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FOREWORD
by G. E. MiLwARD

WHEN looking at a large building it seems to change its
appearance according to the point of vantage from which it is
viewed—from inside or out; from above or below. ‘These
changes of appearance are just as noticeable when the building
is made of humans and their relationships as when it is made
with bricks and mortar, and they apply in any activity directed
towards a purpose and contributed to by a number of persons.
The subject of this series of papers is the structure or pyramid
of organisation, and it is viewed from inside and from a high
vantage point of position and in some cases of high authority.
The authors are representative of large companies, of corpor-
ations, of a county council and of Government departments, and
they write in their official capacity with the authority of position
and the advantage of knowledge and experience gained at first
hand. ‘These are important qualities.

What they have to say has a real value, no less because of the
danger of unteality that seems to arise whenever people talk
about organisation. There are so few facts on this subject
upon which to base one’s reasoning, and it is difficult, if it is at
all possible, to observe someone else’s organisation without an
inside knowledge of the human relationships, the flexible equiva-
lant of the mortar that holds things together. The problems of
size in organisation are comparatively new, and are not therefore
very familiar or well understood, in part because these large
organisations themselves are young or have recently grown in size.
Perhaps it is true that problems such as these have to be personally
experienced and solved to be known and fully understood, and
also that the gradual building up of knowledge is of necessity a
slow process. It is to speed up this process that the Institute of
Public Administration has asked these officials to place some of
their experience at the disposal of the public; it should perhaps be

ix



X FOREWORD

emphasised that this cannot be expected to setve as a complete
substitute for experience, although it may aid the better undet-
standing of a somewhat abstract subject.

In reviewing and bringing together some of the contents of
these several papers, their meaning may become clear if a start
is made at the top of the structure, after that working downwards,
conforming to the pattern outlined in Mr. Simpson’s introduction,
following the same practice as that observed in most of the
chapters, and therefore employing the same viewpoint as that of
most of the authors.

Top Organisation

It would be very reasonable to assume that the seat of power
and authority will be at the top of each organisation. The
nractice of drawing charts on the analogy of the family tree
encourages this assumption, yet it would not be correct in all
cases. It may represent one of the values of a study of these
chapters that their reading discourages easy assumptions and
generalisation and encourages application to particular cases,
each in its detail and on its own merits. The exception to be
noticed to the general idea that authority always lives at the top
of the tree is to be found in the paper describing the Iron and
Steel Federation ; this association is more nearly akin to a super-
structure erected upon the foundation of a number of independent
manufacturing companies, and it should not be regarded as an
example of normal industrial organisation. The member com-
panies, the Iron and Steel Companies, possess the power and they
keep the purse. The Federation performs a number of common
services under the direction of those whom it serves. At a first
glance this superstructure resembles the top organisation of an
industrial combine, but the differences are subtle and interesting.
Mr. Shone’s paper (page 16) will repay study as a description of
an organisation in a less common field—that of the trade associa-
tion or federation.

Each author has informed us about the composition of the
group at the head, the group that leads and directs his particular
enterprise, but the actual constitution of that group differs, as
was to be expected. In the Midland Bank, historically and today
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one Director, the Chairman, is a full-time official, and none
serves in an executive capacity. In Lever Brothers & Unilever
Ltd. all the directors setve full-time and hold managerial appoint-
ments. At the Bank of England the Governor, the Deputy
Governor and four Executive Directors, each with a separate
function, all serve full-time, but twelve other Directors are
retained on a part-time basis. At Imperial Chemicals seven-
teen Directors are full-time, and five Directors, like those of
the Midland Bank, are part-time and fulfil a critical, advisory,
consultative requitement. Prudential Assurance distinguishes
between the board of Directors, the General Manager and
a Management Committee. The British Transport Commis-
sion uses whole-time members and has one part-time member,
and these members exercise a collective responsibility with-
out any functional division of their activity. The Govern-
ment departments differ one from another. The Board of
Inland Revenue—with a Chairman, two Deputy Chairmen and
four Commissioners—differs from the Ministry of National
Insurance—with a Permanent Secretary, Deputy Secretary and
Under-Secretaries—but this difference may be more one of form
than of content. The General Post Office has a Board whose
constitution is not unlike that of any large industrial company,
except that it is not itself the seat of power, but i, advisory to the
Director-General, who carries the responsibility, under the Post-
master-General, for policy and its execution. The London
County Council, as a miniature Government in its own field, is
noticeably constituted on different lines; elected members hold
many responsibilities and officials form the executive arm. As
has been suggested, the Iron and Steel Federation is not readily to
be compared with the other enterprises described in this book,
except with the London County Council in some ways, but the
attempt to make such a comparison may have value in the de-
velopment of a wider understanding of the problems of organisa-
tion and how these may be solved or avoided.

The overall picture is a little confusing. These papers will
make it clear that the composition of the directing group follows
no principle, complies with no exact standard, yet if the pattern
of actual practice is studied certain criteria will emerge, certain
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requirements that are shared in common. Generally the direct-
ing group is responsible for determining the “ends” to be
followed by the enterprise; sometimes there is complete, at other
times partial, delegation of management, of the “means” to be
employed in gaining those ends. In the small business the
formulation of “ ends ” is a comparatively simple process when
one man, the owner, combines in his own head not only the
knowledge of ends but also experience of means and men. In
the large industrial undertaking such knowledge needs to be
brought together, to be represented and to be balanced in its
representation. Some Board Members may be chosen for
“ overall ” qualities and may serve without portfolio, without
function; they will thus have the time in which to think and the
ability to take the “ overall view”. In one case the whole
Board is so constituted. Other directors will represent “ means ”;
these are functional ditrectors whose time is heavily pledged. Mr.
Lynex of Imperial Chemical Industries says that the concentration
of responsibility in the hands of Functional Directors alone would
surely tend towards over-centralisation of the Company’s affairs,
and within Imperial Chemical Industries the counterbalance
provided by the Group Director (the Operational or Contact
Director) ensures a happy matching of the benefits of centralisation
with a full measure of delegated responsibility, so that the essential
freedom of the man on the spot is not sacrificed. Some directors
act as “ merchants of policy”, travelling between Headquarters and
the operational units, keeping decentralised activities in line with
policy rulings and policy formulation in close touch with the day-
to-day operational requirements (these are Mr. Lynex’s Group
Directors); and finally there may be others needed to restore the
critical, objective faculty that is endangered whenever great
experience is possessed or brought together. These are part-
time, or external, or critical directors, and should not be confused
with the “ guinea-pig ”, described by the dictionary—*“a com-
pany director who does no work for his fee . ‘They tend in-
stead to be busy men at the head of companies who attend these
other board meetings to ask ““ penetrating questions , to supply
“ common sense ”’, a diversity of experience, and so prevent the
“ ingrowing of ideas .
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It is perhaps one of the diseases of growth that a man tends to
be ruled by the past and to lose inventiveness and flexibility. The
provision of these critics at the policylevel represents an interesting
development in the large organisation.

