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Colonel ~is~, Gentlemen: 

am not going to blush r S Z am ~ case-hardened veteran, Coio~el 

~lles noticed I had been educated ~n Germany and because of ~j- German 

n~me a co~ahion of close relationship to Germany is in~Icated but it ks 

net so. M~I father was Ge~a~n~ ~ mother was French end l ~as born in Lon/on~ 

if wl%tt is treasca make the most of xt~ and I stx!l hsve =ome i~nger~ng u_~ cos 

of early eXpos~ to educational influences ~n Eagland. 

NoW, my subject, Colonel ~Lles, ~u case you dontt xnow it, Is "Prlnclples 

and Theories of OrganiZation". I am not too bmppy over the thought thct I 

goiug to present to you a diseusslon on theory ~nd princ~ples because you 

might condemm me as a theorls% on ad~slon. I shall t~y to sugar-coat the 

do@e by m~m~ ~actical illustr~t-~ons from ex-p~rlence which e~ends ov~r the 

whole ef the U~it~d St=tom and el~ht fore~_gu countries~ professionally spe~tk- 

in~ mad I am 2rawlmg on that experience, if I may here and ~here, in the 

development of my theme and I do hope ~hat you ~ill follow tne ex~ple f sour 

distimguished predecessors. They flagged me with questions ~t the close of 

~he session sad delivered a pretty tired fellow to the ~y "~i Navy Club : t 

Now I h~ve been accused of st-~rting ever tn~ng ~th the c~cle at ~he 

time of Adam and Eve. I ~on't go back quite so Jar belay but I .~ ~m~t to 

~m~ut the back~rouna somewhat s~ we n~y ~ve a frame from w}~ch to project 



thoughts and points of view which I want to submit for your analysis 

and possible disseetz~ so let me say that at ~e present moment thzs 

coumtry, in co~om with all other countries of bh~ world except those 

actively engaged in Bel~Lger~t ~ndertaklngs, sh~ds on the b~i~ of a 

~m~¢~rophe wklah threatens to plung~ us into a welter of blood~ ~nd really 

from m~ points of  v~ew than aue, to destroy czw_li~at~o~ ~ ~t ~s mo~ 

ce~stltutad. 

I want vez~/qui~y to analy~e for you the causes ~ch have led to 

the s~tu~t±o~ They represent my own point of view and I can only claim 

for it that it~h~ been thou~htfu~y put down and that I myself believe 

that c~ the whole it re~re~ents prob~bly ~t of the factors which cause 

th~ presen~ situation. 

First o~ all~ I say the~e are a bewildering number of forces at work, 

but first of all I would e~ize the uncontrolled growth of ~ ~ ~ .  

Then I would say that the u~bal~ed distr~butica of nature. ~sources is a 

caus~ a factor, of huge conception. I would nex~ suggest ~nat the ~ow~ 

~emu~nd= f~r redivlslon of colonial empires play a pro~ent part in shaping 

th~ngs up to this erl~Is. While it is true that for the ~resent ~e have 

heaz~ very llttle rela%ively s~J~g from ~r. Hitler on that subject= there 

is no doubt ~ my ~d t~u~t Shat ~uestic~t ~ have to be settled before the 

pe~:~e of ~hs world can do bus~ess with him, or n~s successors, in a way 

that doemt~t affront our sense of decency. Then dls~upted economic oraers, 

the cause and effeetj they ~mbrace the whole world w~t~ ~he ~cope of tnelr in- 

fluence. Par~lei~ hhls we h~ve clash~u~ social pnzlosophies~ ~e have the= 

in t~s ~ountry, as s matter of fact, but I wish to h~ve a picture reasonably 
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e~plet% a picture of  the ~w~ ~weep of var~ou~ ~uloso~hies in Europe, 

~ad the absolutely ~s%~mading and L~nexpected ~u~c~rae when the proponents 

of the two ~inei~Xles which clash fiad themselv~ as one, or to ~ it 

~oaked Im an ObScene embrace,. I, for one~ as a student durLug ~ m  course 

of my tlme of ~ e  o f  t h e ~  comd~tlons, sr~l with a ~ch more -~ma casual 

fa~llarlty with praeti~aily all the E~ro~an countries, except Ru~sla, was 

utterly ~uDre~red for that development. I jusb ~asntt ~u any ~r~e el 

r~ason that, iu the outward ~ ~orm ~t least, ~hs practices of the Nasi regime 

and the Soviet gov~nt are indistinguishable " ~ecause they ~nvolve ex%~nctiom 

~a~J~ti~ of t~e m~ss~s~ and control of huge reso ~ces by what~ 

la o u r  veraeC%~l~r~ we would describe as a "bunch of rancors". 

I made a study of Germany some years ~ as a matter of fact ~ year 

~rior t o  the time %~he Na~Is er. I zade a study of its philosophy; 

I wa~ ~ppos~d to be ill and tai~ one of these delightDal cures at a pLce 

~.~ %he interior of C ~ ,  amd the flzst tb/Lmg I i~d, it was my conceptxon 

of ~ ~his ~.~e should be ~ak~a, ! go% myself a s~eret~ry ~md --oh, ~s. 

Hopf ~s ai~, please d~'t "misu~dersb~ud me I suda~ly ~ ea!~zed i ma~ht ~e 

~mgg~st~ thi~S -- she had to know Germ~a~ Frmuch, ~ud ~gl~sh, because 

my eo~T~spsnde~ce was ~th most of Dhs !~u~u~g~s. I col!eote~ aur~ug that 

s~mer a reasonabiX c,'~mp!ete Set of edi~ia!s from all the he.papers and 

it w~s the most f~Scluating thing %0 do; it led to some conclusions wlucn~ 

with reg~ %o !9~3, were very f~ue for ~e after events. I nave ~dways been 

~ather pleased with ~self that I was able to forecast o~ the basis of h~t 

ztudy, and mind you, only on t h e  basis of ~Imt ~as in those newspapers and 

not ~i%h ~ ~efereace to the newspapers published in any othe~- country, ~as 

I ale %0 forecast what haupeaed, i also predicted tae ~-~o9 in Nazi popul rity 
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vhich ~as going to oceur for one reason -- there %~as a Co~mnnish ~u the 

obs&~re city of Bo~on who h~d been in ~athar an effective and horribly 

brutal manner put to death. It took one hour and twenty-nine ~_~nut~s ~o 

kill him ~=md he 1~d twe~ty-sevea wounds on his body, some of them of iu- 

~scr~able character, and hhese ~en were a~re~ted nna they ~re condemned to 

deat~a. But ~.~hat dld ~r. Hitler do~ he was a ~ty l~ader~ ~.nc he sent them 

a telegram and he s~id~ "I ~ut party above government; the blood verdzct 

w~ll not be carried ~at upon you". That lost hzm two ~i_ll~on votes. If ne 

had sent word that "Onc~ you were ~aubers of my pBrty but I sh~!l not soil 

my he~ds with the blood of a s~a~le German} ~ou i¢~% my p ~  eond you ~e 

~i~ to h~ve your j%Ist due ~ he might have been aleehed a year earlier. 

There ~ere ten thousand Nazis standing ~ the c urtyard ~nteat -~q~on de!~ver~rw~ 

the verd~ot, b%~ these men ~ere sent home quietly, otherwise there ~o~=ld h~.v~ 

been civ~l ~ar in G ~  then. 

