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This progrem of study was born of ideas advanced in
conference with the Chancellor of the State System. The
chancellor, an able administrator himself, recognized the
lack of, and the need for, administrators in the field of
architecture.

In times of emergency, or even in the normal course of
events, architects may be called upon to become adminiatra-
torss They may in times of emergency be asked to devote
thelr talents to large sovernment undertekings, the proper
execution of which would depend largely upon their ability
to administer the project. It is also possible that in the
normel pursuit of his profession the architect may find his
office staff growing to a sizable mmber. This would demand
that in order to preserve the standard of quel ity of his
work and to ensure financial gain, the architect must be
sble to cope with the acecompanying problems of administrae-
tion. This thesis was undertaken to study this need.

It was recognigzed at the outset that this type of
problem was a radical departure tram the usual procedures.
T™is departure had 1ts drawbacks, but also its advantages.
the very fact that there was no set curriculum to follow,
and no source of pat information, forced inquiry into many
outside fields of study. This permitted the establishment
of & broader base of education rather than the further
vertical extension of tralning.
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It was felt that, rather than doing another design
problem along the same lines as those followed in pre-
greduation study, this problem would stress the aspect of
ddminigtration, The design problem in this case is not the
key, but merely the vehlcle.
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g§ince the dawn of the history of man the art of ade
minlstration has been one of the essentlal possessions.
Building the pyramids was &an administrative achlievement of
the first order, as well as a remarkable technical accom=
plishment, Organizing the national state out of the chaos
of Feudalism end creating national ermies from the ranks
of partisan nobles were administrative as well as political
feats, Desplte great differences in culture and technology,
the process of management throughout the centuries was ine-
herently the same as that which now makes feasible great
business enterprises, continental systems of government,
and the beginnings of possible world ordﬁr-x

Administration is & proceas common to all group effort,
public or private, clvil or nilitary, large scale or small
seale., 1t is a process at work in a university, & bank, a
elty government, or an architect's office. Although it
yaries in form and objects, end although the administration
of public and private affairs differs &t many points, there
1g an underlying similarity, if not identity, in the process

wherever chserved.

INI TION
Defined in the broadest terms, administration consists




of all those operations having for their purpose the fule
fillment or enforcement of policy., This definitlon covers
a multitude of particular operations in many fields - the
goning of land for a particular use, the delivery of a
lettor, the delivery of a letter, the choosing of a building
module, the sale of public land, the use of atomlc energy,
and the decision upon a structural principle. The conduct
of affairs in an advanced civilization may require the em=
ployment and coordination of almost any profession or craft.
The art of administration then, is the directlon, coordina-
tion, and control of many persons to achieve some purpose or
objective, It iz the art of collecting the human and physi-
cal resources of an organization and directing them toward
the achievement of some required goal, It 1s an art that
pervades all levels of orgenization, binding together the
many professions, crafts, and speclaltles whose contribu-
tions, although equally necessary, are not those of manage-
ment,

An administrator 1s consequently one who directs,
coordinates, and controls the activities of others. There
are administrators in all human activities except thouse
capable of being executed by one person, The specific tasks
of an author, an artist, a philosopher, or a salesman are
wholly personal. 'They do not involve the art of administra-
tion,
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Although not a student of administration, Brooks Adama,
in his book "The Theory of Soclal Revolutions® caught its
essence, "Administration," he wrote, "is the capacity of
coordinating many, and often conflicting, social energies
in a single organism, so adroitly that they shall operate
as a wnity." 1This presupposes the power of recognizing a
series of relations between numerous speclal soclal interests,
with all of which no man can be acquainted. Probably no
very highly apeciniized class can be strong in this intel-
lectual quality because of the intellectual isclation
ineident to speclallization; and yet administration, or
generalization, is not only the faculty upon which soclal
stability rests, but is, possibly, the highest faculty of
the human mind."

