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EDITOR'S FOREWORD

T he 1969 Louisiana State University Forestry Symposium follows a some
what different approach to forestry problems than has been employed in
previous years. Since 1952, these symposia have considered subject
m atter areas closely related to the conduct of forest management pro
grams. Biological and economic implications of m an’s use of forested
land have rightly dominated the series.
W hen choosing the theme, “Organization Management in Forestry,”
the faculty committee recognized the need to broaden the outlook
of those in attendance and at the same time offer an insight into the
functioning of the complex organizations with which most foresters
are associated. Organization management was recognized as too broad
a subject to examine in depth within the time limitations. W ith this
knowledge, we set as our goal the awakening of interest and awareness
of the importance of this subject in the minds of our audience.
T he speakers and moderators who gave of their time to pursue this
goal represent many areas of professional life. Most of them possess
a background knowledge of forestry or forestry organizations, but each
of them has gained special skill in some phase of management.
T h eir efforts were judged to be superlative by those in attendance.
It is our hope that the readers of these proceedings will also profit from
their presentations.
R . R o d n e y F o il

Editor
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THEORY OF ORGANIZATION MANAGEMENT

HUMAN BEHAVIOR IN ORGANIZATION
W . T. M O S S
School of Forest Resources
University of Georgia

Although the topic of this article is of such general nature as to
perm it unlim ited freedom and scope in its development here, the
editor of the current symposium provided limiting guidelines, while
allowing much latitude. H e suggested a discussion of behavioral at
tributes governing abilities to function as a part of an organization,
characteristics of innovators, ability to learn, intergroup conflicts, and
personality.
In my attem pt to weave these topics into a functional pattern, per
sonality will represent the warp into which the woof, or filling threads,
of the other topics will be intertwined. I will also rely on other pre
sentations which follow mine to complete the configuration or pattern.
T he goals of the science of behavior, like those of other sciences,
are to understand, predict, and control. Individuals, managers, and
organizations are primarily concerned with the second and third aims,
which are not necessarily dependent on the first, although perfect
prediction and control would require much, if not complete, under
standing. T his examination of behavior will deal primarily with these
last two goals.
Behavior in organizational settings has certain unique aspects which
call for separate treatm ent and study. However, we need to develop
a model encompassing all of the interacting causes of individual be
havior. T his theoretical framework is personality.
Let me begin the discussion of personality with some brief assump
tions. First, behavior is caused and is goal oriented. Second, behavior
5
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is meaningful, although the overt expression often camouflages the real
meaning, and, finally, the personality of the individual adds a cer
tain uniqueness or individuality to behavior. T his individuality is the
source of much richness and diversity in life—and supplies most of the
problems encountered by those attempting to manage people.
T he study of personality is still very much in the theoretical stage.
We teach courses in personality theory, not fact. Many approaches
explain the data, some with greater facility than others. For our pur
poses we could use any one of the several type or trait theories, or we
might use Freud’s psychoanalytic theory or one of the learning theories.
Or we can attempt a down-to-earth, commonsense approach in keeping
with the purposes of this symposium, i.e., to provide you with a mean
ingful tool to enhance the performance of your duties. T o do this, my
approach will be eclectic; in other words, I shall borrow from many
of the established theories.
As foresters you have the background and orientation of biological
scientists. W ithin this context the normal curve will serve to explain
the distribution of both the descriptive characteristics of personality
and the labels used to designate individuals. In spite of the use of the
term “uniqueness” in most definitions of personality, scientific study
and useful applications are based on commonalities, or ways in which
we are alike. You recognize this same method in the study or descrip
tion of a forest stand. No two trees are alike, but there are many
common elements. Of course, uniqueness, or abnormality, increases
as we move toward the two tails of the normal curve.
Another characteristic of normally distributed biological entities
is the arbitrary designation of normality. Abnormality is a function
of frequency of occurrence. And so it is with behavior. T raits and
personalities are labeled odd when removed from the center. Even
genius often is unacceptable to society.
Finally, we should note that a behavioral continuum is never static;
this, too, includes traits and individuals. Personality is constantly
developing as individuals seek to adapt to the environment. Unusual
stress, frustration, or conflict may induce an abnormal response.
One other generalization before we discuss the specifics of personality.
Fortunately, at any given point along our continuum of descriptive
characteristics, traits tend to cluster rather than stand independently.
This suggests certain lawful relationships in personality structure rather
than a hodgepodge of unmanageable, random attributes. W ithout this
lawfulness the study of personality would be virtually impossible.
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O ur next step is to attem pt to delineate two more or less basic per
sonality syndromes by describing two of these clusters. For clarity the
two personalities might be imagined to occupy the identical halves
of a bell-shaped curve, although in reality the individuals would not
be as opposite or stationary as they appear.
T he personalities depicted by one cluster might be described, at
least on the surface, as introverts, hypoactive, introspective, perfectionistic, orderly, shy, attentive to detail, and tending to withdraw from
others under conditions of stress. If they should be located far enough
from the norm to be considered neurotic, they might well be described
as obsessive-compulsive, and if conditions were such as to induce men
tal illness or psychosis, they would likely be labled schizophrenic.
On the other half of the distribution the descriptive traits are exactly
the apposite, i.e., extroverts, hyperactive, nonreflective, haphazard, out
going, and tending to move toward others when stress arises. Again,
abnormal states could be predicted to take the form of one of the
affective disorders such as conversion hysteria neurosis or manic-depres
sive psychosis. Though described differently, individuals on opposite
halves, but close to the norm, would be more alike than would normals
and extremes on the same side.
T he acquisition of attributes describing personality is not fully under
stood. Most theorists recognize the importance of the early or forma
tive years in a child’s life. Heredity is an important, although as yet
uncontrolled, factor. (Of course, informally, foresters select mates using
criteria similar to the ones used in tree improvement practices, e.g.,
tree form, branch angle, dbh, and butt swell.) T he influences of the
environment on personality development are of primary importance.
Our entire life is spent adapting, interacting with others in a process
called socialization, and learning. We are as Tennyson indicated,
a part of all that we have met.
Aside from the effects of the immediate environment on the forma
tion of a particular personality type, the total culture plays a major
role. For example, the race to the moon is largely between German
scientists presently employed by the two competing countries, Russia
and the United States. T he Swiss are noted for their individually
crafted precision watches. T he Japanese have a booming industry
based on an American invention, the transistor. Our own culture is
more analogous to the second syndrome described. We have massproduced our way to the forefront of civilization, but the obsolescence
of our products is not always planned.
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Before taking a closer look at the process called learning, let us
see if we can fit our personality groupings into the organizational set
ting. I think you can readily see that personality could play a major
role in occupational satisfaction, which is highly correlated with ef
ficiency and productivity. Probably the best example of a job classifica
tion clearly belonging in the first personality syndrome is that of
accountant. A person performing the duties of this occupational special
ity must gain satisfaction by being perfectionistic and attending to
minute detail. T he nature of the work does not allow for great activity.
Groups of people would interfere with his concentration.
On the other hand, the successful salesman need not attend to minute
details. He must be outgoing, active, and extroverted. Success and fail
ure, you see, might well involve what one is “suited” to do.
How do foresters fit into this scheme? T he procurement forester
is always in the unenviable position of having to be a supersalesman in
order to buy. For some years, government organizations have been
seeking recreation specialists. Until recently this area was not em
phasized in many of our forest resources schools. Consequently the
interviewer would ask to see prospects with “magnetic” personalities.
Later investigation revealed that these employees performed their
recreation duties quite satisfactorily but were sometimes disappointing
in the performance of their “off season” duties of type mapping, timber
cruising, or perhaps updating the computerized CFI operations.
Oftentimes, combinations of personalities are quite effective. If the
boss belongs to the second cluster and is thus active, ebullient, and
oriented toward people, he needs either an assistant or a secretary to
attend to the fine details. Conversely, receptionist-type secretaries
should not be expected to edit and punctuate a hastily dictated m anu
script. These types of endowments were not likely considered in her
selection.
Aside from the importance of experience in personality development,
learning pervades all other human behavior and is of central impor
tance in the institutional and organizational setting. An incomplete
but adequate definition states that learning is a change in behavior
brought about through practice. Four fundamental factors of prime
importance to an understanding of learning are: drive or motivation;
cue or stimulus; response, which has to do with either action or thought;
and reinforcement or reward. In an organizational setting the major
interest is in facilitating the learning process. T he first and last factors
listed above are of major importance in this process. Motivation is
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the subject of a later paper, thus I will emphasize reinforcement
only briefly.
T he behavior traits describing personality are shaped and constant
ly refined by the simple mechanism of reward. Nonreinforcing be
haviors are gradually deleted from the individual’s actions. Perform
ance in occupational roles is also predicated on reinforcement. We
tend too often to equate monetary rewards with job satisfaction. Money
is important; however, praise is often even more effective. T he wise
manager shows interest in those under his direction, he listens to their
ideas, he agrees with their solutions. He insures attainm ent of per
sonal as well as organizational goals. He places people in positions
compatible with both ability and personality.
There are a number of practical techniques applicable to the man
agement of learning. Intelligence is of primary importance but this
variable is not subject to manipulation. Good teaching and training
techniques include an awareness of the nature of the material to be
learned. We know that the introduction of new material or new methods
which are quite similar to materials presently known or methods pre
sently employed by the individual can create an unfavorable learn
ing environment because of the interference effects involved. In other
words, habits are difficult to overcome. Some materials or skills should
be mastered in their entirety, while others should be learned in parts
or steps.
T he time spent in learning is important. In general, distributed prac
tice is more effective than massed practice. Learning is often enhanced
by immediate feedback, or knowledge of results. Finally, we are aware
of the tremendous adverse effects of anxiety on both learning and per
formance. Thus, the individual’s financial condition, marital state,
and all other facets of his life are im portant to the organization.
By now you recognize our inability to treat behavioral topics sepa
rately. Conflict, within and between groups, cannot be attributed to
irritating or injurious stimuli alone. Identical stimuli might well elicit
quite different responses from unlike individuals. W hen faced with
stress, frustration, or conflict one person might withdraw, while another
becomes aggressive. Aggression often may be redirected toward an
innocent victim. There is much truth in the old story about the boss
“chewing out” a subordinate, who in turn goes home and yells at his
wife. She quickly finds cause to punish the child, who runs outside
and kicks the cat.
T his does not mean that a compatible group is composed of like
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personalities. Personality differences within a group may not be as
im portant as differences in goals and ideals between individuals. Per
sonalities in a group do need to be compatible, be they alike or not.
Findings pertinent to a discussion of groups (Berelson and Steiner,
1964) reveal that interaction between members is im portant and new
group members are assimilated slowly, which prohibits the addition
of large numbers at a given time. Group morale is superior in groups
with little changeover, and conflict arises between similar groups when
interaction and communications are limited.
Group leadership, though sometimes a cause of conflict, is intended
to minimize disruptive behavior. T he leaders of small groups must
function in two areas, the intellectual and the social. Rarely are the
two roles combined in one person.
Classically, the concept of conflict involves choice. Behavior is re
plete with either/or situations. Goals are constantly being redefined.
T he realization that the ideal is not always feasible and the pursuit
of the attainable are marks of maturity.
Finally, I shall mention characteristics of innovators only briefly,
as an article on creativity is to be found further on in this volume.
I purposefully did not mention intelligence when describing person
ality. It is, however, a most im portant determiner of all behavior. It
is not physical or sensory superiority that allows Hom o sapiens to
perch atop the phylogenetic scale. Rather, the position is dependent
on his intellectual powers of thinking, reasoning, and using symbols.
Differences in intelligence among individuals are, however, tremen
dous. Some wag has said, with an element of truth, that the differences
in intelligence among men are greater than the differences between
the average man and the average ape. At any rate we recognize vast
differences in abilities, and the ability to discover, innovate, and create
is a rare trait indeed.
A high degree of intelligence is not the only characteristic of in
novativeness. In fact after a certain level is reached, it may not even
be the most im portant factor. From the standpoint of personality,
innovators are generally somewhat nonconforming. They see humor
in situations easily, are flexible, less anxious, and are well-adjusted.
In addition they have an affinity for complexity and novelty. Most
of us are afflicted with a malady called functional fixedness—the in
ability to see new uses for old tools. Innovators do not suffer from this
disease. They may belong on either side of the personality continuum
described earlier, but their creations would likely be quite different.

H UM AN BEHAVIOR IN ORGANIZATION

11

One person might deal with new or different perceptions of the broad
picture, e.g., the long-range goals of the organization. Another indi
vidual might be brilliantly creative in effecting one minute part of
the same idealistic goal.
In spite of our ability to describe creative people, we are generally
unable to teach or stimulate these abilities. We should at least be able
to recognize these unusual traits or potentials. More important, we
can refrain from interfering and forcing these people to conform to
the organizational norm.
I have reached the end of my discourse. Most of you who have read
these words were already cognizant of the guiding principles of behavior.
Hopefully, I have stimulated you to broaden the scope of your knowl
edge about the most intriguing subject known to man—MAN.
L IT E R A T U R E C IT E D

BERELSON, B. and G. A. STEINER. 1964. Human behavior. Harcourt, Brace
and World, New York. 712 pp.

MOTIVATION
FRED D. M c M U R R Y
Managem ent and Personnel Services, Inc.

W hat is motivation? Managers find it necessary to study motivation
from the standpoint of productivity. We are concerned about what
makes people produce, what makes people happy in their jobs, and
what makes some people so much more productive in their jobs than
other people.
Managers and supervisors often complain that employees do not
work up to par and apparently are not motivated. This may often be
a valid comment on the present-day work force, and may well be true
in forestry. These comments are always disturbing and sometimes
understandable. Lack of productivity can often be explained on the
basis of scientific evidence.
Fortunately, the knowledge explosion is probably proceeding at a
more rapid rate in the behavioral sciences than it is any other field,
with a few possible exceptions. There is much to be said about motiva
tion now which was not known even ten years ago. There are some
breakthroughs that amount to very im portant changes in our way of
thinking, supervising employees, and managing enterprises. These
things are not merely common sense. As m atter of fact, some of the
recent research indicates that much of what has been done on a commonsense basis in the past to motivate people has been wrong.
T o describe briefly the evolution of motivation theory, some of the
most relevant research in this field has been summarized in T able I.
Prior to 1920, very little research was done in the field of employee
motivation. Since then, much has been done and present work is in
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creasing to the point that breakthroughs are recorded more often than
ever before.
Starting with Elton Mayo back in the 1920’s, the study of motivation
has progressively become more scientific. Characteristics of groups show
ing high and low productivity have been analyzed with increas
ing accuracy. Near the end of the first table, you will note the name
Herzberg. Frederick Herzberg is a psychologist who began eleven or
twelve years ago to determine the relationship between employee moti
vation and productivity in industry.
Herzberg is now the chairman of the department of psychology at
Case Western Reserve University. He is responsible for what is now
known as the two-factor theory of motivation. His research has sub
sequently been replicated by other investigators, who find themselves in
substantial agreement with his original conclusions. Basically, he con
cluded that two kinds of things really motivate people to produce.
This concept is presented in simplified fashion in Figure 1, Stairstep
Hierarchy of Employees’ Needs. The lowest stairstep represents people’s
basic needs. First comes biological satisfaction, including physical
needs: hunger, thirst, sex, etc. Next, the need for security must be con
sidered. Everyone needs to feel reasonably safe and secure. The other
category under maintenance factors included people’s social needs.
Social needs include the satisfaction that is gained from working with
congenial people, being around people with whom successful, en
joyable relationships are possible, and working for a boss who is lik
able.
F ig u r e 1. Stairstep Hierarchy of Employees’ Needs

MAINTENANCE FACTORS
Biological needs, security needs,
social needs: working conditions,
take-home pay, fringe benefits,
status symbols

MOTIVATION FACTORS
Needs for ego satisfaction, growth,
personal development: involve
ment, participation, fun, accom
plishment, recognition, pride in
work, proprietorship, responsibil
ity, fulfillment, etc.

T

able

I

Motivation and productivity: some salient research
FINDINGS
St u d y

Low Productivity Group

High Productivity Groups

Mayo (1): Philadelphia tex
tile mill, 1923-24

Decisions made from work
ers—No freedom

Workers allowed to make some
of own decisions (e.g., schedul
ing of rest periods)

Mayo (2): Western Electric’s
Hawthorne Works, Chicago
1927-32

No group spirit—Low morale—
No interest shown in individ
ual—Output restricted—Incen
tives did not work

Group spirit—High morale—
Workers treated as important
people, asked to cooperate in
experiments

Mayo (3): East Coast defense
plant (metalworking) ab
senteeism, 1943

No team spirit—Foremen not
trained in ‘‘human relations”—
Workers independent of one
another

Team spirit—I n t e r e s t in
group’s reputation—Foremen
trained in “listening, patience,
avoiding emotional upsets”—
W o r k e r s interdependent,
scheduled own days off

Mayo (4): So. Calif, aircraft
plant absenteesim, 1944

No deliberate effort to pro
mote team spirit—Clear bosssubordinate relationship be
tween workers and foremen

Deliberate program to pro
mote team spirit by foreman—
Foremen did not “boss” or
ignore workers, but listened
and facilitated work

Mayo’s General Conclusions

As a result of the Industrial Revolution, work had deteriorated
into an impersonal exchange of money for labor, causing humil
iation of the worker. Management has assumed worker is ration
al, soulless “economic man” who will do as little work as pos
sible for as much money as possible (the “rabble hypothesis”) .
Workers treated like machines should not be expected to pro
duce at maximum level. Employees’ feelings are just as vital
to company as other capital. What is needed is new breed of
manager with unselfish motives who will use power to facilitate
group productivity. Man is a social animal.

Michigan (Likert, Katz): Pru
dential office groups, 1947
(and other studies)

Production-centered supervi
sors—Emphasized getting work
done—Close checks, controls—
Some goldbricking—Supervisor
non-involved, objective, con
sidered employees instruments
to get work out, often han
dled work himself—Supervisors
more active, alert, driving;
gave specific instructions; de
fensive, authoritarian, arbi
trary—Supervisors had little
authority delegated to them

Employee-centered supervisors
—Saw supervising people as
main job—Assumed people
were capable of getting own
work done, gave general in
structions, did not do the work
themselves—Supervisors had
more warm, personal relation
ship with workers; were co
operative, democratic; listened
to reason—Supervisors had
considerable authority dele
gated to them

Vroom: United Parcel Ser
vice supervisors’ personality
traits, 1960

"Independent” supervisors not
allowed to participate in de
cisions affecting their jobs

“Independent” supervisors al
lowed to participate in deci
sions affecting their jobs

FINDINGS
St u d y

Low Productivity Group

High Productivity Groups

Michigan Group’s
General Conclusions

T o emphasize productivity at expense of workers’ dignity is
self-defeating. Supervisor’s style affects group’s morale, productiv
ity. His style should be consistent. Interdependence of workers
important in motivation. Personalities of supervisor and group
important. Employees deserve as much concern as material assets.
Management has been trying to “buy" cooperation, high morale
with wages, benefits, incentives, and it hasn’t worked. Investment
in workers not protected if employees are well paid, well insured,
but poorly led. Supervisor should not act as enforcer-overseer,
but as information-giver, expeditor, ego-supporter. Responsibility
for production is workers’, not supervisor’s. Most groups can work
with little supervision. Workers motivated by proprietorship of
their jobs. Rules, controls often inhibit productivity. Participa
tion and freedom for workers requires manager to surrender some
of his power to group. People have natural sense of responsibility
toward their work—if not allowed to discharge it, apathy, ob
structiveness, carelessness will result.

Herzberg: Motivation of En
gineers &Accountants, Pitts
burgh Area, 1958

Hygiene (maintenance) -seek
ers—men dissatisfied with bene
fits, pay, working conditions:
nature of environment—Little
satisfaction realized from ac
complishments—Little interest
in the work itself—Cynicism

Herzberg’s Myers*
General Conclusions

Dissatisfaction is not opposite of satisfaction. There are two
different variables. Dissatisfiers (hygienic—maintenance factors)
build a floor under productivity, morale. They are prerequisites
for motivation but do not motivate by themselves; just make
it possible for motivation to operate. Maintenance factors as
sociated with environment, motivators with job itself. Supervisor
should set up jobs so that employees are relatively free from
restrictions & controls, have opportunity for freedom, recogni
tion, achievement, growth. Once worker is moderately satisfied
with maintenance factors, increasing them will not increase
productivity.

Motivation-seekers—High tol
erance for poor maintenance
factors—Men motivated by na
ture of work—Great satisfac
tion from accomplishments—
Positive feeling toward life in
general—Motivated by needs
for achievement, growth, rec
ognition, self-fulfillment, con
trol of own work—Men think
of work as fun, adventuresome,
significant, challenging
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Maintenance factors do not concern the work itself, but rather the
variables surrounding the work. These are the things that may attract
people to apply for jobs. They may keep people on the payroll. Mainte
nance factors may make people happy, but they do not increase producti
vity. People will not be more productive because they have more satis
faction with their maintenance factors, such as hours, working condi
tions, social satisfactions, take-home pay, and fringe benefits. As a
m atter of fact, once a person has reached a minimum tolerable level
of maintenance satisfaction, it will not do any good at all, as far as
productivity is concerned, to increase further his satisfaction with
these maintenance factors.
If this could be measured on a scale, we might find that the M TL
(minimum tolerable level) of maintenance satisfaction is 100. This
means that a person must be at 100 in order to be productive. Just
being there, however, will not guarantee productivity.
W hat does bring about productivity? On the second step in the first
figure are shown the motivation factors. These are the things that make
people productive, that account for the difference between the highly
productive and unproductive people. Motivation factors are chiefly
ego needs and growth needs. They concern chiefly the work itself,
rather than the environment.
A person’s needs for ego satisfaction include recognition, feedback,
and reward. These are things that reward the person for a job well
done. If an individual does a good job and is recognized for it by his
company, by his boss, and by his associates, his ego is satisfied and he
is in a position to become more productive.
T he growth needs are said to be the highest of all psychological
needs. T his has to do with the need to achieve, to get ahead, to become
better, to respond to challenge, and to fulfill aspirations. These higher
level needs call to mind several key words. These are achievement,
opportunity, learning, participation, responsibility, involvement, pro
prietorship, and pride in one’s work. Everyone has the need to be
involved in his work, involved in his job. T he need for accomplish
ment and the need for challenge must not be overlooked.
Another interesting word is fun. How many of us can truthfully
say that our work is fun? If we don’t enjoy our work, something is
seriously wrong. Life is too short to be spent in a career that is not
fun, is not enjoyable.
A person needs to have a sense of responsibility. He needs to partici
pate in the on-going operations of the job itself, to participate in
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some of the decisions that affect him. He has to have a sense of pro
prietorship in his job. He should have an entrepreneurial interest in
the job if he is to be a highly productive individual.
If a person is at the minimum tolerable level of satisfaction with
his maintenance factors, then and only then can these higher level
needs, the motivation factors, enable him to become more productive.
Herein may be uncovered the mistake which has been made for
many decades. Too much attention has been paid to the maintenance
factors. We have been assuming, probably without knowing it, that
social needs, security needs, and biological needs, if increased, will
increase people’s productivity.
W hat has been done? Given a group of people who are already at
the minimum tolerable level of satisfaction with the maintenance
factors, we try to increase their maintenance satisfaction. For example,
we give them some more security and expect this to increase their
productivity. It doesn’t do this, but it does make people happy. These
maintenance factors are the things that make people smile, but they are
not the things that make people productive. These are the things that
if taken away will cause people to become unhappy, gripe, and com
plain, but they may not become any less productive.
One large company recently was trying to increase the productivity
of the work force. They were working on security needs. They de
cided to improve one of their benefit plans, a hospitalization policy.
They liberalized the provisions of the policy and were proud of the
m inor improvement in the benefit plan package. It did increase the
employee’s satisfaction with their maintenance factors, but they were
already above the minimum tolerable level. T he workers were happy
about it, and it cost the company three million dollars a year. People
did not become any more productive. This happens all the time.
T he reason for this is the fact that once a person or a group is at
the minimum tolerable level, it does not do any good at all to improve
the maintenance factors further. Once people have 100 units of satis
faction with their maintenance factors, the only thing that is going
to make them more productive is some fulfillment of higher level
needs (ego needs and growth needs, needs for recognition, achieve
ment, learning, responsibility, involvement, participation, proprietor
ship, etc.). Whatever supervisors and managers can do to provide
satisfaction of these kinds of needs will increase productivity. It will
guarantee increased productivity if the work force already has a rea
sonable amount of satisfaction with their maintenance factors. If em
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ployees are below the minimum tolerable level, they will first have
to be brought up to the 100 level to allow the motivation factors to
operate.
As an example, one organization recently was employing about 75
people at high-level staff jobs, all with company cars. T hen the com
pany found it necessary to reduce costs. These people had more than
the minimum tolerable level of satisfaction with maintenance factors,
perhaps 150 units of maintenance satisfaction. Management guessed
that the cars represented 20 units of the 150, and decided to take the
cars away, leaving the staff men still with 130 units. T h e cars were
not used frequently for business purposes; they were status symbols—
maintenance factors.
Theoretically, this action should not affect productivity in any way.
Removal of the cars made these 75 people quite angry, but it did not
affect their productivity. Management had depth interviews with the
75 people, with their subordinates, and with their supervisors. Every
one agreed that the company’s action was unpopular and that it made
everyone unhappy. Morale was adversely affected. They also agreed
that productivity was not affected. No one quit or became any less
productive.
Does this mean that company cars and other status symbols do not
increase productivity? In this case, the cars appealed only to social
needs, because the cars were used only for transportation to and from
the office. T his does mean that once a person has a moderate amount
of satisfaction with his maintenance factors, there is nothing that
can be done to increase his productivity by increasing these factors.
W hat must be done is to bring a person up to this minimum tolerable
level of satisfaction with maintenance factors, then pay some attention
to the higher level needs which make work enjoyable and genuinely
challenging and psychologically rewarding. A sense of growth, of ego
satisfaction, of recognition for a job well done is necessary before pro
ductivity will increase.
This is Herzberg’s theory of motivation. He found that the things
that make people happy in their job are not the things that make
people productive. T he things that make people happy in their job
are not the same things that, when lacking, keep people from being
productive. Maintenance factors influence happiness. Motivation fac
tors influence productivity.
This is not to say that money is not important. Take-home pay is
a maintenance factor and a means by which we satisfy our biological,
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security, and social needs. It enables us to provide food for our table
and to put air-conditioners in our homes. Merit raises and salary in
creases given on the basis of outstanding performance, on the other
hand, are motivation factors, because they have to do with recognition
of a job well done. M erit raises prove to us that achievement is recog
nized. They motivate productivity. So, you must have a certain amount
of money to stay at a minimum tolerable level. Even with good op
portunity to satisfy higher level needs, most people will not tolerate
reduction or elimination of take-home pay. Maintenance factors are
necessary and basic. They allow motivation factors to operate.
In summary, three things should be remembered about motivation
and its relationship to productivity. First, these motivation factors are
im portant and have not received enough attention in the past. Motiva
tion factors are the most im portant things about which a supervisor
or manager can be concerned. Proper motivation will increase the
productivity of the people who work with you—not a small amount,
but a drastic increase is sometimes possible.
Second, motivation factors are cheap. It doesn’t cost anything, usual
ly, to satisfy or to motivate a person by promoting these motivation
factors. Sometimes it costs money, as in the case of merit increases,
but usually these are the kinds of things you can do which don’t cost
very much. They don’t require the expenditures that maintenance fac
tors usually do.
Finally, and perhaps most important, these motivation factors are
usually under the direct control of the immediate supervisor. He is
responsible for the face-to-face supervision of other people, and can
provide these motivation factors without anyone else even knowing
about it. Motivation can increase without higher approval, without the
board of directors announcing a company policy. These are things
that can by done by supervisors.
In conclusion, let me say that satisfied needs are no longer moti
vators. W ith most of our work force now at or beyond the minimum
tolerable level of satisfaction with maintenance factors, we must recog
nize the importance of the motivation factors of ego and growth needs.
These higher needs can rarely be completely satisfied, and effective man
agers should be able to work through them to increase productivity for
a long time to come.

