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Q I v~sh to clear up a pomnt mn my own mmnd, please, the questlon 

of functmonalmzatmon and departmentalzzatmon. You used those tyro terms 

mn that order Does that rumply that They are successmve stares and that 

departmenta!mzatmon ms a hmgher order of organ!zatmon ~ 

A No. I am glad you asked that questmon because I was consclous of 

the fact mn presentmng those two terms wmthout suffmczent mnterpr~tatlon 

that I was laymng myself open to some quest!onmng. 

Let me put mt thins way. )~hen we a~e dealmng wroth iunctmonalmzatzon -- 

let us say that ms the area of The busmness (drawmng cmrcle on blackboard). 

Func~monalmzatmon mmplmes a immmtatmon to one functzon zn the graven mnstance 

but unlmmmted applmcatmon of That functmon co~ncmdent ~,mth the whole 

area of the organzzatmon. Departmentalmzatmon means Immmtatmon as to 

area but unlmmmted functmons wmthmn the area. Functmonalmzatzon lesds 

to specmalzzatmon. Functmo~allzatmon requmres more coordmnatmon than 

does departmentalmzatmon, gmven certamn levels of gro~h. The omcture 

changes somewhat. Departmentalmzatzon bumlds out because the r~m who 

has control of that department has varmous functmons m~ the department. 

I don't mean that those functmons should mnclude even, let us say, 

placementj tramnmng and development of personnel. From the operatmng 

po!nt of vlew a man who ms the head of a department should mr the last 
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analysls,smnce he has responsmblllty for operabLug results, ha~e the 

authorlty to select hls personnel. Since personnel can best be ceveloped 

by the appllcatlon of a standard throughout the whole organlzatlon, it 

seems to me that It should at least be exempted from thls questlon of 

departmentallzatlon. Purchaslng mght be another one~ but, generally 

speaklng, the departme~tallzatlon mmphes two or more functlons v~thln 

the department but 1Lmmted as to area as far as the whole organmzat~on 

is concerned~ aud functlonallzatlon mmplles the ore functlon but un- 

lmmmted as to the extent of appllcatlon~ that ms to say~ throughout the 

whole organmzatmon When it comes to %he questmon of deallng wroth a 

spec!fmc organlzatmon you have to modlfy your theory. 

?~hat I trled to say was that at dmfferent stages of development it 

mlght be mndmcated that elther departmentallzatlon or functlonallzatlon 

was the best olan of organlzatlon to be applled Generslly spea1~ng~ 

when organmzatmons grow mn smze you have three sorts of thmnps accordmng 

to which you can separate actmvmtles, by functlon~ by commodmty, by 

terrltory. Then you have a combmnatlon of all three when you ~et znto 

these much more compl!cated patterns of organmzatlon v~ich reach out 

all over the world. Let us say we have an organ!zat~on dolng a natlom~de 

buslness. If we have only the sLmple pattern of functlonallzatmon I am 

prepared to suggest that that brmngs into play more dzfflculLt problems 

of coord!nat!on than should exlst~ not necessarmly should be so dmfflcult 

and that should be avolded. If, b~ever, you have a condmtmon vhere 

productmon, fmnance~ dmstrmbutmon - all thms admmnmstratmon ms almke. 
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There is a questlon mn one organmzatmon of puttlng purchas~n~ under 

orgaomzatzonj mn another not puttmn~ it there at all. It all depends on 

the facts of the case. 

~hen you come down and begln to work down into regmons you will have 

to reproduce these functlons on a small scale mn the reglons, each one of 

whlch wmll be a dupllcate organmzatlon of the other. In order to tle up 

the relatlonshlp between the men responslble~ charge them through each 

one of these regzons. It ms dlffmcult wlthout havmng a concrete example 

to explamn the pattern. I hope I haven't confused you. 

Q You dmscussed the matter of supervmsmon. In that you Indmcated 

that they should crmtlclze. Before that you had !ndmcated that where 

responslbllmty was gmven~ asslgned, the authorlty should also be glven. 