~hile I am on this cl~shiug of ~oc~al ph~!osophies, if I hrd to pick 

o~% ~e ef these ~ai~st any other that is the cause of muah of wh~t we are 

sufferimg from tod~y, I think that is probably ~u~ common senominator that 

runs thro~@h ev ~ry~g else. It is ~ etr~ag~ng that the mi~ of man 

which has leara~ to ~%ster the forces of nature should have w~thin ~tself 

%/~ seed of destruction. 

Them there is the im~reasz~y bitter struggle for the ~orld markews. 

I could use every one of these es texts for elabo~a5~on~ but I ~ould never 

get imtO the main part of what I ~uut to s~y ~.f I ~id theft. I have been 

golng to Germany ever s~uce I was that high ~ud I have seen the changes in 

C~rm~ dbmi~ the i~s~, nearly fifty ye~s and I can say s on a bas~s of 

my own oBsaz-v~tlon and study, that Gordians betray a pos~_t~ve genius ~ the 
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field -of inabilihy to goverm themselves. They -are never happier than when 

something is Imposed upon them. I wonVt say that th~.t Impos!tion should 

take the form of what the Nasls say is the mo~t enli~htened, host advanced 

social order of the day -- oh no, that is where we u~t company° 

This just came to my desk _*rom Germsmy. ! happen to be ~ en~ineer 

and this ~s the ~uapsr of the leadzng engineer society o~ Germany. Here Is 

an edi tor ia l  of October 19~ ~I zt ~s headed "E~rope's Decisive Hour" and 

there is a ~imal paragraph which says~ roughly translated "T~ er~fore~ t~his 

wa~r ~-ill not Dhrow contiuental Europe back by decades and destroy its best 

forces; meith~r well it in this dete~g hour ~rove possible to demonstrate 

that Europe will for the first tlme find i%self,. Thls ms written wlthout 

amy thought o9 propaganda, except in so : ar as the Germ~as themselves are 

~aucerne~. To show you the practical side sf the p~c~ure here is auo~her 

Sect~a~4 These ar~ advertis~meats for eng!neersj four pages of them. Adver- 

tisements for eng~ueers~ Germsas trazmed in eng~neerzng~ ~ that one factor 

as much ~s amy other which I mould put my f~nger on at the present moment 

will p~ to be an obstacle in Germamy~s 'military objectives" Do you ~ant 

%~ k~W what they ~re doing_? Here is Junkers, a n~me with which eve~-j mill- 

tary man is familiar. I dare say there are some among you who have actually 

en~oumtere~ ~kmkers dur~g the Norld N~r. Dr. Junker ~as arrested ~a a charge 

of high treason and he died wnil~ s~ill under tha~ charge, and only because at 

the imstigatlo~ of the ~erm~u Republic ne had planned, erected~ and operated 

plants for the ~manuf~cture of airplanes xm Russia. ~_s soon es Hitler came 

into po~er he ~ta%~d that th~s wa~ hagh treasem and they took Dr. Junker's 

~oper%y away~ and a man at the r~sk of has Lxf~ testified for the ~ker 

family sad succeeded, after a year and a half, ~u rega~ug for them fo~rteea 

milllo~ marks, r~presenting the value of Dr. Jumker~s property ~u part. 
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/\/Th~ man ~t this very moment is s~tt~ug in my o;fice at N~w York, a 

/ ~ ,  and he is Germauyts leading m~uagem~at emg~ueer. I have ~nv~ted 

l~im to ~ome irate my o£fl~e for one rea~au alome~ I ~aut to learn from hlm 

~omsthi~ ~bout the a~v~ced technics of managemeut %hat he has employed 

pramS, tee and I say that without ~uy apology because the m~, ~ my 

judgment, is f~ ahead of ~ny~ we cau shc~ in this country. ~en t~t 

'court ~aide~ in favor of that family the C~ef Justice ~tepped off his 

ros~mm~ went down to where th~s withes8 stood ~ud said "I recommend urgc~itly 

I that y~a at once !e~ve this country". He got out just thre~ hours ahead of 
J~ 

! the h~'zi~. I thou~ht I should da this as ~ decent cit~en ~d a m~u who 

confesses an ~uterest in humanity; do something for th~se brzll~ant em~r~t~. 

I ~Om~t ~, out to seek them~ but I do, when they cre~s my poth, ~ry to o, helpful 

~d in another case~ a m~u who o~.es l~rgely ~o my wife, ~ho ~ a ~er~bor of my 

firm~ the fact %h~t he is in this country n~w happily united w~th hi~ ~ ~ ~ly~ 

wal~ed i~ a msmber ~f ~u A~ti~e~is~ co, tree 2US% before he was going to 

leave~ He had beem~ for two ~eaks, c~ce~.ling himself at n~ght in forests, 

in the home~ of f ~ ,  ~s an~ G~ntiles indi~cr~m~u~telyo I w~nt to ~ay 

that there are many~, many th~usmds ~f Gentiles in Germany who h~ve the 

d~epe~t ~jmpathy for the ~w~ha~ fa~e of the J~s and who do all they can, 

~t the ri~k ~ their llves~ for them. 

B~t ~ettlm~ ba~k to %~ e embracers. I am ~'raxd some of ~nese ~erms are 

~i~g to be m little d~fficult t~ ~ translate. That s~ems ~o be pl~ui~g 

eriE--S ~ constructi~ em~u~rs~ operating e~g~eers, "en~ of the eng_neers" 

perhaps ~hat means inspection or somehbnm~ like that. Lots of expressions 

grow u~ Ove~ night and ~nless you are in ~onsta~t touch you h~vs another 

l~nguage wl th t~  a ~year or t~. 

l 

Dr~tsmau t c~t cai~alatorss these ~re all 
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~ntsd. There is another advertisement ~u he~e i ~ant ~o set, Junaer has 

~ree la here you see, They ~ant iuspec~.ors~ Dl~un~& engln~ers, .m ~t~ri~l 

e~eers and proc~e~2n%. They a 1 nave to hrve good k~o~!ed~e of e~u.noer 

I !rig. That !s a~ near as I cs2 come to ~±ng you a graphlc demon=hr-tlon 

. Of how Ge~ is going %o defeat herself, 6s It is po~'~ib!e ~ t}~s =.omen%, 
z 

am ~is d~ i~ November, 1939. And whoa it comes to gasoline, ~hy did %hey t~e 

6/~,000 Polish soldiers ~u~o Germany -- only one reason, to replace in p~r% 

the lack of ~po~er. Nhy d~ they need maapo~ar? It redoes a mill~on nero 

• o extract the gaso!ine fram the coal in qusatatiss ~ su/f_c~at to supply the 

~ p~e~ent requires ~f Germany; and that ~asol~ms is inf~rior~ doesn't equal 

~Ur q~%y of &~S~ or %h~t ~,/~ "~nr_t ~_s at the d_sposal of the 

~i~ish z~d ~r~uah. 

1%ho~ht I ~o~id throw ~hose f~ observa~l~s i~ i~ order ~o l_iustra~.e 

same of hhe internal eoad~tio~ the dtlfz~lty of neeping an or~anlzat~o2 

~m ~ ~ ;  the% is the poi~ ! ~an~ to br~_ug out. 