Henri Fayol, the leading French exponent of sclentifie
menagement, made the following interesting statement about
the art of administration. MNany of the fallures to conduct
large combinations successfully may be traced to lack of
administrative knowledge in men who have been highly success=-
ful in charge of smaller concerns, that ls, in positions
demanding a relatively larger proportion of technlcal capas
: eiuyg A man with high administrative que ifications who
has never been inside a steel or bilscult works may succeed.

A man with all the knowledge of biscuit making in the world,
but who lacks the requisite level of administrative knowledge
and capacity will certainly fail.



A "professional adminlstrator" appointed head of a
large concern or ageney, but lacking technical Imowledge
in its speclalized field of work, could opera’e success-
fully provided he had sound advice from specialists on
technical policles. Even if an administrator is an organi-
zation and management specialist, as well as a techniclan,
he will never have enough time to do both.

The administrator must realize that he 1s not omnie
compatent, and thet there are limita, imposed by lack of
knowledge, upon his ability to administer. The greatest
single problem of the administrator is how to gather together
2ll the avallable information on any considered problem.
It is the responsibility of the administrator to see that
all conditions or people involved are considered ac that
decisions may be properly made. Te various aspects of an
administrative problem-~business, technical, soclal, etc.,
cannot be separated. One 1s faced with the whole problem
and the quality of the administration depends upon the
grasp of the whole.

The administrator must elways remember to work with
people, He must accept the fact that few of his results,
at lesgt few that are worth while, will be peculiarly or
exclusively his own. While he may sketch out the first
draft of & plan of orgenization or a procedure, the finasl

result will usually be a syntheals of ideas gathered from
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operating officials, plus those of his own which stand up
under criticism. He should not, of course, attempt the
impossible task of trying to secure complete agreement from
everybody. He should be quick to recognize end discount
obstructionism. But, as a rule, the wider the participation
in sheping a plan, the easier it will be to put it into
affect.

LEADERSHIP AND DECISION MAXIMNG

A good administrative organization 1s one which, among
other things facilitates the making of declslons which are
responsive, so fer as the cholce of values is concerned, to
the general interest; ones which are correct, in the sense
of being conducive to the greatest achievement of prescribed
ends with limlted moans.l

Leadership and the capacity to make decisions are ine
extricably bound up with each other, although the concepts
are by no means the same, The lmport of these matters on
the process of administration was admirably stated before
the Britiah Royal Commission on the Civil Service in 1920.
"The business of govermment, if 1t 1s to be well done,
calls for the steady application of long and wide views to

complex problemsy for the pursult, as regards each &nd

1Whitl, oduction to Publi is 1
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every subject matter, of definite linea of action, mutually
consistent, conformed to public oplnion and capable of being
followed contlinuously while conditions so permlit and of
beling roadily adjusted when they do not, Almost any adminise
trative decision may be expected to have consequences which
will endure or emerge 1l ng after the period of office of the
government by which or under whose authority 1t is taken,

It is the pecullar function of the Civil Service, and the
speclal duty of the Administrative Class of that Service,

in thelr day-tosday work to set these wider and more en~
during considerations ageinst the exigencles of the moment.
Yaelllatlon, wmcertainty, and inconsistency are consplouous
synptoms of bad edministration,”

The management of busineass requires action. Adminis-
trators in high positions must have a sengse of action and a
capaclty to make decisions, Executives at lower levels also
must possess the abllity to reach declsions and see that
they are carried through to accomplishment. DPusiness has
to be done, The process of making declslions varles from
person to person. Some find 1% easy and naturalj others
find the hazards of declsion-making so great as to paralyze.
action, Observations in govermment and industry lead to the
opinion that capaclity to meke decisions grows with experience
and can be consciously cultivated,

Situc tions calling for declsions may be initiated for
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consideration at either the top or bottom of the organiza-
tion hierarchy., Matters of importance, even though initiated
at the bottom, are referred to the top for consideration,

