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Q I wmsh to clear up a point 1n my own mind, please, the guestion
of functionalization and departmentalization. You used those two terms
in that order Does that imply that they are successive stages and that
departmentalization i1s a higher order of organization®

A No. I am glad you asked that question because I was conscious of
the fact 1n presenting those two terms without sufficient interpretaiion
that I was laying myself open to some guestioning.

Iet me put 1t this way. When we aie dealing with functionalization ——
let us say that 1s the area of the business (drawing circle on blackboard).
Functionalization implies a limitation to one function in the given instance
but unlimited application of that function coincident wath the whole
area of the organization. Departmentalization means limitation as to

area but unlimted functions within the area. Functionalization leads
to speciralization. Functioralization requires more coordination than
does departmentalization, given certain levels of growth. The picture
changes somewhat. Departmentalization builds out because the mar who
has control of that department has wvarious functions in the department.
I don't mean that those functions should include even, let us say,
placement, training and development of personnel. From the operating

point of view a man who 1s the head of a department should 1r the last
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analysis,since he has responsibility for operabing results, hae the
authority to select his persomnel. Since personnel can best be ceveloped
by the application of a standard throughout the whole organizstion, 1t
seems to me that 1t should at least be exempted from this question of
departmentalization. Purchasing maght be another one, but, generally
speaking, the departmertalization implies two or more functions within
the department but limited as to area as far as the whole organization
1s concerned, and functionalization implies the orne function but un-
limited as to the extent of application, that i1s to say, throughout the
whole organization When 1t comes to the question of dealing with a
specific organization you have to modify your theory.

What I tried to say was that at different stages of development 1t
might be i1ndicated ilhat either departmentalization or functionalization
was the best plan of organization to be applied Generally speaking,
when organizations grow in size you have three sorts of thines according
to which you can separate activaties, by function, by commodity, by
territory. Then you have a combination of all three when vou get into
these much more complicated patterns of orgamization which reach out
all over the world. Let vs say we have an organization doing a nationwide
business. If we have only the simple pattern of functaonalization I am
prepared to suggest that that brings into play more difficult problems
of coordinagtion than should exist, not necessarily should be so difficult
and that should be avoided. If, however, you have a condition where

production, finance, distribution - all this administration is alike.



There 1s a question in one organization of putting purchasing under
orgamization, 1n another not putting 1t there at all. It all depends on
the facts of the case.

When you come down and begin to work down into regions you will have
to reproduce these functions on a small scale in the regions, each one of
which wall be a duplicate organization of the other. In order to tie up
the relationship between the men responsible, charge them through each
one of these regions. It as dafficult without having a concrete example
to explain the pattern. I hope I haven't confused you.

Q You discussed the matier of supervision. In that vou i1ndicated
that they should criticize. Before that you had indicated that wnere
responsaibility was given, assigned, the authority should also be given.

I would appreciate 1t 1f you would indicate how you will transfer super-
vision, the authority, when you have the responsibility for supervision af
you only criticize® The point I am meking to you is that 1t seems to me
thal under supervision given, responsibility for supervision, you must
have the authority to mske changes to step 1n and see that the chanses

are made. If you have given the responsibility for supervision, the
proposition of supervision, as I understood 1t, you limited orly to the
matter of criticism.

A. That was just one of my little side remarks, and T am clad you
have given me the opportumity of clarifying 1t. I made the statement
that supervision was better exercised by intelligence rather than before

the facts.



Authority 1s so expansive with the area of responsibility, and super-
vision may indeed frequently fand through the conference method an outlet
before the fact, but my point was - and I have always run the risk of
being too dogmatic - that I want the individual to have freedom of action
within where to find limits and with the necessary authoraty that if
changes have to be made they are made on the basis of facts. They are
not made on the basis of supervisions that are before the fact.,

Q The reason I brought the question up 1s because we have under
our basic seb-up the propositaon of the supervision by The Assistant
Secretary of War of certain activities. The question always arises in
classes as to how far supervision goes. I1f things are not satasfactory,
should The Assistant Secretary of War or his assistant step i1n and
straighten out, or allow things +o oo simply with criticisms?