Yesterday I was se~ a cile~% ~ho imppened to h~ve peb!~shed 5hc~t 

' m~s%r~s book called "C~ae~with t~e W~ad ~, I don't moan he published it, 

he printed i~ a~d you'd never suppoi~e ~ha% his difficulty w~s --- It was ~nree 

hooks i~ ~ae and it c~ple%ely unbelen~ his ~tu%~ct~_~U process~ bec~ase 

ne ~£ his em~s ~f psop!e st~d~ by =nile this mobster was gol~g through~ 

mot like the wi~ b~ ~ ~p %he prophetic, pzocess at each po~/%%. 

SO~ it xs extramely im~ant in evenly plan or or_gani~a~i~ to see tc it that 

the s~b-~iviaions are balanced ~ell. You know th~.t no~ we are tslki~ about 
{ 

~ ~treaml~ divisicm~) that is the ~oie theory of p!~mni~g~ Luvo!ved with 

the idea ÷~ha% each ~% will su~n~lemen% every other ~rt and together they 
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will co~tr~bute the full force to the f~nal effect. 

Undue conce~tratio~ of economic power -- I w l! pass ~h~t ove~ ~ithout 

reference to any limitatloms, because I th~n~k ~e will f~.nd undue ecxaomlc 

concentr~tlon of power in any country of the v~rld, ~aclud~ug America. 

In blind resistsace to change ~u a dynamic soclety the only t~uc~a~geable 

£a~tor ~ith which ~e are faced ~s the fact of change. ~e are al~vs going 

to have change. The important thing for st~Bea~n, business execut~ves~ 

is to plan in such f~sn~on that they can synchronize the v~r~_ou~ elements 

that contribute to change and keep them measurably under control° Tae bush- 

mess m~n ~s faced w~th two sets of conditzons| one~ economic control, relates 

%0 B~ ~teraal affsams and therefore me very seldom does much about ~ ~d 

that makes a hsrvest for management eng~Ueers. The Chinese hud a proverb 

which went, -Don~% get angry ~t the pigha~l of your s~ner~or, but use ~ t ssa 

cl~mbi~ rope.. Unless there =ere moony pigtails in the world a lot of us would 

b~ithout jobs and asplretio~s. It is ~mp~rtsat %o balance the f~ctors ~ a 

~mall business, or on a large seale~ ~ud th~ busaness executive who realizes 

the impracticability of economic .... aa ~ business, knows he c~u't do any- 

thing about it. His object is ~o m~ke as good an sd2ustmeat to the sztuation as 

capacity may determine. 

@ 

The tauth point, the rls~._ag militance of lobor ~n Its cuest for economlc 

security. Now, les~you imagine that I am out of sym~w~ wlth l~borrs aspir- 

ations, whxch Is a deduction t~t might pessJ_bly be dra~n fro~u w~t I have 

just said, let ~e hasten to suggest th:~t l~bo~ right% the iegl~ ~iu~te rights, 

rather ghe re~ognit~o~ of labor, s legitimate r~ghtsw has been too long de- 

ferr~d~ but ha~uag made that st tomcat i go on ~o say that labor, ~f ~t will 
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oon%Luue Its assertion ~hrough the po~er of its positlon of undue possession 

rights, it will be ex~ed to exsetly the same sort of ~txclsm ~nd resistance 

as has beea launched aga~ust the economic royalists In bus~ness° 

igh%; closely allied with these ten forces m~d providlng in some 

instances influences incitxng drastic action is the exlsting wides~e~d 

atrophy of leadership amon~ the so-called democratic cou~otries. I thank 

nobody Till do~t tha~ up to the advent of active war,are 0~o months ~go, that 

~harge could lie against the so-c~l!ed democratic eountrles. Perhaps the 

leadership existS, perhaps it ~as obscured by the fact th t ~e proceed here 

very i~rgely by c~mmon con~t and by fre~om of ~scussion ~ud the wldest 

peeslble expression of oplmion. Yet after all when you look at it >urely 

from the polnt of view of accomp!ishment ~ 8 are occasionally entitled to 

describe it as b~le~Ing~ 

That reminds me of a comparison once made b~%ween democracv ~nd autocracy. 

Autocracy was likened %o a sailing ship~ some of you naval men may jump ~n 

m~ far the e~pa~!~on but I claim T2~e valor of ignorance of such ~h~ngs; with 

blowing f~ll in the wind ~ res~mmd~ng ~u~t~mtly to the touch of the 

helm by the helmsman~ but sooner or later destined tO founder on a rock. The 

d~eracy may h~ likened %o a raft -- you can't s~uk ~h~ damned ~ung~ you 

are ~lwayS up to yourk~ in water o~ it, ~nd you can't steer it. 

Eex%~ ~the breakdown of the Internation~l monetary syshems~ The Lus~de 

bAs%ory o~ the relationships amon~ govermmants ~n the la~h few years ~ith 
~t 

regard %0 ~_u%ernationai monetary systems makes tr~udously fascluat~ug re~d- 

ing and ~Bome o~ th~ conclusions which ~ere reached by ~Lr. ~o~d ~ ~ 

I 
in his r~nt book "After S~v~u Years", in which we w~ll give him his vlew, 

are e~ly interesting and somewhat significant. He does give you a peak 

behind th~Asce~e, ~a~i~uls~ly ~ the o~casion of that ill-fated economic 
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~ference in London, which some people say ~as sabotaged. I don't know, 

we shall f//nd out flfty years from naw when It doesnTt ma~te~° So the 

breakdown of monetary systems which are deslgaed for faciiitat~.ng change of 

goo~s ~nd s~'vices over the world~ is a force that has to Be reckoned with. 

The ac~am~in~ threats %0 the existence of free enterprise Is another 
I 

/ ~gle which is ~!oularly bo÷~her~ng a certain trade association. (Off record) 

/ The rapid spreading of racial and religious intolerance is a f~ctor all 
/ 

thinking roam ~uSt unite in deploring. 

The swiftly changing a~pects of industr!alism -- I can say ~o you~ 

gentleman~ ~a~a basis of c~r thirty years @~nstant observation of ho~ organzza- 

tlons are managed o~er~ large par~ of the world, ~hether in Europe or 

Ame~iua or the fat East, when i ~y in the far East I me~ m~taged by waste 

p~op~ you find one %hi~E~ or~an~atloailags behind ~n application to a 

&~.v~ s~t~tio~, ~mn according to all th~ !a~s of common sense, org~ni~atiom 

Sho~d ~e ~ , i e ~ t , ~  i n  a d v ~ e  of the f~%. Now why does It lag hshlmd? 

B~s~ %~e l~mi~tlons of %aose whu man~ge th~se organlzatlons are un~g 

tO Be ~ist~ ~'~pS he~Ise th~ realize t~a% thinking, ~2~er all, is 

rather m ~bmf~ process  n o t  %00 oft~ iad~Iged in; they =ork along th~ l~ne 

of least r s  t uce. 