USING CREATIVITY IN ORGANIZATIONS
ROSS L. S T U M P
Division of State and Private Forestry
U.S. Department of Agriculture, Forest Service

For the purposes of this discussion, organization will be used as a
synonym for enterprise, and organization, or the act of organizing,
as one element in the management process.
Experts in the science of human behavior tell us that the average
man reaches but 10 percent of his potential during his lifetime. This
is 10 percent of his ability to plan, to organize, to direct, to produce, and
to create. Psychologists have said that it is impossible to measure a
m an’s potential.
Douglass McGregor, in his essay, “Adventures in Thought and Ac
tion,” wrote: “T he average man is indolent—He works as little as pos
sible, he lacks ambition, dislikes responsibility, prefers to be led. He
is inherently self-centered, indifferent to organizational needs. He is,
by nature, resistant to change.” 1 About two centuries ago the greatest
of all German writers, Johann Wolfgang von Goethe, said: “T reat
people as if they were what they ought to be and you help them to
become what they are capable of being.”
These challenging statements of today and yesterday make us all a bit
uncomfortable. Yet, if we examine them objectively, we find how pro
found and truthful they are. I would ask you to keep these thoughts in
m ind as I discuss creativity in organizations.
T he key ingredient in any organization is people. And, it is creativity
1 Douglass McGregor, “Adventures in Thought and Action,” in Paul Pigurs, Charles
A. Myers, and F. T . Malm (eds.), M anagement of H um an Resources (New York:
McGraw-Hill Book Co., 1964), 56.
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that sets people apart from other animals. Therefore, the highly cre
ative individual or company is a source of intense interest. We wonder:
“W hat makes these people dream and plan on a high level of innova
tion? W hat makes them dissatisfied with the status quo? W hat spark
within their organizations allows, even encourages them to formulate
and sell new ideas?”
An attem pt will be made here to isolate at least some of the answers.
Four segments will be presented: (1) the meaning of creativity; (2)
characteristics of the creative individual; (3) some of the tools used
by organizations to encourage creativity; and (4) some of the barriers
to creativeness.
There are many definitions of creativity. T h e Industrial Relations
Center of the University of Chicago in its course on developing creative
ability, for example, offers five: (1) Creativity is the combining of old
ideas and/or new ideas to form a new combination. (2) Creativity
is any new association of existing elements. (3) Creativity is the ability
to mold experiences into new and different organizations. (4) Creative
invention is discernment or choice in making a new combination. (5)
Creativity is the production of probable combinations of ideas. This
list could be made much longer, as many authorities have their own
definitions of creativity. A precise definition is not essential. But, it
is im portant to remember that a creative idea must satisfy some ob
jective or solve a particular problem. Also, it may be new only to the
creator himself.
T his brings me to the second phase of this brief study—characteristics
of the creative individual. Authorities on human behavior are about
evenly divided on whether creativity is an inborn characteristic or
whether it can be developed. Probably both viewpoints are right to
a degree, but it is a fact that creativity can be encouraged or smothered
by the organizational environment or culture surrounding it. Man
agers have the duty to provide the proper climate for creativity.
Personal observations reveal that all people have inherent creative
capacities. Individuals differ in these capacities, just as some people
are more adept than others at mathematics, chemistry, music, or one
of the other arts or sciences.
It is also likely that people are influenced by the cultural and eco
nomic conditions which exist during their formative years. T he dif
ference in attitudes toward security and unquestioning devotion to
policies and objectives are quite noticeable between men who started
their employment during the depression years and those who started
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after W orld W ar II when the premium was on the employee and
not on the job. T he former group is much more tied to security and
much less apt to oppose the “Establishment” than the latter.
Although everyone probably possesses creative ability, some of the
characteristics which are most noticeable in highly creative individuals
should be mentioned.
A highly creative person maintains an attitude of healthy dissatis
faction. He is attuned to the social and cultural changes about him.
He is likely to ask the simple question, “Why?” rather than accept
the authoritarian voice of the organization.
Joe Powell, the nationally known lecturer on administrative manage
ment, says that most people reach their height of creativity at the age
of four. For it is then they most often use the question, “Why, Daddy?”
T he creative employee uses the same type of question to challenge
the value of established procedures or traditions. This tactic has been
used for many years in working with public agencies. T he usual answer
is, “They require it.”
Any time a question is answered with “they,” it is good business
to determine who “they” are. If you are successful in finding this very
often elusive “they,” you may find that “they” never heard of the re
quirement or that it has long since ceased to be necessary. T his act
in itself may not be creative, but the results will be.
Another quality of creativity is “irritation with nuisances.” Too many
of us accept the philosophy that “it is a part of the job,” or “There
is nothing I can do about it,” or “T his is one of the prices I must pay.”
Thomas Jefferson is an excellent example of a man who created in
order to overcome irritations. He is credited with inventing the swivel
chair because he became im patient with having to rise each time he
wanted to reach a book from his library shelf. He also invented a dumb
waiter to overcome the interruptions in the talk of his intellectual
friends by servants bringing wine. Although it is not likely that all of
us will become President of these United States, it is not intended that
any of us need be satisfied with or ignore constant irritation.
A creative individual has imagination. He sees beyond the accom
plishment of his immediate objectives. He examines the horizon for
influences and also for what he might influence. He dreams. He looks
from many perspectives. In working with managers of renewable nat
ural resources, it has often been suggested that they periodically get
away from the office and either fly over the area for which they are
responsible or climb to the top of the highest peak or lookout tower.
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They gain an entirely different perspective from this vantage point.
T he overview not only opens new vistas for the eyes, it promotes new
ideas and shakes off the bonds of the traditional hurried office routine
approach.
T he creative individual is an idea man. Most of you probably have
met people whom you classify as idea men. Some of their initial
thoughts or ideas may not be sound or acceptable. But the fact that
the ideas are offered very often leads to something worthwhile. It is
im portant for organizations to recognize these people and accept those
ideas that are good. It is equally im portant that unusable ideas be
rejected tactfully, to avoid shutting off the flow from this source.
Managers should be alert to the unusual suggestion—even one offered
in jest. Most of you may have heard of such an incident which occurred
on one of our destroyers at the beginning of the Second W orld War.
One day, a sailor asked, “W hat could be done if suddenly we saw a
mine drifting towards our ship?” A number of his shipmates cried
out: “We could all run to the side of the ship and blow it away.” W hile
this was offered in fun, it caused one of the men to suggest using the
high-pressure fire hose to push the mine away. About a year later one
of our destroyers in the South Pacific was saved from destruction by
just this process.
A creative individual is flexible. He is willing to examine a problem
from many angles and to consider many alternatives. There are many
other qualities which could be discussed at length, including inquisi
tiveness, drive, and sensitivity. George Bernard Shaw’s statement, made
many years ago, may very well be our best description of today’s crea
tive individual. He said, “T he reasonable man adapts himself to the
world: the unreasonable one persists in trying to adapt the world to him
self. Therefore, all progress depends on the unreasonable man.”
Before leaving characteristics, I would like to mention two common
fallacies that influence organizations’ opinions about creative ability.
For the past two decades emphasis has been on youth. In fact, youth
and creativity have become almost synonymous. It should be stressed
that creativity is not the exclusive preserve of youth. Recent studies
have indicated that, instead of being a handicap, age often brings opti
mal performance. A management firm recently gave creativity training
to a group of people varying in age from 21 to over 50. T he test at
the end of the training session showed those in the age bracket 21-30
improved 62 percent while those 31-40 improved 87 percent. Those
over 40 improved by an impressive 146 percent.
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As a m atter of fact, learning does not begin to decline until well
after middle age. Organizations should not overlook the true value of
the so-called older generation. After all, Plato did his best teaching
after reaching sixty. Noah Webster published his dictionary at seventy.
And Alexander Graham Bell, most noted for his telephone, solved the
problem of stabilizing aircraft balance when he was past seventy.
T he second fallacy is the tendency to overlook the introvert, the
left-of-center person, the employee who is uncomfortable at cocktail
parties, or the one whose natural appearance suggests a “Mr. Milktoast.”
This brings me to the third segment of this presentation—the tools
organizations use to encourage creativity. They vary considerably from
one organization to another, but most of them have adopted a few basic
systems.
Some use idea men, similar to the “T hink T ank” or “Brain T rust”
which is sometimes used by our national administration. These have
real value, but unless the men are occasionally intermingled with the
various levels of the organization, they tend to lose their objectivity
and appreciation of what effect their ideas are having up and down the
line.
T he work improvement suggestion system is the most common meth
od used by both private and public agencies to encourage creative
ideas. T he system is supported by monetary awards for ideas Which
are adopted.
One of the real values of this system is that it permits everyone in
the organization to participate. You may have heard of the army
general who saved the government literally millions of dollars by
suggesting that the watch pocket in soldiers’ uniform trousers be
eliminated. A janitor suggested government procurement officers stop
specifying that holes be drilled in broom and mop handles because
no one hung them up anyway.
T he system does have some pitfalls. Too often, and probably more
in public agencies than private industry, the suggestion system runs
afoul of the supervisors’ hierarchy. T he immediate supervisor of the
employee submitting the suggestions sees his ego-status threatened by
“Why haven’t I thought of this before?” Or “I wonder how management
will react?” He fails to see that he might have been the one who es
tablished the climate which fostered the idea. Unless the program is
administered carefully, many suggestions are stifled or stopped at the
first or second level of supervision.
Another system, and one which was very popular a few years ago, is
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commonly called “brainstorming.” This involves a group of employees,
unrelated as to position or work assignments, offering thoughts on an
idea or possible solutions to a problem. T he theory is that a thought
or suggestion—even though completely impractical—might trigger a
sound suggestion from another member of the group. No comment
during these sessions is rejected or ridiculed. Some offices would not
think of reaching a final decision until the problem had been subjected
to a brainstorming session.
Brainstorming is good, but its true value should be recognized. It
does not make decisions, it simply refines ideas. In the final analysis,
top managers must make policy decisions based on their own intuitive
judgment.
Many industries employ a research and development branch to foster
new ideas. As valuable as this is, many peripheral ideas of real value
are overlooked because the researchers are zeroed in on solving a parti
cular problem. Some authorities are now wondering if creativity is not
really born of chaos. In fact, one of the executives of a leading insurance
company recommends that there be a “Vice-President for Revolution.”
Another approach to creativity is that of encouraging employees
to m aintain contact with outside sources. T his approach enables an
organization to absorb ideas and knowledge beyond its own immediate
resources.
A few years ago, Peter Drucker, one of the nations’ management
experts, addressed an annual meeting of the Society for the Advance
ment of Management. His audience was composed mostly of representa
tives of industry. Drucker opened his remarks by saying, “There has
not been a conceptual change in administrative management since
Frederick Taylor did his work fifty years ago.” You can imagine the
impact. He proceeded to prove his statement and within thirty minutes
had done so. In essence he said, “There is really nothing new or origi
nal in the management process. W hat is different is the creative ability
to modify or apply old ideas to new situations.” T he last item to be
mentioned in the organizational approach to creativity is the opportu
nity afforded an employee to develop his own expertise and to pursue
his own objectives within those of his organization. In every talk given
on organization management, the employees should be asked to es
tablish their personal objectives. If they cannot attain them within
the organization’s objectives, they had best seek other employment.
Though this is said to the employees, it carries an implied responsi
bility for the employer. He not only must communicate his objectives
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to the employees but also must afford them a climate in which they can
reach the fulfillment of their creative capacities.
T his understanding and approach to creativity transcends the nor
mal organizational patterns, lines of communication, delegations of au
thority, and the end product—whether it be profit or service motivated.
I have now come to the fourth segment of the presentation: W hat
are the barriers to creativity within an organization? Organization
itself is often the greatest roadblock to creativity. Hanging in the
president’s office of a typical organization will be a beautiful chart
which lists the name, title, and basic responsibilities of each employee.
T his is very often drawn pyramid style and as you follow it downward,
you will find lessening responsibilities, a shorter title, and a smaller
paycheck.
All organizations like to say their objectives and policies are under
stood from top to bottom and there is always a free flow of communi
cation both up and down. T here is no question of the need of the
hierarchy of organization. W ithout controls and levels of authority,
there would be chaos. But, the most serious deterrent to creativity is a
misunderstanding of policy. T o most employees in an organization,
policy is a restrictive element of management. How often have we
heard someone say, “I can’t do this because of company policy,” or “We
can’t do this because “the comptroller says no,’” or even worse, “T he
accounting office has set up a new procedure.”
W hen an organization reaches this point, and too many of them do,
then policy becomes a restraining chain rather than a permissive cli
mate in which independent creative thinking and judgment can be
brought to bear. T his can be depicted by referring to the farmer who
fenced off a new area of lush pasture. Let’s consider the fence as policy.
W hen he placed his cows in the pasture, they took a look at policy and
concluded it was restrictive. They immediately began to look longingly
at the pasture across the fence and worked a path around the field.
They had taken the wrong attitude toward policy. How much better
it would have been if the cows had concluded that the policy was
permissive! They would then have looked inside the fence for their
independent authority and would have found plenty of lush grass with
in their control. Maybe as one fellow suggested, the farmer could have
caused them to do this by placing a salt block in the middle of the
pasture.
This may be a rather crude way to approach policy as a permissive
element, and it certainly should not be suggested that we are like
our four-legged friends. But unless management stresses the permissive
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qualities of policy and creates the climate which enables employees
to exercise independent action, creativity will never flourish.
There are other barriers to creativity, but in my judgment these
are of less significance. They involve the ego-status of the next line
supervisor, the fear of making a mistake or a fool of one’s self, the
inherent resistance to change, the loneliness that comes from seeing
a new idea tested by one’s peers, or the impatience of waiting for the
suggestion to incubate. Another very im portant barrier is our refusal
to find ways to work with others.
In summary this should be said: All of us enjoy a degree of creativity.
It does not respect age or level of position. Organizations are aware of
the importance but are often the greatest obstacle to creative action.
Organizations use many systems including brainstorming, suggestions,
research and development, and idea men to encourage creativity.
Organizations must change their attitude toward policy from one of
restriction to one of permissiveness. But the greatest contribution will
come from establishing a climate which encourages independent and
creative thinking. Unless it does, employees will exercise negative cre
ativity (which will not be taken up in the article).
Two final thoughts: First, our destiny rests with new ideas not tech
nology. Second, from Sydney J. Harris’ article, “Leaving the Surface”:
“T he real problem for organizations that want to become more creative
as well as more productive is to learn, to respect intuition as well as
facts, to tolerate ambiguity and a certain amount of disorder, and to
realize that someone a lot madder than the rest of us might be a lot
saner too”.
Discussion

Question:

Mr. Stump:

How can an organization tactfully reject a suggestion
without the employee’s being stifled in submitting
new suggestions?
By a sincere discussion with the employee so that he
appreciates and understands why the suggestion had
to be rejected. Too often we have given someone the
“brushoff,” the old “we are glad to get it, but . . . .”
If you can, get the “you” into the rejection and then
explain why. T here is no substitute for counciling
with the individual. This can always be done at some
level, and in doing so you can gain his understanding
as to the necessity for rejection.

DEVELOPMENT OF EXECUTIVE ABILITY IN FORESTERS
K. P. D E X T E R
International Paper Company

I have prepared my remarks on the premise that many of the readers
of this volume represent organizations which have formal or planned
programs of management development. Providing for management
succession in an orderly m anner and the eventual upgrading of the
quality of management are the primary objectives of such programs.
T he business of developing managers, or if you prefer, executive
development, is essential for the long-term welfare of the organization.
T he efficiency, effectiveness, and profitability of the enterprise depend
almost entirely on the people who head it and make it up. Seriousminded managers are astutely aware of this organizational fact of
life and devote a significant portion of their working time to the task
of building managers and executives for the future.
Alfred P. Sloan, who headed General Motors for many years, in his
book, M y Years W ith General Motors, left no doubt to the priority he
assigned to this m atter of making managers. General Motors is the
largest and most successful business organization on earth and much
of this success is the result of management’s effort in providing for a
continuous supply of competent managers.
I believe all foresters want to see our profession in a position of
leadership in solving the complex forest land use problems of our time.
This will require executive and managerial ability of the highest order.
And it must come from within our own ranks.
Foresters, as a professional body, have much to be proud of. T he
dramatic achievement of establishing and m aintaining a favorable ratio
28

DEVELOPMENT OF EXECUTIVE ABILITY IN FORESTERS

29

of forest growth over drain since the mid-1950’s is evidence of our
professional competence.
T here should be little doubt anywhere that the professional forester
is well equipped to grow trees. But growing trees is not an end in
itself—it is not enough. We must never overlook our real purpose for
growing trees. T he management of the whole forest enterprise so as
to produce a profit for the owners is the objective of private ownership.
T he production of goods and services to fill human needs and wants
is the goal of public ownership.
T o be sure, there will always be priorities. Industrial foresters will
undoubtedly always assign a high priority to the economic problems of
growing and harvesting timber for conversion into forest products. But,
this does not preclude or prevent or even limit utilization of industrial
forest lands for other purposes. On public lands the production of tim
ber may be subordinated to other land management objectives. (This
may also be true on some privately owned timberlands.) T he profes
sional forester must learn to understand and accommodate the objec
tives and views of other interests. He may also find it necessary to
include other secondary objectives along with his own primary ob
jective in order to be sure he will be allowed to pursue his own objec
tives over a long period.
T he question then is how do we, as foresters, establish and m aintain
a position of leadership in the field of forest land resource manage
ment? I think the answer may be found in two parts.
T he first part of the answer is readily apparent. We must maintain
our reputation of technical competence and continually set higher
standards of technical performance. T his is a major assignment in it
self. Forest technology and methodology and their application are
constantly changing.
There is no doubt in my m ind that this trend will accelerate in
the years ahead and the technological demands on the professional
foresters will parallel this trend. T he professional forester must stay
abreast of these technical changes in the practice of forestry if he is
to maintain his reputation for technical competence. I believe he can
do this.
T h e second part of the answer is equally—and perhaps more—im
portant. It has to do with how foresters manage themselves and other
people. No one operates in a vacuum. It might make things a lot easier
if we did, but that is not the way of our world. We work with people,
for people, among people, and people often work for us. We also work
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in an economic environment and under its all-encompassing influences,
and we must be responsive to these economic influences if our enter
prise is to be successful.
In a very real way our effectiveness on the job and the results we
produce are directly related to our ability to work with other people.
Our actions are observed by our associates and those around us. And
impressions, good or bad, are created largely by these observed actions.
In other words, our leadership style, or lack of it, is always under
scrutiny.
In one way or another nearly all practicing foresters produce a large
share of the results they achieve through other people. And this is
management—not of forests, but of people.
It is here, in this world of work, that executive or managerial develop
ment occurs, and it is in this world of work that we must balance our
technical competence with managerial competence.
In the remaining pages I want to concentrate on the business of
developing managers. Regrettably there are no pink pills or little black
boxes that produce instant executives. Improving managerial ability
is a continuing process. It is a process that must become an organiza
tional way of life, as it is, for instance, in organizations like General
Motors. In short, I am talking about a system of management which
is compatible with the needs and characteristics of the organization
and, at the same time, establishes the climate that contributes to the
growth and development of the people who comprise the organization.
It should be clear when approaching management development from
this angle that top management must not only support this activity but
must provide the executive leadership so essential for success.
T his is how we have gone about it in the Southern Kraft Division
of International Paper Company.
First, and most important, the formal approach to management
development was initiated by top division management. (The support
and involvement of top management has been continuous.) Second,
key managers contributed to the evolution of the basic plan that would
guide management development in our division. Third, competent
consultants were engaged to help in the development and implementa
tion of the plan. Fourth, competent personnel were assigned to adminis
ter the program at division, mill and regional levels, and, fifth, the
management development department was separate and distinct from
the industrial relations and personnel departments.
T he guiding philosophy of the program is this: Every manager
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or supervisor, regardless of his level in the organization, is responsible
for the development of his own replacement. T he job of management
development is placed in the line. Capable staff specialists assist man
agers and supervisors in carrying out this responsibility. Translating
this philosophy into a practical, systematic plan of action resulted in
our present-day management program.
T h e starting point was preparation of an inventory of our managers
in terms of replaceability. In other words, how well was the organiza
tion protected by having qualified replacements ready to move into
higher positions when vacancies occurred? T he inventory system we
adopted provides vital and basic information necessary for sound man
power planning. It also provides a yardstick applicable to each manager
to measure how well he is doing in developing his own subordinates.
T he inventory system puts teeth into the plan of management develop
m ent by letting each manager know that his superiors are measuring
him in this essential part of his job. T he very heart of the program,
however, relies strongly on two key concepts.
T h e first concept we call the man-boss relationship. Briefly, this
concept says there are two men in every job in the organization—the
man who occupies the job and his boss. However, their individual
roles in respect to the job are quite different. T he man in the job is
paid to be on top of the job, to plan his work, and to do his work.
T he boss plays a strong, supporting role for his subordinates. He must
make key decisions and he has the responsibility of providing help
when it is needed. There is a third aspect to the man-boss relationship
—that is the job itself—the job exists only because it fills a necessary
function. It is im portant that both the man and the boss understand
what this function is, what results are expected, and what constitutes
satisfactory performance. T his bring us to the second concept.
T he second concept is what we call the “whole job concept.” In
part it tells us that in any given job there are certain requirements
which must be met—each job carries with it certain standards of perform
ance. For example, a district forest supervisor is responsible for wood
procurement in his district, management of company lands under his
jurisdiction, conservation and public relations, personnel and safety,
management development, and housekeeping. These are requirements
of the job. Regardless of who occupies the position, the standards of
performance must be met. These job standards represent the existing
values in the operation which must be satisfied simply to maintain the
status quo.
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Now as we all know, in the line organization, maintaining the status
quo can be quite a task in itself. But in our competitive world of busi
ness, this is not good enough. We must improve on the status quo and
we must initiate and promote meaningful innovation and change.
Consequently, the “whole job concept” must take this into account.
This is accomplished by means of individual key work objectives. These
are job oriented and normally deal with activity or work which will
contribute to improved operations or improved job performance, in
other words, elevating the status quo. Today, this is a survival neces
sity.
Thus, the “whole job concept” identifies existing values which must
be maintained—these are expressed as standards of performance. And
it also strongly emphasizes operational improvement, innovation, and
change. T he combination of individual key work objectives plus stan
dards or performance equal the “whole job.” It is im portant to note
that the standards of performance are on the job far more than they
are on the man. T he key work objectives are individual and should
originate with the man.
T hus the district forest supervisor, in our example, would also have
personal key work objectives with target dates set for completion. At
a given point in time, he might have objectives like these: increase
wood production at the Clear Cut Woodyard by 150 cords per week;
arrange for the new Hum pty Dumpty Convertor to be demonstrated
to district personnel and local wood dealers; and develop two local
markets for low-grade hardwood logs.
So the “whole job” of our district forest supervisor would consist
of his job standards and his key work objectives. In the Southern
Kraft Division, these two concepts have been applied to virtually all
salaried employees in the division, or about 2,400 job positions. Across
the division—woodlands, manufacturing, engineering, research, admin
istration-key work objectives plus standards of performance furnish
the framework which supports and promotes improved job perfor
mance. Key work objectives are reviewed and updated every three to
six months. T his brings the man and his supervisor together to reach
agreement on and set priorities on work assignments that will con
tribute to operational and individual improvement.
T he review of accomplishments of the past three to six months
is regarded as a performance appraisal. (We have purposely separated
appraisal from evaluation.) Performance review is the point where
m an and boss can jointly discuss and agree on the results that have
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been achieved in the past period. (This does not take the place of dayto-day counseling which must occur whenever it is needed.)
In short, performance review is the measurement of results which
have been obtained and the analysis of factors contributing to these
results. Performance evaluation is the instrument, initiated by the
m an’s supervisor, which recommends salary action.
Every exempt employee participates in the preparation of an annual
career report. Im portant to the individual is the portion of the report
which provides him the opportunity to state his career objectives and
to recommend his own program for self-improvement.
All of these activities take place within the organization. While
the manager is responsibile and accountable for the development of
his subordinates, the individual man must possess the maturity to recog
nize that he alone plays the dominant role in his own self-develop
ment. T he individual has the option of identifying his own develop
m ent needs—needs that will capitalize on his strength and needs that
will counteract weakness. If this means attendance at specialized semi
nars and conferences, these can be scheduled. If the objective is to
broaden the individual’s outlook and perspective, then enrollment
in an executive development program on a college campus or with the
American Management Association can be recommended. There are
many avenues open for self-development—from correspondence courses,
to job rotation, to postgraduate schooling—and they are available to the
individual if the need is real.
Fortunately, not everyone wants to be an executive—some people,
by choice, want to remain in their specialized field of work. There
are others who, while proficient in their present position, may lack
the ability to move higher. And occasionally there are people who,
for whatever the reasons, are in over their head. (This situation re
quires painful and unpleasant action.) T hen there are those who
possess both the ability and desire to move out of their specialties to
become generalists. T heir work becomes that of managing—multiplying
their own efforts, crystalizing their objectives, and implementing their
plans largely through the action of other people.
Being aware of individual career objectives and individual abilities,
whether it is labeled “Specialist” or “Generalists,” enables intelligent
career planning that accommodates both the individual and his em
ployer.
At all levels the men who consistently meet or surpass their job
standards and consistently satisfy im portant key work objectives are
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being identified in the inventory and in the annual career summary.
In this group of above-average performers will be the executives and
leaders of tomorrow.
By now some of you, no doubt, recognize this as management by
objectives. We have found that bringing the m an and his superior
together at frequent intervals to set objectives and review results con
tributes to the improvement of both men. And it is here, between the
man and his boss, that real development occurs. It leads to the building
of men and the making of executives.
Finally, what is an executive? Richard Armour, noted author and
humorist, in his address “A Satirist Looks At the W orld” presented
in 1967 at the second Annual William K. Mclnnally Memorial Lecture
of the Graduate School of Business Administration at the University of
Michigan, answered this perplexing question beautifully.
From what I’ve read in magazines
And seen in sundry movie scenes,
The true executive is he
Who delegates authority,
Who resolutely, firmly acts,
But only when he has the facts,
Who speaks well, writes a splendid letter,
But also listens even better,
Who cares about his men, their wives,
But doesn’t meddle in their lives,
Who knows details, yet keeps his eye
On goals beyond minutiae,
Who works as long as anyone,
And leaves his desk clear, tasks all done,
Who keeps his word, although it hurts,
Who never drinks too much, or flirts,
Who even on the darkest days
Can summon up a word of praise
And bravely smile amidst disaster,
Who goes to church, and knows the pastor,
Who chairmans P.T.A. and Chest,
Who, hale and hearty, needs no rest,
But is, of course, a sportsman too,
Topnotch with golf club, gun, canoe.
The true executive, in short,
Is good at work and good at sport,
Resourceful, charming, man of talents,
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Possessed of perfect poise and balance.
His words and deeds and aims all mesh—
I’d like to see one in the flesh.*
Discussion