A In +he first place, The Assistant Se~rstsgry of War should
operate on the exception prarcaple. In other words, wherever the routine
1s smoothly performed and performed according to the pre-determined
functions there sho1ld be no interference in the organization. The
Assistant Secretary should be furnished wath timely reports on verformance.
He should be able to see the situation through the eyes of the sub-
ordinates and he should have through a staff member unlimited authority
as to investigation ard recommendation of rouvtines of orgsniz-tion of
performance anywhere along the line. That staff man poing 1p there has

1o exercise extreme tact so as not to interfere with the performance of
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the line. He 1s there in a spirit of helpfulness. He i1s the eye of The
Assistant Secretary of War. I am assuming we are talking sbout the
present situation. Periodic reports should be produced in line with the
requirements through which control must be exercised. The 1nformation
comes in control form, whatever 1t may be. If 1t 1s in terms of cost,

1f 1t 1s 1n terms of numbers, if 1t 1s in terms of time, whatever it

may be, this control information comes in. If 1t 1s a question of im-
provement — I dare say that the mlitary orgamizetion, no less than any
other organization, i1s constantly beinpg revaised and improved. Then 1t 1s
a question of making specral studies. Perhaps, 1n my ignorance of just
what actually happens, I am painting pictures that are not in accord with
the facts, but I would assume that special studies would be made by going

through channels, winning the support of the men affected by the studies,
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by looking at the situation from a point of wview, but developing information

and then sending it up to the line, which 1s The Assistant Secretary of War.

There the question of ultimate decision rests.

I don't know whether I have answered your question. I don't think
my statement regarding supervision means anything more than a critical
comment upon so much of what i1s confused as supervision but actually
exists 1n terms of mental interference before hand. Now, 1t 18 better to
let a man make a mistake because only through mistakes can we learn., I
don't know whether in the mlitary organization you can afford to make a
mis take. L mean that in this sense, that through a mistake in action you

might have tragic conditions,
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True, after balancing all the pros and cons there 1s always an area
within which indivadual judgment must operate, whether to take action or
whether to wait. Sometimes the waiting 1s by far the more courageous
of the two things and 1s a gqueslion of temperament. The history of Llhe
various generals of the World War - what mobavatated them to action in some
cases and made therm refrain from action in others.

Q In the recent goverrment reorganization bill there i1s a provi-
sion for a number of men with a passion for anonymity vho were to be sort
of lag men., Will you discuss the virtues and disadvantages of that
element 1n organization®

A I would like to. My observation is right to the point, I hope.

I think this "passion for anonymity" 1s, of course, a catch phrase, Nobody
1s so self-effacing that he carries that passion up to the point of complete
self-extinction. It 1s Just not in the cards that that should happen.

In Washington we have the most effective propaganda bureaus in the world
with complete ability to transmt information to the uttermost corrers of
tle earth. It asn't to be supposed that the determivration to have a
passion for anonymity is goine to be temptation proof. Let us eliminate
the passion stuff. The problem 1s not solved in that fashion  That is
what I would describe as a paliative.

I wall take vou back very quickly,withovt any sugerestion as to
personal, political preferences, to the Coolidee Admim stration. "e
know that somehow or other he managed to get his job done as he cor-
ceived 1t with very little energy and application, Now, we have the

present admimistration, - I am tempted to paraphrase Tomlinson who once
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sa1d that we had been drawn into a curious vortex of rew principles
and opinions. I think we are in a vortex and a furious one, of rew
principles and opinions. That creates vork, and becavse one man simply
cannot possibly do justice to all that Tell, before these passionate
gentlemen were brought into the picture just as concepts, why what happened
was this. There were some 18 agencies assigned to the President's son
James Roosevelt., I wall gaive him credit for personal ability, but tnere
1sn't any such animal in existence that would be required to do justaiee
to 18 agencies coming along and each agency petting a half hour per weelk,
That 1s actually what happened.