AS ~ ~firs% test I ~ay "By the way I presume you have some ~ort ol 

or~aui~mt~en cha~ not that i% Is of particular interest at the mom~nt~ but 

it will ~Ve me somsth~u~ %o go on"~ and th~n" watch ~he look cA smbaa~rassment 

On the~ma~s fac~. The hi~h~r he i~ %he more embarrassed he Is~ unless hs is 

at t~ ~i~5 whet8 he do~s not glv~ a dam~ sad say~ "I w~t It done because I 

~ so~ He digs down in his desk, Blows off ~he dust, and brings out a 

o~ ~pers~ th@ d~te ~s us%~%lly % ~r~ years behind, ~nd he says "Well =e 
/ 

have ~, =h~ h~re, b~ We w i l l  have %0 m~e some ch~uges". He doesn't see~ 



to realize that he is talking volumes to me when he tells me ~ ~t. I could 

say t~ Bam~ s~aklng tactfully, ~hm ~ yot~re s~aks so loudly th_t I ' ' 
- ~on t ~ear ~ 

what you zay"; and I could s~y to him that there are very many people ~u the 

~orld th~_t whenever they open thelr mouths seem to h~ve an ~uc~mny ab~-lity to 

subtract ~ hhe s~m total of existing kno~leQ~e. ~ayhe by the time I get 

t~ough I wiZi be in~luded by this group ~u that numbaw. 

You c~u see, I presume by those observations, that I don't ~l~ays ~-gree 

with my clients. There~mre two thin~s and us ~ could j ~ one of them that i ~ do; I 

could ezther give ~e client what he wanted or ury to give h~m ~hat was good 

for him and I have sl~ved like hell all these years to g~ve the man what was 

good for him instead of giving him ~hat he ~anted. ~hem the t~me comes that 

I have t~ give h~m ~hat he wauts I ~ant to quit. 

~./ The e~tion over wider and w~der areas of the ~orla of practices 

~i hitherto deemed ~n hm~mony ~th the concepts of iib~rty and freedom of 

\~thought. i have ~ mind ~A book tha~ ~ "a far more potent ~ufluence 

Ger~ z.nd I mention Germany to the exclusion of other co~t~es because 

at the present ~m~ment ~he whole world is focused on zt, c~ll~ ~th of the 

T~entieth Century,, writt~n by a ~ by the name of Rosenb~rg, and ~t ~s~ 

f~r mor~ dangerous th~n even Hi~!e~s "~e~ Kampf"; ~nd I even found traces 

of Rosa~bergCz beak imcluded in Hitler's text. ~ow th~ book completely 

~ienles the rzght of the i~d~v~du~l to his own organis~ug unit ~Id to march 

f~ard to his own destiny. He ~s there for %he State. These yc~g Germans 

are bein~ taught to sacrifzce themselves gladly for ~e S%ate; well%i'ussolini 

has the same thing in ~he Fascist Youth ~ovenent; catch them youmg~tell them 

what &s good for them, then command them. ~xe German zzrls belong ~o a 

different union csil~d the ~-----~~ . Now there ~an't a Germ~ 



who has not ~ransposed that to "Soon Ge~n ~others". Now there isn't a 

German who has not some) shall ~e say that their- ~dea of the e~.ncepts of 

liberty aud freedom of thought) h~s been perverted to the po!nt where every 

s~ugle female of the species is just a unit in a huge breeding experlm~nt~ 

and h~s no right to the product of t~hat concep~on~ the St te takes i~ over. 

These matters are becoming an accelerated th~ug of speed. These are being 

believed by millions and milllons of people just because they ~m-e ~u the 

hands of arch builders who seek %o s~.tlsfy tnelr lus~ for po~er. So yo~ have 

a type of c~ganm~ation developed there as you have ~u Ru~sla and ~s vary 

unfert~tely you ~y h~v~ to develop# certsamly for the durat~_on of war 

emergency, in th~ countries that must succeed or fail to stu~vlve in t1~ oombat. 

I have completely lest my capacity for e~p(r~encing the shock of surpr&se. 

I listen to the broadc~s~ whenever I am at home, from France, from Geruany, 

fram Eng!~nd, stud from HoLland. I ma~e notes of their points of w_ew and I 

say tn~t I must awzrd the palm for successful prepoganda for the t]z~ be~r~g to 

Germany~ the clev~w~st job done in ~he ~orld today~ so dev~lis~ly clever that 

even I have to watch out f~r my~if, I have to apply ~y !n~elleet vi~orously 

agaims~ i%. At one t~me I ~as ~n Germsmy, mmong a crowd of about 250#000 

~eple~ ~hen Hitler e~me out to the are~, and then bellowed at that cr~ for 

one hour and f~ftamm minutes. I ~a~ carried away by mob pzyeholo~y, but as 

so~a as I get a~y I said "~at damned unadulterated rot"; my co~amom ~ense 

came to my reseue~ but p~cture a Ger~u who D~s no defense mechanism. Do you 

know wl~at tho~e Gez~ans s u f f e r  from the most? X will tell you for you ~ould 

never guess. It is the co~sory turnamg o~ and l~stening to one thous-a~ 

and one military b~s blaring forth. I have had oneGarman industrialist 

tell me ~ithin the !a~t three montb~ tP~t "It is the crowning indi~aity and 



I Suffer so acutely from ~t that soms~Imes ~ feel I ~ going mad" -- tnere 

is a pic%ur~ for yo~. Just switch tha~ ~l~al ~y ±el~ polnt~ ~ na you _re .~pt 

to be sto~d up a% d~wn and bin~, b~ng. 

T~ epoch rmk~ug ~nnovations deriving from the ~uventlve jen~us of man 

in all dep~ments of human endeavor l~ve themselves contribuzed g~cc~.tly to 

these bewildering c~es which ch~2~cterlze the 2resent panorama. 

The unprecedented complexity of ~~odern llfe, ~ith its concor~ants of 

2eg~m~nta~a~ ~dardlza~lon and ~tal~zatlom of the crcatlve splr~t 

I have conhributed a lot to ~tandar~ization but I hope the t~me ~v_ll ~c~er 

come when I sn~l view ~_% ~s auyt~ng but a m~s to the eua und not the e~d 

i%~!f~ 

~2e contraction of the world'caused by ~ ~ ~e ~opmen~ of modern means of 

tr~usoort.tic~ and communication, annihilating t~me ~nd s~ce. We have seen 

it happen in the last ~enty or twenty-five years. I saw ~_t _n ~he off&co of 

Gover~r Strong~. Chief of ~he Federo~l Eeserve Bar~ of N~ Yo~k~ ~here I~as h~s 

ass~sb~ut. I saw ham reach a decks_on s~'tar a telephone conversation with 

~O 
- stud tnir~y minutes i~t~r a change ~n stock prices ; ~s effective. 

Tn~% was t~ decision t}~s one nan made. ~.hat be-ter illustration do you needs 

It is a ~Tt of t~he oonteutlon that ~e and s~c~ Dave been a~u~OiLLl~ t~d by 

the ~us ef man. 

Finally~ the lust for power w~ich propels men along evil pat~s ~Ath cease- 

lens ~r~ pursu6~ by the furies~ if yea ~Ll~ utterly heedless of the ~ e~rful 

price ~r~c~d from h~%y in the sa~i~? ~ctlon of thor demonic ~nst~nc~s 

t~at is H/%l~r. 

Now/the~, I haste long entertaLued a p~z~onal conviction, ~m~uforced by 
) 

study ~h~ch've~j few men ~ave cow, polled the~%~elves to m~ke in tacit llf~t~nes. 

This conv~ction o ~ ~ is that at the root of many~ if not all of the 

difflcul~ies that beset us, in commo~ wlth other countries, lies 



our inab111ty to think in terms of or~nizat_on ~ to ~rof!t by ~he teachings 

of the ~st respectlng this supremely important force. 