Decisionemaking is concerned both with ends and means,
The determinatlion of broad ends or broad objectives requires
value judgments. The determination of the means to secure
ends requires primarily deelsions of a factusl neture, al-
though value judgments may enter, The means agreed upon in
turn become ends for those who are charged with thelr exe-
cutions Thus deecisions relating to ends require the atten~
tion of the upper hierarchy, those relating to means, being
secondary, are the concern of lower executives. 1

Te ends with which decisionemaking is concerned are
those of the organization, not of the individual., The indie
vidual, having made a personal decision to become a mnmbgr
of the organization, thenceforth should subordinate his
personal ends to those of the organization. The broad types
of decisions made for the individual by the organization
are to apecify his function, to allocate authority--to de-
e¢ide who is to make further decisions for the individual
and to get such limits to his freedom of acticn as are neces=

sary to coordinate the activities of one with others,

THE S0CI0-PSYCHOLOGICAL ENVIRONHEN T--IHUMAN NATURE

Administrative procedure is, among other things, a

pattern of human behavior and, therefore, hard to chango.l
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Men may readily trade in thelr automobiles, and sometimes
even their wives, but they cling to their hablits: They hate
to be reorganized, While an administrator mey become ocon-
vinced that a rearrangement of functions and personnel is
essentiel, he may have & long struggle to convinee his
eperating chiefs, Of course, he may slmply order people
ebout in aspite of objJectionsj however, if Le 1is wise, he
will not do this, as he will want subordinates to work with
him and for him, and not merely under him,

Resistance to change ls a deep~seated instinet, erising
from centuries of uncomfortable experience with changes. It
is largely & common sense instinct, since it inhibits men
from rearranging their lives without prospective gains sufe-
Ticlent to offset the costs of adjustment, In adminisira~
tive organizations realatance to change is bound up with &
variety of motives such as fear of losing one's job, dlalike
of moving Into strange altuations, and the desire to entrench
and enhance one's posltion, These are perfectly normal
sentiments, Yet sometimes, as in the mass-psychology situ-
ations which often exist in officesa, particularly those
consclous of inadequaey or superfluity, they lead %o a
peculiar group sensitivity to outside stimull and cause ire
rational responses, There are unlts which, at the approach
of an investigator or personnel classifier, fall into panic.
Wild rumors of wholesale dlsmissals get started end work

becomes totally dlsorganized for no real reason.



The instinctive reactions of individuals and groups
sometimes hamper the administrative analyst in securing
work-load data, and occasionally prevent him from finding
out even what offices do., If an adminlstrative analyst
should, through mischance, plage an operating unit on the
defensive, it will make superhuman efforts to prove the
neceasity of each of its tasks and to dig up every conceivable
reason why each should be done exactly as at present, This
makes it impossible to properly evaluate the work situation,
Because prestige is thought to be related to the number of
subordinates, wnit chiefs do not like to give out workload
information if they think it will lead to reduction of
their forces., For the same reason they resist simplifica-
tion, hoping that recognition of the difficult work they do
will lead to reward. From an objective point of view, joba
can be best protected and individuals most easily advanced
in accordance with their merit if the organiszation is flex-
ible and working methods efficient.

To sum up, consideration of the soclo-psychological
environment of administration means recognizing the humen
factor in every administrative problom,1 and studying the
way in which people respond to situations as individuals
and groups. It has been discussed here in terms of the
relations between management and the employees, but much of

10&\1! White & Dimmock,
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what has been sald can be applied, in slightly different
terms, to relations with the public. e main point is
that an administrative organism is not a machine composed
of inert elements to be tinkered with at will, but a col=
lection of individumls, each of whom reacts 13 his own
personal way to the sibtuation with which he is confronted.