Question:
Mr. Dexter:

At what levels do executive positions occur in forestry
industries?
This is somewhat dependent on definition. A system
which I favor classifies executives as those involved
with policy making and top-level implementation of
policy. You normally think of a vice-president or
corporate officer as a representative of the executive
level in a company.
W hen you consider units below the corporate level,
you normally find them thought of as managers. The
manager position extends through several levels of
the organization, to the local representative of the
company in a community.

Quoted by permission of Richard Armour.

MODERATOR'S SUMMARY
J. W . R E D D O C H
Dean of Student A ffairs
Louisiana State University

It is very difficult to summarize in only a few statements what four
competent men have taken many pages to say. I think the things they
have written are extremely pertinent to anyone in the business of deal
ing with both things and people. Most of us find that this is what we
must do in our professional life—we must deal with people and we
must deal with things. Although the first four contributors have had
different topics and slightly different points of view, I think that the
thoughts that they have presented mesh together well.
Dr. W. T . Moss stresses the fact that organizations have goals and
individuals have goals. And, really, we as individuals join organiza
tions because we feel that by affiliating ourselves with some type of
organization, then we can accomplish our goals by accomplishing the
organization’s goals. F. D. McMurray pointed out the fact that we live
in changing times and it may be that the goals of individuals today
differ from the goals of the past. W hen we think about the changes
that have been made in the last few decades, we can see that this is
true. If we read history, going back to the Old Testament, which was
mentioned earlier, we will find that, up until just a few decades ago,
man has always lived in a situation of scarcity or in a situation of
an inability to produce the food, fiber, and shelter necessary to satisfy
the needs of man. But in the last few decades we have freed ourselves,
more or less, from the land in this sense, because we are so efficient in
agriculture and in forestry that less than 10 percent of the population
can satisfy the need for clothing, food, and shelter. T hrough the help
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of the remaining 90 percent of the people, we are able to accomplish
many other things so that this tolerable level, referred to by Mr. McMurry, that we are willing to accept has changed to a degree.
We are also interested in other things as far as individual goals
are concerned. In these changing situations, it is the man who is cre
ative, as Ross Stump discussed, who can bring about a better life, for
his own family and for the society that he lives in. We do need men
who are creative, creative with an ability to see how things can be done
in a different way so that more can be accomplished, both for his own
personal goals and for the goals of the organization with which he
is affiliated, and hopefully, for society.
In order for all of this to be accomplished, we must have leaders.
T his is what Kendall Dexter discussed, the development of individuals
who will provide the leadership. T o a large extent, leadership in deal
ing with people is really getting the best out of people, giving them
the opportunity to really exercise more than 10 percent of their ability
in solving problems. As Dexter mentioned, whether it be forestry or in
any other field, it is the management of people that is as im portant as
the management of things. I think that we have touched on some
very im portant areas, and I hope that we have opened up some new
ideas and thoughts for you to apply in your professional life, whether
it be public agency, private agency, or independent businessman.

Part II

PRINCIPLES OF ORGANIZATION MANAGEMENT

MANAGEMENT CONCEPTS
F. W . B EN N ET T , JR.
Graduate School of Business Administration
Tulane University

As an economist with an abiding interest in forestry, I am delighted
to see the Forestry Symposium select as its theme this year, “Organiza
tion Management in Forestry.”
Under that general heading, I have been asked to explore manage
m ent concepts. I am sure you realize that such a broad topic can be only
sketchily examined in the space available, and I hope you realize that
a broad topic necessitates a free hand to talk about the things within
that topic that are of most interest to the author. You see, the topic
“management concepts” includes practically every activity in which
man is involved. Of course it would not serve a very useful function to
try to cover all types of management in a discussion of this length. It
is clear from the title of the symposium that I should talk about the
management of organizations and I might go a step further and say
management of business organizations. If I wanted to go still one step
further, I could talk about management of business organizations in
the forest industries.
Since many of the papers in the symposium are specifically focused
on smaller and better defined areas, I have chosen to try to keep my
comments fairly general and not talk about some specific business or
forestry organization. Some of you are interested in the lumber busi
ness, some in pulpwood, some of you work for the government, some
are at a university, and some are in private businesses. It therefore
seems to me that a discussion interesting to all of you would have to
be fairly general.
41
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Let me begin by making a statement about the profession of forestry
and then go from that to talk about economics and management in
businesses. Except for a few examples which are specifically related
to forest industries, most of my comments will be applicable to busi
ness organizations. For some purposes it is interesting to view forestry
as a hybrid. It is a profession that lies about half way between the
disciplines of botany and economics. The professional forester needs to
know much of each of those disciplines. As an economist, I suppose
it is not surprising that I feel the forester is spending too much of his
effort on botanical things and not enough on economics. It is because
of that that I am so pleased you have chosen this particular topic—
management—to be presented at your symposium.
The most important concepts in management, in my opinion, are
the following three: planning, organizing, and controlling. These may
be viewed as management concepts or as management functions in a
business. For purposes of discussion they may be viewed as separate
and distinct functions within a business organization; but if we choose
to view them that way let us be sure we do not lose sight of the fact
that in reality these functions are interdependent and therefore cannot
be accomplished separately.
For purposes of discussion we might want to allot more time to one
of these functions than to another, but let us not conclude that that
function is therefore more important than the others. Interdependent
functions are in a sense all of the same importance—the heart is as
important as the brain because the body cannot live without either.
The first point we must make when discussing management is that
management is performed with a known, specific goal. That goal is the
maximizing of the efficiency of the producing organization. This is
true whether we are talking about a profit-oriented business organiza
tion, about a government service organization, private foundation,
or what have you. In any case the organization is managed in order to
produce its product in the most efficient manner. Thus the concepts
that underlie management are applicable to any of these sorts of or
ganizations. This I believe is a point well worth making because the
forest industry and, hopefully, the readers of this volume are com
posed of representatives of a number of types of public and private
organizations. With this in mind let us turn to a brief discussion of the
concepts of management I mentioned earlier.
What can be said about planning in the forestry industry? What
role does planning play in the forest industry? I would guess you
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have all heard it said that the extreme importance of long-range
planning in forestry is the one feature which makes this industry dif
ferent from others. Frankly, I question that statement. T he sort of
planning that goes into deciding whether or not to create a tree farm
seems to me to be no different from that which goes into deciding
whether or not to create an ocean liner or a skyscraper. In any of these
cases one has to make judgments about the size of the demands for
these products over, say, fifty or more years and about the amount
of these products to be produced and supplied by others during that
period. Now I will grant that this is extremely important and difficult
to do. Let me say if it were not, it would be a trivial business function
and would not be a subject under discussion here today.
But can we truthfully say that this sort of planning is any more
im portant or difficult than that required of an ordinary farmer or
manufacturer? One may say, “Look how difficult it is to predict the
demand for lumber or paper thirty years from now. T o do so I have
to guess at the size of the population, the average income, and the
government’s policy on exporting. I have to make some guesses about
the development of substitute products during that period.” Is that
any more difficult than predicting next year's weather or the changes
in technology that will affect the demand and supply for a m anu
factured product over the next several years? There is a different
kind of uncertainty, that is all.
T he strawberry farmer must predict how many strawberries are
going to be grown by all the farmers—and that is dependent on the
weather, the number of acres in production, and a number of other
things. He must consider many factors when trying to predict the
price of strawberries at some particular time of the year when his
strawberries will be harvestable. T he timber grower on the other hand
has somewhat more flexibility in his planning. Although in theory
there is some point at which the physical growth of the tree suggests
that the tree is mature and ready to be cut, in the real world with
fluctuating prices the tree grower is apt to sell that tree several years
before or after such a time depending on how he views market con
ditions. If, for example, he sells the tree several years after it reaches
maturity, the tree has continued to grow during those years at a near
optimum rate, so even though his planning may have been imprecise
he is able to sell the trees at an efficient price. And, as an aside, let
me say his doing so may have the effect of greatly reducing the cycli
cal fluctuations in timber prices that otherwise might exist.
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T his is easy enough to see, of course; if the market price is con
sidered to be unusually low the amount of timber offered for sale
automatically falls, making it harder for timber demanders to get
what they want, which in turn causes the offering price of timber
to rise. And exactly the opposite happens in a situation where the tim
ber prices are viewed as unusually high; for example there are prob
ably timber owners who, right now, are selling timber which originally
they had planned to sell several years hence.
Assuming we agree that there is a great deal of uncertainty in plan
ning for business operations, there remain at least two points we want
to be sure we do not overlook. If it is true that the best laid schemes
of mice and men indeed do go astray, it is at least wise to bear in mind
that they may go astray in either of two directions. W hen we are
looking into that hazy, distant future and trying to out-guess the gods
of time we should not ignore the fact that those uncertain currents
of the future may make something of our rough-hewn plans far ex
ceeding our humble dreams. Henry Ford and the W right brothers
could not possibly have foreseen the developments that followed their
ideas. T h e designer of the ocean liner Queen M ary probably never
dreamed that she would be put in mothballs at such an early age, but
at the same time he probably never dreamed that she would be capable
of earning more revenue as a nautical museum than he had expected
she would earn as an operating ship. W hile it is the uncertainty in
volved that makes planning so difficult, it is that uncertainty that makes
it so essential. M an’s progress always involves taking a chance and
trying to cope with uncertainty, and man must realize that he cannot
escape this problem—for making no plan at all is in a sense a form of
naive planning in itself.
You probably know that it was the supposed inability of business
men to plan that underlay the belief of so many people in earlier
years that a timber famine was imminent and that profit-motivated
businessmen would break their necks to try to strip the country of all
its lovely timber. Underlying such an ingenuous assertion is, of course,
the assumption that businessmen are either unwilling or unable to
plan. You may be sure this is not true! You will be pleased to know
that a look at the statistics implies just the opposite. By far the majority
of our timber inventory is and has been for a number of years in oldgrowth timber in the West. T his is the result of two things: the favor
able growing conditions of the West Coast and Rocky M ountain re
gions and m an’s rather reasonable desision to cut the trees nearest
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the areas in which there has been a demand. T his is an oversimpli
fied discussion of these points, but I believe it is basically a correct
one. From an economic point of view, clearly this country should have
been going through a long period of drawing down timber resources
and using those resources to help build others.
Although we regret having fewer lovely forests today than existed
when the country first was settled, I wager we would have regretted
going all these years without homes or factories or without paper or,
in the earlier years, without heat and even light. But whenever we
see a resource being depleted, it is natural for us to be fearful and to
wonder whether it is a rapidly vanishing resource which will be com
pletely gone in a few years. T hat, you see, involves the assumption
that we will continue to use the resource in the future as in the past.
In the case of a reproducible resource such as timber, there is in
volved a further assumption that we will not do enough to start grow
ing new trees when the situation justifies it. Well, this is what was
feared would happen in the timber industry, and we have strong evi
dence today that it did not and will not. For example, over the past
forty-odd years our harvest of timber has remained almost constant; it
was 10.8 billion cubic feet in 1921 and 10.3 billion cubic feet in 1962.
During this period we have gone from an era with very little growing
stock to one in which the growing stock is large and increasing from
year to year. I must say it is increasing rapidly in the Gulf South where,
for example, from 1953 to 1963 there was a 13.2 percent increase in
timber growing stock. This was accomplished concurrently with an
increase in commercial forest area in the Gulf South region of only
7.2 percent.
Thus, the amount of land used in forestry is increasing and the
amount of growing stock per acre is increasing as well. There is, in
cidentally, also a trend toward having more forest acreage being held by
businesses who are in the commercial forestry industry. These lands are
generally better managed and more productive than the wood lots
and the general-purpose woods that have characterized a great part of
our timber industry in the past. In addition to an increase in acreage
and the volume of output, during the past few years we have seen
pioneering efforts in forest genetics actually put into action. It was only
logical that forest products would eventually become so valuable that the
forest practitioners would ask the questions, why not find faster grow
ing trees and why not grow poles and piling instead of saw timber?
I think these trends can be expected to continue, and I believe invest
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ments in the forest industries will continue to offer handsome payoffs
to the efficient operator.
T he second area of management I wish to discuss is the area of
organizing. Let me begin by saying that, in my opinion, m an’s superior
ability to organize is one of the most im portant features distinguishing
him from the lower animals. Man is able to cope with complicated
phenomena because he is able to break things down into smaller, less
complicated parts; and he is able to observe those parts and see how
they fit and function together. Once he understands the workings of the
individual parts and their arrangement, he understands the otherwise
incomprehensible problem.
T his is something with which we are all intimately familiar. It
is a part of all the learning man does. An example of this is the way
our institutions of formal education are organized. Take a university
for example. There are departments such as philosophy, history, busi
ness, and forestry, and within each of those departments there are
subdepartments, and in each of those there are specific courses, and so
on. We have organized the university this way because—at least im
plicitly—we believe it facilitates learning. In the same way, a business
firm is organized in such a way as to maximize its profits and maximize
the efficiency with which it produces its product. T he type of organiza
tion that will accomplish these ends depends on the type of problem
to be solved and the people and the equipm ent that are available for
solving the problem.
People, because of their great intelligence, can be put to consider
able use with only a negligible amount of organization. T h a t is not
to say a negligible amount of organization is desirable, but only that
people can accomplish something of value even when fairly disor
ganized. T his is not true of all resources with which the businessman
has to deal. Take, for example, one of his most valuable resourcesand in a sense one of his most effective problem-solving resources-the
binary digital computer. As we have all come to know, it is capable
of solving some of m an’s most difficult problems, problems which could
not have been solved without the computer; and yet the computer
is in a way one of the simplest devices imaginable. T he binary comput
er is capable of using or processing only two signals. It can, for ex
ample, distinguish between an electrical charge and the absence of
an electrical charge. Those are the only signals the computer can com
prehend, or we may say those are the only words in the computer’s
vocabulary. We can call those two signals anything we want. We can
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call them A and B, or 0 and 1, or yes and no, or blank space and filled
space; it does not matter. T he point is that the computer, using only
those two signals, can solve extremely complicated problems, and it
does so through a set of steps of very intricate organizing which we
call programming.
Organizing a business, as you would expect, is a very different task.
Instead of dealing with the computer with its two-word vocabulary,
we are dealing with people who are able to grasp many complicated
concepts in little or no time. Things that would take hours to program
on a computer can be explained to a person in seconds. But then, of
course, the problems we are dealing with when we run a business are
much broader and more difficult and would be extremely complicated
ones for the computer to solve.
Basically, organizing a business involves breaking down the func
tions of the company into manageable units and molding those units
together so they will perform the functions of the total business in
a profitable, efficient way. T he basic reasons for organizing business
functions are the same as the basic reasons we discussed above for
organizing our institutions of formal education. Man must break down
large problems into small ones because his mind is capable of solving
only the small ones.
Organizations must break down functions into small ones because
the resources the organization has to draw upon are either unable to
perform at certain levels or are inefficient at certain levels. For ex
ample, a man will be efficient if we make his job rather difficult and
challenging but not overwhelming. If we make his job either simpler
than that or more complicated than that his efficiency will fall off.
Also, nonhuman resources often are more efficient when used at one
level rather than another. And finally, when more than one resource
is used in production, it may be more efficient to combine the several
resources at one level of use than it is at another. For example, if you
were designing an organization to produce music, let us call it a sym
phony orchestra, it would be essential to bring together a rather wellspecified number of people, violins, cellos, horns, etc. Brought together
in the wrong combination, these resources would produce a product of
little value; in the right combination they can produce wonderful
music.
T he second function of an organization is to coordinate the efforts
of the individual resources so they will work together in harmony
and without duplication of effort. Through assigning duties and com
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municating an adequate amount of relevant information, an organiza
tion can be run efficiently. If, again, we use the example of the sym
phony orchestra, the type of organization we are talking about consists
first of all, of assigning the proper instrument to each player, being
certain that he knows how to play that instrument and what piece
is to be played, and then finally communicating to him via the conductor
and the sheet music exactly when and how he is to play it.
T o use an example that is closer to home, in the timber-growing
industry the manager has to combine the use of a number of resources
to produce his product efficiently. Basically he needs to grow and har
vest trees and then sell those trees in the market, but to do so he must
organize any number of resources. For example, he must (1) provide
for fire protection, which I believe we can agree is done more efficient
ly on relatively large tracts than on scattered small tracts. (2) He
must provide supervision, he must cull trees and plant trees and, also
of serious importance, (3) he must efficiently harvest the trees. Ef
ficient harvesting includes far more than just selling the trees at the
right time to the right buyer. If his overall efforts are to be efficient it
is necessary to maximize the efficiency of the harvest as well as the
growing, and that includes the use of efficient logging roads, which
again are a function of the size and shape of the tract of timber to
be sold, and it might require selling a volume of timber which will
justify efficient milling.
As the timber-using industry becomes more highly developed in
this country—and believe me it is developing every day—more and
more attention is being given to these factors, with the result that there
is a trend toward more efficient growing and harvesting practices. T he
most noticeable trends resulting from this movement are those toward
larger, more blocked-up tracts and more timber land being held by
commercial forest industries rather than by individuals who have only
a tangential interest in forestry. I feel certain we can expect to see these
trends continue and perhaps accelerate, and, as they do, the forest
industry will become yet more efficient than it is today. W ith that
conclusion, let me proceed to the third and final management concept,
which I will discuss in less detail than the preceding two.
Controlling an organization is the third management concept I wish
to examine—and let me repeat a point made at the very beginning.
Because these management concepts, or as we have been discussing
them, these management functions, are interdependent, controlling
must be viewed as no more or no less im portant than planning and
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organizing. In simplest terms, controlling an organization is all of the
actions taken to see that the planning and organizing are carried out
in an effective manner. T he control mechanism of an organization
includes the entire information system of the organization which pro
vides routine information and not-so-routine feedback to the manager.
We may liken the control of a business organization to the control
of an automobile. In either case, the goals should be well understood,
and the relevant functions of the vehicle should be well understood
and within the control of the driver or manager. T he driver of the
car needs to watch the dials on the dash, listen for unusual noises,
look for unexpected obstacles ahead, and attend to a m ultitude of
other little jobs which he does almost automatically. T he successful
business manager must do the same, and either the driver or manager
must be willing and able to apply the brakes or swerve if conditions
justify. Thus, the main differences in the two tasks are differences in
the vehicle itself. In the case of the business, there normally is a fairly
elaborate information system which includes the accounting system
of the firm and all other formal and informal communication from the
personnel of the firm. Reading the accounting statements and the of
fice communiques may be likened to reading the dials of the auto
mobile. M aintaining an attentive ear to the grumbles, praise, and so
on, coming from the firm’s personnel are an exact parallel to the driver
listening for unusual engine noises. Once he has heard the ominous
sound, the driver must, as we said above, be willing to apply the brakes
or swerve or take some action to avoid the otherwise impending danger.
In the case of the business organization as in the case of the automo
bile, having an efficient, well-designed, and well-oiled machine greatly
reduces the control problems. In the case of the business, good plan
ning and good organizing can minimize the need for controlling func
tions but they cannot eliminate that need. In the well-designed organiza
tion, as in the well-designed car, most of the signals received by the
manager should be more like a light on the dashboard or movement of a
needle gauge than like the sound of a blowout or a broken piston. The
dials on the dashboard serve the same purpose as the information system
of the business. They tell such things as the speed of the progress of the
business organization or the pressure that is developing over in suchand-such department or, like the gas gauge of the car, they warn of
future needs and the urgency of those needs.
T he competent manager like the competent driver must receive
the correct signals from his control devices. Practically any problem
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can be resolved or minimized once it is well understood. The control
system of the business includes all features of the business that provide
that sort of information to the manager. Information is then used
to diagnose problems or, better yet, potential problems before they
are developed, thus maximizing the business manager’s opportunity
to avoid the problem.
Much of the paperwork in business, which some of us hate so much,
is necessary to provide timely and reliable information to the business
managers. Just as the efficiency of the field forester is greatly improved
as a result of two-way radio communication, the efficiency of the busi
ness manager is greatly dependent upon many routine reports from
all the men below him. Much of the routine material can be included
in normal accounting documents the way the routine part of timber
cruising can be communicated by a standard tally sheet.
Just as at the end of the cruise the forester has a concise estimate
of the quality and quantity of the timber, the professional manager
should have such an estimate of the condition of the firm after having
reviewed the information and control documents. (Here we see a clear
example of organization and control being part of the same function.)
The forester could get only a rough idea of the amount of timber on a
tract were he not systematically to break the job down into many small
jobs, and the business manager could get only a rough estimate, if any,
of the status of the business if his information and control system
did not deal with a large number of small parts which when viewed
together offered information about the business as a whole.
Discussion

Question:

Mr. Bennett:

There is some concern about the permanent loss
of forest lands to other uses such as is now happening
when affluent people purchase much of the land for
recreation purposes and will not sell the timber at
any reasonable price. How is this consistent with your
predictions?
It is my opinion that, basically, there is no difference
today than in any previous time. There have always
been affluent people who have held land and who
have not wanted to sell it. During the early years of
this country, a great deal of land in the western part
of the country was bought up by speculators who
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would not sell the land for a “reasonable” price. I
think we can expect to see a continuation of the trend
of rapidly rising land prices. I do not think there is
anything wrong with that, we are experiencing infla
tion right now, so I think we will see more of that, as
we have for the past two or three years.
But I think whether we are experiencing inflation
or not, land values are going to increase if for no other
reason than that there are more people who need
land. I think there are a number of reasons that will
cause land prices to increase fairly rapidly compared
to other prices. I do not think that it is an unhealthy
sign.

