracefully. He felt that his former role in the organization 

was an embarrassing one and that the proposed arrangement was a workable 

one. A closer relationship between purchasing, inventory, receiving, and 

warehousing was established under his control . 

The hiring of a competent aid to the treasurer was recommended. As 

the current personnel were evaluated it was found that at least t-wo good 

follow-up men were learning the business of the manufacturing department; 

the assembly department was 1n a good position with a new young foreman; 

but that the treasurer and comptroller department had no one who could 

advance to the treasurer's position. The treasurer was in his seventieth 

year and not too healthy. His bookkeeper was a partial cripple who had 

reached his peak performance . This is an 1mportant function and one 

which could furnish the necessary backgro1.md for managing the business. 

In order to perpetuate the organization it was of primary importance to 

make this addition to the staff. 

The report was a ccompanied by an organization guide. Each member of 

the executive committee was furnished a copy at the time the author dis

cussed the recommendations. The committee approved all aspects of the 

study and requested the author to recommend future steps to be taken. 

Organization guides were furnished the general manager, manufao

turing supervisor, assembly foreman, and treasurer and comptroller. De

scriptions of these positions were included in t his guide. The duties, 

responsibilities, and relationships were discussed at length with each 

of the aforementioned personnel. The redefined positions were assumed 

and are currently 1n practice. 
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Chapter V 

Conclusion 

It is said that a good organization is a frame-work in which people 

can work happily and productively. How can the condition of an organi

zation be determined? &:>me of the tests of good organization are as 

follows: 

1. Is the organization equipped to meet and solve new problems? 

2 . When tasks are delegated does the company make there per

formance and accomplishment possible? 

3. Is the company structure designed to prepare individuals for 

promotion? 

4. Does the organization structure reflect the duties performed? 

5.. Does each person know definitely the area in which his position 

allows him to operate? 

6. Are there overlapping responsibilities? 

7 . Is any individual actually overburdened? 

8 . Are the functions logically located? 

9. Are the lines of communication open and are they designed to 

facilitate understanding and operations? 

10. Is there a proper balance between control and flexibility? 

It can be concluded from the foregoing chapters that there can be 

no successful standard approach to making a study of the organizational 

behavior of a company. The decision to conduct a study of this type 

must be approaced with caution. The environmental history of the oompany 

and its present eoonomic and morale status must be studied carefully. 
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The manner in which the study will best be rece:i.ved should be seriously 

oonsidered. It must be bom in mind that a oompany can be technically 

well organized, but mentally morganized. Organization must be studied 

as a process of ,gro-..:th. The size of the company and its problems are 

continuously changing and, therefore, it is necessary to acquire the 

knowledge and ability to adapt the organization to these changes. 

The study of the organization of a oompany; the analysis of the 

technical and the human nituat.ions; the design of a more workable solu

tion; the implementation of the changes; and the survey of good results : 

this is the essence of organization study, and it can be a m:>st reward

ing and satisfying activity. 
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