Against this background it will be observed that in certain
circumstances of law, custom, markets or other technical require-
ment and at the present stage in their evolution, history and
growth, some of these directing groups divorce “ends > from
“ means ”, as is the case with the Board of Inland Revenue. The
Prudential Assurance Company separate and subordinate the act of
managing beneath policy-making, although the senior members
of the management assist in policy making. In other circum-
stances it will be found that the heads of the functions of manage-
ment have seats on the Board with a voice equal to that of any
other interest as to what policy should be followed. In another
example (the General Post Office) the technical or functional
managers are represented at the top on a Council that must be
consulted, yet in character remains advisory to the one official
with whom all responsibility lies. The technical expert is today
at a stage of graduation into administrator, and these chapters
may suggest interesting developments of ways and means in
which technical abilities may be interwoven with overall admini-
strative ability, so that the enterprise secures that integration of
“ overall ” wisdom and practical experience which remains one
of the undoubted assets of the well-run smaller businesses directed
and controlled by one and the same man.

Consideration of the most suitable way of concentrating or
separating the top authority is not to be determined according to
any rule of thumb; it needs to be governed by the requirements
for speed and quality of decision among other important executive
factors (INoze—‘‘ Executive ” is used in contrast to * Regulatory ).
Sir Geoffrey Heyworth takes up this point (page 171), and de-
scribes how some of the Lever Brothers & Unilever organ-
isation and much of their management are designed to aid and
speed the decision process. At Lever Brothers & Unilever
there is a Special Committee of the Board to which power
has been delegated to deal with broad policy, to co-ordinate
and to supervise. The executives of the Company do not
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réfer their day-to-day problems to this Committee, for, as Sir
Geoffrey has abundantly made clear, the Board believes in the
delegation of authority. The Committee is available three days a
week to take those decisions which are of such importance as to
require the weight of the full Board’s judgment, and he would be
a rash man who tried to shelter behind the Special Committee,
or who failed to exercise the authority entrusted to him. The
existence of such a Committee, almost in permanent session,
could have a stultifying effect on the courage and ability to take
decisions at the lower executive levels. The formation of such
a committee needs perhaps to be coupled with delegation and
enforced acceptance of responsibilities.

The Management Committee at the Midland Bank (page 191)
is not unlike Lever Brothers Special Committee and the Iron and
Steel Executive Committee. It decides upon ““ policy ”” and upon
“ management ”’ matters. Some of the work entrusted to the
Committee might elsewhere be classed as a responsibility for
directors, but in other fields this Management Committee com-
pares with an individual responsibility like that of the General
Manager of the Prudential Assurance Company, or a Chief Execu-
tiveelsewhere. At the General Post Office the Director-General is
described as the Chicf Executive (page 54), and in the London
County Council the Clerk is responsible for the proper conduct
of the Council’s business, but both these are “ chief administra-
tives ”” more than “ chief executives ”. As is the case with the
Heads of Government departments, they have a corps of ad-
ministrators who study, collect and formulate proposals, and in
addition provide “ staff services ” for the Chief.

If it is at all possible to generalise from the amount of evidence
available, it may be suggested that it is rare for the direction of
any large-scale activity to be concentrated in the hands of a single
individual unaided by a, “ staff service ”. The need to steer a
course between the economic, technical, governmental and human
forces of today suggests that two or more heads are better than
one whenever the work of decision is complicated. It is usual to
find from fifteen to twenty-five directors sharing responsibilities
at the head of a large company. For this and other reasons it
seems from these chapters that not many-employ the concept of a
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Chief Executive, General Manager or other individual at the
centre of all decision.

Division of Work

These chapters will afford valuable illustrations of the practice
of dividing work in such a way as will best accord with the
conditions and circumstances within which that work has to be
carried on; the way chosen must also suit the staff. It is notice-
able, however, that none of the authors places much emphasis
upon the actual means of division that is used, nor does anyone
claim that this dividing process is a major factor contributing to
the success of his enterprise. This is not to say that reorganisa-
tion has no value, but rather that the subject is not discussed in
these papers. The reorganisation of activities requires a fine
balancing of the pros and cons, the careful estimation of the
effects of change upon staff and the testing where possible, by pilot
run, of the benefits that will accrue to the client and the savings
that will be secured by the employer. That subject is too large
to be treated in so short a space as is available within any single
chapter in this book.

The first division of activity, other than the divorce of “ ends ”
and “ means ”—i.e., policy and management—is often the
separation of the main functions of the enterprise the one from the
other. Thus Inland Revenue divides its work into the particular
fields of revenue in which they collect—income tax, estate duty,
stamps—and some further fields of the common service profes-
sions of law, accounts and valuation. The Bank of England
(page 107) divides its activities according to the main activities
of a Central Bank—Cash, Stock Registration, Note Printing.
The General Post Office separates Postal Services from Tele-
communications and from Savings. Governing these activities
is the division of management (how the “ends” are to be
achieved) or the separation of internal policies under accounting,
personnel or establishments, various technical and professional
subjects, the commercial requirements of trading, research, etc.

Within the main division of activity (by function) there will
be subdivision by subject and by work process. Inland Revenue
distinguishes and separates the processes of (4) Assessment,
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(b) Collection, (¢) Valuation, (d) Legal Action. At the Bank of
England the Banking Department is divided into processes
(#) Drawing, () Bills, (¢) Intellers, (d) Exchange Control, etc.
Thus within any division by major function there is usually a
number of divisions made to accord with, develop and expedite
the work processes needed to carry on the whole activity.

The second main division in any organisation with widespread
activities may be on a geographical basis, and in this division all
processes are managed, all normal decisions are taken, within
one particular region or area; alternatively, similar processes of
operation are grouped together under one management because
they are all doing the same thing, and can therefore benefit from
association together despite the fact that they are separated from
one another geographically. The manufacturing divisions of
Imperial Chemical Industries are grouped so as to bring the same or
similar production problems under the same operational hat with a
mutual production advantage to each process unit which benefits
from the shared experience of colleagues engaged on parallel
processes (page 146). Ina small country with good communica-
tions the process division may have the advantage, but where the
country is large, or the process problems are simple or small in
number, then undoubtedly the geographical division becomes
the more popular.

A third division may result in what virtually amounts to a
separation from the main body of a service unit or a whole
operational unit as far as its day-to-day management is concerned,
subject always to broad policy guidance and financial direction
from the centre. Within this subordinate department, or
operational unit, or subsidiary company, activities are divided
and subdivided, as was the case with the parent body. Imperial
Chemical Industries and Lever Brothers & Unilever each separate
their production operations into convenient divisions (Imperial
Chemical Industries by like processes, Lever Brothers by like
product); they delegate much authority to a subsidiary board of
directors and control management from Headquarters (Imperial
Chemical Industries mainly in an executive capacity with central
service departments and functional directors, Lever Brothers
through advisory and service departments). It may be noted
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(page 175) that Lever Brothers place more emphasis upon
the need for advice to be good than for it to be powerful.
Advice needs also to be well presented, so that it is seen
to be good. They say that it is difficult to find enough men
of the right type for advisory work who have to be recog-
nisable as ““ practical ” men, yet must also be able to think cleatly,
but not recognisably so; they must not be “too theoretical ”
in appearance |

In the General Post Office the Regions form a Command, in
a military sense. ‘The Regional Director co-ordinates the work
of his technical subordinates, and will delegate much authority
to them. He has an Advisory Board to help him, similar to the
main Post Office Board.