DELEGATION OF AUTHORITY
ROBERT W . McDERMID
School of Forestry and
W ild life Management
Louisiana State University

To carry out the job of organization or planning for organization,
certain tools have been devised. Some of these tools are the terms used;
others are guiding principles to help in developing the structure of
organization.
Every profession has its own jargon—the lawyer has his contracts and
his jurisprudence, the M.D. has his neuroses, the golfer has his bogies
and birdies. The organization man has his words too—manager, re
sponsibility, authority, delegation—without which he is lost, for these
are some of his tools. Let’s choose two of these terms, “manager” and
“delegation” and explore them for awhile.
We should begin with the manager, for without him there can be no
delegation. What is our definition of manager? According to Willard
Bennett (1969), management consultant and former business executive
(whom I quote and parapharse frequently in the early portion of
this presentation), “a manager is a person whose work calls for him
to plan, organize, motivate, and control the work of others.”
We could develop a list of verbs which characterize the manager’s
work—such as direct, integrate, plan, correct. But perhaps a single
word will suffice, and it is more descriptive—coordinate.
David Berio (1960) tells this story: “Not long ago I toured a large
industrial plant with the president of the company. As we left his of
fice and entered the plant full of flashing lights, huge pieces of rel
atively unattended machinery, and long automated assembly lines,
he turned to me and said ‘I’m not too sure what happens, but here
52
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at this end we put in metal, and down there at that end, it comes out
as refrigerators.’ ” Says Berio: “This man did not receive his six-figure
salary because of his knowledge of refrigerators; he was paid to direct
and coordinate human behavior.”
T he other definition we need at the start is that for delegation.
According to Bennett (1969), this is “the act of entrusting to someone
else (a subordinate) part of the job a superior is expected to carry out.”
Normally this trust is subject to recall by the manager. Sometimes
the recall may occur without any prior knowledge on the part of the
subordinate; for example, when the manager intervenes in a situation
or makes a decision that the subordinate thinks was delegated to him
Delegation takes place between a manager and his subordinate.
(When a company encourages maximum delegation throughout its
organization on a company-wide basis, it is termed “decentralization.”)
Bennett states that what is delegated is responsibility and authority—
responsibility in terms of a job to be performed, authority in terms of
power to act. Delegation is a tool of management, not a substitute for
management in implementing the process of planning, organizing, and
controlling.
For delegation or decentralization to be effective there must be clear
ly defined controls, including satisfactory standards, feedback, or re
porting on performance, and means of measuring action against the
controls or constraints which have been established.
Another of organization’s tools-responsibility-is defined by Bennett
(1969) as “the work functions, or activities, assigned to a particular
individual or department. Responsibility may be delegated and re
delegated. A total responsibility may be fragmented and these frag
ments may then be redelegated” to lower echelons of the organization.
T he woodlands responsibility may be split into timber procurement
and technical management, and the woodlands manager may then dele
gate these responsibilities to subordinates. T he head of technical man
agement in turn, may divide his responsibility into several parts, as
nursery superintendent or district forester, and redelegate these parts.
Again from Bennett (1969), “In each case, however, certain parts of
the overall responsibility cannot be delegated. These reserved responsi
bilities pertain to management and coordination of the several parts
that have been delegated. . . . Responsibility should be differentiated
from accountability.”
Bennett (1969) holds that: “Accountability is an obligation to an
swer to a superior for carrying out delegated responsibilities; obligation
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to produce and account for results, in terms of work or objectives which
have been delegated.” It emerges each time responsibility is delegated.
The subordinate who accepts delegated responsibility also accepts the
obligation to account. But the manager, although he has delegated
responsibility to his subordinates, is still accountable for the results
of delegated work. T his idea is a basic one and may be expressed in
a management principle: “The accountability of higher authority for
the acts of its subordinates is absolute.” In other words, “This is where
the buck stops!”
And, finally, from Bennett (1969), “Authority is the right, power,
and freedom to take action necessary to carry out work or obtain re
sults for which the individual is accountable.” T he very essence of
a manager’s authority to act is the right, power, and freedom to make
decisions.
Authority is delegated, as is responsibility, yet we all know that
within an organization no manager has complete autonomy or freedom
to act. His authority is subject to constraints in the form of such over
all organizational controls as objectives, policies, and budgets. Dele
gated authority emerges, then, as freedom to act or make decisions
within the framework of and in conformity with these constraints.
T he relationships among responsibility and accountability and au
thority thus become self-evident. T he acceptance of responsibility
brings about accountability, which in its turn leads to the authority
required to carry out the act or decision for which we are accountable.
This gives rise to the well-known, and sometimes unfortunately for
gotten, principle that responsibility-accountability should always be
coupled with corresponding authority.
As organizations develop, so may problems; intensive land man
agement, for example, may cause managerial job proliferation with
some attendant headaches. Says Louis Allen (1958), “T he blunt truth
is that in most companies too many managers manage more managers,
leading to overlap, duplication or unnecessary effort. T his generates
excessively high management cost.” How do you spend your time? It
isn’t always easy to delegate. T he competences of people vary widely
and are a strong factor. If you have to follow up delegation with con
stant checking, the delegation is ineffective, either because of you or
your delegate.
Let’s shorten our definition of delegation and call it “getting things
done through others.”
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Why is delegation needed? Auren Uris (1955), expresses it this way:
“No m atter how good an executive you are, your responsibilities will
always be greater than your personal capacity to carry them out.”
Unfortunately, some managers have to be everywhere at once—they
can’t take a day off—they get ulcers. Other managers over-delegate and
follow up by wondering, “Why doesn’t someone tell me these things?”
W hat decisions should a manager make? Allen (1955) answers this
in part by suggesting that authority may be delegated for all aspects
of planning except for initiating the work to be done and the final
decisions on specific action programs.
T he management charter of General Electric Company’s electric
lamp division limits its manager’s authorization for decision making
by paraphrasing the United States Constitution: “All authority not
expressly and in writing reserved to higher management is granted
to lower managemnet.” In other words, the decisions which a manager
is not entitled to make within the extent of his task should always
be spelled out; for all others, he should be supposed to have authority
and responsibility.
T he effect of good delegation is to leave one’s self with a maximum
of managing and a minimum of mechanical “doing.”
How to delegate responsibility effectively is not a problem confined
to top-level executives heading up large corporations. Proper delega
tion is called for as soon as you are placed in a position of having
someone report to you. One of the biggest steps that a newly created
supervisor has to learn is not to grab a shovel and do the job him
self instead of seeing to it that somebody else does it. “I ’ll do it myself”
may be quicker, but it isn’t delegation and the tendency will inevitably
result in bogging down the work in your department.
T he manager may develop delegation in a number of ways. Among
them are these:
Inspire: Infuse into others a spirit of willingness to perform most
effectively.
Encourage: Stimulate others to act, through praise, approval, help.
Impel: Force or incite action by any necessary means, including com
pulsion, coercion, and fear, if required.
Some symptoms of a problem in delegation:
1. Are you satisfied with the amount of time you are able to devote
to long-range problems as opposed to current operations?
2. How well are you covering the bases? Are all im portant phases of
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your operations getting their proportional share of time and attention?
3. Do you spend too much time “putting out fires”? Are there con
stant demands on your time via emergency routes?
4. Do you meet deadlines or arrive at them only under pressure with
inadequate preparation—just in under the wire?
5. Are you nibbled to death by mice? (Details)
How do you accomplish delegation? Through your ability to inspire,
encourage, impel people to take required action. T he art of delegating
authority is one of the most complex of all managerial techniques.
Through it you let someone else make a decision for which you are held
accountable. You give authority to someone else, but you retain con
trol. As only one person, you are limited in what you personally can
accomplish. But when you delegate authority you become many per
sons. Your delegates support the old adage that “two heads are better
than one.”
T he thoughtful manager can make the best of the skills of his co
workers if he studies their individual qualifications and their potentials,
as a first step. Once such analyses are made, he may act. He can give
the highly qualified responsibility seekers more and better opportuni
ties to assume responsibility. Those less qualified but ambitious may
need training or advice. And some qualified individuals who do not
seek responsibility may need encouragement.
A delegate must work in his own way to develop his initiative, so
you must give him power of decision. But there must be some controls
through which the manager can guide the results of these decisions.
Though you can delegate the responsibility and authority to someone
else, you cannot delegate the accountability. Subordinates should be
trained to take over recurring details. T he manager should distribute
responsibility for routines and procedures. Some of your people will be
better than others at this sort of thing. Some are real wizards with
routine work. Nearly every job is loaded with details. Give every
worker a chance to show this versatility. Only in that way can you de
termine his special abilities. At the same time, be sure each person gets
a full measure of the kind of work he likes best. If you do, he’ll be
happy.
James M. Black (1957) touches on the m atter of delegation by
stressing guidance. Says he, “You can’t simply say to an employee ‘go
ahead, you’re on your own.’ You should provide him with guideposts.”
—thus a framework of policy. T he trick is to give authority without
really relinquishing it. Black thinks delegation is a sign of maturity,
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of “being on top of the job.” He compares the timid manager to a
“stove-bound” bride baking her first souffle, standing over the job
to make sure things can’t go wrong.
Unwillingness by a strong manager to delegate may really be a sign of
arrogance—thinking no one else can do the job as well as he. He may be
right, but he may also be confusing strength with weakness.
T he manager must trust people to whom he delegates any part of his
job, and he must be willing to give the credit for the job to the dele
gate. Of course, a strong subordinate, who is good and who is confident,
continually reaches for authority. Black (1957) quotes the words of
General Lucius Clay, “I would never be satisfied with the individual
who is not continually seeking to add to his responsibilty to increase
his authority, and who in case of doubt doesn’t hesitate to make de
cisions which are not being made by others perhaps more directly
responsible.” T he wise leader permits this but doesn’t abdicate his
own authority. He understands that this man is filling a vacuum which
requires attention. So delegate without fear so long as you remain in
charge. Just be sure the ambitious subordinate understands that his
authority is derived from you, and if he exceeds it, stop him short,
but with a reason.
Black (1957) reports that Peter W atjul of Continental Can Company
once said, “When you delegate, make constant use of the question,
“W hat do you recommend?” Thus the technique works not only with
the subordinate who may have come with a question in the first place,
but it will also probably cause a capable subordinate to cover the
ground and come up with a good decision. This is good delegation. In
the course of decision training, the wise manager can, in conference
with the subordinate, draw him out on difficult problems, cover the
study area in detail, and lead him to a point where the manager can
then ask, “W hat do you recommend?” Thus the technique works not
only with the expert who is responsible to the department manager
but also to the not-so-experienced person who is being tacitly urged to
think and make decisions.
Chris Argyris (1953) says that:
we find that in m odern organization as a result o f such principles as “u nity
o f com m and” the subordinates are tied together in on e operating u n it
by their dependence u p on their leader for the organizational processes.
As a result the subordinates w ill learn to becom e lead er-d ep en d en t. . . sub
missive or ind ep en d en t on ly to the exten t they think their leader desires.
D o n ’t be such a m anager that you dom inate the outlook o f the organiza-
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tion to such an extent that you stifle thought and initiative. “Unity of
Command” is fine as long as it stimulates the organization into a co
hesive organism which directs its best efforts through the manager.

There are certain specific occasions when you m ust delegate (Uris,
1955) :
1. When you must be absent—someone will have to have some au
thority while you’re away.
2. In emergencies, you can’t just let everything else drop and con
centrate on the emergency—much as you’d like to do so, you must pass
routine matters on to a delegate.
3. When you’re overworked, you simply can’t get everything done—
don’t try. Pass it around.
I ’m a great one for check lists. Uris recommends this one:
1. Have I delegated duties I can more efficiently handle myself? If
so, I ’m wasting somebody’s time.
2. Are my delegations boomeranging? If I pass along a sizable task
to a worker he may need a helper or an understudy. Otherwise, as soon
as he is absent, I ’ll have the delegated duty right back in my own lap.
3. Have I set up proper controls?
Let’s face it—the man you delegate won’t do the job in the same way
you would do it. But if his job is as well done, maybe part of it is
because you delegated it properly. But it may be too technical. It may
be really hot potato, and passing this along may be buck-passing, to
get you off the spot.
Check up on the time you spend on: filling out routine reports, req
uisitions, etc.; making calculations and entries; checking materials
and supplies; running your errands; and engaging repeatedly in spe
cific simple mechanical tasks. If you can reduce any of these to a simple
okay, a signature, or a messenger, pass them along. They should be
delegated.
Shepherd Associates of Fort W orth (1963), in discussing delegation,
suggest that you list a fair sample of your day’s work. Now go back
and set up three columns to the right of this list. Head these columns:
1. Delegate definitely; 2. Possibly delegate; and 3. N ever delegate. T hen
make a check list of what you’re doing and what you should be doing
about delegation. How do you spend your time? If much time is spent
in columns 2 and 3, you’re not managing, you’re operating!!!
Perhaps we may best conclude by saying the delegation is basically a
process of decentralization, of fragmentizing the job of administration.
It should give the recipients a taste of power and independence and
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should whet their appetites for more participation in management.
If this can be used effectively by the manager, it is glorious process
to behold. If not, it can cause managerial hangovers that almost defy
antacid cures.
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COMMUNICATIONS-THE STRONG RIGHT ARM OF
MANAGEMENT
JO H N M A T T O O N
Office of Information
Bureau of Land M anagem ent
U.S. Department of the Interior

W hen I received the invitation to participate in this conference some
of my associates wondered why the U.S. Bureau of Land Management
should be involved in a symposium of southern foresters on organiza
tion management in forestry. T he bureau I represent has a huge man
agement task. It is responsibile for the management of 60 percent of
all federal land-nearly 453,000,000 acres, the remainder of the once
vast public domain. These public lands represent about 20 percent
of America’s land base and are located mostly in the more arid western
regions and Alaska. T he bureau also has the responsibility for most
federal lands in the following activities: cadastral surveys, oil, gas,
and mineral leasing, and the outer continental shelf leasing. Revenues
from bureau functions average about a billion dollars a year. This
brief sketch was not intended to impress you, but to acquaint you with
the complex management we face.
So we are concerned with management of our own organization and
must constantly try to improve our management practices in order to
meet more effectively our varied responsibilities. Because of the variety
of our tasks and the wide area of our lands, perhaps, we are as deeply
involved as any federal agency in organization communications both
internally and externally.
It is a special privilege to participate in this symposium, because
its theme is one which, I believe, has not received the attention com
mensurate with its importance to the forestry profession, a profession
which in other areas—in forest genetics, tree growth, and forest prod
ucts utilization—is moving ahead at a space age pace. Some people out
60

COMMUNICATIONS

61

side forestry might observe that our technical abilities have far out
stripped our ability to communicate externally and internally.
W hat is communication? Communication is listening and being
listened to. I emphasize listening because the best message in the
world is worthless unless it is understood. Two recent examples of
communications on the national scene might illustrate this point.
Acting President S. I. Hayakawa of San Francisco State University
certainly attempted to communicate with demonstrating members and
nonmembers of the student body. As you who watched this situation
unfold on national television know, his success was limited to the degree
to which the demonstrators were willing to listen.
President Nixon, in his inaugural address, emphasized the need to
listen. He said that we must stop shouting and lower our voices so
that we can hear each other’s meaning. In March, he gave life to this
idea by visiting Europe on a “listening mission.” One of the major
purposes of the trip was to listen and observe, and his trip was well
received at home and abroad, indicating that there was two-way com
munication.
T he theme of this symposium is organization management in fores
try. My contribution will be concerned primarily with internal com
munications as a function of organization management. I will also
discuss to some degree the external or public relations phase of man
agement communications.
Why cover both? Because internal and external communications
are interrelated. Effective internal communications strengthen and give
direction to activities aimed at achieving an organization’s basic goals.
An organization with effective internal and external communications
will project to the public in such a way to promote external support
of the organization and its program. W ith public support an organiza
tion will, in turn, be more unified, and its people more effectively reach
the organization’s goals.
W ithin an organization every person should feel that he has access
to channels of internal communication, that his ideas are heard and
acted upon, and that he receives the information he needs to do his job.
Obviously, such employees—whether stenographers, surveyors, night
watchmen, or executives—play important roles in developing the public
image of an organization. T his is a bonus, aside from budgeted ad
vertising programs, which creates good will and strengthens external
communications. Thus, good internal communications lay the ground
work for effective external communications.
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After half of a professional career as a sawlog forester before “con
verting” to the information field, it has been a tremendous revelation
to me to see the solid achievements that this interplay can help advance
in the forestry programs of public organizations and private forestry
enterprises. One can appreciate and understand both the intent and
attitude of the forester intensively to manage woodlands, as well as the
feelings of people who react to any m anipulation of the forest cover
of this country.
One over-simplification of a current situation is the job facing for
esters today to m aintain enough space to grow trees. As I have said
earlier, the problem is not so acute here in the South, where the forest
industry and the harvesting of crops of trees are acceptable as sound
conservation and sound forest economics. Not so everywhere. T he con
cept of intensive forest management is seriously challenged in many
parts of the country by sincere but sometimes uninformed citizens
who do not like to see trees cut down. T he concept of forestry is facing
a serious challenge in the Northwest where the preservation versus
utilization temperatures are at a high level. Adding a further dimension
of complexity to the already sharply divided camps is the price-supply
squeeze of lumber and plywood for building new homes, which pre
dominantly affects the low and medium income brackets. T hus the
individual homeowner himself is caught up in the brewing contro
versy over the quantity of available public and privately owned tim
ber. Terms such as “allowable cut,” “sustained yield,” and “even flow
concept” may yet become household words in the Northwest and
throughout the country. Thus, in talking about internal communica
tions we must also consider the external pressures that the publics
we serve apply upon an organization, public or private.
Much has been written about and much study given to the con
cepts of organization management and the communications function.
There are participants in this symposium, professionals in the field of
management, who have discussed and will discuss the many facets of its
application to organizational structure and function. T he subject of
communications also has and will come up during our discussions, and
this is good.
At one time or another we have heard foresters described as a noncommunicative species. Because of the type of training some foresters
receive, this reputation seems to start on the university level. T his is
only partially valid. T he need fully to utilize communications inter
nally and externally in a forestry organization probably has not received
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the emphasis in the past that is needed today. T his emphasis is needed
both when a forester starts his academic training and when he enters
his profession. Progress is being made, as this meeting demonstrates.
T he techniques of internal and external communications in man
agement cannot be refined into an exact science—at least not so precise
as the measurement of tracheids in loblolly pine. For example, a twoman falling crew in the woods must have a high level of communica
tions—practically none of it written. If each doesn’t know what the
other is doing, whether falling, limbing, or bucking, inefficiency of
operation results and safety of the people may be affected. T his is onthe-job communications in a most simple form.
In a large wood-based m anufacturing corporation, the elements of an
effective communication system are more complex. First, there must be
lateral communication. For example, the board of directors must com
municate in order to make a policy decision to change over to electronic
ally operated equipment for one of the production phases. T he board’s
decision then must be followed by a vertical communication down
through the various organizational levels to the man who will operate
the equipment. T he executive vice president informs the division heads
of the changeover, who inform the foremen involved, who then inform
the engineers and tradesmen what is to be done.
If the communication is not complete as to what personnel and
procedures will be affected, problems will result. T he following might
be a natural reaction: the man operating present equipment could
be troubled by several things: “Does this new equipment take away
my job through automation? If so, then the management doesn’t care
much about the welfare of its employees.” If he reacts this way in
ternally, and through his wife and friends, externally, the top manage
ment and the corporation could be subject to public criticism. Another
side effect could be resentment of the introduction and efficient use of
equipment.
W ithout going into details or devices of internal communications,
let me ask if you have always been kept informed of decisions affecting
you and your work and the reasons for them? Do you feel your or
ganization is “under-communicated” or “over-communicated”? My
guess is that many might feel it is “under-communicated.” I haven’t
met very many foresters who have complained about being overexposed
to the direction or policy of management. They complain of too much
paperwork, yes, but not of too much information about what their
organization is doing and their part of the action. T hus we might ad
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vance the concept that it may be better policy to over-communicate,
through formal and informal techniques, than to under-communicate.
U p to this point we have talked about communications from top man
agement to the man on the action level—the log scaler, the chipper
operator, or the forestry trainee. W hat about the internal communica
tions process in reverse?
Adequate opportunities should be available for all personnel to
communicate to the top level of the organization. Why? It will re
sult in more efficiency in total management. There are other benefits—
better personnel management, increased pride in job and organiza
tion, and, externally, the growth of a good corporate image. An ef
fectively managed organization recognizes that many time-saving in
novations and improvements in management have come about through
a system of internal communciations which allows employees to com
municate directly or indirectly their reactions and ideas to those in
volved in the decision- and policy-making process. Unfortunately in
our free enterprise system the downward course of communications is
often more formally structured and the flow is greater in quantity,
while the upward course tends to be informally organized and the flow
limited. Employees hesitate to use informal channels of communica
tion, especially to top executives.
I ’d like to use as an example of the importance of upward communi
cation a brief case history in the Bureau of Land Management. Maybe
a certain wild horse herd on the public lands in the Pryor Mountains
of Montana hasn’t made much news in the South, but in many areas of
the country and in the space of less than a year it has become a national
issue. T he problem revolves around the fact that as the horse herd
has increased, these horses have had trouble surviving on the forage
available in the area. BLM’s responsibility is to provide good habitat,
but we also must provide for livestock grazing, wildlife forage, and
the protection of the soil. As a result, the wild horse herd might have
to be controlled.
Many people believe all wild horses are the last remnants of large
bands of heroic mustangs which once roamed the old “W ild West.”
Emotions ran high on the issue of their welfare, often impeding at
tempts to find a reasonable solution to the problem.
Our field personnel communicated to us in the Washington office that
some control actions were needed and public opinion was against them.
Biased articles began appealing in magazines and newspapers, charg
ing among numerous things that BLM was interested only in selling
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the horses for dogfood. T o solve the problem and make the proper de
cisions as to the future management of the herd, we had to have the
facts: how much forage had to allotted for other wildlife, domestic
livestock, and the wild horses; how seasonal changes would affect the
condition of the range and the animal populations dependent upon
it. O ur field personnel developed information programs to explain
to the local citizenry the extent of the problem and the possible man
agement alternatives. T he intensity of interest indicated that com
munications could be achieved only by steps that clearly demonstrated
good faith on the part of the bureau.
This led to a decision to establish a wild horse range in the Pryor
Mountains. At the same time an advisory committee of concerned
individuals was named and asked to study the issue and to make recom
mendations as to the future management of the herd. T his committee,
along with answering thousands of letters from the public, holding
public meetings, and being readily available to the press has not only
cleared the air but is also securing for the bureau outside expert ad
vice and support. Our guiding principle has been cooperation—with
the press, with the interested public, and with all concerned groups.
T he issue is not resolved, nor do I mean to imply that internal com
munications have functioned at the most efficient level throughout
this difficult time. T he point to be made is that without strong in
ternal communications the external pressures of the wild horse issue
would have been even more difficult to meet. Also, without good ex
ternal communications our situation would have continued to the
detriment of horses and land.
It is an accepted fact that public relations cannot always be eval
uated in terms of concrete gains or dollars and cents. Let’s use a hypo
thetical but quite possible situation. A company here in the South
controls most of the forest land area near a large city. In its holdings
are some of the best of the local forest recreation sites. But these sites
also are occupied by the highest yielding timber and pulpwood stands.
A request is made by city officials for a tract to be developed for recre
ational purposes. In making a decision, how can management accurate
ly weigh the obvious advantages of keeping its ownership pattern in
tact and avoiding added risks of man-caused fire in the woods against
the perhaps less obvious long-term advantages of good communica
tions in a popular manner with the local population? Good will is an
investment, and cooperation, in cases like this, can create long-term
credits against shorter-term losses. Thus, the responsibility of the
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communications function, here in the external sense, is of major im
portance in the decision-making process. If the internal side of the com
pany’s policy of adapting to this type of situation is not understood
by the area forester, he could have his organization in trouble need
lessly.
T he final area I would like to cover is the role of the professional
communicator in organizational management. My remarks will relate
to his responsibilities in the decision- and policy-making processes—
responsibilities which bear directly on the effectiveness of an organiza
tion’s internal and external communications.
T he use of the information function varies greatly among federal,
state, and private forestry organizations. Those of us in forestry might
ask if we are using the information function to the fullest and if the
individuals in this field are participants in the decision-making pro
cess.
W ithin an organization the individual responsible for communica
tions or public affairs must wear two hats to be fully effective: he must
direct an information program and at the same time act as advisor to
the organization’s head and staff. He should have an im portant role
as advisor to management during the decision-making process because
his information program is shaped by management decision. I empha
size during the decision-making process. T his timing is necessary be
cause an organization often finds itself on the defensive internally with
its employees or externally with its publics because possible reactions
to policy, program, or decision were not correctly gauged or were not
considered during that process. T his is what might be called the “after
the horse is out of the barn” technique and we all are aware of this
situation. Management should ever be alert to the fact that preventing
a communications problem—that is, at decision-making time—is better
than having to solve it later.
Strong and clear channels of communication within an organization
that are kept open for ideas going up and down, to and from man
agement help an organization to know itself and to project a good
public image.
Let me go back for a moment to another era and one of this country’s
greatest communicators, Gifford Pinchot. Pinchot had an im portant
message to communicate, and he put his message across to many
people—first, internally to his own organization, then user groups, con
servation groups, the Congress and even the President of the United
States. But most im portant he communicated so effectively with the
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American public that the programs he planned gained wide and deep
acceptance and are still accepted today.
It is essential today for forestry to communicate more effectively be
cause the issues are not so clear cut as in Pinchot’s time. Forestry to
day needs the understanding and support of many groups. Foresters
and their organizations are under closer scrutiny by the public. Com
munications in management, both internal and external, face a grow
ing challenge. Communications can and should be the strong right arm
of management.