I am going ~o p~es~nt some princlples selected because tn~s as a subsect 

t~t is so bro~d that it is fearfully hard to bound it w;th~m a per~od of 

tlme that one dare take on an occasion such ~s ~his. Without any pa~ticul~m 

reference aS to the order of thelr "-moortan~e I ~ant to say~ flrst, wherever 

you find that the pm~er of deoision is not placed as closely as posslble to 

%he point where action originstes, you are f~ced wlth a fault of organization. 

Now I mus~ not oo~fuse you; I am talk~ng aboa + industrial condltions. It also 

applies in modified form to milltary condit!ons. Perhaps In m~lit~a~j operdtlons 

you find the least violation of tn!s prine!ple, but ~n ~n~ustry -- ~ell~ just 

go ~uto an organxzation s~ day and try to get a decisio~ on a ~tter beyond 

%~ rouhine cad se~ what happens. You h~ve to take it up ~ith so ~md s~ -- 

then you h~ve to ~ee Nr. S~ and So Plus One; he says "I c~u't pass on that~ 

take it to So ~ad So Flus Two" -- you cont~uu~ theft ~ay, ~ud you can't g~t it 

ecided~ you g t one of these half deeis._ons that don~t mean anything. They 

hedge smound too much. I eon't mean t~at the opposite ~s necess~y to De 

cultlvated~ For ~s~ance, I once had a banker, he wasn't an executive he 

thought he was. "All I care about as being right 51% of the t~me" he said. 

That is just to~ery; it is~t even ~ntelli~ent, and if that ~n g~ves hamself 

a batting average of ~hat figure he has ~ lot of territory left uncovered. 

B~t to place the po~er of decision as closely as possible to the point 

~here ~ct~on originates Is what we should strive for. It means developing 

suhOrdlnates~ i% means despatch. If we can accomp~h it, It means relief of 

the exe=utlv~ overload which ~ s one of ~he characteristics of the present 

industrial s~ene. There ere more men in middle ~.~_?e killed today by heart 

-l&-- 



diseases i~ bus~uess by far than ought to be simply because they th~uk that 

all knowledge resldes ~n them ~ud they think that the ratla of the ~nowledge 

of the people in the field is in roy rse order to thelr dlstance from the 

business, God help the fellow ~ho is ruled by a man in Nc w York and resides 

i~ Eanak~nak. 

The chan~ of detailed information Into control informst~on as rapldly 

as possible ks it moves upw~ra through successive organlz~tiomml levels. Now~ 

~e will all agree that it is important to have t~ely, complete and signlf~c~t 

~nformatlon~ Well, i will ~ive you %-he o2posite of it. I served a c±zent 

cace~ st~ll a very good friend~ who had an off~ce In Kansas City ar~ he had 

seven large plants throughout the country. The product was of perishable 

oharacter, If i~ dadn~t move from the shalves of the stores into the hands 

of the consumer within four weeks from the date of manufacture zt h~d ~o be t~_~aed 

back and then reworked or g~ven almy. You Imow that man dld not et h~s infor- 

mation until six weeks after the food was manufactured and then he didnI~ /et 

I% consolidated; he got %he details of the sales all over the United $~ates. 

Th~s he had to s~art to build up with lit%era!ly Z2 accountants around hlm, 

and perhaps a month or so later he~d flnd ou~ that he had made .432 or some- 

thing, or he ~ttght have lost sometbamg. There ~s no sense ~n organizing in 

that fashion. That ~formatlen had to be moved more to a middle point. As 

rapidly as the business moved it had %o be adjusted to the tempo ~nvolved ~u 

the situation then he had to get it as closely as ~co~slble to the actual 

iue~daut. I told him all theft ~u l~mguage suic~ble to the occasion~ by z~di~ect 

mere than direct assertion. He said "You huow I am ~nclined to thank you arb 

right. I never thought of it; I better change"; stud he c ~hanged it. I g~ve 

him lOOt for zhat. 

Then there ~s the p~psr work; the amount of information that is put 
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in detailed form on paper. How do we reach judgment when '~e do ~_t ~n tl~s 

fas~hi~n. ~e ~ontrast m s~%uation ~ith which ~e ~'~re deal~nj ,~ith ne ~at the 

n~/~98Jae action of o~ exper!~ce Of the past and ~e arrlve et ~udgments. 

Tha%~ is what we do, that IS the mental process. If you have no v~lid 

stand~rdS by whleh to j~Ige perfor~mee or oos~ or time or movement t~a-ough 

space you are los% and ~t ~s very ~mportmut not to beae~l your o~m thi~g 

by having a m~tl~itude of th~a~s. It is the hardest ~n~mg to get facts~md 

~hey are stubbornly e!uszve. The people closest to the s~tuation ~ e the 

ones least eapa.ble of giv~ug Dhe facts and vez~j olten you h~-ve to bahtle to 

g~ ~hat you want. I sat for eleven ~urs yesterday on one sztuation and i am 

sT.lll smarting for lack of sleep aud I was so wrou~ht up over at l~st n~ght 

the last thing I did was tO just h~v! l~a~ge te an Unresis~ng dictaphone, 

usi~ mp tl~ee ~li~iers which we.~.e pa~.ed. That means 6,OJ0 words ~n an 

hour and h~!f and the girl zs probably stuck e~tn t.~em today I dare say, but 

it is there. 

> 

The next is substituting dep~vtmsntaliza~ion for fuactionsllzatlon wherever 

recruited for large scale ~r~zatlon. ~ow the evolut~om of organ~a~imn. 

The sise you may first h~ve and when you get ~ medium stage s~ze the need for 

f'~ionalisatioa the~ loses ~ force ~ ~h.e larger the or~zac_on beco~es 

because tLe problem of cc~rdiuation becomes granter ~d sometames i~ tops 

i~self amd unJer those clrcumstances you ~st go back to your other pa ~ern 

sad begi~ to aeflne fuaotlonalization ~ud departmental~zat~on. I~ l~ not easy 

to do, One of the best exa~ples in hhe world is the General Notors Corporatlon. 

I say~ ~t~y it and try to find ~n the organ~zatlon why these than s we~oe 

done and you have added to yo~r capacity for th~utu~ ~n terms of organizatlom. 

Neat in line I p~t the Catholic ~rah for this reason. It comm~uds my respee~ 

as a~ example of org~ulzat~on ~ for Principles of decentralization. 
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There ~re just five jumps from parish ~rlest to the trope. I have to 

~atmh out, I might sometimes create the ~ro~g Impress!on. I might be ta "lk~ug 

to same members of t~t particular faith ~d they might n~sconstrue .~h t I 

s~y. If they t~ke it in -he right way it forks 100%. You sho~ them the 

buslne~s of the C~tholie ~aur~h is done wlth fi~e levels and then show them 

they h~ve eight; that ~s a simple cnalysis. It Is the juxtaposition that 

evem the limltatlens att~%ched to the intelligence ~f any ~us~ness ~ecutlve 

~u~o~Id be equal to mastering. I talked ahead of z~ poznt. Theft Is the 

next v~int I want me mention, the effectlve dlstr~.butlon of labor, but yore 

will remember the Catholic C~ ureh story wh~u you have forgotten th~-s princlple. 