The London County Council affords an example (page 132)
of a division of work primarily designed to meet the requirements
of the people to be served by its Welfare Committee and Depart-
ment. Apart from this example, the Midland Bank and Inland
Revenue, in their choice of branch sites, and the Ministry of
National Insurance, in the layout of its work-processes and the
provision of local offices, are strongly influenced by the require-
ments of the people they serve.

Co-ordination

The business of the co-ordination of activities represents a
constant preoccupation in the management of large operations,
and although it is mentioned in several chapters, it has not been
selected by many authors for separate consideration. The Bank
of England (page 119) mention specific action taken by them to
secure co-ordination of views and activities by, for instance,
seating directors and executives in communicating rooms or
several of them in the same room, by the means of luncheon-
rooms and regular meetings. Mr. Oades describes the uses of
conferences and a central Instruction Branch (page 42) as a
means for the co-ordination of activities and to secure the con-
sistent treatment of insured persons, similarly circumstanced and
in any part of the country. ‘The Post Office entrusts much of the
co-ordination of operations to the Regional Director, but the
two levels of advisory boards, for policy formation and regional

B
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operation, undoubtedly form part of the machine for co-ordina-
tion. At the British Transport Commission it could perhaps be
said that the raison d’étre of the Commission itself is co-ordination,
and that much of its activity is solely concerned with the co-
ordination of policies and of technical management as between
the Transport Executives. The London County Council (page
139) makes a careful analysis of the means found useful for
securing co-ordination in Local Government, and Mr. T. J.
Jones enumerates thirteen means that it employs, some in
co-ordination at the stage of policy formation, others in the
co-ordination of operations and management. The Midland
Bank finds that in its field of banking, co-ordination largely de-
pends on the co-operation of staff. In a Bank the procedures
and methods are closely defined, actual operations are inspected
and records are audited. In addition, all duties are tightly
organised, while the whole business of banking deals with one
and the same economic function throughout. As a result all
activities are related to the same purpose and are interrelated
between branch and division. It would, then, seem that the
chances of discord are limited to the “ human factor ”, and Mzr.
Rouse brings this home by his interchange of the words co-
operation and co-ordination.

Co-operation and Communication

It is interesting to note the emphasis placed by Lever
Brothers & Unilever (page 176) and Imperial Chemical
Industries (page 159) on the great value they set upon good
relationships and good communication as a factor in efficiency.
There is a constant need for a flow of news from the centre
to the perimeter and fiom the perimeter to the centre.
As the Directors and Executives visit the operational units,
offices and factories, they not only see that they tell others
“ more than they need to know ”, but they also see that they in
turn tell zheir subordinates “ more than they need to know .
Sir Geoffrey Heyworth adds that, as he and his co-Ditectots go
about, they must encourage staff to say what they think because
only by so doing can confidence be built.

In any organisation, however well designed, co-ordination
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can fail it Executives stand on their dignities, or put themselves
first and the organisation second. There are a number of human
tailings or frailties that make good organisation difficult : ignot-
ance of objective, face-saving decisions that leave an unreconciled
point of view, plain inertia, the ““ won’t play ” of a limited special-
ist, personal ambitions and personal jealousies or dislikes. All
these may be familiar. Their absence spells co-operation.

In most large concerns there are potential sources of conflict
that arise from the division of work or from the division of power
and authority. Mr. Lynex points out that in practice these
problems tely for their resolution upon the close relation main-
tained between the Ditectors and, further, upon the provision,
on any matters on which they want it, of advice from the Chair-
man or Deputy Chairmen of Imperial Chemical Industries.

Some preliminaries to obtaining complete collaboration with
the staff would appear to include :

(1) The clarification and sharing of the objective, all
parties sincerely desiring the success of the enterprise.

(2) To this end, the determination of a fair and, if possible,
inspiring policy.

(3) Good relations between owners, managers and managed.

(4) Flexible consultative machinery, a house magazine,
public relations facilities, staff meetings and, above all, good
organisation by means of which the staff can consult and be
consulted, and may realise the important share in the success
of the business represented by their work.

The Midland Bank (page 195) give some information about
that part of their organisation which is designed to make the
wisest use of their valuable asset—the staff. It is not generally
understood that a high proportion of their staff achieve managerial
status, and for this reason the Bank take training seriously, not
only on appointment, training on the job, but later on promotion,
by means of a residential college. Undoubtedly had space been
greater each contributor would have helped by giving some
account of how their organisation builds its own teams and series
of teams of people who work together harmoniously and with a
keen spirit of co-operation, but amongst these particular authors
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there is complete agreement in principle on the importance and
value of this work.

Efficiency

Not very much is said in these papers about how efficiency is
secured and maintained. The London County Council is trying
a system of efficiency committees, jointly representative of
management and of staff, to examine specific aspects of work with
a view to the improvement of methods (page 141).

Five of the authors of chapters in this book are themselves
responsible for the administration of Organisation and Methods
Units, or their equivalent, in large undertakings, but their natural
modesty has prevented their blowing their own trumpets by
including even a mention of the work upon which they are
engaged. Very briefly, these units serve in an advisory capacity,
and they study office organisation, procedures, methods and
machines, raising existing standards of performance after a careful
process of fact-collecting, comparison of what is at present done
with other standards and after experiment where that is possible.
An Office Administration Unit is but one tool for the improve-
ment of office efficiency. Its use depends largely on the will to
be efficient on the part of those operationally responsible for the
conduct of work. In the small enterprise good management is
part of the attitude of mind of those who manage, but in large
organisations it is not always possible, or wise, to leave good
management to chance, for minds are often burdened with many
pressing matters other than efficiency, and attitudes are sometimes
“ chancy ” when minds are busy.

Imperial Chemical Industries (page 152) divide efficiency under
a Productivity Committee and an Engineering Committee.
Membership of the last committee includes the Chief Engineer of
every division, and this illustrates one of the means by which eng-
ineering experience and up-to-date engineering practice are made
available throughout the whole Company. For paper work the
Office Administration Department has the responsibility for
efficiency and their rule runs wherever paper is used in office or
factory.

It remains to be said that our knowledge of the subject of
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organisation is still incomplete, however much it may be im-
proved and increased by reading the papers that follow, par-
ticularly Sir Charles Renold’s epilogue to the seties. Direct
comparisons between the organisation of the several undertakings
would be misleading for the following reasons :—

(@) The activities are widely different, as are the circum-
stances, statutes, accountability, markets and other technical
requirements under which they operate.

(b) The information readily available about their organisa-
tions is in each case incomplete, and differs in the degree of
detail given and in the aspect of the organisation to which it
relates.

(¢) The organisation of these undertakings is not static :
the information available relates to different stages of evolution
in the history of each.

Some of the questions posed by Mr. Simpson in his intro-
duction have not been answered at all—space did not permit;
others have been only partly dealt with, but we certainly now
possess what we did not have before—a first-hand account of
the organisation of some large-scale activities.