WASTEFUL ORGANIZATIONAL PRACTICES
C A R L H. REIDEL
Center for Environmental Study
W illiam s College

I should warn you from the beginning that what I intend to say in
these pages is not the result of careful study and research in the science
of administration. Rather, it is the result of casual observation by some
one who has been a participant in two large bureaucratic organiza
tions. I have been field forester in that most renowned and complex of
forestry organizations, the U.S. Forest Service, and a faculty member of
one of the largest single-campus universities in the nation, the University
of Minnesota. While I have been a student of administration as a grad
uate student at Harvard and Minnesota, I do not so much consider
myself a student of administration as much as a victim. Perhaps the
use of the word “victim” betrays my general attitude toward large
bureaucracies. But let me make it clear from the start, I use the word
“bureaucracy” in its most definitive sense, and not in any way as a
derogatory term. I wish I could think of a word with less negative
connotations, but the fact remains that “bureaucracy” is the best de
finition for the kind of organizational structure with which most of us
are familiar.
My first reaction to the title selected by the planning com m itteewasteful organizational practices—was very negative. But, I found that
I could not think up an alternative that was nearly as simple and
direct. After all, what is it that administrators are really more con
cerned about than waste, however defined? I agreed to the title, “Waste
ful Organizational Practices,” only to realize that I had essentially
accepted the title, “T he Panacea to Administration.” And I will at
68
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tempt, in this brief article, to offer the solution to the dilemma we
all face as practicing administrators—that of making our organizations
waste free, efficient—while remaining effective in terms of achieving
goals.
Fortunately, most of you are practitioners of administration and not
students—you live with administration every day. It is not abstract; it
is real. I need not list the frustrations and problems of administrators
and attem pt to provide you with a neat list of administrative pro
verbs that can be applied to the various crises you face from day to day.
You would nod knowingly and leave here with a few new tricks to try on
your accountants and foremen. And in two weeks you would have the
same problems and a few more frustrations because the tricks don’t
work.
T he honest fact is that administration as a science has not yet pro
gressed to the point that we can make accurate predictions about
people’s behavior. At least not to the degree that prescriptions can
be written for individual administrative ills. In fact, we have not even
gone so far as to be able to determine the exact nature of the disease
from a set of symptoms. And we must certainly be able accurately to
diagnose the disease before we begin prescribing remedies. Far too many
“experts” of administration are writing prescriptions for symptoms.
In medical science, the word “syndrome” is often used to describe a
set of characteristic symptoms occurring together. I would like to gather
up a number of administrative symptoms—“wasteful organizational
practices” if you wish—and suggest a pattern, or syndrome, that may
help you recognize it if it is present in your organization. I ’ll try to offer
some therapy for it. I ’m not sure there is a cure. I have labled it “The
Efficiency Syndrome.”
If there is one clear bent of large organizations today it is for ef
ficiency. You know the slogans—analyze, synthesize, computerize, or
ganize—our friends in government call it PPBS—industry calls it costs/
benefits analysis—Universities call it research-benefit ratio. Historically
it represents a swing of the pendulum back to an earlier era of efficiency
mania known as “scientific management,” the engineering approach
to management promoted by Frederick Taylor early in the 1900’s.
Later in this century we became obsessed with the human relations
approach, which emphasized the emotional, nonrational elements of
organizational behavior. Books and manuals applying both of these
approaches are still in common use. Recently, however, there has been
a trend toward a synthesis of the two; an attempt to recognize both the
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formal structure of organizations and the human element which modi
fies that structure. But the synthesis has been for the most part, I
believe, an academic exercise. Rapid technological advances in auto
matic data processing, communications, and transportation have had
a greater impact on how real organizations function. T he result is a
rapid depersonalization of organizations and a bent toward engineering
efficiency. Like Taylor in 1900, many are again viewing organizations as
machines that can be engineered for optimum efficiency.
I am not questioning the value of such developments as the computer.
They are tremendous tools for the modern organization. T heir value in
forest management is unquestionable. If any criticism is valid, it is
probably that we foresters are not using these technological innova
tions enough. My criticism, rather, is that they are not being used just
as tools. They are being used as m odels for organizational structure
and administration.
We are programming organizations like we program computers.
Take “planning” for example. W hat organization hasn’t prepared a
long-range, short-range, or 5-year plan? Valuable? Yes, as attempts to
predict changes in economic, social, and resource patterns in the future,
as g u id e s to financing, staffing, and administrating field activities. But
too often these plans become blueprints, not so much for anticipating
future change as to insure those changes. As a district ranger I prepared
the first multiple-use plan for my district, a plan intended to help my
successors make better resource management decisions. I wonder, how
ever, if that plan has made those decisions easier or more difficult. It
has become the basis for other functional resource plans, cutting bud
gets, and financial plans. W hat was intended as a flexible guide has
become a solidified schedule.
In other areas, likewise, computer-like programming is applied to
eliminate uncertainty about the future and to ensure error-free ad
ministration. Handbooks, manuals, guides, and directives set forth ef
ficient patterns of day-to-day administration that can be recorded,
reported, and analyzed. Job descriptions define specific duties and juris
dictions, and people are recruited to fit those predesigned boxes. T rain
ing programs and evaluations mold the man to fit the box and to re
move any rough edges he may have had upon entry. Forms are designed
that can be summarized on punch cards. Forests are reduced to holes
in cards as if they were engineered structures rather than complex
ecological systems. Like the computer, the organization becomes a
highly efficient mechanism that will always produce the right answer
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if the appropriate questions are asked. In terms of cost-benefit there
is efficiency. W hat’s wrong with this?
Two things are wrong as I see it. These are the most serious effects
of the efficiency syndrome. First is the nature of the benefits, or out
puts, of such organizations. Second is what is happening to the com
ponents of such an organization—the people in it.
In order to evaluate outputs we must first understand goals. Goals
are those services or products that an organization sets out to produce.
An effective organization is an organization whose outputs coincide
with those stated goals. Talcott Parsons, a noted sociologist, tells us
in Chapter 1 of his Structure and Process of M odern Organizations
(New York: Free Press of Glencoe, 1960) that this goal effectiveness,
or goal attainment, is the most im portant condition of survival for an
organization. He says that goal attainment has supremacy over all other
organizational problems; an organization is its goals.
Goals, then, are terribly important. Unless we know clearly what
it is an organization is trying to do, we can do a lot of talking about
administration and management for nothing. Even the idea of efficiency
is meaningless unless the effectiveness of the organization in terms of
achieving its goals is known. Efficiency, or cost-benefit, requires that
we first know for sure that the output for which we are calculating unit
cost is indeed the output the organization is seeking. This seems logical,
but is it?
According to Parson’s idea of the supremacy of goal attainment, we
should be able to assume with confidence that goalless organizations
will collapse and fail. If this is true, we would expect that those or
ganizations which prosper and survive over the year must be attaining
their goals; calculating their efficiency would appear to be the key
problem. And we are back to the computer.
T he fallacy in this kind of thinking is that the efficiency syndrome
has upset the normal physiology of the organizations that Parsons was
describing. They have found a substitute for goals, a reasonable facsi
mile for real goals, that satisfy the system’s need for goal attainment
to survive. One would think that these pseudo-goals would be easy to
detect and identify. Unfortunately, these “other” goals are also part of
the organization’s normal processes. They, too, are part of the organiza
tion’s life but have very subtly taken first place when they should be
secondary.
Let’s label these two kinds of goals as primary and secondary. T he
primary goals are those that the organization has been created to
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achieve—to produce paper if it’s a paper company, and of course, at
a profit. But to achieve this goal the organization needs some secon
dary goals, sub-goals that make the primary goal attainable, such as
grow trees, keep accurate records, m aintain equipment, obtain and
train personnel. Both kinds of goals are im portant—those that are re
flected in output, and those that maintain or support the organization’s
ability to m aintain its output ability.
Thus we have the paradox: an organization must do more than give
attention to primary goals in order to attain those goals. This is easy to
understand where the primary goal is clearly understood and is relative
ly unitary. Everyone knows the primary goal and the sub-units of the
organization can be fully oriented toward some secondary goal that
helps to achieve the primary goal.
But let’s get practical—theory is all right to a point. W hat about the
complex organization with many primary goals, such as a large corpora
tion or complex government agency? Social and political goals, as well
as substantive production goals, must be considered. In the case of
forestry, water, recreation, wildlife, aesthetics, and other values start
demanding a place in the primary goal structure. Sooner or later in the
evolution of the large organization, the primary goals can no longer
be reduced to a terse phrase engraved on a bronze plaque at the front
entrance.
Along with this goal expansion has probably come an expansion
in staff and property, the bulk of which is basically oriented toward
secondary goals. I suspect I ’ve just described your organization to some
extent. How many of you can jot down the primary goal of your or
ganization in a single sentence that can be used to evaluate the actual
output of the organization? If you can’t, then how can the organization
continue to survive in light of Parsons’ idea that organizations must
realize goal attainment to survive?
It survives because the organization is living on a substitute. Pri
mary goals have been replaced with secondary goals, or in the jargon of
the organizational analyst, “goal displacement” has occurred. Certain
ly all the primary goals cannot be replaced if profit has to be produced.
But in the case of sub-units in a large corporate structure, or in a com
plex government agency where output isn’t measurable in dollars, such
displacement can be considerable. T he lamp may still be glowing, but
most of the energy is going into heat!
We now have an organization that is no longer very effective in terms
of primary goals but is surviving and even thriving on the attainment
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of secondary goals. Furthermore, it may even be doing this under the
illusion that it is efficient because effectiveness is no longer being eval
uated. In place of effectiveness the organization is assessing its accom
plishment in terms of its efficiency in achieving secondary goals. You
think of numerous examples in forestry: numbers of trees planted
override appropriateness of the sites planted; cost per mile of operation
is the criteria for vehicle purchase rather than needs in the field; dur
ability of concrete outhouses replaces all aesthetic criteria; getting the
report done on time in the proper format is more important than its
content. Before long, compliance with procedure is valued more than
achievement of goals.
When the full effects of the syndrome take over, goal displacement
becomes even more unbelievable. In the academic world, for example,
how often do we assess the status of a forestry school on the basis of its
physical plant, budget, and numbers of Ph.D.s? Isn’t the objective to
produce capable professionals and meaningful research? Yes, but who
can measure that kind of primary goal? Why try? Secondary goals are
easier to measure.
It seems to me that goal displacement is a very serious problem. It is
a problem that has arisen because of the efficiency syndrome. Order, sur
vival, and efficiency become goals for their own sake. Means have re
placed ends. Albert Einstein characterized our age as one that suffers
from the “perfection of means and confusion of goals.” Like the com
puter, many of the modern organizations of this age are optimally ef
ficient, but not in terms of real goals, Means have replaced goals,
and because of the efficiency syndrome we are healthy, happy, and inef
fective.
But are we healthy and happy? Perhaps we could justify our ineffec
tiveness if the people participating in the organization were benefiting.
After all, most people work for government or corporate organizations.
If we were all happy the ultimate good will have been achieved with
out primary goal achievement. I don’t believe we are. In fact, I believe
that the efficiency syndrome has its greatest impact on people, an im
pact that will have the most serious effects on our society over time.
Max Weber, an early sociologist, described the bureaucrat as “a single
cog in an ever-moving mechanism which prescribes to him an essential
ly fixed route of march.” Lest those of you in industry feel exempted by
the word “bureaucrat,” I can assure you Weber meant anyone in a large
organization, including college professors and corporate foresters.
Obviously, in any large organization structure and procedure are
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necessary for survival. Complex jobs must be subdivided into tasks that
individuals can accomplish. Specialization and the delegation of au
thority requires that individuals be assigned to well-defined positions in
the superstructure. Procedure must be standardized and enforced. This
is only good management. Bureaucracy is essential and normal when
organizations get large and complex.
T he danger, however, is over-bureaucratization. And danger is great
ly intensified when the effciency syndrome is present. Along with goal
displacement comes the fear of failure. Perhaps this is natural when
secondary goals, or means, have replaced primary goals and efficiency
is the only criteria of success. There is no room for error when efficiency
is the basis of evaluation. Each and every step along the fixed route of
march becomes sacred in itself.
When this happens to an organization the controls on individuals are
too often tightened to ensure error-free performance by the least capable
individual. One mistake becomes the basis for a new rule. One error on
the report creates a new and more lengthy form. One misuse of a pesti
cide requires approval at a higher level. One questionable timber sale
and delegation of sales authority is reduced. One drunk on the payroll
requires another letter of recommendation to hire a choker-setter. And
so on, until a very efficient level of mediocrity is ensured. T he most
capable man is forced to keep step with the dullest. T he chance of
failure is minimal, and so is the chance of change.
T his then is the ultimate danger of the efficiency syndrome. People,
like computers, can be made efficient through proper programming.
But also like the computer, these people cannot create. Initiative and
creativity, the most valuable of hum an traits, are destroyed when ef
ficiency is pushed too far. W hen the position description and standard
procedures are so complete that there is no room for innovation or
experimentation, the vitality of an organization is threatened.
T his state of affairs is especially serious for organizations that deal
with natural resources. T he forest and the problems involved in its
management are extremely complex. As we learn more about the com
plexity of the ecosystem that is the forest and discard more of our over
simplified notions about forest management, we become more and
more dependent on the creative ability of the professional forester.
As the social, political, and economic environment in which we operate
as resource managers becomes more demanding and sophisticated, we
must be more and more innovative in our approaches to forest policy.
Computer-like production controls may work in an automobile factory,
but they do not work on the complex resource management problems
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we face as a profession. Personal creativity is not programmed.
These then, are the two great dangers of the efficiency syndrome:
goal displacement and the stifling of individual initiative and cre
ativity. Is there a treatment for the syndrome? As I said earlier a cure
is impossible when the cause of the disease is unknown. Remember,
a syndrome is just a set of characteristic symptoms. But perhaps there
is some therapy from which the organization can gain a measure of
relief.
One possible hope is the willingness to recognize that the risk of
failure is an essential ingredient of opportunity, that the price of cre
ativity is a certain amount of waste. This will require the admission
that administration is not entirely an engineering science; it is also an
art in the truest sense. We must give up the utopian idea that organiza
tions can be managed to eliminate all inefficiency through rigid controls
and strive instead for the m inim um control necessary to maintain goal
orientation.
Application of this idea will require tearing down some sacred admin
istrative icons. Procedures, regulations, and organization charts will
have to be critically evaluated. This will be especially soul-rending
in well-established bureaucracies. It has been said that if the Edsel had
been a university course taught by a senior professor it would still be
taught today. You don’t have professors in your organizations, but I ’ve
known business managers as equally wed to their accounting pro
cedures.
It will also require making some room in our organizations for or
ganizational deviates—innovators, odd-balls. T he perfect organization
man is not always the best idea man. If this is asking too much, at
least be sure there is a chance for your people to spend a few hours
and a few dollars in pursuit of their own thing. Provide time to read,
to visit another company or district just to observe, and perhaps to take
a kind of paid sabbatical every few years.
In this age of specialization and planning, time to drop out of the
line of march is essential. Tim e to reflect on what we are doing and
where we are going is vital to gaining a sense of perspective and a re
alistic view of those vital primary goals.
Essentially what I am suggesting is that you program some slack into
your organization. Drag your feet when the call for efficiency is sounded.
Take the time to be absolutely sure that the step toward further bureauc
ratization is truly one in the direction of the real goal and not that of
efficiency for its own sake. Efficiency is the most wasteful of oganizational practices if it is at the cost of effectiveness.

MODERATOR'S SUMMARY
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T he preceding articles offer us the opportunity to examine techniques
used to manage effectively complex organizations. Several basic princi
ples were discussed and are worthy of amplification.
M anagem ent Concepts —T he most im portant concepts of manage
ment are planning, organizing, and controlling. Planning is based on
the fundamental principle of the objective. You must have a clear
idea of what you want to accomplish before you can expect to employ
resources properly. Organizing is the second im portant concept of
management and is based on the fundamental principle of specializa
tion. W hat is everybody’s business is nobody’s business! T he primary
objective of the organization must therefore be translated into sup
porting objectives for individual positions which will provide organi
zation of effective action and work. Controlling is the third im portant
concept of management and is based on the principle of optimizing
execution of the action based on reality feedback. Controlling balances
the conflicts of specialization and planning. W hen the action starts,
our planning and organizing activities are challenged by realities of
actual events. Controlling is closely associated with execution. Vision
in planning, imagination in organizing, and practicality in controlling
are characteristics of competent managers.
Delegation of A u th ority —Delegation is the crucial leadership skill
in achieving results through other people. Subordinates should feel a
responsibility for a specific objective, should accept accountability by
progress reports on accomplishment, and should act with decisiveness,
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within the limits of their authority. T he manager who has all the an
swers to his subordinates’ questions will not get his subordinates to
feel responsible, accept accountability, and act decisively. T he skillful
manager delegates the parts of his own job, which he has mastered,
to his subordinates. In coaching subordinates, he uses the technique
of asking questions which lead his subordinates to answers, without
taking away their initiative. Delegation enables the manager to discover
the interests, strengths, and talents of his subordinates. Delegation
is a risk-taking process which reflects the maturity of the manager.
Delegation is the process of giving power, independence, a sense of
control, and the means of growth and development to subordinates.
Com m unications —Communications planning should be an integral
part of the decision-making process. T he internal impact of the decision
within the organization should be evaluated. T he external impact of
the decision outside the organization should be evaluated. T he com
munications plan should be designed to inform and gain the under
standing, cooperation, and active support of interested persons both
inside and outside the organization. Progress in accomplishing the
objective of the decision should be communicated to these interested
perons inside and outside the organization, so that they have a sense
of participation in the decision and its objective accomplishment.
Good communications management prevents problems by solving most
of the problems, in advance, at the time the decision is made.
W asteful Organization Practices —Hum an beings are creatures of
habit. When working in organizations as specialists they become de
voted to methods of doing things right. This emphasis on efficiency of
routine puts the minds of organization personnel to sleep. Problems
created by changing conditions are ignored. Opportunities created
by new knowledge are overlooked. People in the organization stop
thinking and work within the rigid framework of policies, procedures,
and customs. T his disease of goal displacement becomes prevalent as
more and more of the work being accomplished is wasteful and lack
ing in relevance to actual needs. T he lesson from this common ex
perience is clear. In our world of rapid change, it is increasingly im
portant to be effective in doing the right things, in contrast with doing
things right, efficiently.
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MANAGEMENT DEVELOPMENT

MANAGEMENT DEVELOPMENT IN THE U.S. FOREST
SERVICE
ED W A R D W. SC H U LT Z
U.S. Department of Agriculture, Forest Service

Leaders, or managers, are accepted and expected in all formal organi
zations. Therefore, it is not a question of whether or not we will have
leaders but rather a question of how capable our leaders will be. In
the U.S. Forest Service, the capability of our leaders is heavily de
pendent on the effectiveness of our management development program.
T h e condensed organization chart, entitled Forest Service Organi
zation Line Officers, enables us to visualize key managerial positions in
the Forest Service, covering an organization of about 21,000 people.
Our organization is divided into three major arms, Research, National
Forest System, and State and Private Forestry. We can trace the key line
managers in each of these units. You will perhaps be most familiar with
our National Forest System, where line management flows from the
Chief, to his nine Regional Foresters, to the 130 Forest Supervisors,
and then to the 817 District Rangers and the 45 Civilian Conservation
Centers.
T he expectations we have for our various management levels is the
foundation for our management development program. In general
our managers have three primary responsibility areas for people: their
individual subordinates, their work team or other work teams, and the
public.
For the individual:

T he manager provides career counseling in forecasting career options
and opportunities. He helps identify the individual’s performance
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areas where self-development projects probably will pay off, and
assists in arranging training and idea-generating opportunities. He
also reduces operational barriers to full performance.
For the team:
H e explains and assures firm adherence to the guiding principles,
policies, and production responsibilities for the work unit opera
tion. Also, he arranges full opportunity for information to flow with
in the work unit, so that appropriate project priorities may be de
termined and the work team may produce to the highest possible
standards of quality and quantity.
For the pu blic or other work teams:
He informs interested persons of the guiding principles, policies,
and production responsibilities of the work unit operation. He pro
vides information on the services available from his work unit and
the conditions under which they are offered. He arranges full o p
portunity for information to flow between his work unit and others,
so that appropriate project priorities may be determined and the
work unit operations, and the expectations of others, may be kept
in reasonable balance.

How well our managers fulfill their responsibilities to the individual,
to the team, and to other work partners determines the success of our
management development. Thus we have a closed circle of actions
and co-actions involved in management development.
T o give you just one example of a manager’s responsibility in the
Forest Service, a brief description of a typical Forest Supervisor’s job
is indicative. He administers an area of over one million acres of public
land under intensive multiple-use management. The public demand
is heavy for a variety of resources and services such as timber, fire con
trol, range and wildlife, recreation, special land uses, soil, water, min
erals, engineering, and Job Corps. He is responsibile for the overall
planning, organization, coordination, and integration of the varied
activities involved in multiple-use land management. His manage
ment activities directly affect the local, regional, or even national econ
omy. A Forest will have up to eight ranger districts and a headquarters
staff of about ten specialists with total employment of about three
hundred full-time employees. The Forest Supervisor has an unusually
large influence in the numerous communities and economic groups in
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eluded in, adjacent to, or affected by, the activities on the National
Forest.
Creativity and a concern for people are very important qualities
in our managerial positions. Creative work teams are virtually im
possible without creative leaders. We expect our leaders personally to
demonstrate creativity and to encourage creativity and innovation in
their subordinates. A leader can abdicate this role by failing to follow
through on ideas produced within his work team. Sometimes, he can
stifle creativity by ignoring suggestions from subordinates, or by au
thoritarian management that does not tolerate the suggesting of ideas,
or by accepting only those ideas which most closely conform to his own
ideas.
A genuine concern for people is often an elusive managerial trait.
A genuine concern does not mean a fat and happy country club where
production is a dirty word. As a minimum concern, managers consider
people a necessity to get work done. Genuine concern for people is an
understanding of human needs and their relationship to a meaningful
job. This can be demonstrated by treating people as individuals, in
volving people in decisions that affect them, being honest with them
whether it’s good news or bad that must be told, and keeping people
informed so that they feel a sense of belonging to the organization.
Another example is whether the manager’s safety program is based on
fear of noncompliance or upon a problem-solving attitude that in
volves subordinates.
Let us now turn our attention to the management development
program itself. There are three broad areas within this program: for
mal training, self-development, and planned on-the-job experience.
We can show the progression of formal training with the guide en
titled Minimum Management Training. Here you see minimum
courses by grade levels. Moving up this ladder, the employee receives
formal training in basic management subjects such as program orienta
tion, basic supervision, accident prevention, communications skills,
problem solving and decision making, management principles, and
managerial behavior.
At higher levels, the executive is given formal training in public
administration and policy to broaden his understanding of the Forest
Service role in the Department of Agriculture, in the total government,
and in the world family of nations. Most of this higher level manage
ment training is accomplished through interagency programs, includ
ing: the Civil Service Commission’s Executive Seminar Program, Ca-
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reer Education Awards sponsored by the National Institute of Public
Affairs, Fellowships in Congressional Operations, and Forest Service-sponsored university training in public administration.
T o this basic core of managem ent training is added technical or
specialized training as needed by the individual, as well as updating
in technical fields to assure th at employees have knowledge of the latest
theory, techniques, and practices in their speciality. All of this planned
formal training in managerial and specialist skills is supplem ented with
planned on-the-job training and self-study, using training tools de
veloped in-Service, such as program m ed texts and slide-tape programs,
and a planned program of selected readings.
O ur training m ust reflect reality in the organization to be effective.
T o reflect reality, our m anagem ent training m ust have the total s u p
port and involvement of top line managers. T h e managers must then
practice what they preach or the training is in vain. B ut what we train
for is also critical. John W. G ardner (1964) states that if we in 
doctrinate the young person in an elaborate set of fixed beliefs, we
are ensuring his early obsolescence. T h e alternative is to develop skills,
attitudes, habits of m ind, and the kind of knowledge and understanding
th at will be the instrum ent of continuous change and growth on the
part of the young person. T h e n we have fashioned a system that pro
vides for its continuous renewal.” T h e chance to grow is what we offer
through a systematic program of self-development augmented with
formal group training.
T h e managem ent development program in the Forest Service is
geared to test the employee’s m ettle as both a generalist and as a special
ist as he progresses u p the career ladder. Placement and testing of the
individual in both line and staff positions is an inherent tool in the
career development program. In addition, a career guide is established
for most disciplines. At the outset of their career, employees review
in charted form possible career avenues open to them and the require
ments for progressive development.
T hrough planned placement in im plem enting our career guides we
assure th at the potential executive develops a breadth of experience
which provides him with the opportunity to apply his learning at
various levels of the organization, in various geographic areas, and in
different situations. Ideally, our executives will have gained experience
through some com bination of the following: R anger District; Forest;
Region; national level in N ational Forest Administration; State and
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Private Forestry and Research organizations; international assignments;
and possibly, even other agencies. This experience is often accomplished
by detailing employees to special assignments having developmental
overtones. We feel this coordination of formal training and planned
placement is essential if the executive is to have the breadth of knowl
edge required for high-level decisions.
We are making serious attempts further to improve the management
climate in the Forest Service. Recently a top-level task force made a
Service-wide study of our personnel management practices. Their first
conclusion related to a problem in defining the role of managers and
what is expected of them. The task force recommendations to remedy
this include:
1. Develop, agree on, and obtain commitment to criteria which de
scribe the type of manager we want.
2. Stimulate attention to the proper concern for people management
and demonstrate commitment to this concept by identification of man
agerial competence and its relationship to efficient organizational ac
complishment.
3. Investigate better means of identifying and evaluating manage
ment potential.
Another step toward improving our managerial climate is through
a systematic program of organization development. One method that
several of our regions have been using is Grid Organization Develop
ment, based on the works of Blake and Mouton (1968) of Scientific
Methods Incorporated. This is a six-phase approach that starts with
a one-week training session in concepts. Phase two is an application of
these concepts by each work team, starting with the top team in the
organization. Phase three is intergroup problem solving. Phase four
examines the long-range goals of the organization. Phase five is an
implementation of action plans as mapped out in phase four. Phase six
is a stabilization phase, not designed to build a new status quo but
rather to develop a system for ensuring that the progress made to date
will be continued to the future.
We have also taken a step forward toward insuring a better system
of selecting managers. The process is called M OHR-standing for Man
agement of Human Resources. MOHR is an automated personnel record
system combining a position profile with a comparable profile of job can
didates. The basis for this system will be computer tape files containing
pertinent information about our employees and their employment
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and training history. The input for the computer tape comes from the
employee and his or her supervisor. A request can then be fed into the
computer to produce a roster of candidates with desired background
and skills for a particular position. The computer will then ensure that
no employee is overlooked in the search for candidates. T he final selec
tion is still up to the manager, but the computer can rapidly give him
the necessary data upon which he will make his choice.
In conclusion, I would like to stress that it is not necessary or desirable
to develop everyone to be a manager. Nor does everyone want to be a
manager. It is important to identify managerial potential early and
provide early training and development. Along with the managerial
development program it is just as important that we give equal atten
tion to specialists and provide opportunities for them to achieve high
positions and perform rewarding jobs. By combining an effective man
agement development program with an effective specialist development
program, we can then best satisfy the needs of our individual employees
and maximize our total organization effectiveness.
Discussion
Question:

M r. Schultz:

Forgive the oversimplification, but your emphasis on
early identification of managerial ability suggests a
philosophy that managers are born, not made. Is this
an accurate conclusion?
No, I do not believe that people are “born” to be
managers. Recent behavioral science research has re
vealed that management skills can be identified and
taught. However, we also know that some people have
leadership ability that is developed outside the formal
classroom as a result of experiences, but I do not know
for sure what experiences. An example would be a
street gang leader—he does not achieve his position
by brute force alone. When a person joins the Forest
Service at about age 22, he already has much exper
ience toward leadership development. If through his
prior experience he demonstrates ability to be a lead
er, and if he desires to be a manager, then this is the
person we want further to develop through our pro
gram.
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In the last several years increasing awareness on the part of the pro
fession of forestry toward management development has been obvious.
This has been the theme, in part, of a number of chapter meetings and
of articles in the Journal of Forestry. This is timely because, more and
more, the art (or science, if you so prefer) of managing is recognized
as a profession itself quite apart from any technical discipline.
This presentation addresses itself to the development of the profes
sional forester as a manager in industry. By implication, therefore, it im
plies that the young professional forester lacks certain skills, educational
background or experience in managerial capabilities and that these
voids will have to be filled before he can become a manager. And be
cause managers have more prestigious positions, are better paid, loaf
more, and have more say-so about the operation (or so those who as
pire to managerial positions th in k ), then to be a manager is a goal
worthy of attainment.
Quite commonly, there is a generally held concept that foresters
in industry have not attained positions in the firm commensurate with
those attained by technically trained individuals of other disciplines.
May I suggest that this is not altogether a valid opinion. In the first place,
this is a popular misconception not altogether supported by fact, as
you shall later see; and second, it must be realized that, by and large, in
dustry derives its reason for being from the manufacturing process, and
wood production is several steps removed from the manufacturing pro
cess.
90
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Dr. Rodney Foil (1969) pointed out in a paper recently given to APA
in New York that approximately 40 percent of currently working for
esters are employed in industry, and this percentage is increasing with
time. Royce Cornelius (1969) of Weyerhaeuser recently commented
on the need for increased managerial capability in foresters as fol
lows: “The forestry profession needs trained managers—individuals com
petent in planning and directing, in scheduling programs and in managing people. . . they must have firm convictions to help establish policy,
to administer the organization and to achieve adopted policies, including
those established by top management. In other words, the forest re
source manager today and in the future is a business manager. He must
be first a business manager, and secondly a forester, silviculturist . . .
and all the other specialties we think of as associated with professional
forestry.”
Also, foresters should recognize that a degree in forestry does not
supply the background skills and attitudes needed to be a professional
manager. Such skills must be acquired after the period of undergrad
uate study. This is also true of engineers, chemists, accountants, and
other technically trained individuals. This fact is widely recognized
by industry in its search for managers and its efforts to develop man
agerial capability in the multidisciplines it employs.
It should be initially recognized that what will be reported represents
a situation at a single instance in time—now. It neither reveals where
we have come from nor indicates where we are going. Had a survey of
management development in forest industry been made five years ago, I
am sure vastly different results would have been indicated; a survey made
five or ten years in the future will probably reflect trends different from
those I report to you today.
T o get an overview of what forest industry was doing in developing
managers, I surveyed, in part, the southern segment. Before getting
into the detailed results of sampling forest industry in the South,
perhaps it might be best briefly to summarize what I have learned.
There is much more emphasis in development of managerial capability
in wood-based industry than I had supposed. By and large, the majority
of firms sampled undertake to offer opportunities for formal manage
ment training in some form or another to employees.
Some of these training programs are handled entirely from within
the firm; others are handled partly by outside firms specializing in such
service. One innovative company carries out an intensive internship for
undergraduate student summer employees who might later be potential
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employees. As might be suspected, the extensiveness of opportunities for
managerial development offered by firms appears to be correlated with
firm type and, to a lesser degree, size. Generally the diverse, larger com
panies offer more opportunity for training to the employee.
T o develop quantitative ideas regarding how forest industry handled
management development, questionnaires were sent to a random se
lection of forest industry throughout the South. Perhaps this was a
mistake because now that I have answers, I am not entirely sure what
they mean. I say “random,” however, an attempt to stratify according
to geographical location was made.
Companies sampled ranged in size from large multiproduct industries
employing more than a hundred foresters to those smaller, single
product firms employing less than ten. Had time been available, it
would probably have been useful to sample all forest industry in the
South, but this was not possible.
My initial aim here was to determine how forest industry was han
dling the problem, not the precise extent to which it was handling it.
For example, in the segment of the pulp and paper industry, firms
sampled represented 88 percent of the total southern production ca
pacity, which you will agree is quite a large segment. These also repre
sent the major industrial landowners of the South, and obviously
represent also significant converters of veneer and board. Forest in
dustry sampled least was, as you might suspect, the small and medium
size sawmills and veneer mills without controlled land backup.
In an attempt to categorize answers (if possible) companies were
divided first into two groups—forest products and diversified industries.
“Diversified” companies, for this purpose, are those companies which,
in the manufacturing processes, utilize large quantities of raw ma
terial other than wood; those identified hereafter as “forest products”
are those which, by and large, primarily utilize wood as the basic raw
material for converting.
Of the firms sent questionnaires, answers were received from 92.5
percent which was certainly a very good response.
First, let me consider the professional forester in industry. How well
has he done as a participant of corporate management? One request
made of each firm was to list the title of the professional forester who
held the highest position in the firm regardless of where he worked.
(Table II)
T he titles shown in Table II were assigned (arbitrarily by me) into
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three categories: company officers, middle management, and third level
management. Corporate officers included only vice president or above.
Middle management were line and staff functions of operating divisions
or woodlands department or equivalents; and third level management
were any levels beneath these, such as logging superintendent, staff
forester, etc. Table III summarizes the results of this by industry type
(diversified or forest products), integrated or not (lumber and pulp
and paper, or pulp and paper alone), and size.
T able

II

Various titles of professional foresters holding
highest positions in southern forest industry
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.
23.
24.
25.
26.
27.
28.
29.

President
President of Tim ber Company
Vice President
Vice President—Woodlands
Vice President—Natural Resources
Vice President and General Manager in charge of Woodlands
Vice President—General Manager of Woodlands
Vice President—Industry Relations
Assistant Vice President
Assistant to Vice President—Manufacturing
Assistant Vice President 8c W oodlands Manager
Corporate Director of Timberlands
Director of Forestry
Director of Woodlands
Director of Quality Control
Manager of Forest Resources
Manager Timberlands Division
Manager of Forest Operations
Manager of W ood and Woodlands
Woodlands Manager
Manager—Pulpwood Department
Manager Tim ber Division
Forestry Manager
W ood Manager
Director of Woodsupply
Assistant Resident Manager—Timber Division
Chief Forester
Logging Superintendent
Staff Forester
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T able

III

Percentage distribution of highest position
held by foresters in southern industry

(All figures are percent)

All firms..............
Forest products
Diversified
Integrated
Pulp 8c paper only
Size: Large ...........
M edium ...........
Small ...............

Vice president
or above

M iddle
management

.31
26
.57
43
24
28
33
25

57
63
43
50
62
63
61
25

Third level
management

12
11
0
7
14
9
6
50

-

-

From these data it appears that diversified companies tend to pro
mote professional foresters to the level of corporate officers to a greater
degree than those firms which are classified as forest products, by a
ratio of roughly two to one. On the other hand, it appears that the
forester has less chance, at present, of attaining corporate officer status
with firms that are not integrated and convert only to pulp and paper.
Caution should be used in the interpretation of these data and others
that follow. You will note that a separate breakdown for those firms
processing only lumber is not given. T his is because so few firms of this
category are represented in the sample, and it was concluded the break
down would be virtually meaningless. Response to the questionnaire
from purely lumber manufacturers was poorest of all segments and
accounts primarily for the gap between questionnaires sent and question
naires received. For these reasons, these data are useful only as an indica
tion of the general pattern of management development in forest in
dustry, and I would be reluctant to draw firm conclusions on specific
details from them.
However, in the face of the general information presented, it is
difficult to take the unequivocal view that foresters do not attain in
industry. When first employed, the forester is hired primarily for his
technical capability, just as is the engineer, chemist, or accountant. But
to move out of the purely technical orientation, the forester will not only
need to increase his technical competency but also must acquire ad
ditional skills to augment them. And for the most part, industry is
willing to help him do this.
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Seventy-seven percent of all firms answering the questionnaire stated
that they had active management development programs (hereafter re
ferred to as MDP’s ). Of those firms having MDP’s, 92 percent said that
their professional foresters participated in the programs. However, only
60 percent indicated that foresters were permitted to participate to
the same extent as manufacturing personnel. Table IV summarizes the
management development in forest industry and the extent of participa
tion by foresters.
T able

IV

Distribution of management development
programs in industry utilizing wood
and participation by foresters

Percent of
firms which
have M DP’s
All firms .................................
77
Forest products ..................... 75
Diversified.................................
86
Integrated.................................
85
Pulp & paper only ................
72
Size: L a r g e ...............................
75
Medium ...........................
74
Small ................................. 100

Percent in which
foresters
participate
Percent allowing
same as
participation
manufacturing
by foresters*
personnel*

92
91
100
91
93
89
93
100

60
65
50
46

73
50
67
67

*Of firms answering in the affirmative to having M DP’s.

From these data it appears that diversified firms presently place more
emphasis on management programs than do firms orientated entirely
on forest products. Also, greater emphasis toward MDP is evidenced
by integrated firms than by only pulp and paper. However, there ap
pears to be a trend for diversified or integrated firms not to allow partici
pation by foresters to the extent pulp and paper does.
Along this same line, firms were asked if all professional or technical
employees participated in management development programs offered
by the companies. Of those companies which had stated they had man
agement development programs, 81 percent indicated all professional
or technical employees participated. (Table V)
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T able

V

Percentage of firms indicating
participation offered to all categories
of professional and technical personnel
A ll firm s...........
Forest products
Diversified
Integrated
Pulp 8c paper only
Size: Large .........
Medium .......
Small .............

81
81
83
100
55
55
100
67

Here again, I plead caution in interpretation. T he questionnaire did
not examine the extent of participation. Thus, interpretation of the
question was left to the person answering the questionnaire. Also, the
seemingly conflicting percentage between Tables IV and V can be
explained in that a number of respondents indicated that they did not
know whether or not foresters participated to the extent of m anufactur
ing personnel, but then answered affirmatively when asked if partici
pation was open to all professional and technical personnel.
H and in glove with MDP’s are various employee evaluation pro
grams. These are designed primarily to assist management develop
ment by early identification of potential managers, to assist employees
in identifying their own weak points as well as their strengths, and to
help employees plan self-improvement programs.
Although these employee evaluation programs are probably familiar
to most here today, a brief description might be desirable. In order
to evaluate, there must be a standard against which to measure. Job
descriptions are used by most firms to accomplish this. These appear in
many forms—some are short; others are lengthy—but in general they
attempt to categorize positions into functions and responsibilities, iden
tifying the reporting chain and establishing functional relationships in
herent in the organization. Periodically each person’s performance is
reviewed by his superior (and/or superiors) . In most firms this occurs
annually. Usually, in most cases, the employee also evaluates himself,
and he and his supervisor or the person he reports to compare their
evaluations and try to arrive at consensus. In many cases, others, who
are not the person’s immediate supervisor but to whom the employee
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in question has a functional responsibility, may also participate in
reviewing.
These reviews vary in form and conduct but generally, where they
are utilized, the firms use them to evaluate the person’s promotability
and capability and thereby relate to the salary. At the same time, they
are helpful in identifying needs for self-improvement, and guidance
and encouragement are offered the employee to take the necessary steps.
Where reviews show outstanding or superior performance, the em
ployee is encouraged to take advanced training to hurry his promota
bility.
Many times, such periodic annual evaluations offer opportunities
for supervisors to open discussions into conflicts existing in interper
sonal relationships between the employee and others in the firm. The
inability to get along and work with others appears to be the primary
reason for failure in industry rather than does technical failure.
In answers to the question, Does the firm utilize performance re
views?” the following summary was developed:
Percent
Yes
All firms ........................................................................ 85
Forest products ........................................................... 85
Diversified ................................................................... 86
Integrated..................................................................... 86
Pulp & paper o n ly ...................................................... 92

Those firms answering affirmatively indicated that reviews were
applied to all professional and technical personnel at the 100 percent
level. Also, these same firms indicated (again at the 100 percent
level) that suggestions for self-improvement were made to the employee.
In face of this, it is interesting to note that not all employers utilized
standardized procedures throughout the firm. Only 75 percent of the
group identified as the forest products segment had standardized pro
cedures, while 83 percent of the diversified firms standardized. Again,
firms which were nonintegrated standardized only to the extent of 71
percent.
When asked whether their firm had written position descriptions
and whether or not employee performance was measured against these,
the following percentages were developd:
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Percent
Have position
Used for employee
evaluation
descriptions
All firm s...........
Forest products
Diversified
Integrated
Pulp & paper only

77
75
86
85
72

57
53
71
77
43

In answer to a subjective question as to whether these position de
scriptions were used broadly or narrowly within the firm, 74 percent
of all firms reporting indicated they were broadly utilized; however,
the pulp and paper segment indicated their narrow use to a greater
degree—40 percent.
Let us examine briefly the types of management training, per se,
not to be confused with training courses aimed at extending technical
competency. Other than by the assimilative, osmotic process, there ap
pear to be three main routes taken by industry in developing managers:
1. Formal training at universities requiring leaves of absence; 2. short
courses given on the job or in special schools which do not require
separation from the job for more than a week or two at most; and 3.
job rotation—planned movement from one area of responsibility to
another to broaden the employee.
T he survey indicated the wood-using industry utilized all of these,
but rarely does a single firm use all three. In some cases industry con
ducts these training programs utilizing its own personnel; in others,
outside management development firms are employed to perform the
task. In still other instances, visiting university staff members provide
the training, although this is more common in programs aimed at
developing technical competency. Primarily these development pro
grams aim at improvement in one of several of the following: com
munications, decision making, business and financial competency, man
agerial theory and administrative applications, and sensitivity training
and interpersonal relationships.
T he above is a generic breakdown in management categories. Specifi
cally included are such things as leadership training, long-range plan
ning, budgeting, return on investment, public relations, measures of
management, safety, and a host of other subjects.
None of the companies depended entirely on outside-the-firm pro
grams for management development, the majority using both inside
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and outside programs. T he percentages developed in answer to the
question as to how management training was handled are:
Percents
Entirely within Outside and inside
All firm s....................................................... 24
76
Forest products .......................................... 31
69
Diversified .................................................. -0100
Integrated.................................................... 7
93
Pulp & paper o n ly ..................................... 40
60

Management is a complex entity. It is so recognized, and the extent
of this recognition determines to a large degree the complexity of the
programs. Let us go back to the generic list previously mentioned to
see what levels of participation in each is indicated for our southern
forest industry. This is shown in Table VI.
When questioned whether or not the firm encouraged postgraduate
studies at a university for employees, 70 percent of the forest products
firms answered “no.” Conversely, the diversified firms answered “yes”
63 percent of the time. For integrated firms, 50 percent said they did,
and nonintegrated firms said “no” 70 percent of the time.
Fifty percent of the forest products firms that said they encouraged
postgraduate studies for employees said they would grant leaves of
absence; 100 percent of the diversified firms said they would. Only
39 percent of forest products firms indicated they would grant financial
assistance, while again 100 percent of the diversified firms so indicated.
While a number of firms indicated they would share costs to the extent
of paying for tuition and books, few firms indicated they would offer
salary continuance while full-time formal education was in progress.
Apparently we have not yet progressed to this degree of sophistication
in our management development training in forest industry.
There are a number of graduate schools of business administration
offering management and business training courses of from two to
four months duration to company executives. Foremost among these,
Harvard, Chicago, Columbia, Pittsburgh, and Stanford come to mind.
Quite a few respondents indicated that their firms took advantage of
these opportunities for executive training (43 percent of the forest prod
ucts and 57 percent of the diversified so indicated). However, only 23
percent indicated that they had in the past or would in the future send
foresters to such schools.

Extent of management development programs for
employees for categories by percent of industry types
Business & Managerial theory
Decision
financial & administrative Sensitivity
training
application
making
competency
Communication
22
68
54
64
All firms .......................................................
68 .....................................
18
64
50
61
64
Forest products..................................................
43
86
71
86
71
Diversified...............................................................
69
33
62
77
77
Integrated....................................................................
19
48
62
67
62
Pulp &paper only ...

Table VI
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On the other hand, these same respondents indicated they encourage
participation in courses and training programs aimed at improving
technical skills to the extent of 97 percent.
In the m atter of rotating supervisory personnel from one job to
another within the firm to broaden the individual, the statistics for
this are:
Percent
All firm s........................................................................................ 62
Forest products ............................................................................ 57
Diversified ................ .................................................................... 86
Integrated...................................................................................... 69
Pulp 8c paper only ................................................................... 57

And, finally, respondents were asked if participation in management
training was done selectively or broadly applied to most technical per
sonnel. As you would suspect, three-fourths of the firms stated participa
tion was done on a selective basis; however, the diversified firms in
dicated 83 percent of the time it was done broadly.
And, thus, we come to the end of the data. W hat does it mean and
what can be said regarding management training in forest industry?
Foresters employed in industry are part of the industry’s technical
community, and we hear almost constantly about the shortage of techni
cal manpower. While we see this shortage referred to most often in
relation to engineers and scientists, it is also true of foresters. J. O.
Cantrell, presenting a paper at the Seventh Conference on Southern
Industrial Forest Management (1966), observed that “it appears that
recruiting in the next few years is going to be a tough job. There will
not be as many foresters available as employers would like to hire.”
This, to me, means that industry will be forced to become more ef
fective in recruiting technical people, and at the same time utilize
more effectively and productively that technical manpower which it
does have.
William Aiken, (1968) a Union Camp vice president and former
president of TAPPI, wrote concerning this utilization of technical man
power as follows:
American industry has not used all of its technical people to the best
advantage. . . .
Both industry and the technical man in industry are to blame for this
sad state of affairs. If every (technical man) entering industry would grow
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to the level of his potential, and if his abilities were used to the best ad
vantage by industry, we would probably have no shortage of technical
manpower. . . .
. . . the new college graduate is at the peak of his career as far as self
esteem is concerned. H e will never again be so smart. T his has probably
always been so to a degree, but it is accentuated today by the short supply
. . . a transition is needed for him to realize that a great deal is also expected
of h i m . . . .
W hen many of us got out of school, the approach was a direct one.
Often it was a labor job . . . to break us in, and many times the emphasis
was on “break.” Now a broken spirit may be all right for a plow horse,
but in a race horse the challenge is to retain his spirit but get him running
the way you want him to run. T his is a harder job, and more effort is
needed by most companies to get the new graduates started in the direction
o f the most productive career . . . one simple and effective way is to give
the new graduate a challenging assignment soon after his arrival . . . a
man challenged to the lim it of his ability will be off and running with a
minimum of transition problems. You will be surprised how productive he
can be. H e will be surprised how much he has yet to le a r n .. . .
Industry compounds the technical manpower problems by using techni
cally trained men in jobs that a good technician could do, by using techni
cally trained men in technical jobs for which they are overqualified, and
by not growing men into larger capabilities by training them and stretch
ing job assignments.
All of these practices make it easy for the technical man to settle down
into a comfortable, nonchallenging rut and gradually deteriorate in
technical competence. . . .

W hile Mr. Aiken was speaking primarily from the standpoint of
engineering, we can add “amen” to these statements as they apply also
to our profession.
T he information developed as a result of the survey on which this
study is based indicates the strong trend on the part of forest industry
to overcome deficiencies in managerial development. There is an in
dication that as companies diversify and integrate, participation is ex
panded; but, and this is the point, industry can do little unless there is
sufficient motivation on the part of the individual to help himself. One
respondent wrote me as follows: “I have, however, been disappointed
in the attitudes of some young foresters who seemed to have the feeling
that all of the responsibility for their success or failure rested with
the supervisor and employer merely because he was able to present
impressive credentials when hired.”
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A company can do much for the individual, but the desire and willing
ness must be supplied by the individual. If one feels neglected by the
firm in managerial development, there is much he can do to help him
self. There are numerous management development courses that are
available through the mail. Every business magazine carries advertise
ments regarding them. T he American Institute of Management offers
a comprehensive one to name one example. In addition, read. It’s some
times amazing what you can teach yourself. And, finally, it has been
recommended by some that if you find your job doesn’t challenge you—
move. But do this only after a careful examination not only of your
job but also yourself and after full discussion of the situation with your
supervisor.
T he survey indicates what is being done today; however, the obvious
question is what can the profession itself do in this area. Are the schools
of forestry meeting their responsibilities in the area of management de
velopment? Insofar as the forestry schools are concerned, expanded
managerial development can be done in one of two ways: (1) at the
sacrifice of technical instruction, or (2) by increasing the time spent
obtaining the undergraduate degree.
I think it would be very difficult to convince forestry school deans
(let alone a large segment of foresters) that technical competency
should be compromised. Be that as it may, real managerial competency
will be developed after the undergraduate years and in dealing with
real-life situations and live, kicking individuals. A broadened base of
education may be desirable, but any sophisticated degree of formal edu
cation in professional management would substantially erode the techni
cal background. A discussion of this is beyond the scope of this paper,
but I ’m throwing it out for your consideration.
For the future, I think we will see even more attention given to man
agerial development by industry and more money and time allocated
to accomplishing this end. And foresters as part of the management
team can expect full and equal participation.
Discussion
Question:

Mr. Tucker:

Should forestry undergraduates be general, then spe
cialize at the graduate level? Or should there be strati
fication at the undergraduate level?
Most industrial foresters tend to favor a broadened
general undergraduate base as opposed to specializa
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Question:

M r. Tucker:

Question:

M r. Tucker:
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tion at this time. Even on this basis, the forester in
industry will probably spend 80 percent of his time
utilizing only about 20 percent of these undergrad
uate courses. We would be ahead of the game if we
could identify the areas represented by the 80 percent
and concentrate on these. This is somewhat an im
possibility as it will vary so widely among employers.
Generally speaking, areas needing greater attention
are human relations, economics and finance, and de
cision making.
Please list or enumerate examples of integrated and
diversified companies that you referred to in your
paper.
First, the classification into diversified or integrated
categories was made by the firms themselves; they
classified themselves. Second, when the questionnaire
was sent out, I told the respondents that individual
companies would not be identified. However, in this
case I don’t think I would violate this pledge by
citing an example of both.
You recall that by definition used in this paper,
a diversified concern was one which used, as a signi
ficant raw material, something other than wood. Such
a firm is Continental Can to cite an example. This
company manufactures large quantities of products
from metals, glass, and plastics in addition to products
derived from trees.
An integrated company was cited by definition as
one using primarily wood as the basic raw material
source, but from that wood manufacturing an array
of products—paper, board, lumber, plywood, chemi
cals derived from wood, etc. T o cite an example—St.
Regis Paper Company.
W hat means are employed by managers in determin
ing a person’s personality and talents? Have you
observed the science of handwriting analysis (graphanalysis) being employed in the wood-using industry
to aid in the talent and personality determination?
Since the survey that I made did not contain specific
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questions relating to this question, I would be amiss to
venture a quantitative answer. Generally, the day- to
day contact and observation of the individual on the
job is the time-tested method used. Larger, more
sophisticated industry has been utilizing industrial
psychology to an increased degree to obtain informa
tion regarding their employees’ potentials. T he tools
and techniques vary, I am sure. I do not know nor
have I heard of anyone utilizing handwriting analy
sis, specifically in the forest products industry, for
this purpose.
Our personnel department says that an oversupply
of new foresters leads to the low starting salaries for
foresters. He said that raising grade requirements
for foresters to graduate (such as has happened with
engineers) would help this situation. W ould you
please comment?
I pose a counter question. By what criteria does a
personnel department determine when an “oversupply” exists? W hat is an oversupply? It seems to
me there can be an oversupply and, at the same time,
an undersupply. If foresters are hired only to mark
timber, plant trees, and fight fires then for those
companies who utilize their trained manpower only
for these or similar tasks, there may be sufficient man
power to be had for a nominal fee. But, if a higher
potential is required there can exist a shortage within
the numbers of sufficiency simply because those spe
cific types of individuals are missing. Why are they
missing? Well, for one thing, forestry education is
to blame. It can be argued that it has not set its stand
ards high enough in the past. On the other hand,
employers have been blamed for failing to offer chal
lenging assignments to the new graduate and to
stretch the individual. And finally, the individual is
to blame, by accepting his “lot” in the scheme. T he
whole problem is one of cause and effect. It can be
said that “because” of low pay and low motivation
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the individuals with high potential are not attracted
to the profession and go elsewhere. But, it can be
argued with equal vigor that the pay and motivation
are absent because of the lack of superior types of in
dividuals with talents to solve problems.
All of this is interrelated. Perhaps we (foresters)
have a professional inferiority complex. If we don’t
think highly of ourselves then we certainly can’t ex
pect others to. I think we may need to boost our profesional ego. Any forester who settles for less than
what he thinks he is worth is really only worth that
lower figure. He has, in effect, said, “I agree, this is
my real worth.”
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MANAGEM ENT DEVELOPMENT IN
THE PETROCHEMICAL INDUSTRY
M . B. C A R M IC H A E L
Enjay Chemical Company