I would appreclate it if you would indlcate how you wmll transfer super- 

vmslon~ the authorlty, when you have the responslb!llty for super~slon if 

you only crltlclze~ The polnt I am maklng to you is that mt seems to me 

that under superwsmon glven~ responslbllmty for superwslon, you must 

have the authormty to make changes to step in and see that the chan~es 

are made. If you have glven the responslblllty for supervlslo~, the 

proposltlon of supervmslon~ as I understood it, you lzmmted o~ly to the 

matter of crltlclsm. 

A. That was 3ust one of my llttle slde remarks~ and I am ~lad you 

have glven me the opportunmty of clarzfymng mr. I made the statement 

that superwsmon was better exerczsed by mntellmgence rather than before 

the facts. 
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Authormty !s so expanslve ~th the area of responslb!llty, and super- 

vlslon may mndeed frequently frond through the conference method an outlet 

before the fact, but my pomnt was - and I have always run the rlsk of 

bemng too dogmatmc - that I want the mn~ivmdual to have freedom of actmon 

v~th~n where to frond llmts and wm~ the necessary authorltv that if 

chan~es have to be made they are made on the basins of facts. They are 

not made on the basms of supervmslons that are before the fact. 

Q The reason I brought the questmon up ms because we have under 

our baslc set-up the p roposmt~on of the supervmslon by The Asslstant 

Secretary of ~rar of certaln actlvltles. The questlon al~rays arlses in 

classes as to how far sup~rvmsmon goes. If thln~ are not satlsfactory, 

should The Ass!stant Secretary of War or hms ass!st~ut sC~p in and 

stralgh+~n out, or allow throngs +o go slmp!y w~th crmt~clsms? 

A In +he fmrst place, The Asslstan± S~t~y of 1~rar should 

operate on the ~ + ~  _~.. p~clple. In other words, wherever the routmne 

• s smoothly performed and performed accor~ng to the pre-determmned 

functmons there should be no interference in t~e organlzstlop. The 

Assmstant Secretary should be furnmshed v~th tl~ely reports on oerformauce. 

He should be able to see the smtuatlon through the eyes of the sub- 

ordmnates and he should have through a staff member unlmmmted author!ty 

as to mnvestmgatlon and recon~endatlon of ro~tmnes of or~nmz~tmon of 

performance anti,here along the lmne. That staff man gomng ~ there l~as 

to exercmse extreme tact so as not to mnterfere va~h the performance of 
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the Imne. He is there mn a spmrmt of helpfulness. He ms the eye of The 

Assmstant Secretary of War. I am assummng we are ta!kzng about the 

present smtuatmon. Permodmc reports should be produced mn Irene ~th the 

requmrements through whlch control must be exerczsed. The mnformatlon 

comes mn control form, whatever mt may be. If mt ms mn terms of cost, 

mf mt ms mn terms of numbers~ Lf mt ms zn terms of tmme~ whatever mt 

may be, thms control xnformatmon comes mn. If mt ms a quostmon of mm- 

provement - I dare say that the mmlmtary organmzstmon, no less than any 

other organmzatmon, ms constantly bezng revmsed and mmproved. Then mt is 

a questmon of makmng specmal studmes. Perhaps, mn ray mgnorance of gust 

what actually happens, I am pamntmng pmctures that are not mn accord wroth 

the facts, but i wou!6 assume that specmal studmes would be made by ~omng 

through channels, wmnnmng the support of the men affected by the studmes, 

by lookmng at the smtuatmon from a point of vmew~ but developmng mnformatmon 

and then sendzng mt up to the Imne~ whmch ms The Assmstant Secretary of l;~ar. 

There the questzon of uitmmate decmsmon rests. 

I don't know whether I have answered your questzon. I don't thmnk 

my statement rega1~dmng supervmsmon means anythmng more than a crltmcal 

comment upon so much of what ms confused as superwsmon but actually 

exzsts mn terms of mental mnterference before hand. Now, mt ms better to 

let a man make a mmstake because only through mmstskes can we learn. I 

don't know ~hether mn the mmlmtary organmzatmon you can afford to make a 

mastake. I mean that mn thms sense, that through a mmstake mn actmon you 

mmght have tragmc condmtmoss. 
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True, after balancmng all the pros and cons there ms always an area 

w~thmn whmch mndmvmdual 3udgment must operate~ whether to take actlon or 

whether to walt. Sometimes the w~tlng ms by far the More courageous 

of the two throngs and is a questlon of temperament. The hmstory of the 

varlous generals of the World War - what motmvmtated them to ac~lon mn some 

cases and made bhem reframn from action mn others. 