INTRODUCTION

by J. R. Smvpson, C.B.
(Director of Organisation and Methods, H.M. Treasury)

ORGANISATION as a subject has long provided an interesting and,
it would seem, a profitable study for those who have responsibility
for management, but it has recently developed a topical interest
of a more general nature. This interest in organisation, particu-
larly in the organisation of the very large undertaking, has been
quickened by the widespread and persistent criticism of the
structure and management of nationalised industries and of
the organisation of the whole executive arm of Government.
Added to this there is a growing appreciation that better man-
agement and better organisation, in that they lead to higher
efficiency, can make a substantial contribution to the solution of
the country’s economic problems.

The Institute of Public Administration provides the widest
possible forum for the discussion of this subject. Its membership
extends not only to the staffs in central and local government, but
also to those employed in the administration of nationalised
industries and to students of public administration generally.
The Institute felt, therefore, that it could make a useful conttibu-
tion to the subject by bringing together a number of representa-
tive bodies to take part in an empirical approach by means of
a series of papers designed to present real life studies of the
organisation of the largest activities. It is indeed fortunate that
it was possible to secure the close co-operation of eleven leading
industries and services, each of which has commissioned a senior
officer to describe their organisation at first hand and to tell
something of their organisation problems and how they have
endeavoured to solve them. Included in the list are five in-
dustrial or commercial companies : the Iron and Steel Federa-
tion, the Prudential Assurance Company Ltd., Lever Brothers
& Unilever Ltd., Imperial Chemical Industries Ltd. and the

1
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Midland Bank Ltd., two nationalised industries, the British
Transport Commission and the Bank of England, three Govern-
ment Departments, the Ministry of National Insurance, Post
Office and the Board of Inland Revenue, and the largest local
authority, the London County Council.

It might have been helpful if a paper could have been included
to describe the organisation of one of the armed forces. In the
popular mind perfect organisation normally is associated with the
army. The division of the men into companies, regiments and
corps, the clearly defined duties and authority of the officers, the
discipline that secutes precision in all evolutions and obedience
to all commands of the superiors, suggest to most people the per-
fection of concerted action, and furnish the type to which they
feel that all organisations should conform as nearly as possible.
Although it is permissible to doubt if military organisation has
any close application to industry and government, the army is
nevertheless the oldest form of organisation of large-scale activity,
and it would have been interesting to have had it described in this
book.

Whilst the eleven bodies contributing these papers by no
means exhaust the field of large-scale activity in the country, and
may not be completely representative of its wide variety of
organisation, nevertheless they are a reasonably good cross
section of private industry and commerce, nationalised industry
and government. Together they should provide a great
deal of useful, and otherwise unobtainable, information about
the actual problems of organisation encountered in large
undertakings and the variety of means employed to deal with
them.

The Institute felt that at the beginning of this series there
should be something by way of introduction, and that it would
be helpful if in such a paper some attempt were made to survey
the problems of organisation which confront those responsible
for large-scale activities and to prepare the way for a joint con-
sideration of the subject, by indicating some of the matters with
which subsequent authors may be expected to deal. To round
off the picture the final paper in this volume is written by Sir
Charles Renold, the Chairman of the British Institute of Manage-
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ment, in which he sums up and draws inferences from the material
these papers have provided.

It would be wise, at the outset, to be clear about the limitations
of the subject to be discussed. The title is ““ Large-scale Organisa-
tion”, and it is recognised that this will not embrace the
whole field of directional management of which organisation
is an important part, but only a part. It is not always profitable
to dissect management into its many components, nor should the
attempt be made to crib, cabin or confine the contributors to any
narrow interpretation of what is meant by organisation. Some
of them will, in any case, venture the reminder that the title of
these papers, “ Organisation , does not present the only problem
that arises in the management of large-scale activities.

What is it hoped to discover from this series of papers? It
is evident that of these eleven undertakings no two are exactly
alike; indeed, with one or two exceptions they are completely
dissimilar. A description of a number of organisations will con-
vey how certain people carty out certain enterprises or activities,
all different in character. It will become clear that not only their
duties differ in some measure, but that the people who run
the undertaking and those who work in it will differ even
more. It will not be surprising, therefore, if the forms of organi-
sation and the structures of relationships they employ vary to a
considerable degtee, that their problems, solved and unsolved, are
not necessarily the same and that they do not all agree about the
importance of particular elements or habits of organisation.

You may ask, What refnains? That is what this book
is for—to discover what remains. What wisdom or experience
may be remarked in the different ways in which a number of
different people carry out different duties often under different
circumstances with different purposes or objectives under
different laws and customs and with different technical require-
ments ?  Surely there should be something to be learned from the
consideration and comparison of the great experience of these
eleven large undertakings who are so generously contributing of
their knowledge.

It may well be that the papers will not result in the establish-
ment of any general or universal principles of organisation.
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That task has already been attempted by others, and there is no
lack of literature on so-called principles of organisation. Nor is it
to be expected that they will provide any universal yardsticks
to determine what is good or what is bad organisation. Never-
theless, it should be possible to discover some of the elements or
characteristics of large-scale organisation and to study the manner
in which they are related and dealt with in widely varying
activities. The least to be gained from all this is a better undet-
standing and appreciation of the subject and its problems and—
who knows >—perhaps a better appreciation of the progress
made in this country in solving the human and work problems
of today.

In discussing any management subject a difficulty is created
by the different meanings attached to common words such as
“ organisation ”, ‘“ administration ”, ““ executive ’, ‘“ manager ”
and so on. There have been many attempts to lay down standard
definitions, but none of them has been entirely successful, and
there is no present intention of adding to the list. It would be
possible, however, to get into difficulties unless there is an under-
standing of what each of the speakers means when he uses such
words. As Voltaire once said, “If you wish to converse with
me—define your terms . It would certainly avoid confusion if
some definition were given by each contributor of what is meant
in his undertaking by words and terms which will be used fre-
quently throughout this book.

To set a good example, it would be well to state what each
writer understands by the word * organisation . There are
numerous definitions—some long, some short—in various text-
books, but I will quote only two, the shortest, which give a
simple and almost a non-controversial description. The first
is that given by Alvin Brown, “a means to concerted human
endeavour ”, secondly, and the one which seems preferable, is
that given by a colleague, Mr. G. E. Milward—* harmonious
interrelation of functions and staff ”. Organisation is not
created merely by compiling an organisation chart nor is it some-
thing that can be constructed independently of the people
employed in the undertaking or, indeed, of the circumstance in
which it operates. Tt is a living, changing thing, not an inanimate
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object. These are the reasons that have governed the choice of
the definition—* harmonious interrelation of functions and staff ”.

What elements or characteristics are to be looked for in
the descriptions of these various organisations? Here are
some of them, but this list is by no means exhaustive, and it
will not be surprising if some factors are omitted to which sub-
sequent contributors will refer and on which they may place great
importance. Nor must it be expected that all the elements in
this list will necessarily be featured in all the organisations, and
where they are present they will vary in importance, and in some
cases may not present any difficulty in treatment.