There’s not a great deal of difference between the development of man
agers in the petrochemical industry and the development of managers in
any other kind of industry. We deal with chemicals and you deal with
wood products or forest products. T he people up north of us in the
Baton Rouge industrial community deal with aluminum products,
and so on, with everybody busy putting out his own brand of produc
tion. When you get down to it, we’re all trying to develop people who
have the knack and the know-how of getting others to work effectively
within the framework of a particular organization. Even though I will
talk about my particular company and industry, this really is a discus
sion of management development in general, not just for the petro
chemical industry.
As I see it, there are several steps—or phases—in the development of
management people. First, you have to recruit—go out and hire people.
Second, you have to see that these people are given initial assignments
that will interest them. Next, you have to move these people from job
to job to give them a variety of business problems and a variety of
people to work with. Then, you have to see that they get some kind
of outside training, something in addition to the training that relates
to their job, or to getting the work done. As the new employee moves
along, you have to evaluate his performance. Obviously, you have to
promote people as they demonstrate that they "cut the mustard” and
are ready to move on up the line. Finally—and this is especially true
of large corporations—you have to transfer people in order to make
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room for new talent. In most big companies, whose operations cover the
whole world, it is almost inevitable that people who demonstrate a
high degree of management potential will wind up being transferred
away from the particular segment of the organization in which they
began their careers. Let’s examine each one of these steps and see what
is involved. Remember that in any organization, the better these steps
are carried out, the better done is the job of developing management
people.
T o begin, let’s talk about “recruiting.” T he first thing you have to do
in setting up a recruiting program for any organization is to make up
your mind as to what kind of young people you’re looking for. By this,
I mean what kind of academic background or academic training are
these young people going to need to fit into the organization and fill
your needs for management people in the future. Now, once you’re de
cided on the disciplines that you’re looking for, the next thing you
have to decide is how much importance to place on pure academic
achievement and “total performance” in the school attended. In other
words, you have to determine if grades will be the predominant factor
influencing you to hire new people, or if it will be a combination of
grades plus participation in extracurricular school activities. This de
cision about the importance of grades versus the importance of “other”
activities is an extremely vital one. Good grades can be an indication
of intelligence, perseverance and, perhaps, other qualities. However,
a young man who is going to rise in management ranks has to have
some of those qualities that are normally possessed by the so-called
“big men on the campus.” T his ability to get along with people, especial
ly to lead and direct other people is an extremely important asset that
should be looked for in people who are being groomed for top man
agement jobs. So, you decide what disciplines you’ll look for, you decide
the importance you’ll give to grades, and the importance you will give
to “other” activities.
T he next thing to decide is which schools you’ll visit to look for
these new employees. You can cover the field and visit schools in the
North, the South, the East, and the West, or you can concentrate in
the region where your particular operation is located. W hat you decide
relative to this question will naturally be greatly influenced by the
history of the organization that you work for. There is one importat
point to remember in selecting schools, no m atter how you do your
picking. Some conscious attempt should be made to narrow down the
number you’ll visit. If you spread yourself too thin in recruiting talent,
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you’ll do yourself more harm than if you leave out a couple of schools.
So, pick some schools where there are people of the kind you’re looking
for, but pick only the number that you can handle with the interview
ing staff that’s available to you. Then, do a good job of that! In our
company, the school interviewers are line management people and not
professional recruiters.
But recruiting doesn’t end there. You have to set up some kind of
program to broaden the contact with the young people who impressed
your campus interviewers as “hot prospects.” T his is done by extending
invitations for plant visits. Then, you have to go further. You have
to develop some kind of program at the plant that will do two things.
First of all, you have to try to find out to the best of your ability whether
or not the interviewee has the qualities you’re looking for and is the
kind of fellow who will fit in your organization. Second, you have to do
a “selling job” on him, especially in today’s market where bright, young
college graduates are so much in demand. I t’s very important to make
a good impression on the man, especially if he’s the kind the company
wants to hire. Many companies that were equipped to offer a fabulous
career and a fine future to a young man have lost out on that fellow,
simply because the in-plant interview program was unimpressive or—
worse yet—unfavorably impressive to the man!
Let’s talk now about the second step, which is the intelligent assign
ment of new employees to initial jobs. You have two basic approaches
here. On the one hand, you can assign a new man to an old-timer, or
to any experienced employee in the same general type of work, and
let the new man work under the guidance of this older man for awhile.
Then, using this “apprenticeship” approach, you could keep him there
until you feel he is at the point where he can function on his own. On
the other hand, you can tell the young man: “You can have as much
help as you want. When you’re in trouble ask for help. When you need
guidance, or you need questions answered, your associates will be glad
to help you. But, nobody is going to volunteer to give you help. You’ll
be given a job assignment—then, it’s up to you whether or not you sink
or swim! You either make it on your own, deciding for yourself when
it’s necessary to ask questions, or when it’s necessary to seek help from
others, or you don’t make it!”
Now, this is where the petrochemical industry, at least the plant where
I work, may differ from a number of other organizations. You see, we
believe in this “sink or swim” approach. And we practice it. We give
a brand new man a real job with real problems to be solved, real chal
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lenges to face, and let him work entirely independently. He reports to a
supervisor the same way that older, more experienced employees re
port to a supervisor—in many cases the same supervisor! T his can be
pretty tough, but we’ve found over the years that it stimulates young
people. It throws a challenge at them which they seem to enjoy, and it
demonstrates to them that we have confidence in their ability to dive
in and get the job done. We prevent major blunders through the usual,
normal filtering that you have in any organization. T he supervisor of this
new young person will know—or if he doesn’t know, the next level up
will—whether or not he’s proposing something that doesn’t make sense,
or that just simply won’t work, or that’s impractical. So, in the process
of reviewing the new m an’s work, we’ll catch or nip in the bud any
mistakes that otherwise might cost money or cause some kind of trouble.
We prefer this approach because we’ve found from having seen the
results of both methods that it’s a lot better than the “apprenticeship”
approach. If a man has the potential to become a top manager, he de
velops a lot faster through the use of the sink or swim approach. So,
admittedly, there are two techniques to this initial job assignment. How
ever, the important thing to remember is that no m atter which one
you select, you’ve got to give the man something that he can recognize
as a real job, a real problem to be solved, and one that presents some
challenge to him. If you sit him down and give him some routine job,
in which he’s not allowed to exercise any independent judgment on
his own, he’ll probably become disgusted and quit. T he better man
he is and the better management material he’d make down the road,
the more likely he is to quit if you use the apprenticeship aproach in
stead of the sink or swim approach.
T he third step in the development of managers is rotation, or moving
an employee around from one job to another. T he reason for doing
this is that it gives the employee depth of experience, which enables
the new man to get a better mental grasp of the entire organization—
a better total picture of what’s going on. It also gives him breadth as
a result of his exposure to different kinds of work and people and to
the various functions that are performed within any organization. In
the beginning of a m an’s career, it is desirable to keep him for awhile
in a field where he can actually use and supply the specific education
that he got in college. But, after he has been in the organization awhile,
say just a year or two, we in the petrochemical industry don’t pay too
much attention to what the m an’s discipline was or what his academic
background was. We’ve found, again from experience, that moving
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people into other areas like this is an excellent way to accelerate their
development and give them a breadth and depth of experience that pays
off in the long run.
T he important thing to remember in rotation is pretty much what
you had to remember in picking an initial job assignment. You can’t
take a man out of one job and move him into another job, and expect
him to be happy and to perform with enthusiasm and with interest,
unless he can see a difference in the new assignment. He must also see
an opportunity to assume more responsibility. For example, let’s say
a man is in Engineering Group “A”. Now, moving him from there
in to Engineering Group “B”—the same kind of group doing the same
kind of work—doesn’t represent a meaningful, interesting rotation for
the man. You’ve got to give him either a new kind of work, an entirely
different class of people to work with, or an entirely different segment
of the plant to operate in. He must also understand that he carries the
responsibility of his new assignment and is not just a trainee.
Rotation ought to satisfy two things. First, it has to fill any gap in the
organization that needs filling, because there’s a job to be done. Second,
it ought to try to provide training for some young fellow on the way
up in the organization. When you provide rotational training like
this, you don’t always wind up filling a slot with the best qualified man.
You must remember that in an on-going dynamic management develop
ment program, you’re often looking at potential—or what you can
see a man achieving five or ten years down the road. Now, very often
this forces you to fill a vacancy with some young man who isn’t nearly
as well qualified from an experience standpoint or as competent for
that particular job as maybe a dozen other men in the organization.
But, since he has the ability to go beyond that level and on up into
the higher echelons, passing him through that job is very important
to his development.
T he fourth step in the development of a manager is what we call
“other” training. A man needs two broad types of training to develop
as a manager. First of all, he needs to learn his job, and to develop
company know-how, job know-how, and industry know-how. And he
needs to be given an opportunity to deal with people, all kinds of
people, so that he can develop his communication skills and his ability
to “size up” people in general. We at Enjay use two avenues for giving
a young man this kind of “other” training.
One avenue leads him into civic and community affairs. For example,
when a man begins with us, say as an engineer, we encourage him from
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the very start to participate as a worker in United Givers, Junior Achieve
ment, Boy Scouts, and other civic and community organizations. Finally,
as he progresses up through the ranks in our organization, we continue
to encourage this kind of participation. We’re delighted to see an em
ployee serve as a committee member, then as a committee chairman,
and eventually even as a board member. T his gives him valuable contact
with people who are not in our industry and who don’t look at things
the same way and solve problems in the same way that we do. This kind
of contact helps a man to develop broad-mindedness and open-minded
ness. He soon reaches the point where he recognizes that there are
many ways to solve a problem and that the way it’s done in the petro
chemical industry is not necessarily the only way, or the best way. Finally,
this civic participation gives him an excellent opportunity to appear
before groups and to make public speeches, to participate in meetings,
and to run meetings. All of this—the ability and know-how he picks up
in working with people—helps to shape him into an all-round, effective
manager.
The second avenue for “other” training is what you might call the
“company” avenue or the “industry” avenue. W hat we do is to involve
the new man in company programs. He may start as a host in our re
cruiting of new employees. Eventually, he may become an interviewer,
visiting universities to select prospects for us. We may involve him in
orientation programs, first, as a listener to be oriented, and later on
as one of the lecturers, instructors, or speakers. We involve him in various
committee work, putting him on as a member of some committee, letting
him eventually work his way up until he becomes chairman of some com
mittee. We give him an opportunity to perform as a speaker, locally
here at the plant, later at other locations in the company, and eventually
even at general public gatherings. We encourage him to attend meet
ings as a participant, and finally, when he’s ready, let him serve as
moderator or chairman of certain meetings.
All of these are types of “other” training. T he two avenues that we
use have a few things in common. They both expose the new employee
to people. They both force him to learn to deal with these people—
people who outrank him, people who are his peers, and people who are
beneath him organizationally. T his kind of training is indispensable to
anybody who hopes to go up the ranks of management in a large or
ganization and become a top leader.
W hat is the fifth step? It is evaluation of performance. Here again,
the petrochemical industry is probably not too different from a lot of
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other industries. We recognize that the evaluation of a m an’s perform
ance is an extremely important part of management development.
As a result, we give it the necessary time and attention. Further, we
recognize that it has to be a continuous process, not something you
can do only when there are vacancies to be filled. It has to be something
that everybody is aware of, that is going on all the time. In the petro
chemical industry, we feel that the man who is primarily responsible for
evaluating another man is his immediate supervisor. He is the one whom
we look to come up with the initial written evaluation, or the first at
tempt at saying whether or not this fellow is measuring up. Now, to
help learn who’s best and who’s worst in the organization, we use the
“ranking” technique. It works this way. Each supervisor ranks the
people under him. If he is a man who has ten people working in his
group, he arranges these ten from one to ten, the man being ranked
as No. 1 being the best man, and the one being ranked as No. 10 being
the worst man in that group. Now, this doesn’t say necessarily that No.
10 man is not a good man! It simply says that he’s the least good in the
group where he happens to be.
Now, we try to come up with these rankings in two ways. First of all,
we look at a m an’s demonstrated performance, i.e., how well he is doing
on the jobs that are assigned to him. Second, on the basis of what this
fellow has done and the ability he has demonstrated, we ask ourselves
how high we think he can go in the organization. Then we give weight
to this potential that the man has demonstrated. Each group head sends
his ranking list on up to the next level, where the lists are consolidated.
Finally, you get to the top of the plant, with one list for the whole plant,
ranking all of the professional people from top to bottom. T o come up
with this combined list at the top calls for a lot of discussion among
the supervisors who do the ranking. We all recognize that this approach
is by no means perfect. But it does represent an effective way to identify
the most promising and the least promising members of the organiza
tion. Because of the way we handle this in the petrochemical industry
a large number of people have voice in the final ranking order. It is
impossible with this system for any one man to dictate where an em
ployee will wind up on this ranking list. T he order of ranking winds
up being the combined judgment of a number of people. Obviously,
this ranking list also provides us with information on people whose performace is lagging. So, we use it as basis for talking to some of our lowpotential employees about improving their performance.
The sixth step in the development of managers is promotion. Now,
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in the petrochemical industry, like in probably most other industries,
there is no hard and fast pattern for promoting people. Promotions
become possible in the first place because people move out somewhere at
the top, through retirement, through death, through transfer, or through
resignation. And only when movements out occur, or when an expan
sion is creating new vacancies, is it possible to promote people at the
bottom level. The promotion schedule in the organization ranges all
the way from taking five or six years for a man to get his first promo
tion, to receiving it after about a year. This doesn’t necessarily mean
that the man who gets promoted after a year is a smarter fellow than
the one who has to wait five or six year. Very often, timing has a lot
to do with it. In every business organization there are ups and down
in the opportunity cycles. W hether the cycle is an upswing or a down
swing determines how long people have to wait for their promotions.
At any rate, the key features of a promotion system ought to be these.
First of all, the man who gets promoted should be the best man for the
job, as a result of his performance evaluation. Then, his promotion
should put him into a different kind of work or with different kinds of
people, to give him breadth of experience. Just as you have to keep
the over-all interest of the total organization in mind when you rotate
people, you have also to keep the over-all organizational interest in
mind when you promote people. This means that sometimes to fill
a vacancy, you’ll promote a man who is not necessarily the best man
to fill that particular vacancy. But, he w ill be the best man around that
you can see who has to go through that vacancy, or through that level of
the organization, in order to reach the level he will eventually get to.
This brings us to the seventh and last step in management develop
ment—transfer away. No plant management really likes to give up its
best people. But, in today’s large corporations it is something that has
to be faced—it is just part of the game. There always seems to be a neverending need for talent in most corporate headquarters and they general
ly want the best people you have. And it’s not just for people who are
needed to become members of the board of directors. All kinds of talent,
at all levels in the organization, are needed. In the petrochmical in
dustry, we really have two types of managers—managers of people and
managers of knowledge. “People managers” rise through the normal su
pervisory ranks, making their contribution by directing the efforts of
other people. “Knowledge managers” develop a very high degree of
professional skill in some field or area, and are rewarded through ap
propriate salary treatment as they grow and assume more responsibilities.
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Both these types of managers are people who have picked up valuable
know-how by working at the grass roots level in an organization. This
field experience is what qualifies them for headquarters' jobs with
more responsibility and more money attached.
Whenever any of us feel a little unhappy about having to give up so
many of our good people, we sit back and ask ourselves, “W hat in the
world would you do if you didn’t have this continual movement out
and up of capable people?” Then, we realize that all the dynamism with
us today would evaporate, and that we would be in a situation where
you hired an office boy only when the president diedl Finally, we realize
that this continual drain on us for good people is the highest possible
compliment that can be paid to an organization.
Discussion

Do you have any problems with personality conflicts,
or personal likes and dislikes where a single supervisor
ranks his subordinates?
M r. Carmichael: Yes, but the impact of this can be minimized by get
ting as many supervisors as possible to rank people.
There will be enough cross ranking to show up serious
conflicts.
T he key to minimizing the impact of personality
conflicts and personal likes and dislikes is recognizing
that every person has prejudices to some degree. By
recognizing that this is a fact of life, the over-all im
pact can be minimized.
If we suspect that these factors are influencing the
ability of a supervisor to work effectively with an in
dividual and properly rank the individual, we will
transfer one or the other to a new assignment. Since
we have indications of the performance of other super
visors, we can rather quickly determine if a man has
not been properly evaluated.
Question:

THE FORESTER A S A MEMBER
OF A MANAGEMENT TEAM*
JA M E S G. Y O H O
International Paper Co., Inc.

The opportunity of having the last word is always very intriguing in
any discussion. However, the advantages associated with that often
coveted last slot tend to be dissipated in a situation which calls for a
paper to be prepared in advance without the benefit of seeing any
of the other papers. And in a symposium on a subject where the lines
of separation among the assigned topics are necessarily quite vague,
the possibility of redundancy increases immeasurably. However, the
points which are about to be reiterated are likely to be ones which war
rant emphasis. Also, let us hope that the variety of ways in which these
more important notions have been articulated will help them to be
better understood and appreciated.
* In the formulation of this paper I am deeply indebted to the following persons
for responding to my plea for suggestions. Their ideas were particularly helpful and
in many instances their expressions helped immeasurably to crystallize my own
thoughts. Nevertheless, it is the author alone who must assume full responsibility
for all that has been said in this paper. T he respondents were: Mr. O. G. Traczewitz,
Manager of Woodlands, and Mr. Richard D. Russell, Staff Analyst, Southern Kraft
Division, International Paper Company, Mobile, Alabama; Mr. Harold S. Winger,
Assistant to General Manager, W oodlands and Dr. Norman Hungerford, Analyst,
International Paper Company, New York, New York; Mr. Kenwood C. Nichols,
Plans and Surveys Section, MacMillan Bloedel Products, Inc., Pine H ill, Alabama;
Mr. James G. Rowbury, Staff Forester, Scott Paper Company, Philadelphia, Pennsyl
vania; Mr. Robert S. Hyde, Director of Forestry, St. Regis Paper Company, New
York, New York; Dr. Adrian M. Gilbert, Director, Division of Programs and Special
Projects, U. S. Forest Service, W ashington, D. C.; and Mr. Bernard L. Orell, Vice
President, Weyerhaeuser Company, Tacoma, W ashington.
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T he position I have taken in this paper in discussing the forester
as a member of the management team is to address myself to this ques
tion: How can the forester become a more effective participator on such
a team? T his question in turn suggests the need for a definition or
measure of effective participation. It seems to me that an evaluation
of effective participation must be tied to the ability of the manager to
mesh his judgment with that of the other members of the team so as
to increase the decision-making efficiency of the whole management
unit in furthering the interests of the organization while, at the same
time, facilitating the career advancement of the individual participator.
It definitely should not simply focus on the ability of the aspiring man
ager to sell the nonforester members of the managerial team on more
forestry. Instead, effective participation calls for both give and take
which, in turn, demands both appreciation and understanding of the
points of view of the other members of the management team.
In preparing this article I have drawn heavily on my several years
of experience at Duke University in directing the program in forestry
business. This program was designed to train foresters for decision
making assignments leading to greater managerial responsibility. In
operating the program, I functioned essentially as an economist playing
the role of the “Devil's advocate” in questioning some of the “conven
tional wisdom” of forestry. It was a role that required leaning over
quite far in trying to point up the forestry biases of the young foresters
in the program and in trying to impress them with the necessity of
being objective business analysts. In the process, I expect I probably
developed a few bias habits myself. Forgive me, therefore, if I appear
too harsh on forestry.
Here at the outset of this paper I should like to recognize, with
thanks, the assistance I received in its preparation from a number of
foresters throughout the country who have been quite successful mem
bers of the management team, serving in various managerial capacities
with large forestry organizations. These are people in the ranks of
both government and industry and the suggestions they offered proved
extremely helpful. All of the statements which I borrowed directly
from these folks have been quoted anonymously, as several of the re
spondents requested. T he names and positions of those who were partic
ularly helpful appear in the footnote on the first page of the paper.
It should also be explained that in developing this paper I have
taken an essentially critical point of view. This, I have found to be
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both natural and efficient. It is natural because I have long abhorred
the fact that so few foresters have actually made the grade as members
of the top management team—a fact which motivated me to found the
forestry business program at Duke. It is efficient because it is simpler
to point out why foresters have failed to populate the managerial ranks
than it is to spell out positive remedies for the malady. T o do justice to
a positive prescription would demand the development of several
college courses in their entirety. Through the negative approach I hope
to stimulate a few foresters to seek the knowledge in depth which they
need to become real members of the management team, or perhaps
even leaders of that team.
Perhaps it should also be pointed out, though it will soon be evi
dent, that the general assumption throughout this paper is that we
are dealing with an industrial management situation. Specifically, I
have ordinarily envisaged a wood-using, industry-type setting involving
objective business-type decisions concerning natural resources, usually
timber land. But for those with different backgrounds and interests, I
hasten to add that I do not think this assumption is nearly as restrictive
as it may first appear. W ith a little reflection, it should be evident that
the discussion which is generated under these assumptions is just as
applicable to governmental, or even academic situations, as it is to an
industrial setting. Accordingly, I shall not take time in each instance to
draw the parallels which exist between these companion areas.
FORESTRY PROFESSIONALISM, EDUCATION
AND TH E MANAGERIAL CAREER

I earlier mentioned my abhorrence of the fact that so few foresters have
been successful in breaking into the management team or in becoming
leaders of that team, particularly at the top levels of the managerial
hierarchy. And this is a matter which apparently bothers many of the
leaders in the forestry profession, too, judging from the anguish one
usually hears expressed at professional forestry meetings over the lack
of influence professional foresters seem to have in almost all manner
of natural resource policy decisions.
One of the respondents to my plea for ideas for this paper expressed
it this way: “Foresters as a group are apologists. They feel they ought
to be members of a management team, loudly proclaim this to themselves
and their professional associates, but do little to really identify the
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necessary qualities and then do something positive to achieve them.
This psychological climate tends to put them in the professional rut
and there they stay.”
No doubt the selection of the topic for this symposium is also an
outgrowth of the type of feeling that I have just described. But after
involvement with this problem for several years, I am convinced that
the question of concern has invariably been misstated by a full 180 de
grees. Instead of asking why so few foresters have made the grade in
the managerial ranks, the real question should be: How have so many
been able to make the grade, given the total traditional upbringing of
the forester? In phrasing the question in this way, I realize that I run
the risks of drawing the fire of many forestry educators. But since the
facts are unassailable, I have no hesitation.
Improving the historically poor probabilities of moving foresters into
the managerial ranks and increasing their chances of success once they
get there must focus on two broad areas—selection and training. The
attraction and selection process which precedes the entry of young
people into our schools of forestry has been discussed at great length
among forestry school executives and in the literature. Accordingly,
we are justified in passing over it very lightly at this point and alluding
to it superficially at other points in this paper. It should suffice to remind
you, therefore, that forestry appeals to young people who seek to lose
themselves in the beauty and marvels of nature in the great out-of-doors
and who prefer to look to the back country for adventure. Similarly,
forestry tends to repel the young personality who yearns for the op
portunity to battle his way to the top of a government bureau or to de
velop or sell his plan for profitable industrial expansion in a walnutpaneled, corporate board room. This negative attraction that forestry
exhibits for managerial aspirants has often been ascribed to the image
of the forestry profession, an image usually described as poor or lowly.
And in this image-conscious age, it would be hard to quarrel with such
an explanation or to doubt the remedial impact that could arise from
wholly successful efforts at image building like those which have often
been suggested within the forestry profession.
T he image-building effort required to attract young men with greater
managerial potential into forestry offers all of the profession, and
particularly the academics, an almost insolvable problem. The difficulty
is one of getting off dead center. If more foresters were to find their way
into responsible managerial positions, they could serve as an attractant
for young people who have the drive and ambition required to reach
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the top. W hat is the best bet for achieving a significant breakthrough
in this vicious circle? The answer has to be the schools. The prospects and
possibilities of the schools’ rising to this challenge are explored in the
next several paragraphs.
This brings us to the matter of training. And when we think of train
ing in forestry we immediately think of the academic environment af
forded by a large university, with all of its attendant encouragement
to seek the truth. But this I fear is somewhat of an illusion because
foresters, like the majority of those graduated by an institution of higher
learning today, are trained in a program directed by the professional
school which is invariably staffed by professionals. T his provides the
opportunity needed for the basic tenets of the forestry profession to
influence the instruction offered in the forestry program. Consider,
for example, the conservation ethic—a fairly descriptive term we might
appropriately use to describe a bundle of the forestry tenets which
profoundly influences our profession and which in at least a subliminal
fashion permeates the young forester’s entire educational experience.
Eventually, what ordinarily emerges from our forestry schools is a
product whose goals are closely allied with the traditional aims of the
conservationists and many miles apart from those of the business school
graduate of the same university.
As another of those who responded to my inquiry on this subject ex
pressed it: “A member of the modern management team must become
a candidate for this position during his undergraduate and/or graduate
education and his first five or ten years of experience. If administration,
finance and economics are not an integral part of his environment
during this period, then he becomes biased as to how things can most
easily be done, rather than how they should be done most efficiently and
economically.”
Essentially what I have been trying to say here is that formal forestry
training begins with a raw product who has chosen forestry because
he has abilities, inclinations, and ambitions almost exactly opposite
those held by young people with strong managerial aspirations. He
next encounters the professional school with a faculty, steeped in tradi
tional forestry thinking, that does little to motivate him toward higher
managerial aspirations or to demand better preparation for eventual
managerial careers for all students. Oh, yes, you will find lip service
among forestry school faculties to correct these shortcomings. Also, they
often express considerable lament over the fact that so. few forestry
graduates have been given the managerial responsibilities which they
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are sure those graduates deserve. But you will find that in all of the tink
ering that has been done with forestry curricula over the past ten or
fifteen years, additions to the requirements which could contribute
toward producing a forester better trained for a career in management
have averaged only two or three courses. Incidentally, among the courses
added outside of the professional school, one often finds that the re
quirements for economics have been doubled, i.e., raised from one
course to two courses. Nearly everyone, it seems, recognizes that eco
nomics is indispensable to the decision-making, managerial area. But
in order to accomplish this, the traditional, biologically oriented se
quence has gone virtually unmolested.
Now all of us have often heard and heeded the old adage that a
little knowledge can be a dangerous thing. But it would seem that the
curriculum engineers in forestry have been undisturbed by such con
ventional wisdom. Apparently it is easy for them to understand that
a long sequence of courses is needed on the biological side of the picture
in order to give the graduate a depth of understanding and hence a true
working knowledge of the subject. However, when it comes to the
managerial or decision-making side of forestry, it is assumed that just
a sprinkling of exposure will do the job. Of course, I ’ll have to admit
that the 100 percent increase in the requirements in general econom
ics represents a great leap forward; but I would be very reluctant to
hand over control of my economic assets—and certainly not a million
dollar’s worth of timber land—to a person with such a level of economic
literacy.
An industrial respondent described the impact of the situation I ’ve
been trying to convey here in these words:
A major part of objective management in industry is justified through
economic gain, and generally the forester does not have a good background
in economics and finance or little interest in these subjects until he is
faced with the necessity of using such tools. Much of his experience in
finance consists of just learning to pull some information from accounting
statements and prepare budgets in the proper format. Since in many cases
accounting statements are tax oriented, reliance on such information can
be misleading unless you know accounting procedures and the underlying
implications.