ADMINIS TRATIVE PROCEDURE
Administration has various phases, of which the most

importent are: planning---declding what 1s to be donej
executione==giving orders, instructions, and supervision;
and controle--geeing that the work is actually done ac=
cording to plen, These phases are basic, existing even in
simple administrative relationships., They become complex
when large numbers of people are involved, There 1s also
the problem of coordination, or seeing that individuals do
not work at cross purposes, which extends into all phases
of adminlistration,

A fundamental distinction is that between the purpose
and the process of administratione~between the direct work
which 1s being undertaken and the business of managing it.
It is the difference between what you administer and how you
administer it; between program and procedure., An adminise
trator cannot give all his attention to his direct activities

1

161asor, Administrative Procedure



and let his organigation run itself. Both must be managed.

The job of administering involves both direct administratione-
determining what shall be done~---and administrative menage-
mente-=de termining how 1t shall be done., In both cases
determination or planning is followed by execution and control.

ADMINISTRATIVE MANAGEMENT
There are two dlstinet flelds of adminlstrative leader=-
ships direct, or program, administration, which deals with

the purposes of sdministrationi and administrative, or pro-
cedural, management, which deals with its processes. Direct
administration deals with what is to be administered. 1t
formulates basic programs and policlies, gives the orders for
executing them, and exercises controls to assure the desired
results, Administrative management deals with how the pro-
grem is to be administered. It plans organizational struce
ture and the division of work, and it arranges the routes
for administrative busineaa.1 Administration is the respon=-
sibility of line and staff officers, and on the top level
the head of the organigzation. All line and staff offlcers
should be primarily experts in the subject matter they are
administering., The visible result of administrative manage=
ment consists, Tor the most part, of written procedure=-

plans of organization, regulations, end instructlions fer

181&:0?, nistrative Proced
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routing business and doing specific jobs. This procedure
should be consistent and based on objective analysis of
administrative problems,.

JHE SCIENTIFIC APPROACH TO ADMINISTRATION

The study of administration in an exect and, so far as
posasible, scientific way 1s comparatively new., It 1s a
stepchild of the "sclentiflc management" school in industry
developed by Frederick W. Taylor. Some of Taylor's fol=
lowers carried his techniques, which were originally developed
to deal with mechine operations, into the field of "office
management” the planning and supervision of clerical work.;
The step from here to seclentific management of administra=
tion 1s not an easy one, Instead of manusl operations or
routine clerical work, we must deal with brain work and
the making of discretionary decisions. The essence of
administrative work is its variability; no two problems are
the same, Therefore it is almost impossible to apply the
principle of scientific management to administrations

ADMINISTRATIVE DISCRETION
"Administrative discretion,” as Laski has sald, "is

of tho essence of the modern state." This 1s not only true
of public administration, but of the field in general,

lﬂlulr, A nistrative Proced
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The term "dlscretion™ i1s uged in two different senses.
Frequently it suggests prudence, discernment, judgmente-«
what mey be called self-limitation, Again, the word
clearly conveys the meaning of liberty to choose between
llﬁl?ﬂﬁti?ﬁt«l Discretional acts of the ordinary type
oecour so frequently and so naturally that we usually give
them 1ittle consideration., Yet, from the standpoint of
the administrator, these undisputed exercises of discretion
are of the most vital importance. In order to get a real=-
istiec view of discretion, we ﬁﬁat goe the whole plciures=
ineluding the wnnoticed specles of dlseretion, as well as
the kind that atitracts popular attention.

Various levels of dlscretion may be dlstingulshed,
depending primarily upon the type of public business belng
condueted, There may be sald to be routine, emergency con=
trol, and social-conflict situations which call into being
'discretionary power. This is not & final, but suggested
classification of discretionary situations, and seems %o
cover the principal types of administrative ectivity.

The most common level of adminlstrative discretion is
that which is tled up with routine dutles. Ihere the ore
ganization is a large one and performs & gervice in which
pelations with the public are very close, the number of

dlscretionary problems arising in the dally routine is

1Gaua White and Dimmock,
tration.

Frontiers of Publ
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naturally very large. In cases of thls type, diseretion

is a nmatter of long experlence, amounting slmost to ine
tultion. Where it is possible and practicable, rules
should be laid down, but minor discretions inevitsbly remain.