First in authority, and therefore the first level for considera-
tion, is usually called  top organisation ”’—a term which probably
needs no definition. In the earlier days of industry, when
businesses were small, top organisation was a simple arrange-
ment. It consisted of one'man, the owner, who combined
in himself all the functions of management. He determined the
policy of the business, he personally directed all its activities, he
determined the priorities, he was conversant with every phase
of its work and he knew all his employees by their Christian
names. There were few if any top-organisation problems in
those days. But as undertakings have grown in size and in the
complexity of their activities, it has become more and more
difficult for one individual to exercise complete control and,
inevitably, responsibility for top management has been distributed
over a number of officials. Perhaps there is another considera-
tion which should be mentioned—one that our Constitution
guards against—one that Lord Acton immortalised in the
minimum of words, ““ All power corrupts and absolute power
corrupts absolutely ”. Whatever the reason, it is very rare in
these days to find any large-scale activity which is under the
direction of a single individual, and each of the industries and
commercial concerns whose organisation is to be studied is headed
by a group of people. Government Departments might be
regarded as exceptions to this rule, since each is headed by a
Minister, but even here there is a collective responsibility in the
determination of general policy and an organised surveillance of
activities exercised by the Government and by Parliament.
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It will be interesting to learn how the groups at the head
of these different industrial and commercial concerns are con-
stituted. It will be surprising if, in many instances, the group is a
body merely representative of shareholders. It will no doubt be
found that considerable care and thought have been exercised in the
composition of the group which leads and directs the enterprise.
There may be several different occupational elements in its
composition; some will be part-time directors and others
employed whole-time. In the case of whole-time officials it
will be helpful to know whether they represent different spheres
of activity—e.g., the various end-products manufactured—or
whether they represent functional management—e.g., production,
sales, finance. Where there are included in the group part-time
officials without any specialised knowledge of the industry, but
with a wide experience of business affairs in general, some
information will be needed as to the critical or other role they play
in the councils of the board and of the other ways in which
they are able to contribute to the management of the industry.
All this will be of particular interest, remembering the criticisms
that have been made in recent months of the composition of the
boards of nationalised industries and the controversy that followed
such criticism.

Then it will be interesting to learn something of the scope of
the Board’s functions as a group. There is a view, almost a
doctrine, that those at the top of the organisation should confine
themselves to matters of policy, and should leave the execution of
that policy to those in direct control of operations. Is this a view
to which these large concerns subscribe ? How far has it been
found feasible in practice to divorce policy and execution? Is
it in fact sound, or even possible, to determine policy without
bringing into consultation those who will have to shoulder the
responsibility for its execution ?

This brings up a related problem which arises from the
remoteness of those at the top from the actual scene of operations.
Can any board efficiently and effectively direct large-scale activi-
ties unless, by some means or other, they maintain close touch
with those activities ? An eminent Field Marshal once said that
no Commander could successfully direct the operations of an
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army unless he knew it intimately, and knew what it was capable
of performing and, perhaps more important, knew what it could
not do. Is the same true of all large-scale activities? If so,
could the contributors say what means are employed to bting the
policies of the board into close touch with the realities of the
concern the board controls ?

Coming now to the next level in the organisation, it is con-
tended by some that for speed of decision and other reasons the
direction of the whole of the operations of an undertaking should
be in the hands of one chief executive—the Managing Director
or General Manager—and that the managers of the various
factories or other activities and those in charge of particular
functions, such as accounting, welfare, personnel management,
should be subordinate to him. There has been criticism of the
nationalised industries because they have no such chief executive
in general command, and there have even been suggestions that
the organisation of some Government Departments would be
improved if immediately below the Permanent Secretary there was
one person exercising a general managership over all the executive
work of the Department. Has this view about a single chief
executive been adopted in the large-scale undertakings under
review and, if so, what advantages are claimed for this arrange-
ment ? If there is no one chief executive, to how many different
senior executives has the board delegated the management of
activities, what are their functions and how are they integrated
in the general management of the undertaking ?

It would be interesting to have the answer to a very pertinent
question which in more or less degree affects all organisations.
It is this—To what extent has the form of organisation been
influenced, or even dictated, by those talented and temperamental
people known as “prima donnas”? In most undertakings
there are usually one or two senior people who cannot be fitted
readily into what might appear to be the best organisation
structure. They are usually people with outstanding qualifica-
tions, but equally obvious faults; they may be brilliantly good at
some things, but obscure or bad at others. But the undertaking
needs them, and the organisation may have to be adjusted to fit
them, and possibly in some respects made less efficient in order to
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contrive a position in which their talents can be fully utilised and
where their shortcomings will not do any great harm. Does
this sort of thing happen in large-scale activitics ? Do they to
some extent mould their organisations to fit particular talents or
temperaments ?

Next in the organisation arc the levels within the field of
operations. By operations is meant all that is involved in the
production and marketing of goods or the provision of services.
Here it is more difficult to generalise, and it is probable that
variations will be found in forms of organisations as widely
diversified as the activities themselves. The textbooks say that,
for the purposes of organisation, operations can be divided in
several different ways. In industry, for example, the division
can be made by reference to the different products manufactured
ot the processes employed in their production; or geographically
by reference to the location of the various works or factories;
or by reference to the various markets or consumers. The same
broad kind of divisions can be applied to those nationalised
industries which provide a public service—for example, transport,
electricity and gas. Similarly, the larger Government Depart-
ments may, choose to organise by reference to the services they
provide, the Statutes they administer, the various kinds of revenue
they collect, the benefits they pay out, or geographically by refer-
ence to the location of their offices or—another form of geo-
graphical division—by consideration for the distribution of the
public they serve.

But there is another kind of grouping—that by management
function, which involves bringing together particular respon-
sibilities or activities which may be diffused over the whole
field of operations. Some examples of such functions are
marketing, transport, accounting, personnel management—there
can be others.

Now, these various means of dividing operations ate not
necessarily alternatives, and in all large-scale activities several
kinds of division are found necessary at the different levels of
authority. ‘The organisations adopted by the undertakings under
review will almost certainly follow a number of different patterns,
and it is to be hoped that the contributors will not only describe
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them, but will endeavour to explain why, for their purposes, one
pattern has been preferred to others.

In all this it is assumed that there is no “ one best way > of
dividing work, which must be followed under all conditions, but
rather that the selection of the actual grouping is determined by
the particular needs of each concern.

It is hoped that all the authors will have somcthing to say on
the subject of decentralisation. It is often said that, in the circum-
stances of the present time, there is too much centralisation—in
Government Departments and in nationalised industries. It has
been whispered that some parts of private industry and commerce
are also afflicted with this disease. What is meant by decentralisa-
tion? It can mean two things. First, it connotes a dispersion
of activities, a physical distribution over a wide geographical
area. ‘There arc few large-scale activities which are concentrated
under one roof or in one location. Reference has already been
made to the need in some undertakings to organise geographically
by reference to markets, customers or population. But there are
other stern forces which compel physical decentralisation. In
many instances individual establishments have grown to the
point where the advantage of size in contributing to production
efficiency is more than outweighed by the physical, economic,
social, political and, in these days, military penalties of con-
centration and congestion. In recognition of this situation,
there is a growing tendency among the larger companies to dis-
petse their operations in order to reduce congestion and secure
better living conditions for employees, to tap wider labour
matrkets, to diversify the hazards of war-time bombing, to
capitalise upon community interest in local enterprises and local
products and to facilitate distribution.