It would be possible to cite many rather specific factors associated
with the professional education of foresters which have tended to retard
the advancement of forestry graduates into the managerial ranks; but
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perhaps none is more unfortunate than the misuse of terminology
through which we have long misled ourselves. Consider, for instance,
the instruction and research which has gone on under the title of forest
management. T he content of courses so labled and the research so
designated have seldom borne any relationship with either ancient or
modern managerial science. Instead, its essential concern has been with
the vegetative manipulation or biological control of the forest; and
this may indeed form quite an indispensable part of the total body of
technical forestry knowledge. I am confident, however, that exposure
to such a body of knowledge did little to enable the forestry graduate
to communicate better with other members of the management team.
In fact, it probably lured him into assuming he knew something he did
not and thereby led to a further undermining of whatever confidence
he may have initially commanded at face value among real managers.
One of those who responded to my letter soliciting advice stated simi
lar arguments this way, “Foresters assume concepts of rotation, forest
management and the like to be real management concepts whereas they
are not at all.”
If we go back further than twenty years, similar allegations can
be made about the instruction and research which the forestry schools
titled forest economics. In those days forest economics usually con
sisted of little more than the compiling of a great array of statistics de
scribing the forest resource situation. A true economic analysis of the
situation was totally lacking. Other specialty areas within forestry could
be mentioned in the same light.
A final major point regarding the education of foresters or profes
sionals of all types for managerial positions is one that has been made
many times by leading executives in business and government but it still
warrants repeating. It has to do with the necessity of developing an
individual with broader interests, appreciation, and understanding
than those ordinarily produced in the four-year, highly technical under
graduate program. This calls for a significant exposure in the total
educational process beyond the business and economic courses which
I have already cited as essential additions to the basic technical re
quirements for the undergraduate degree. It calls for some work in
the other social sciences and the humanities so as to better understand
the derivation of most of the wants of society and the processes by which
its values are formulated as well.
One of the respondents to my suggestion-seeking letter put it this
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way in quoting in part from others as well as in stating his own
thoughts:
Foresters as a group are the nicest, most stable people . . ., but they are
terribly narrow in their outlook. They think only in terms of forestry,
do not relate their profession to the complete social and economic structure,
and tend to associate socially and professionally only with their own
kind. . . . to become a member of the top management team . . . of any
organization, public or private, a person will have to have the formal
training, experience, or self-training, or all of these, to make him a gen
eralist as well (as a technically proficient professional) . . . . T h e important
element involved here . . . is the introduction to (a) broader perspec
tive. . . .
T H E ROUTE TO M EM BERSHIP ON TH E MANAGEM ENT TEA M

Now I should like to zero in a little more directly on my assigned topic,
and in this section I should like to focus on the grooming of the forester
for an impending entree to the management team from within the or
ganization. In the next section I concentrate on the functioning of the
forester as a member of that team, but the words of introduction in the
next paragraph, however, apply equally to both sections.
I should like to point out that in visualizing the development of the
manager, I have rejected the thesis William Whyte set forth in his book
T h e Organization M an and accepted in its stead Walter Guzzardi’s
notions as outlined in his Fortune magazine series and repeated later
in greater detail in his book T h e Young Executives (1965). T hat is to
say, I have assumed that it is not the aim of modern management de
velopment to mold the man so that he conforms completely to the
point of view of the organization which employs him. Modern business
and government have matured to a point of sophistication to match
the educational qualifications of the men who have risen to positions of
leadership. Those who are members of today’s top management team
feel no compulsion to conform, let alone an urge to do so. The very
concept of the management team and its presence at most echelons of
management tend to substantiate the view that criticism and innovation
are sought and not subjugated. As Peter Drucker pointed out in his
introduction to Guzzardi’s book:
Practically all of the . . . (members of the management team) see the
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very essence of their job in making their own top management change
itself and the company. An amazingly large number attribute their suc
cess to their opposition to higher authority or their defiance of company
tradition. And they do not have to conform . . . .
Indeed, reading this book, I could not help feeling that the myth of the
‘organization man’ and of the ‘corporate octopus’ reflects nothing more
than the fears of the older generation.. . . And not one (of the new manage
ment team) is worried over what big business will do to him. T hey all
ask, “What can big business do for me?” T o them the large organization
offers freedom of action, opportunities for achievement, and room for ef
fective self-expression.

In the past most foresters who have successfully risen to positions
of influence as respected members of the management team have done
so through line jobs within the operations arm of the organization. In
addition to being technically competent foresters, they proved to be
effective managers of people and their success came through getting
a job done at what appeared to be a reasonable cost. T he mission of
the organization was fairly clear to these men; thus most of their man
agement activity was of the problem solving type rather than real ob
jective management. Similarly, most of the early staff specialists attained
their assignments from line positions judged on essentially the same
criteria.
But these old and conventional avenues of advancement appear to
be giving away to a new pattern. T he new pattern which is emerging
seems to be attributable to two basic stimuli. One is the ever-growing
complexity and sophistication of business and government. T he other
is the increasing availability, on a small-scale basis, of foresters who
are acquainted with the decision-making disciplines which I have been
referring to collectively as managerial science.
The first of these changes is exemplified in business by the increasing
amount of analysis that is devoted to what was once routine, or often,
almost intuitive, decision making. This greater care is not, I assure you,
a passing fad that will only appeal to a few companies and then pene
trate only a few facets of the business. Eventually the impact of this
analytical revolution will be felt by all areas within every company
simply because of the increasing relative cost of making the wrong
decision, often through failing to weigh all of the alternatives. More
effective competition from companies who make use of these advanced
procedures will leave the balance no choice except to follow suit.
A parallel of this analytical revolution is also taking place in govern
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ment. Here there is growing pressure to apply the cost-effectiveness
techniques, first developed in the Defense Department under Mc
Namara, to the activities of all agencies as the only means toward more
efficient government in an era of increasingly complex federal budgets.
This technique now often goes by the name “program budgeting” and it
has already reached the forestry agencies.
The new breed of forester who is capable of performing the kinds
of analyses I have just described is typically a man with an under
graduate degree in forestry and a couple of years of graduate study
in some aspect of managerial science. Already they find themselves
in such great demand by forestry agencies in both government and in
dustry that they are being catapulted into staff positions in the higher
levels of management. Since these young men frequently lack much
of the cherished practical experience, there has been some inertia in
the traditional forestry organizations which has kept the pay scale for
such people commensurate with their experience rather than their
responsibilities. Unfortunately, such traditionalism on the part of the
forestry organizations has resulted in the loss of a few of these uniquely
trained young men to fields completely unrelated to forestry, simply
on the basis of their training as analysts.
Another problem in respect to managerial advancement associated
with this situation looms on the horizon in the form of a staff-line
conflict. Given the traditional line avenue for advancement in most
forestry organizations, the bright, young, ambitious staff analysts often
find themselves by-passed by less well-trained people who are more
experienced commanders. Perhaps it is true, as Antony Jay argues in his
book, M anagement and M achiavelli (1967), that the only suitable
training for commanding is to command; thus there may be a necessity
for top managerial candidates to work their way up from the smaller
units where they actually have the opportunity to command. On the
other hand, commanding calls for decision making and hence in this
increasingly complex world one must somewhere acquire an understand
ing of the principles of scientific decision making. T hat is to say, one
needs to acquire an understanding of deductive and inductive reason
ing, of the analytical tools and the technical knowledge for prediction,
and of the workings of the total economic system so as to know the con
sequences of a given action, both inside and outside of the firm.
Since most graduates become line foresters, this picture of such a
man being given increasingly severe competition for advancement from
young staff analysts may appear a bit discouraging. But this should
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not be your reaction if you are thinking about the long-term managerial
prospects for the professional forester in general. T his follows because
the avenue is open for any forester to acquire the basic training required
for the staff analyst position. And once trained, this hybrid forestereconomic analyst will be in much better position to advance to levels
of greater authority than the ordinary forestry graduate, or the general
M.B.A. graduate who is handicapped by a lack of understanding of
the technical side of forestry. W ith such golden opportunities in the
offing, one is forced to wonder why so few young foresters are rising
to the challenge.
SOME PRECEPTS FO R EFFECTIVE M ANAGEM ENT PARTICIPATIO N

Now that I have explored ways by which the forester can prepare him
self for a managerial career and have also suggested some means by
which he might launch himself on such a career, I want to pay attention
to a few points dealing with his behavior as one of the top management
team. Let me begin this very brief discussion of this broad phase of
the topic by listing the essential functions of both the individual team
member and the team as a whole. It would be helpful if these functions
were kept in mind as the discussion proceeds. They are, in about the
sequence in which they must be faced, to analyze, innovate, plan,
persuade, and execute.
W hat problems does the forester face in attempting to perform these
functions effectively? In addressing myself to this question, I have not
envisioned the ideally trained forester discussed earlier. Instead, I
have in mind the typical forester of today who has risen by virtue of
ambition, ability, and hard work to a responsible managerial post.
There seems to be almost unanimous agreement that the problem of
communication is the greatest difficulty faced by a forester in such a
situation. And this communication difficulty appears to be a two-way
one. The forester has trouble getting his points across to the other
team members and he also does not appear to have an easy time in
understanding the views of the other managerial people with whom
he must deal.
The explanations for this are numerous. They include the forester’s
poorly developed ability to speak and write effectively, his inability
to reason logically and analytically, his excessive reliance on technical
jargon and professional tenets, and finally the fact that he usually does
not know his economic ABC’s. Conversely, he often fails to understand
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other team members because he is not tuned to their points of view.
From this side of the picture his most glaring deficiences are attribut
able to his failure to keep his eyes on the business and financial aspects
of the operation. This, in turn, results in his failure to relate his activi
ties to the total objective of the firm as the others see it.
Several of the respondents to my plea for suggestions expressed the
situation something like this: Understanding one another becomes
a m atter of education and it takes a great deal of time, patience, and
hard study for the team members to educate one another to a mutually
passable level. Despite the forester’s frequent efforts to get across such
concepts as growth prediction, yield determination, site productivity,
etc., he often finds that he is poorly understood until all of the terms
associated with such concepts have been reduced to the great common
denominator—the dollar.
One of the respondents eloquently expressed the communication
problem this way:
Membership on a management team carries with it a two-way educational
responsibility or commitment. T h e forester must be willing to educate his
fellow team members on concepts basic to the practice of forestry. Dynamic
concepts . . . (of forestry and) . . . the actual justification of company
forest land ownerships are only vaguely understood if at all by others
on the team. By the same token, the forester must take it upon himself to
acquire as much working knowledge as possible of the other specialties
represented on the management team. T h e acquisition and dissemination
o f this professional information is not accomplished at one sitting but
frequently takes numerous individual and group discussions before a
mutual understanding is reached by all parties.

A special aspect of the communication problem is one that may exist
among foresters on the managerial team. I cite it here to point up the
fact that people may have common backgrounds in respect to virtually
all of the points just aired and yet fail to communicate because of dif
ferences in individual experience patterns. I refer in particular to the
forestry staff-line relationships. T he solution here calls for sincere efforts
on the part of those performing these separate functions in order to
familiarize themselves with the duties and problems of one another.
As far as being understood by other members of a typical manage
ment team, the forester would do well to recognize the likelihood that
he is the one with the foreign background. T he representatives from
manufacturing, engineering, research, and sales have backgrounds with
a great deal in common and likewise they tend to operate under similar
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conditions within the organization. The forester’s natural resource, his
labor, and his tax and production time situations differ considerably
from those with which the others are involved. This means that the
forester may have to work a little harder at solving his communication
problems than other members of the team while taking care to avoid
developing any symptoms of a persecution complex. Such attitudes not
only can inhibit communication but they often militate against the
ability of the forester to appreciate the necessity and to see the feasi
bility of a compromise solution to common problems.
As a member of the management team, the forester should anticipate
being called upon occasionally to communicate with distinterested as
well as interested parties. And these may be found inside as well as out
side of the management group. The forester’s success in dealing with
such persons will usually count heavily on the score he is given on his
managerial performance by other members of the team.
Several of my respondents were severely critical of the lack of foresters’
competence as planners. The existence of this deficiency associated with
the forester’s role on the management team seems a bit ironical when
one considers that long-term planning is the very essence of forestry.
One respondent summed up his criticisms of the performance of for
esters as managers on three major counts. These were their lack of ap
preciation of the importance of the three P’s-planning, profit, and
presentation.
A few of the respondents were also critical of foresters as managers
because they do not seem prone to act decisively. And, moreover, the
same critics alleged that foresters do not seem prepared to assume the
responsibility for their managerial decisions. These are serious cri
ticisms indeed when one considers the fact that assuming responsi
bility and acting decisively are considered very basic functions of man
agement.
SUMMARY AND CONCLUSIONS

T he average forester begins his formal academic training with little
endowment from his pre-college environment and almost no aspiration
that would encourage him to prepare for a managerial career. This
attitude finds comfort in the ordinary university requirements to which
he is subjected, and experiences little discomfort in the form of moti
vational prodding from his professional school professors.
A net result of this is the fact that few foresters have made it to the top
echelons of management where they find an opportunity to work with
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the non-forester, decision-making elements in the organizations in which
they serve. This state of affairs is often lamented in professional forestry
circles; but little wonder it exists, for with his disdain for economic reali
ties, the average forestry graduate is quite capable of guiding most or
ganizations into bankruptcy in record time.
A few foresters possessing a broad vision, however, have risen to the
top through their driving ambition, astute observation ability, and
a great deal of extra-duty study. But today there may be an easier route
for the forester to gain an entree to a managerial career. It consists
in acquiring postgraduate, in-depth training in such decision-making
fields as business, economics, and managerial science. Moreover, the
shortage of such expertise in forestry organizations has often permitted
these hybrids to enter the managerial ranks via staff positions and
thereby shortcut the typical career ladder of the line organization.
Last year I was told by a high-ranking official in a large forest-based
firm that experience in his company has shown that the forester who
eventually becomes firmly established as a “good man” in the eyes of
his professional peers throughout the region is very unlikly to rise
very high in the managerial ranks. My own observations indicate that
there is considerable truth in this allegation, and as an educator I
find its implications very disturbing. Such implications, plus all that
has been brought out in this paper, lead me to this final conclusion: It is
high time foresters seriously question the basic professional tenets that
have led to the creation and entrenchment of a value system which has
perpetrated these unfavorable circumstances. If there is to be a signifi
cant breakthrough in this whole state of affairs, it will probably have to
result from continued pressure from foresters like you because you are
the interested ones. I don’t believe the profession can afford to have to
give up the effort.
Discussion
Question:

Dr. Yoho:

W hat areas of forestry should be omitted in the gen
eral forestry curriculum of an undergraduate program
to supplement managerial needs of a future forester?
I was afraid someone would ask that question, be
cause there is no easy answer to it. As you know, it is
the type of question that has been debated almost
continuously by forestry educators so there is a long
record of trying to make room in the curriculum
for electives or new required work. Of course the
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most obvious answer to the question would be to
go to a five-year undergraduate program so that man
agerial courses could be added and nothing elimi
nated. But you are all somewhat familiar with the
history of that effort in forestry. In essence the atti
tudes of forestry educators boil down to this: For
estry schools simply cannot afford to require five-year
programs in competition with four-year programs, like
those in engineering, for example, unless employers
of foresters were inclined to pay significantly higher
salaries. Educators don’t see this as a likely prospect,
hence the idea never seems to get far.
I realize this has not answered your question but
the implied contrast with fields like engineering sug
gests a possibility worth exploration. It requires, how
ever, that one accept the often stated assumption that
many technical programs like engineering have more
coverage packed into the four-year curriculum than
is the case in forestry. How do they do it? T he answer
has to be that they concentrate more on theory and
give less attention to practice. Personally, I believe
we could accomplish a great deal of across-the-board
condensation of required study in forestry if we fol
lowed the same example. But we don’t seem inclined
to do this or have the courage to try it. Why? First, I
believe we often fail to recognize the difference be
tween theoretical and practical work in forestry in
struction. In addition, as educators we seem reluctant
to try what has already been accomplished in engineer
ing, namely, shifting more of the responsibility for
the practical orientation to the employer and his onthe-job training program. I believe that a conference
between educators and employers concerning this mat
ter is long overdue.
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MODERATOR'S SUMMARY
E. S. T H O R N T O N
Woodlands M anager
Louisiana Forest Products Corp.

T he four papers in this section present diverse yet somewhat unified
viewpoints on the subject of management development. Edward Schultz
opened his paper by describing the three primary areas of responsibility
for Forest Service managers. These are: their individual subordinates,
their own and other work teams, and the public. For the individual, the
manager provides career counseling; for the team, he assures adherence
to principal policies and responsibilities of the team; and for the public,
the manager informs others of the purpose of his work team.
Forest Service management development programs are described as
consisting of formal training, self-improvement, and on-the-job experi
ence. Schultz emphasized at several points that the Forest Service de
velopment program is geared not only to management development
but to the development of specialists. In his concluding remarks, he
stressed that it is not necessary or desirable to develop everyone to be a
manager. It is equally important to give attention to specialists and
provide opportunities for them to achieve high positions and to per
form rewarding jobs.
M. B. Carmichael, in describing the means that his company and
industry used to develop managers, pointed out that there is not a
great deal of difference between the development of managers in the
petrochemical industry and in any other industry. He described the
training of managers as a seven-step operation ranging from recruiting
to transfer. Once a professional employee has been recruited, the second
step of the management development consists of assignment to a real
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a n d c h a lle n g in g p o s itio n . T h i s is fo llo w e d b y jo b r o ta tio n , w h ic h is
c o m p le m e n te d b y t r a in in g d e s ig n e d to d e v e lo p th e m a n a g e r ’s a b ility
to d e a l w ith p e o p le .
T h e fifth s te p in d e v e lo p m e n t o f a n e m p lo y e e is lis te d as p e rfo rm a n c e
e v a lu a tio n , fo llo w e d b y p r o m o tio n . C a rm ic h a e l stre sse d t h a t th e k ey
fe a tu re s in p r o m o tio n s h o u ld b e t h a t th e b e st m a n fo r th e jo b s h o u ld
b e p ro m o te d a n d t h a t th e p r o m o tio n s h o u ld p u t h im i n a d iffe re n t jo b
o r w ith d iffe re n t p e o p le . T h e fin a l s te p i n d e v e lo p m e n t is tra n s fe r.
T h i s u s u a lly m e a n s g iv in g u p th e b e st p e o p le in a n o r g a n iz a tio n , b u t
th is is n ecessary i n o r d e r to fill th e n e v e r-e n d in g n e e d fo r ta l e n t in
o th e r segm ents.
R o b e r t T u c k e r re v ie w e d th e in c re a s in g a w a ren e ss o f th e n e e d fo r
m a n a g e m e n t d e v e lo p m e n t fo r fo re ste rs. I n a n e ffo rt to o b ta in a n i n 
sig h t in to th e p o s itio n s a tta in e d b y fo re ste rs a n d th e ty p e o f m a n a g e 
m e n t tr a in in g a v a ila b le , h e su rv e y e d th e s o u th e r n fo re st in d u s tr y . T h e
fin d in g s w e re t h a t th e h ig h e s t p o s itio n a tta in e d b y fo re ste rs r a n g e d
fro m c o rp o ra te p r e s id e n t d o w n to staff fo re ste r. H e a lso f o u n d t h a t d iv e r
sified c o m p a n ie s te n d e d to p ro m o te fo re ste rs to h ig h e r p o s itio n s th a n
d id th o se c o m p a n ie s classed as fo re st in d u s tr y .
M a n a g e m e n t d e v e lo p m e n t p ro g ra m s w e re s h o w n to b e g e n e ra lly
a v a ila b le to fo resters. H e r e a g a in , d iv e rsifie d c o m p a n ie s o ffe red th e
g re a te s t o p p o r tu n ity . I n re v ie w in g ty p es o f m a n a g e m e n t tr a in in g , T u c k 
e r fo u n d th a t m o st c o n c e rn s a re n o t w illin g to p a r tic ip a te in fo rm a l tr a in 
in g a t u n iv e rs itie s w h ic h r e q u ir e d a lea v e o f ab sen ce. S h o rt co u rses
r e q u ir in g s e p a ra tio n fro m th e jo b o n ly fo r b r ie f p e rio d s w e re a ttr a c tiv e
to a p p ro x im a te ly o n e -h a lf o f th e c o n c ern s. H o w e v e r, o n ly o n e -q u a r te r
in d ic a te d a w illin g n ess fo r th e ir fo re ste rs to p a rtic ip a te . J o b r o ta tio n
as a m e a n s o f tr a in in g w as f o u n d to b e a c c e p ta b le to a m a jo r ity o f firm s,
w ith th e d iv ersified c o n c e rn s s h o w in g th e la te s t a c c e p ta n c e .
T u c k e r c o n c lu d e d h is p a p e r b y m a k in g th e p o i n t t h a t e v e n w h e n th e
e m p lo y e r m a k e s th e tr a in in g p ro g ra m a v a ila b le , d e sire a n d w illin g n e ss
m u s t b e s u p p lie d by th e in d iv id u a l. C o n s id e rin g b rie fly th e s u b je c t o f
m a n a g e m e n t tr a in in g a t th e u n d e r g r a d u a te level, h e c o n c lu d e d t h a t
th is w o u ld s u b s ta n tia lly e ro d e th e te c h n ic a l b a c k g ro u n d a n d t h a t r e a l
m a n a g e ria l c o m p e te n c y s h o u ld b e d e v e lo p e d a fte r th e u n d e r g r a d u a te
years.
D r. J . G . Y oho, d ra w in g fro m h is e x p e rie n c e i n o rg a n iz in g a n d o p e r 
a tin g th e D u k e U n iv e rs ity F o re stry B u sin ess P ro g ra m , p r e s e n te d h is
view s o n fo re ste rs as b u sin e ss m a n a g e rs . R e c o g n iz in g th e fa c t t h a t few
fo re ste rs h a v e b e e n successful i n b r e a k in g in to th e m a n a g e m e n t te a m
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or in becoming leaders of that team, he suggested that this failure is
due essentially to the orientation and inclinations of the men who
choose forestry as a career, compounded by the failure of forestry schools
to provide the training necessary for future managers.
After exploring ways by which a forester can prepare himself for a
management career, Dr. Yoho considered the forester’s behavior as a
member of a top management team. Assuming that a traditionally
trained forester would rise to management rank by ambition, ability,
and hard work, he proposes that the greatest difficulty faced by such an
individual is communication.
Dr. Yoho concluded his presentation by summarizing the shortcom
ings of traditional professional education in preparing a forester for
a managerial career. His final conclusion was that if there is to be a
breakthrough, it will probably result from continued pressure from
interested foresters.