Q In the recent govorr~nent reorganzzatlon bmll there ms a provi- 

slon for a number of men wlth a passion for anonymmty ~rho were to be sort 

of lag me~. Wzll you dmscuss the vmrtues and dmsadvantages of that 

element mn organ~zatmon~ 

A I would llke to. My observatmon is r~ ght to the pomnt, I hope. 

I thmnk thins "passlon for anonymmty" ms~ of ooL~se, a catch phrase. Nobody 

ms so self-effacmng that he carrmes that passmon up to the pomnt of complete 

self-extlnctlon. It is just not in the cards that that should happen. 

In Washmngton we have the most effectlve propaganda bureaus in the world 

vath complete abllmty to transmmt znformatlon to the uttermost corrers of 

th3 earth. It msn't to be supposed that the determmratmon to bare a 

passmon for anonymmty ms gomn~ to be temptatlon proof. Let us el~nate 

the passmon stuff. The problem ms not solved mn that fashmon That ms 

what I would descrmbe as a nalmatmve. 

I ~mi! take you back very qumcklT, wmtho~t shy sur~estlon as to 

personal, nolmtmcal preferences, to the Coolzd~e Adm~_nmstratmon. ~e 

kno~ that somehow or other he managed to get hms job done as he cor- 

cemved mt v~th very Imttle energy and ap~Imcatmon. Now, we have ~he 

present admmmstratmon~ - I am tempted to paraphrase Tomlmnson who once 
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samd that we had been dra~ mnto a cnrmous vortex of New prmncmples 

and opmnmons. I thmnk we are mna vortex and a furT_ous one~ of rew 

ormncmp!es and opmnmons. That creates ~rk~ and because one man smmo!v 

cannot possmbly do 9ustmce to all that VTell~ before these passmonate 

gentlemen were brought mnto the pmcture just as concepts~ why ~at happened 

was thms. There were some 18 agencmes assm~ned to the Presmdent's son 

James Roosevelt. I wmll grove hmm credmt for personal abllmty, but there 

msn't any such snmmsl mn exmstence that v~ould be requmred to do 9ustmce 

to 18 agencmes commn~ along and each a~ercy ~ettmn~ a half hour per week. 

That ms actually what hapDened. 

Under the present cmrcumstances ! am astonmshe8 that +be Presmdent 

ms so moderate mn hms requmrements. He coulc easml7 use t~ce the nmuber 

of personal assmstants. But thins questmon ms a famr one~ whether the 

co~dmtmons that call for those assmstants actually should exmst, and mt 

ms only mn the past few years %bat all of thins has been creaCed~ and you 

can't expect that mn our form of ~overnment much of thins ~!I survive mn 

unaltered form mn any chan~e mn the offmce of Presmcent~ ~hetber the 

successor ms a Democrat or member of some other party. That ms not mn 

the cards I don't kn~ what these men are ~omn~ to accomolmsh. I am 

not speakmng ~th unfammlmarmty of the smtuatmo~. I don't know what 

they are goln~ to accomplmsb except to ~truoe as an mnterruptmn_~ @evmce, 

whether that succeeds in protectmng the Presmdent or not I don't know 

To me, of course, the problem ms far more fundamen5al. To me the problem 

ms one of decentralmzatlon, to me mt ms one of utmlmzatmon of the members 

of the Cabinet as resporsmb!e offmcers of each one of the dppariments, 
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w~th the Presmdent of the Dnmted States dealmng only mn terms of polmcy 

that borders general consmderatmon. 