The over-el~oratlon of organization defeats its own alms. Then clashe~ of 

authority. I demur get disturbed ever them° I am a pretty good clas~cr 

myself but ~ often see clashes of auther&ty. I am dea!in~ r~ght now wlth 

three set~ of brothers i~ three d~fcraut organizat~_omso I have to keep these 

tD2ee sets of brothers Separate and sqme÷~umes I den~t succeed, i ma~'r~ed two 

of them off this summer thinkin~ that br~ug~ug ~!ves into the ~cture ~ould 

be a stab~l~_z~ag Influence. It didn't ~or~. But spe ~aking of c~ashes of 

~utBmrity -- tell a man who has maJe a maccess according ~o h~s point of 

view that he has got to protect that success by subordinabing his point of 

view to the vie~s of the orgauiz~t~on ~nd you h-eve a ~obo Yo~ have a ~ob 

b~eause a suceessftul ~ usu ~ally as poszt&ve, often ~ogmatic, and frequently 

t~aa~-a~e th~%~ there is a law of d~miuishi~ ~eturns. 

Now %hen, we place empha~ ~ently aVon individual authoz~ty u~d 

~Imnsibillt~/. We u~e the individual ch~nels until they a~e exhausted and 

rhea ~e supplement them by ~roup ~t~a. Theft ~s the ~ay me adminxster, that 

is the way to lay a foun~a%_oa for so~md org~uizat~om, because after all ~s 

sai~ and done, erganlzat!~ expresses itself through personality. 
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In a moment Qf les~ control than I ordlnarily demonstrate, I flung 

my fist ~thim the nei@hborhood of a client's face in one of those v~olent 
you 

gestures and I said to himp "The trouble with/Is tho~t you are applying ~0~e- 

merit by mathematics~" "Certainly I am~ ~nat ~s wrong w~th that ~" was his 

reply. Nhat is wro~ with ~hat -- the only managem~ut worth while that I 

have ever ~een is m~agament by personallty and the only thing ~orth whale 

in the wor~ ~nnagement is the flrs~ syllable. I aon~t d~spise mathematics; 

But I don~t believe in ,oncantrating only on the th~x.d digit to the right 

of the ~ecima! point. I once h d a client who was concerned only with ~hat 

third digit; he h~d his faith settled by the f.ct of uh t third diglt. The 

opposite extreme is dealinc with astromomical figuresj s yi ~ th~ it t~kes 

IVO light ye~s for somethlng to come from ~ome stellar body ~o the earth. 

Does smybody here know what 170 light years are? I'll tell you; it's 6 by 

6 by 2 by 24 ; 936 ~P~th 15 ~ig~res fol!owlng. I used to ~unk I knew 

sometb~ug o~bout a billiom~ but the s~ud~ng machine broke down the f~st t~me we 

had a billion dollar day ~n the Federal Reserve Ba~k. Most peopls can'~ tn~nk 

in terms of a million and then you come along w~th 170 lisht years. There was 

a fellow by the name of Charles Falt, who for thirty years, dug ~ro'~d in ~e 

New Y~rk Public Library. I'll tell you what he was ~er. He woul~ f~nd out 

theft the good ship M~I~j Anne arrived ~n April 15~ 1S73 in tne h~rbor of Sldney~ 
# 

Australia, a~d reported that Some ~ceks back the sh!p h~.d suddenly been uncul~tcd 

by du~t. He searched n~spaper ~nd found 

and then tried to find some connection between t~se t~,o. Imagine a ~u ~pendin~ 

~his li/~e on that~ j~ because of his implacable detrain tisn to ~;a~rrel ~th 

science. He wrot~ one book in connection with astronomy. He ~nte~ to ~ 

why w~en a mete~ comss to the e~rth omd ~s sicked up ~t is st~ll red hot and 
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yet it t~kes 170 IAGht years %o rs~ch the earth. It nust have J~art~d before 

thB Ohristl~n era and yet It is still hot. In nls preface to ~/~ book he 

said, I glv~ you ~ ~ttle aholce e~ple of hls method of expresslon: 

~Arm me for ~Arawlng w~th a redwood tree~ furnish me ~th ~hite chalk cliffs 

to ~i%e upon~ magnify me thou~auds of times, 

and th~a i n~h~ wrlte large enough Nor my subject" What a mind| Was he 

satisfied with chalk? No, he ~anted a redwood tree ~ud whole cliffs of w~i~e 

chalk. I get ~ klc~ out of that, ~henever 1%hi~ of it. 

ight, no~ there is a crying need £or decentra!izat~-on, rca~, personal 

ilmlta~l~s and i~o~ance of sot~id princlplss operate agclnst it. i don't 

take t~ mathematics but ! u~e mathe~mtics a great deal under protest as the 

only way of be~ug pre~se. I hice a fe~ t do my ~then~t~-cs for me. I 

have set ~p~prin~Iple, theft is a formula~ as the result of An'#estmemts of 

$~0,000 i~ ~en llfe ~usurance compsaies ~n the l~st 32 years. I n<ve been ten 

years at it but I waut~d t~mt one measurement and I ~le up ~j ~umd ~f i ~d 

to take 50 years to de i%, i~d do it ~nd ! h ~ve got ~t. These are compresses 

dc~ug bus~ne s i~ N~w Tork State, or that have oper~tLug exF~nses, as we define 

it, of ~ it ~s ~y hope that there ~ill be a set-u~ to control t2e 

movement of ~ese ~real financial or~ulzs~ons. .~]~ I c~u d~ is f~sn the 

informatlon, fln.sh the f~cts tb~ot I hzve; show thnt every s~_nj!e life LUSUa'~:Ce 

C O ~  t~t has h~d tw~ bill,-one cf life ~nsur~uce !n orce in th~s geueratio~ 

has ~pprc~.~.tely entered a per~od of c~m~s~g returns. I c-9~ect, ~i I L~ve 

lo~E enough, to fill f~ve of these ponderous volumes w~th all tgmt st~ff, but 

that is all. I had to build a bui!dinZ %0 house, the mater~al ~d I th&nk it ~s 

the world's finest llb~ary on management with twelve l~ugu~ges r~presenced. 

A wonderf~l break for me is that somebody down h~r~ ~n Wash~u£%on ~uddenly 
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deeid~d to bring I% to she U.P.C. ~m.d ~-ted iuves%~a%L%g -~he dlffe~ ~nt 

ilfe ~asursace temples at the expense of the companmeo ~hem~elves of many 

hundreds of thousands of do!isrs and proportionately much s~aller exlen~e to 

the t~x payer, ~ud hays produced priceless ~or~t!on which I hope ~o gel.. 

The only troubl~ ms the p~st~one~ent by the cor~i~s~on of ~n~t study for a 

year or two. 

You don't have %o m~e a lot of assumptions. ~ m~n comes ~o me and 

says #~r, Hopf~ if so and so, ~d if so ~ud so" -- by th ~ ~i~ ~y attentlom 

value has Been ~educed %o ~ero. I cs~t work with %h~%~ ~T~t let me have the 

factS~ is% me be sure they ~re comp!ete~ let ~ be sure ~Jney e~m soured ~d 

%h% the ~pp~si%io~ is sufficiently g=eat, ant i can do someth~ug wl~h those 

facts~ 

A ht~dred years a~o there was an .~rmy s~rgeon by the name of 

who pract~e~ up at Fort North Pl~ht$~lxarg, .~.Y~ One day there v~s brought 

%o him a Fr~a~hm~ horribly tora by a ~ausho% wound i~ the ~bdomm~al re~to~. 