In the case of an emergency, the necessity and free-
dom of administrative discretion is more clearly recognized
than in any other case, In an emergency situation speed
is the essence of the matter. Hence & combination of exe
perience, instinct, and judgment may be the only restraint
upon the officlal in determining a course of action,

It is usually true, as a general proposition, that
Iigher officlals are granted more room for discretion than
are minor officials, On the other hand, it would not be
true to say that discretionary power is in direct ratio
to rank, The amount of discretionary power falling upon
minor officials may, in some cases, be quite 1mpranaivuu1
Indeed, it should be. In times of emergency or in the abe
sence of superlor authority, it is to the best interests
of the organigation for the minor officlal to be able to
exercise the neceasary discretionary powers.

Experience in government has shown that democratie
mansgement 1s better management, Since authority to execute

must be delegated and redelegated to meny levels, 1t is

1Gaus ¥hite end Dimmock, Frontiers of Public Adminise
fration. '
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necessary to delegate also the desire for efficlent ac~
complishment which in a small plant may be translated into
specifile task instructions by a single manager. Tuis éan
only be done by giving operating officlals and workers

all the way down the line their share in influencing the
functioning and growth of the organigation, It is importe
ant to cultivate the feeling of proprietorship, so that
employees will, of their own accord, think about better
ways of doing thelr jobs as individuals and groups, and 8o
that they will welcome changes which improve production.

TION VERSUS DECENIRALIZATION

CENTRAL:
Concentration and devolution ara'two prinary mani-
festations of administrative power, When the firet is domin-

ant, the central authority tends to exercise greater and
greater control over subordinate unitas, often snuffing out
intermediate offices in the procesa. The power of subaé~
dinate executives i tranaferred wward, with the result
that they are roduced to the status of clerks since they

must awalt approval before doing anytbing,l

a present ex-
ample of which is the Russien Diplomatic Corps.
Congentration of authority is frequently self~defeating,

because the central official maj become 80 snowed under with

1Glalar, nistrative Proc Qe
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telephone calls, visitors, and other minor administrative
tasks, that he cannot perform his proper function, There
is & natural reaction to this in the opposite tendency
toward decentrelization-e-the natural desire of subordinates
to operate with a mininum of interference, Extreme dngéns
tralization may lead to duplication of wark gnd,oftah to
conflict should there be no strong central policy.

Tere is no "one best" degree of concentration of
authority which will fit all organizetions. The proper ade
Jusiment always depends on a number of factors, including
the nature of the work sdministered, the environment, physie
cal as well as soclal, in which the organization operates,
and, particularly; the caliber of the personnel, In each
case the administrator must judge the amount of centralizas
tion necessary on the basia of existing conditions, It ls
better to err in the direction of decentralization, as it
is easler to set up administrative controls than it is to

remove them. 1

PLANNING
Sir Henry Bunbury, a Dritish political sclentist, has
defined planning as follows. "The words plan and planning

refor to the processes which are entailed in giving conscious
direction, order, end harmony to the economic and soclal

101aaer, Administrative Procedure.
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activities of a community, or to any particular group or
renge of thcse.aetivitioa- The esasentials of those proe
ceases are a knovledge and understanding of all the relevant
facta, in relation to some definite objective delliberately
chosen, as a necessary foundation for coordination and
continulty of action,"

Planning falls into two major classes, long-range plane
ning and program planning, Long-range planning is concerned
with the aims of the organization, which are to be reached
over a long period of time. It seta the goals which the
basic pollicy of the organization seeks to achieve., Long-
range planning also takes in the siudy of, and preparation
for, phenomena such as the business cycle. An example of
long-renge plamning might be the Rusalan Five Year Plan, or
the Tennessee Valley Authority. To the extent that policy
is dleoft wnsettled by positive administrative direetion,
long-range, or polley planning and progrem planning mdy overs
laps In general though planning, in the context of adminise
tration, begins where general pollcy stops, 1t is concerned
with the means by which ends can be achleved. Program plane-
ning falls in a different level of operations, ocne in which
policy has been established by the administrator, leaving
unreaclved the steps to be taken to bring peolliey into achieve-
ments Program planning is both less dramatic and less con-
troversisl. It 1s in some messure wniversal. Its troadest
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application arises when an antiral& new branch or erea of
adninistrative activity is organiged, The customery impli~
eation of program planning is the recurrent study snd for-
mulation of operations on the basis of established poliey
and organization.1 :