Q At the outset, I am a lawyer. V~e have to oermodlca!±y 

perpetrste so!~itmons for varmous problems of t~e liar Department,sr~ I haste 

recently ~erpetrated one~ and t~at crmtzcmss ! made was that t~ere zs rot 

suffmcment control mn the Of Zmce of The Assmstant Secretary of ar for 

procurement° In that connectmon from the control dm~_smon operatJ ~ ~Io-~ 

t~ms !rune, there was a~ cffmcer smttmn~ u~ there~ one officer super~ ~m~ ~ 

a lot of major ~enera!s apparently. ~ bunch of clerks ~ ere ~et+~n~ a !o~ 

of reports snd checkmn~ o~er those reports to see mf t~ey co ic fmn~ a~ 

holes mn the~. I wasn't mmpressed wroth that as constmTut~n~ ~ control 

or supervmsmon~ and vrhat cause¢ ~ me partmcularl~ ~o o~s~ecf m~ a~ fhat 

co~e years a~o I had had occasmon to prosecute a number of sel~ mcr~ 

an~ c~_vT_Imans ano we ~ncreasea t~e ~aml ooDula~mon consmderabl~T as a 

result of the ~hm~ The char~es ~ ere m~ all cases of lareen~ ~. e 

fc~md that the reports ~vere all mn excellent shape ~hen I fmrst e~t 

zn~o mm~estmgate the warehouses fr m ~nmch the larceny bad ta~r ~loce 

there was nothmny short~ everythmng duly accounted for I sr ~vordermn~ 

mf s~per~smon whmch consmsts only or prmncmoa!7y of actm~n s~ested by 

reports made to the opera ~mn~ a~ency ms really sup e±~vmsmon at all. 

A It msn' ~. The test of supervmsmon !zes mn the effectmveness 

of the results that mt secures. I could say~ ~ust as mn the case of 

~overnment~ the less ~overnment we have perhaps the better off v~e are, 

provmded that ~overnment we do hsve ms good. Supervmsmon ms a m~Itm~l ~ 
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concept. In the case you cmtej mf I ~_nderstand mt correctly~ a number 

of major ~en~rals were bemn~ supervmsed by an offmcer ~vho- ~rou dmdn't 

dmsclose nms rank - presu~aoly reported to The Assmstant Secretar~r of 

,,ar In any scheme of thmn~s I canit concelve of a major ceneral re- 

cem~mn~ supervmslon, i would say ,hat the most he Pets ms ~eneral 

dmrectmon. I sm dmstmn~umsh~u~ between terms~ and of course you may 

mean that bv the use of that word superv~smon If it ms actually super- 

Vmslon~ I would say mt ms rather rough on the major r enera!s. 

N~v~ mn a report~ one ~mven credmt for havmn~ been carefu1!y com- 

pmled and refrequentln~ the fscts, one fm~Is out the report ms ~m~- 

relmable~ mt msn't possmb!e, unless mn cases of extreme emergency 

~here one wants to be absolutely sure that there can be no questmon of 

error~ to os~al!el every mnvestmgatmon and to hsve a second roport ~a~e 

from an mndeoendent source so as to check on the fmrst° If ~rou bs~ e a 

dmfference between the t~o you have to decmde whmch of the fmrst and 

secon@ ms rmght. 

Thins dlscussmon ms ver~f dmffmcult because I may have certamn 

n~ctures mn my m~nd that don't a~ree ~th the pmctures you ~ave. ~e 

must understand tbat deDendmng on the level mn the organmzat~on ~here 

superv~smon ms exercmse4 - a senmor clerk, a ~an~ fore an~ and ~hen on up 

to the supermntendent~ to mana~er~ to contro!ler~ on up the !rune On 

each level a dmfferent type of superv~smon has to be exercmsed. 

As for doubtful facts~ the fmrst thmn~ an organmzatmon must do ms to 

be sure of mrs facts and that has to start ~th the person vho makes 
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the orm~mnal mnvestm~atmon Somewhere alon~ the lmne Lnere ~s ~ne per- 

son responsmble for the productmon of Lhose facts. The or~anmza%on's 

set up must be so that as to those facts there can't be any doubt as 

to the accuracy oi the facts. The remedy!mes in changing the person 

~gno reported ~hat was alle~ed to be facts what were near facts~ pseudo 

facts or antm-facts. 

I wan5 to suggest smx books for ~ou I am gomn~ to leave them for 

you smnce at least three of those may be dzffmcult to secure. It would 

~mve me Freat pleasure to make them avamlable to you. 

Colonel Rmefkohl- Mr. Hopf~ I certamnly want to 5hank ~ou for 

thms tmme that you have spent wmth us and gmv~ng us ~hms valuable ex- 

change of mdeas You should not be surprmsed to be asked to come 

here a~amn next year. 
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