1t is this physical decentralisation of activities which gives
rise to the problem of administrative decentralisation, and the
basis of present-day criticism is that in most large concerns too
many decisions and too much of the administrative burden rest
upon the chief executive, the top group and the central office.
Too great a proportion of the managerial horse-power—both
executive and staff—is concentrated at headquarters; too little is
placed in immediate charge of operations where it could be most
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effective in ministering to the detailed needs of the business in
direct contact with local problems involving employees, customers,
competitors and the public.
Some readers may recollect a short and somewhat pathetic
poem which parodies ““ remote control ” :—
There was a dachshund, one so long he hadn’t any notion
How long it took to notify his tail of his emotion,

And so it happened though his eyes were filled with tears and sadness,
His little tail went wagging on because of previous gladness.

It is alleged that similar contradictions emerge in over-centralised
undertakings.

What answer to this kind of criticism can be given and to
what extent have the concerns represented in this book adopted a
positive policy of decentralisation of decisions and of administra-
tion ? It is beyond doubt that centralisation, whete it exists, is
not due solely to the stubborn unwillingness of head offices to
delegate responsibility to the outposts of the undertaking, or
due to distrust of the executives in the field, and perhaps something
may be said about the factors which m#/itate against decentralisation
and restrict the extent to which delegation of authority can be
carried.

It must not be assumed, however, that decentralisation is the
solution to all organisation problems or, indeed, that there are no
circumstances in which centralisation does not possess positive
advantages. Undoubtedly some activities or functions can best
be dealt with centrally, where all the advantages of effectiveness
and economy lie in specialisation at a central point. ‘There may
be other instances where it has been found necessary to employ a
high degree of centralisation in certain fields for compelling
reasons of management or as a preliminary to dispetsal of activity
and decentralisation.

Decentralisation very often produces its own problems, since,
for a variety of reasons, it is necessary to secure harmony in the
activities scattered over a widely diffused organisation. In few
large-scale activities is it possible to give complete freedom;
certain standards must be set, if for no other reason than to satisfy
the shareholder, the customer or the public. It is also probably
necessary to apply tests to the way in which decentralised re-
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sponsibilities or activities are being discharged, not with the
object of securing uniformity over the whole field, but in order
to ensure that a similar degree of efficiency and effectiveness is
being achieved in the various parts of the organisation. The
authors of these papers who describe decentralised organisations
will no doubt also say what means are adopted for keeping
decentralised activities in line with policy rulings and in keeping
policy formulation in close touch with operational requirements.

Related to the question of decentralisation as an important
element in the organisation of large-scale activities is the dele-
gation of responsibility within each individual unit of the or-
ganisation. Are there any general principles which have deter-
mined the basis of delegation of responsibility to individual
officers at each level? In some cases—and this is particularly
true of Government Departments—it is the practice to define
responsibilities fairly rigidly and to prescribe in more or less detail
the range of responsibility at each level. In industry it may be
found that there is a greater tendency to relate responsibilities
to the qualifications, initiative and ability of individuals rather
than to rely on any code of regulations. On the other hand, in a
lecture delivered a year or so ago Sir Oliver Franks ventured the
opinion that, in this matter of pushing down responsibility to
subordinates, large business concerns were not as good as Govern-
ment Departments. Some contributors may want to dispute
this statement.

Linked with all this, of course, is the important need to make
the fullest use of ability and experience of every officer at every
level. It is not only a question of organisation in the narrow
sense, but is of the greatest importance in the training and
development of juniors for higher command.

In the process of dividing activities into a number of com-
ponent organisation parts and decentralising responsibility to a
high degree and within each unit encouraging delegation to the
maximum extent, there is created a problem of co-ordination—
the need to bring the parts together again in proper relationship,
to ensure that all the activities and all the functions are inter-
related and harmonised to achieve the purposes for which the

undertaking exists. Successful co-ordination is sometimes the
Cc
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keystone to an efficient organisation. The secret of effective
co-ordination is difficult to pinpoint, and defies definition. No
organisation chart ever reveals how co-ordination is achieved;
indeed, most charts can be grossly misleading in this respect.
They show formal relationships between posts, but may obscure
what is sometimes far more important : the other, the informal
relationships between people. Effective co-ordination in some
cases may be achieved more easily by putting senior executives in
offices next door to one another or in the same office than by
prescribing weekly meetings or the circulation of papers. The
provision of a senior officers’ lunch-room may well be a more
effective means of integrating activities than any formal co-
ordinating machinery.

The need for co-ordination is not restricted to the top of the
hierarchy; itis necessary all the way down to the factory floor and
the individual office. Collaboration between those responsible
for a sequence or combination of operations at all levels is
essential to the smooth working of any organisation.

This is a many-sided problem. In part it is the human
problem of building up a team or series of teams of people who
will work together harmoniously and in a keen spirit of co-
operation. But nevertheless it is necessary to provide some co-
ordinating machinery in the organisation of the undertaking.
This is achieved to some extent by laying down procedures which
ensure that there is adequate consultation and exchange of
information between officials who ate jointly concerned with
particular activities and functions. Another device is a system
of reporting which enables a senior executive to co-ordinate the
actions of those responsible to him. But, on top of all this, it is
invariably necessary to superimpose special machinery to supple-
ment day-to-day or routine co-ordination, to tie up the loose
ends, to resolve exceptional difficulties and to settle differences of
opinion. And thus is born the bugbear of all large-scale activities
—the co-ordinating committee. Possibly Government Depart-
ments use this system more than industry, and it will be helpful
if the latter can contribute any ideas as to how the use of com-
mittees can be minimised by other organisation devices.

The difficulties of co-ordination are increased in geographic-
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ally decentralised undertakings and where the activities of the
enterprise cover the whole country or are scattered over a number
of countries. It may be possible to desctribe some of the special
co-ordination measures adopted in such cases.

Another question on which some enlightenment is needed
is the question of optimum size—optimum size of the enterprise
as a whole and of the parts into which the organisation has been
divided. Has experience in the undertakings to be studied
suggested that in particular activities there is a limit to total size,
to the size of factories, of offices and of decentralised units beyond
which there is loss of efficiency ? Has any attempt been made
to compare performance in units of different sizes with a view to
determining future policy in this respect? Experience is also
needed in the application of the idea current at one time that there
was always a net gain in aggregating a number of small under-
takings into one big one. There seems to be some doubt on
this point in these days; at any rate, there is a greater disposition
to balance the advantages and disadvantages and to recognise
that although there may be some definite gains, there may be
compensating losses.