Program planning is a normal, lnevitable phase of
large-scale menagement, public or private, It is concerned
with the determination of the specific steps to be taken to
put in operation and bring to fruition & pelicy already
agread upons To the extent that the policy deecision is ame
biguous, or vague, or administratively unfeasible, program
planning may actuslly affect pollicy; in prineiple its purpose
is merely to affect policy through the most economiecal use
of resourcesg,

Program planning is involved with the detailed study
of the job to be done, leading to the identification of its
prineipal parts and their divisions and subdivisions, the
relations between them, the bounderies of each in regard to
the othera, and the types of procedures that will be required,
This is a visualization of the whole operation, often ¢o=
curring be:are any part of 1t has taken physieal shape.

Progran Pianning is concerned with various phases of
administrative activity., 'The first phase 1s concerned with

Ymite, Introduction to Public Administretion,
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decisions as to the overhead organisatlon and the adminise
trative departments meded to take charge of the different
parts of the program, as ;iaunlly get out in an organi-
zatlon chart,

The second phase 1s an estimate of volume, whieh will
usually depend upon external factors. Program planning is
intimately concerned with estimates of volume, since volume
affects structure and the difkaion of work, budget, person=
nel, the appropriate forms of control, and other aspects of
management, In a golng concern, estimates of volume rest
largely on experlence; in a new agency, or in a new program,
the guess on volume is & complex operation,

A third phase of program planning is concernsd with
staff. It is noéesanry to foresee what different kinds of
skill and experience are needed, and how many employees of
each kinds The process beglins normally with the consideras
tion of middle management personnel or heads of the various
areas of activity, Then the operating staff hes to be
estimated} techniclans of various types, staff for the
auxiliary services, experts to aid middle management. De-
termination of numbers at the level of rank-and-file opera=-
tions usually 1s based on an estimate of unit pwoduetivity.a

Another aspect of program plamning is the forecast of
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the shifting rate of flow of work. Some operations are
relatively constant, others vary with the seasons, and still
others with the course of business, These variations have
to be ecalculated as well as possible and plans laid for the
adjustment of staff, or for the adjustment of work, where
feasible, to fill in the valleys between peak loads,

Planners are also concerned with timing in the sense
of organizing work; so that its various parts flow in a
sequence that permits full use of rescurces and the avolidance
elther of lost motion or lost time. 'The most perfect example
of timing is found in industrial opereations that lend theme
selves to an assembly linej back of the line itself is a
whole series of related operations designed to deliver the
necessary parta at the proper point at the right moment,
The procedwre 1s applieable to many administrative operestions,
especially those primarily concerned with paper worlk.

These are not all the activities that might properly
be deseribved as program planning, They are, hovever, normal
aspects of the management of large enterpriszes. They are

inherent in the process of administration,

COORDINATION
Yhe good administrator," Sir Henry Bunbury once aaid;

"has an instinet or habit of coordination, Without skill

in this part of his job he might better retire from the field,

for the task of coordination is universal, eamplax; and
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never ending. It is an integral part of the flow of events
and the development of situations, and involves vertlical
and horizontal relationships,"

Though the task of coordination ia universal, it is
not the whole of administration, Coordination has been
called the first principle of orgenization, end viewed in
this light all other principles are simply the means by |
which coordination operates.

| To coordinate is to bring about the consistent and
harmonious action of persons with each other toward a come
mon ends There is a coordination in space and a coardinnti&n
in times The amssembly line is a technically superior type.
An orchestra 1s one of the most perfect human achievements
in coordinstion. To secure an adequate degree of coordina-
tion in large organizations requires sound structure, skille
ful management, and a wholesome sense of cooperation widsly
held at all levelz of work.1