By a miracle he succeeded in s~w~ng the ~'s 12.re, but ~s ~ ~as not equal 

to ~he ta~k of closi~ that ga~, ~o it ~as vo~s~/~ed to .him~ of ~L! .~/m~ 

bein~s~ %0 have th~ first o oo~rtuu~ty of seeing over a prolor~ced 2stied of 

%~me the h~m~ org~s that work i~ the body of a human being. ~e aade 116 

e.~perlmsnts oa tb~-~t ma~ and the nan becK~me fed up in more ~ays t~m o~a and 

he ~klpped. The~- brought him b~ek ~nd tried another two jears exper!men~ with 

him a~d th~ result absolutely overturaed all the ex~stzng anowledge concarni~g 

th~ digest!on . H~ t~u~ned the ~nformation o~sr %o the l~edxcal Socxoty ~u 

Bost~a ~ud this is ~hat he said in the preface of th ~.t _~epor%; "I ~b~it a 

bod~ of facts which ~s/~ot be 4m~ed, my opi~xons csa not he , 

my op~c~s ~y be d~ubte~ denied, or a2provsd according %- whether they 

~gree or ~ot ~%h the oplmlo~s of the person who re~ the~ but they are 

i~coatrovertlble fact~. You will find a re,Jut of that on the shelves 
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the library of the Harvard Medzc~l Society. 

Now ! ~il! get to the final status. I want to show you hod I arrlved 

a% my own phllosophy with respect to organizatlon. It ~i! jus~ take a few 

m~nutes and perhaps wzl! live in your memory ~hen other ~nzngs are forgotten, 

I say, wzthout !mmodesty, that I am the best posted man zn the ~orld on the 

llterat~e of management. I wLil c~Llsnge anyone to mention any book ~hat 

is ~Listinetly a managem~t book concern~ug wh~_ch I cannot gzve a reasonable 

descrlption of right here, standing on thls plabform, and whether ~t zs in 

English, French, German, C~ech, Fol~sh, or a~y other is~guage. I'd like to 

get a rlse out of %hls. X slmost forgot, forgive ne GenSlemen, but ~e aontt 

stand on formality. I don't llke to be formal, but I have to behave myself 

sometlmes. I fi~?oure~ that Colonel }~iles~ wzth th%t sm!le, could not be ~ytn~ng 

but a liberal chap. 

There is a book called "Ludustr~al and General Adm~nzstratzon" written 

by a French engi~ar ~!led Fayre, which was published after the World War 

and represents descrlptive schools of thought radic~JLly d~fferen~. He bases 

his whole ~uh~iosophy of m~u~gement or the dynamics of organization, on six 

terms. 

Fr~voy~nce, that is nothang bu~' foresight plann~ug. 

Grganisation~ that is French for organization. 

Coordination, - co@rdinat~on. 

Comm~~, m~litary in .~s thinking he introduced azrect opinion of 

c@mm~ud that h~s n o  place ~u industrial organ~a~ono 

Direction, that is the  key wor~ 

Control~, control. 

Now there are the various aspects of organzzat~om ~nd management presented 
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in 8ix %erms~ ~ow I will ~ive you my o~n cri%ical vie~. ~ method of 

studying any field is first to master what seems to be ~he key word to the 

field ~ad be sure that I am f a ~  with the con~ents, i have a habit of 

taklng 6, ~ lop ~r a dos~u books and puttchug them on edge on my desk ~d 

!eo~g at the titles, not loo~i~ ~t who books, I begin to reason conceauu/~g 

philosoph~ and their opinions expressed tu each book, and out of that 

am~lysls comes synthesis . You are boglnn~ng to see a new ps~tern ~ud 

that is h~ I got ~y own concept of what management means. I sald to ny~elfj 

~He has dame a very good job, probably better than anything that has ~ther- 

%ofore been done". I stubbed my toe on tkis "Dlrect~on ~' because At As only 

one phase of su~_sioa~ and supervision must be expressed on all levels. 

In erga~Izatiau, oversight is exercised ~# gang bosses, ~nd you n~ve suger- 

vls~u by the superan%endents, managememt direction. It ~s too bad the Eno~llsh 

language is so limited as to thought, It isn't precise enough, i an zmpressed 
beauties of the 

with the/Fag!ish language but %~ express %his I'd nave to h~!k to you in 

German and I am afraad you would throw me out. Dlrec~ien ~s a vague concept. 

I will show you Waat happens ~hen you ~ive ~t a differ~at relation a~ one 

e~mponent ~Ismsnt ~mong six. 

~ugpsSe we put at OUt here~ (~llustratiu~ on blackboard) put it on one 

s~de~ you see. The French te~ for m~sg~ment, there ~s no exact ~erm. We 

always called it scientific organisat~on of labor. So y~u t~e dzrect~on~ 

~e say ~hat d~rection m~agemsnt is ~he d~rectiom of an enterprise. You see 

we will assume that man~gemen~ and direct~o~ are ~n%ercha~ugeable; management 

is the d~rection of enterprise. Now, through what? Through pl~nn~ng, organ- 

~ziug~ coordinating and contro~ug -- and of what? Of the human and of the 

ms.%erlal resources, And for what purpose? Toward the acP~evement of = pro- 
the 

~etermln~ objective, It %oo~ me five years of/most grueling kind of analysis 



to simply find t~mt polnt and feel the job v~as well done. Therefore, the 

national l~u:1~tlon is dir~io~. The ftu%ctlon of pl~uLug, organizing, 

coordinating and controlling of the human and material resources toward a 

;¢e-dete~ed objective. 

Now there your ¢ommandability sneaks. Tree, if you are withes 
does not 

sort of economy you won't have common demand. It/a .ply ~ ~ plarmzng, ~n 

co~ation, is centre ~lling and in all the rest. That it pervades all po~uts, 

in my point of vlew, is superfl~ous and cert~hnly inconsistent ~ith the 

general application of authority from our point of v~ew ~a this country. 

So ~e take out co~mandenent. ~e then are prep~red to say this - ~ e  h~ve 

direction, we have planniu~, org~nizing, coordinating, and controlling. 

This is functlonallzation, emd out of each one of these we hsve somethl~g 

li~ this. 

Plauni~g ---W~ will call it analysis siaplif!catzon and standsrdizatlc~. 

Organizing ---We call it combination, development~ and s.daptatlon of 

the s%~/ctttral ele~t of erudition, 

Coordinating -- We ~al! i~ integrities, cooper~.t~on and motiv~tiom. 

Co~trolllng -- The measurement of performance. Supe~-_~siO~ u im all ~ts 

sspects and adherence %o a valid st~mdard. 

So, you have amasser f~nctionalizat!on -- four 9auct~oms, twelve processes, 

and out of those twelve there are be~_~erlng numbers of techui~ues; at least 

a hundred already collected in my ova research library. If you c~u remember 

this you will h~v~ a frame of re~crauce zn yo~ work that will never desert yon. 
\ 

You can go any where you want to and when you have a problem to ~ce, ~¢hat do 

yo~ do flrs%o Yo~ classafy and you ~st class~_fy under o~e of the neadzngs. 
\ 
\ 

\ 

\ 

\ 

\ 
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There isnv% saytb~.~g you might mention to m~ now ~n the whole field of manage- 

men~ that cannot be el~ssifled un3er these -- plannmng~ organiz~.ng~ coor4d~ 

~%ing, ~ ~ontroll~-- so you have very fr~ of references in you~- o~n 

work. You wi~l perhaps on occasion, get ~ qu~e undeserved recognition 

sad ~ penetration and profumi%ty by ho!d!ng ca to these tktngs, thls 

llfel~, a~d not harke~ to ms-my as-smrtioas, but look~g w~se. 