Organisation was described as the “ harmonious interrelation
of functions and staff ’, and much interest will centre on how this
harmonious relationship is achieved. The limitations of the
subject will not permit ranging over the whole field of personnel
management, but it is hoped that it will be possible to learn how
the staff and the organisation of activities are geared together.
How, for example, can a staff which may number many thousands
be made to feel an interest and a pride in the undertaking’s
activities ? What methods are adopted to disseminate informa-
tion and secure that throughout the undertaking there is a full
appreciation of objective? To what extent is there personal
contact between those responsible for directing affairs and those
on the periphery of the organisation, and how is this maintained ?
In short, information will be welcomed for the development of
leadership and team spirit in large enterprises employing very large
numbers of people, for without these no organisation, however
well conceived, can operate successfully.

Where there are large numbers of employees the organisation
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of the staff itself may present problems. No large undertaking
can, in these days, ignore its responsibilities to its employees;
it cannot hire and fire at will or as the affairs of the concern appear
to require. To maintain an efficient staff which tends to become
more and more specialised it is necessary to provide for careers,
to organise training, to institute promotions systems and to
develop the many other aspects of sound personnel management.
In these matters Government Departments have perhaps had
longer experience; indeed, a director of one very large company
responsible for personnel once confided to me, rather ruefully,
“ We get more like 2 Government Department every day .

Turning to another aspect of organisation, provision must be
made for some control of the results of operations. Whatever
may be the purpose of the enterprise—whether it is to provide a
service, or to make and sell a high-quality product at a price that
will show a profit, or to carry out requirements of Acts of Patlia-
ment—it is necessary to introduce organised and progressive
control—control over production, over expenditure, the time-
liness of operations and to discover customer or public reaction
to the product orthe service. It will be helpful to hear on whatbasis
this control is exercised centrally or operationally and how it is
possible to maintain such control without interfering unduly with
administrative decentralisation and delegation of authority.

Finally, in all undertakings it is no doubt necessary to review
from time to time the various parts of the organisation and to
adjust them to changing conditions and requirements. This may
be a continuous process, but there may be occasions when it
becomes necessary to undertake a stocktaking of the organisa-
tion and the methods employed over the whole field.

In the Civil Service this need for continuous attention to
organisation and the value of a periodic stocktaking has been fully
recognised. Every Department is now provided with an Organi-
sation and Methods Service to help in the planning of new work,
to provide assistance in remedying defects or flaws in the machine
and to review atintervals the organisation of the whole Department.

Have industrial undertakings any ideas to offer as to how
efficiency in organisation can be maintained ? Has any form of
efficiency audit been attempted and, if so, with what results ?
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Some of the eclements and characteristics of large-scale
organisation have now been suggested about which it is hoped to
learn a good deal in this book. But the reader will be looking for
more than cold factual information. Although organisation is
becoming more and more a subject for scientific treatment, it
is doubtful if it will ever be wholly scientific. The present-
day organisation of the concerns being studied has in many
cases grown up and been developed over many years. Each
will have its own character and tradition; it will have been
influenced by events and by the outstanding personalities who
have worked in it.

No organisation—certainly no efficient organisation—is
static; it develops and changes with experience and with the
growth of the undertaking, and in the story of its history and
evolution there may be many lessons to be learned.

May we hope, therefore, that these papers will not only
describe organisation, but will say something of its growth and
development and something of the philosophy the undertaking
has developed on the subject ?

There is, it seems, a lack of reliable information on the subject
of large-scale organisations and a lack of broad understanding
of the problems it produces. The empirical approach has been
chosen; it is hoped that it may be possible to learn from the
experience of those who have been associated with the develop-
ment and growth of very large undertakings. We are grateful
to the various bodies who have contributed to this book for the
help they are giving to the study of this most important topic.



THE IRON AND STEEL FEDERATION

&y R. M. Suong, C.B.E.

(Economic Director and Secretary)

Descriptive Survey

THis paper about the Iron and Steel Federation will describe a type
of organisation that is entirely different from any of the others
included in this Survey. The Federation is an organisation
intimately connected with manufacturing industry and closely
associated with one of the major industries of the country. In
some ways the papers on Imperial Chemical Industries and on
Lever Brothers & Unilever may raise points of similarity, for
these two papers alone deal with manufacturing industry. Even
then, Lever Brothers & Unilever and Imperial Chemical Industries
are organisations unified within the range of industrial processes
which they cover. In contrast, the Iron and Steel Federation is
not responsible for the financial operation of its constituent parts,
the oo firms which make up so great a part of this large industry.
In the remainder of the series wherever a complete or very large
range of industrial activity is under the limelight—for example,
the Transport Commission—there is again complete responsi-
bility within the one organisation for the whole of the activities,
including full financial responsibility.

Firms and Collective Organisations

Unlike the other companies or corporations, the Federation is
not set at the top of a pyramid, whose base rests upon individual
firms or upon the operating departments of the Federation; it
does not issue orders nor control the firms. The concept of the
Federation is quite different. Rather does it assume that the key
unit in manufacturing industry is the firm or company and
that collective action is best organised to supplement the efforts
of the firms themselves, and may thus enable them to achieve

greater efficiency as units, to avoid waste and so on.
16
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In industry this need to supplement the activities of the key
unit by collective otganisation is already established, but it has
parallels in other fields of human activity. A not too remote
analogy is provided perhaps in the case of the family. It is
socially essential that the family unit should have a feeling of real
significance and responsibility. On the other hand, in the
complex of modern civilisation it is equally clear that there is a
need for collective organisations to supplement the functions
which the family can render for itself. One example of this is
education, but, of course, there will be many more. It is vital
that these collective supporting organisations, designed to
sustain and develop the efficiency and well-being of the family,
should not be so extensive, centralised or dominating that the
responsibility, the mutual loyalty and the identity of the family
group are lost. Not unlike education in relation to the family,
the Federation in relation to the steel firms is an organisation
primarily existing to serve the industry, and is not an organisation
which is in a position of authority over the firms in the industry.

In particular, it does not involve ownership of the firms
within the industry. Although in some respects the Federation
takes a wider view and approaches problems on a more compre-
hensive basis than does a single firm, in other respects it is
narrower. This arises from the limitation of the boundaries
of the Federation to a definite range of industrial processes—
those marked on the left of Fig. 1. In the case of the firm
there is no normal limit imposed upon its activities. Indeed,
there is no natural physical division between the rolling of steel,
machining it, bending and twisting it and fabricating it into
manufactured articles. The firms may be solely engaged upon
single processes or they may operate all or any of the processes
that lic between the mining of ore and the building of bridges,
motor cars or floating docks.

Organisation on an Industry Basis

The concept of an organised industry in relation to inde-
pendent firms is important for the proper understanding of our
industry or other manufacturing industries.

The Steel Federation deals with common services to such part
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of the firm’s activity as broadly falls within the definition of pig-
iron making, melting of steel, hot rolling of steel and subse-
quently the cold rolling of steel into various shapes; and also with
some of the more elementary shaping processes in relation to
forgings, bolts and nuts, tubes and so on. Thus it deals, not
with the total activities of a group of firms, or with a certain
number of pieces in what might be called a jig-saw puzzle, but
with all the parts of the puzzle with the same colour on them
which will cover some firms wholly, and just part of the activities
of other and larger firms. It is concerned with the common
problems of specified ranges of technical processes.