Under the present circumsiances I am astonished that the rresident
15 so moderate 1n his requirements. He coulc easily use twice the number
of personal assistants. But this question 1s a fair one, whether the
condrtions that call for lhose assistants aclually should exast, and 1t
1s only 1n the past few years that all of this has been created, and vou
can't expect that in our form of govermment much of this will survive in
unaltered form in any chanpe 1n the office of Presicent, “hether the
successor 15 a NDemocrat or member of some other party. That 1s not in
the cards I don't know what these men are going to accomolish. I am
not speaking with unfamiliarity of the situation. I don't know what
they are goine to accomplish except to irtruce as an inlerruptine device,
wnether that succeeds in protecting the President or not I don't know
To me, of course, the problem 1s far more fundamental. To me the problem
1s one of decentralization, to me 1t 15 one of utilization of the members

of the Cabinet as responsible offacers of each one of the departments,
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with the President of the United Slaies dealing only in terms of policy
tnat borders general consideration.

Q At the outset, I am a lawyer. Te have to veriodically
perpetrate solutions for various problems of the %War Department,sra I have
recently vecrpetrated one, and that criticism I made was that there 1s rot
sufficient control in the 0ffice of The Assistant Secretary of ar for
procurenert. In that connection from the control division operatin alore
t~1s laine, there was ar cfficer sitting un there, one officer supervisip-
a lot of major generals apparently. 2 bunch of clerks vere getfins a lot
of reports and checkine over those reports to see 1f they co lc find anv
holes 1n them, I wasn't impressed with that as constitubtine 2 cortrol
or supervision, Aand what caused me particularlv to =vs»ect 11 as that
some vears ago L had had occasion to prosecute a number of solricrs
and civilians anc we 1ncreasec the 7jail nopulation considerabl—s ac a
result of the thine The charpes vere in 21l cases of larceny. e
found that the reports were all in excellent shape Wihen I farst eat
info investicate the warehouses fr m vmich the larceny had taer rlace
there was nothing shorl, everything duly accounted for I ar wordering
1f svpervision which consists only or principally of action surgesied by
reports made to the opera.uinc arency i1s ceally supervision at all,

A It 1sn'v. The test of supervision lies in the effectiveness
of the results that 1t secures. I could say, just as in the case of
rovernment, the less government we have perhaps the better off ve are,

provided that government we do have is good. OSupervision is a miltanle
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concept. In the case you cite, 1f T understand 1t correctly, a number
of major penerals were beins supervised by an officer who - vou didn't
disclose nis rank - presumaply reported to The Assistant Secretarv of
var  In any scheme of thines I can't conceive of a major seneral re-
celvaing supervision., L would say lhat the most he pets 1s ceneral
directaion. I am distinpuishing between terms, and of course vou may
mean that by lhe use of tnat word supervision If 1t 1s actually super-
vision, I would say 1t 1s rather rough oa the major renerals.

Now, 1n a report, one esiven credit for havine been carefully com-
piled and refrequentine the facts, one firds oul the report i1s un-
religble, 1t 1sn't possible, unless in cases of extreme emerpgencv
vhere one wants to be absolutely sure that there can be no question of
error, to varallel every investigation and to have a second report ma.e
from an indepeadent source so as te check on the first. If vou havz a
difference between the two vou have to decide which of the first and
second 15 right.

Thais discussion 1s very difficult because I may have certain

retures 1n my mind that don't aesree with the nictures you have. e
must understand that depending on the level in the organization where
supervision 1s exercised - a senior clerk, a gang fore an, and then on up
to the superintendent, to manager, to controller, on up the line OCn
each level a dafferent type of supervision has to be exercised.

As for doubiful facts, the first thing an organization must do 1s to

be sure of 1ts facts and that has to start with the person who males
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the original iavestigation Somevhere alons the line tnere 13 i1e per-
son responsible for the production of those facts. The orpaniza*ion's
set up must be so that as to those facts tnere can't be any doubt as

vo the accuracy of the facts. The remedy lies in changing the person
who reported what was alleged to be facts what were near facts, pseudo
facts or anta-facts.

I want to suggest s1x books for vou I sm going to leave tnem for
vou since at least three of those may be dafficult to secvre. It would
give me grealt pleasure to make tnem available to you.

Colonel Riefkohle Mr. Hopf, I certainly want to thank you for
this tame that you have spent with us and gaivang us this valuable ex—
change of 1deas  You should not be surprised to be asked to come

here acain next year.
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