As for the p~oc~sse~ --- aualysis, slmpliflcatlon, ~tandard~satnon~ co~fo~- 

a%ion, develapmen%~ adaptatian~ Inte~r~-tlon, coopezat_on, notzvatlon, ~easure.- 

ment of supervisi~ ~d adhera~ee to %he valld standards, ~hose ~o too, In 

yomr frame. You o~ take a group of men and ~a t~o hours ti~e~ by u~ln~ 

tba% fra~ of r~renc~s~ you can ~ve them an en~r~ courze zn ~anugsmen%. 

Write ~ dowa~ never forget %/~em; not beemuse I do iz, but oecause the tn~ng 

is So constructed rand is so broad a plan theft no one has ever been able to 

upse% i%. My ~oil~s are so damned mad because they are force~ to agree 

%u the ;~p~si%i~n of its rich%. 

All rlgh~ Ge~tl~@~ -- ~ dld~1~t l~%e~d to ~alk q~ibe so long. You h~ve 

Been Iov~ is your p~%i~n~e. I don't ~mow that perhaps I h~v~ s~y partleuisr 

%ho~gh% %~ add tha% WoDld he alerts %hese !~neS. The ~eaaous value of 
:/ 

do~m~ ~~nTal %h.inkln~ in ~hatever sta%io~ in life we ~ call~ %0. T~ere 
4 

iS r~:~ao ~ for e~u~' no'l~ %~i~g in fundament~l tez~s~ ~a~ting o~:s.r 

%hough~/~md~r the rigorous discipline of analysis and e~/musti~ the fleld an 

,h~earea~tlm~ ~oat least,e~a saywe~now ~he f~cts and we c ~ u r e a s o n - -  

~e facts and prlnaiples to conclusions adaptable %o a given set of clrcum~t~nces 

~hich we may nd ourselves face~. 

Back of all oa %~his, prevading s3! of i~ ~s the one word "L~a~arship". 
) 

I ~;~%, to send you for your iibrs~y a few cop!es of ~u sddress I ~.e!~vered on 

~er ooe~s!o~, a year ~o, on "Leaders ~nd Fo!le~ers in a Ch~ng~g ~orld". 

-24- 



If you wlli ~ndly write ~zj office I will be glad to send a half cozen copies. 

The world w~ll always respond to leaders and leadershlp ~s not ef~ea~ not alwaysp 

the sort of thing that is axerc~sed before blar~ug bands and sz, out~ng tumults. 

It is often done in the ~uiet stillness of the night, ~here men are faced ~ith 

%errzble responsibilities and must reach judgments of tremendous signxfieance; 

a Ch~mberlain~ who, ~, ~he agony of his fee lS ,  cr~ed on ~he radio, "~n~t a 

incredible, hoi~ible~ phantastlc thing that we should be fltting gas masks, 

and digL~bag ~renches for a quarrel in a far-away cc~m~ry"~ and when co~ded ~md 

goaded s~d oppressed, finally d~monstrated n~s leadership by saying, "But if 

it should be that these uhJectlves were to be secured by force then we should 

guard ourselves as being obliged to meet force wi~h force". ~{~¢~ug that 

decision was leadership. Whether history will ultimately prono~mce a verdict 

upon that act as haw~ug been for the bee% interests of humanity we do no~ h~o~. 

We are confined in our lim~tat:ons to be able to assess that ~t the ~,rese~ 

time. l~d rather take my ~tand with th~.t type of lezderskip than the type 

that expresses itself n~ght s!ter night after n~ght ~n broadc~stzng ~nd heapLug 

indecent t~aks upo~ those ~ho dare to differ. Le~dershzp zn ~hah azrect~on as 

based on madness. 

If ! have given you anythln8 ouite d~_!ferent from what :Tou ~ve been led 

to expect, do not blame your Faculty. They have no reason %o ~o~ w~o I am, 

~hat I thxnk, or ~hat I am apt to perpetrate upon tb~s platform.. 
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DISCUSSIOn followlng lecture by 

Mr. Harry A. Hopf~ 
November lO, 1939 

Q. Would you care to say a word about the controversy of the Chrysler Corpora- 

tlon as to whether management or labor w!ll say what productlon will be 9 

A. I am in favor of partlcipatlon by labor in management wlth regard to the 

determ~natlon of the condltlons under whlch it must operate. I do not, 

however, take the posltlon that management should be requamed to submlt to 

the dlctates of labor zn the executlve tasks for whlch it alone has the 

responsib111ty. 

Q. Mr. Hopf, In answerlng thls questlon I'd llke to go back to the begsmmlng of 

your lecture. The answer may have some effect on the ultlmate nature of the 

dastrlbutlon of our industrlal p~oblem. What is the extent of the Brltlsh 

hold on the European contlnent, and to what degree could a pact between 

European countrles be consldered as evldence of an Intent to break? 

A. In the flrst plsce the evidence Is fairly clear. The Russlo-German pact 

was undertaken wlth respect to the dlvlslon of Central European interests. 

Russla has perhaps put one over on Brother Hitler by keeplng in an outpost 

in order, first of all, to protect ~tself in the Baltlc. Puttlng it on a 

narrow base we could say that Great Britazn should really yleld to Russia 

and Germany on the of economic Luterests of Eastern Europe. For 

perfectly practlcal reasons, in my judgment, it Is not until ~ve shall have 

somethlng approachlng a federatlon of the European contlnent, all European 

states, can we ever look for~.ard to a period of peace. They must be 

balanced, and have an exchange of goods and servlces in order to have a 

good buslness and prosperity. On the border scale, you mzght say that in 
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all tlmes to come, England and Germany w111 be opposed. They are the two 

great stateS. I wlsh I had the tlme -- will you luvlte me agaln sometlme 

so I can talk longer about thls. You know what has happened to me thas 

morning. I am so terrlbly tlred that I am ~ust over-stlmulated. I should 

have closed long ago. I want to come here sometlme and I want to hsve a 

questlon box. You see I won't make any speech at all. I want about thlrty 

questlons on hand or sent me before tlme so I can have a llttle chance to 

look at them, and then come down here and answer them for you. Will you do 

it? 

Colonel Miles: Surely. 

A. Right now I personally believe that some guarantee for peace on an organlzed 

scale could be worked out ~n Europe. England would have to surrender what 

interests she has in the Baltlc States and as far as trade as concerned ~ust 

trust to her own manufacturlng. If Indla should revolt agaanst the Britlsh 

rule -- and the Germans are dolng everythlng an the world they can; nlght 

after nlght they are hurllng broadcasts concernlng condltlons in Indla, and 

some of them -- well, I want to say to you, that several t~mes when they 

are through and I have made notes (we have seven radios but I always go 

to the Institute to llsten to the Germans because I flnd it as the best) 

I flnd I have to look up so many th~ugs those devils have sa~d for they 

are so far-reaching in the!r quotatlons. But there is a missing factor 

there and that Is the Unlted States. If England today would make peace, 

if she could find some way of not having to mobilize after slx months or 

a year -- as some of my Bratlsh friends tell me wlth some embarrassment 

that Brltaln has not yet glven a very clear answer, and has been forced 

into a rather uncomfortable posatlon, but the last Germsn soldaer will 

f~ud a Brltlsher facing hlm, make no mzstake about that. 
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