The steel organisation diagram (Fig. 1) illustrates this point
more clearly. Incidentally, it may be noted that the whole
diagram is on a horizontal basis, thus avoiding any impression
which might have been given, had it been drawn vertically, that
the firms are on top of the Federation or the Federation is on top
of the firms.

On the left-hand side the diagram is intended to indicate the
soo firms—this is an approximate number—which are engaged in
the iron and steel processes covered by the Federation. Three
firms, one large, one small and one intermediate in size, have
been taken as examples, and it is shown in which iron and steel
trades and in which industries outside iron and steel they are
engaged. It need hardly be pointed out that there are countless
other activities in which the larger (and often the smaller firms
too) are engaged which could not be included on the chart—
fencing, fertilisers and floating docks, to name only three of
many.

Conferences

The processes of production covered by the Federation are
shown under the heading of Conferences and Affiliated Associa-
tions. The other trades in which firms may be engaged may in
the whole extractive and industrial process precede iron and steel
—such examples as the making of bricks, coke and so on—or may
follow after the end product—as bridges, tools and many others.

The Iron and Steel Federation itself does not include certain
trades such as iron castings, though this large industry came
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20 LARGE-SCALE ORGANISATION

within the general supervisory purview of the Iron and Steel
Board in its exercise of a trade supervision on behalf of the
Government over the Iron and Steel Federation and its allied
processes.

Council

The Council of the Federation is elected by the eleven different
product sections or Conferences into which the production of
the industry is divided. These Conferences deal with common-
user matters and the technical processes of particular sections of
the industry, and they elect members on to the Federation
Council in proportion to the net value of output of each of the
Conferences. Fifty-two members of the Council are elected in
this way, and normally eight non-Conference members are co-
opted to enable individuals of outstanding position in the industry
to be included on the Council, even though they may not be
qualified by election through the normal machinery. The
Council is presided over by the President of the Federation,
and meets once a quarter. The president is normally an annual
appointment by the Council, but in special circumstances,
where continuity of office is particulatly important, he may be re-
appointed for a longer period.

Executive Committee

The Executive Committee is the body mainly responsible for
the operation of the Federation and for determining its general
policy, subject to a quarterly report to the Council. A full-time
Independent Chairman—Sir Andrew Duncan—presides over its
activities. The Executive Committee consists of the President,
Past-President and President-Elect, together with about thirty
members appointed by the Council. The Executive Committee
Members do notserve as representatives of particular sections of
the industry, or of particular firms; they are Chairmen or Manag-
ing Directors, or Directors immediately concerned with major
policy matters in particular companies, but they serve on the
Executive Committee primarily as individuals; it follows that
they are able to contribute to the guiding of the industry generally
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from their wide experience and knowledge, often of many different
aspects of the industry. The Committee normally meets monthly.

Federation Departments

The Executive Committee appoints standing committees
drawn from the industry to concern themselves with the main
subjects stated on the right of Fig. 1 as Federation Departments.
The staff of the Federation consists of three directors, the secretary
and an administrative staff to serve each department of Federation
activity. In the case of departments covering a wide field, such
as that of raw materials, there may be a senior officer in charge of
the group and an administrative officer in charge of each separate
section—pig iron, scrap and so on.

Work of the Federation

The type of work undertaken by these departments of the
Federation may be illustrated by one or two examples—the trans-
port section, for instance, has recently been concerned with
assessing the needs for a special type of iron-ore wagon required
for the expanding programme of home ore production, and at the
appropriate level with discussions with the Transport Commission
resulting in a programme of wagon-building to meet these
needs.

The Development Section of the Federation serves the
Development Committee, and has the benefit of technical experts
of the highest standing drawn from outside as well as technical
experts from the firms themselves. This committee also draws
on the economic and commercial services of the Federation in
assessing future demand, general and particular, for products
and for particular parts of the country. This framework of
technical and economic knowledge provides a background for
firms to use when considering their own plans, and from time to
time it results in suggestions for plans of a type not covered by
proposals of any one firm. It was this organisation that in 1945
drew up the £240 million steel Development Plan which was
approved by the Government and, with agreed modifications in
the light of changing conditions, has now been partially com-
pleted.
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Some Federation departments deal with the common problems
relating to supplies of materials to the whole industry—the
Raw Materials Department—or with the supply of steel as
between the various sections of the industry, or to the consumer.
The latter is the work of the Production and Supplies Department.
The claims of consumers are at present determined by the allocat-
ing machinery set up by the Government and operated through
the sponsoring Government Departments—the Admiralty, the
Ministry of Fuel and Power and others. The Production and
Supplies Department is essentially concerned to see that these
authorised orders are met, that any particular bottle-necks or
difficulties in the placing of orders are sorted out and that supplies
flow as smoothly as possible.

The nature of the work of the other departments too is
largely self-evident. The newest is that of Recruitment and
Training, which has been in operation for the past two years.
It started by initiating schemes for the interchange of students
and trainees in the industry between this country and industries
abroad, and has since developed comprehensive recruitment and
training plans for the industry as a whole.

In addition to the services rendered by the Federation
Departments, which are advised by a Steering Committee drawn
from the industry to ensure a practical and realistic guide to the
work undertaken, there are two further associated activities.

British Iron and Steel Corporation, Ltd.

The Federation itself works to provide central services and
to formulate policy, and is not, under its constitution, empowered
to engage directly in any commercial transactions. When
collective commercial action is considered desirable by the
industry, it does, however, provide for the setting up of separate
commercial organisations under the Executive Committee of the
Federation, and in normal company form. The British Iron and
Steel Corporation thus engages in the central purchase of imported
steel and scrap, at present working in close conjunction with the
Ministry of Supply. The Corporation has also a subsidiary—
B.LS.C. (Ore) Ltd.—to deal with the import of ore, and it is also
concerned with the planning of forward supply of imported ore
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to meet future increased needs. Close contact is maintained
between B.I.S.C. (Ore), as the commercial buying body, and
the Raw Materials Department of the Federation, which is
concerned with assessing the interrelated demand for various
materials to meet both long- and short-term steel requirements,

British Iron and Steel Research Association (B.I.S.R.A.)

At the lower end of the chart of Federation Departments is
the British Iron and Steel Research Association, the central
research organisation of the industry. It co-operates closely
with the Department of Industrial and Scientific Research. The
Research Association has direct relationships with the firms and
with other scientific and similar organisations. It obtains
its industrial finance from the Federation, and its Director is
one of the three Directors of the Federation. He reports on the
work of the Association at each quarterly meeting of the Federa-
tion Council.

Iron and Steel Board *

The Government-appointed Iron and Steel Board is not
shown on the chart. It acts as a general supervisory body
watching over the Iron and Steel industry inside and outside the
Federation—for example, the iron and steel castings trades and
drop forgings. The Board contains members drawn from
management, labour, consumers and the Treasury, with a full-
time Chairman, and is charged with supervising development,
prices, imports, exports and other matters affecting the national
interest. It is concerned with policy rather than with the
detailed operation of the industry, but has full contact with each
of the departments of the Federation, and access to the collec-
tive and individual statistical and cost returns which are used as a
day-to-day basis of operation. In addition, it undertakes its
own direct enquiries with firms upon the financial aspects 