The more couplex matters are, the more coordination
there must bes, In & small organization doing & varlety of
tasks there is not the necesslity for coordination that
exists in a large organization performing more standardized
functions. In a large orgenization the complexity and range

of administrative operations could become s0 great as almost
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to baffle the humen mind, Such & condition would demand
more end more coordinators, until the question might be
asked, who will coordinate the coordinators. Such a con~
dition would be evidence of administrative weakness and
demand extensive reorganization.

Even in & simple organizetion there 1s no way of die
viding functiona and allocating duties so that 1t is really
self-contained, The fact of multiple interests in a single
matter or in 2 single ares is inescapable, and 1s the
foundation of their coordination,

The business of coordination is concerned with poliey,
with pregram, and with personalities, Its achievement may
require the modt delicate insights, the most meture wisdom,
and perception of a truly artistic quality., Part of it is
facilitated by effective organization as such, Mueh of 1t
: depends on the rapld appreciastion of events and situations
and skillful ndapéation to tham)’

The meens of coordination begin with structure, organi-
gation, and communication. An organization characterized by
clear lines of authority, sdequate powers, well-understood
allocation of fumctions, absence of oveﬂapping and duplie
,nhuticsn of effort, and proper delegation of work in itself
reduces the necessities of coordination. Conversely, a

l'lhj.w,, Introduction to Public Administration.
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poorly organized body requires more and more supplementary
means to make 1t work.

Means of coordi nation are required at all top and intere
mediate levels of organization. Perhaps the most difficult
phase is the coordination of various departments in relation
to common responsiblllities, In a simple organization, such
adjustments can be made by appealing directly to the adminise
trator, In a large organization this can sfill be done,
and occasionally muat be done, but resort to the administraw-
tor must be more exceptional,

There are some institutional forms through which co=
ordination may take place, such as staff meetings, joint
commlttees, and 1ndividual conferences, It has been found
that if these means are fully exploited, from the top to
the lower echelons, the results will be a greater degree of
understanding of organization, duties, responsibilities, and
relationships, This makes for a greater sense of personal
participation, which in tuwrn produces an improved merule.1

These institutions are valuable and necessary, but in
themselves they cannot produce the smooth working operations
that symbolize good administration. Coordination is dependent
upon a receptive and raaponai?p personnel, convinced of the

ability and falrness of its leadershilp, free from insecurities

1!hibc, uction to Public Adminis tion,
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and pressures, and sustained by skillful supervision and
management .

ORGANIZA 77 ON
: Orgenlzatlon 1s frequently thought of in such a way as

to imply a mechanical, non~human quality., But the human
belngs who are the units of an organigation are supposed
to act 1n accordance with some predetermined objective
standard so that their subjective desires and wishes rili
not interfere with the ultimate attainment of the purpose
of the orgunisaﬁian.x

Organigation is sometimes viewed asg a limltatlones
oceasionally a necessary limltatione-upon the freedom of
the individual who is & member of or who is otherwise afe
‘ fected by 1t. Organization is the arrangement of personnel
for facilitating the accomplishment of some agreed purpose
through the allocation of functions and responsibilities.
Hach member of the organization muat have as good & come
prehension as possible of the relationship of his particular
funetion and responsibility in the organization to the
ultimate purpose 1f his work ls to be done intelligently
and effectively,

It is important for each individual %o know his function

and responsibility in the organization so that there will

1Gaun White and Dimmock, F

.
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be no uncertainty and hesitation in the integration of his
actions with those of the other members of the orgenization,
It 1s also 1ﬁpurtant from the point of view of the morale
of the organigation that he have some sense of belng a part
of the total organigzation through having a pride in the
purpose which it serves and a vright to participate in de~
termining the way in which that purpose may best be achieved
go far as the area of his own responsibility is eonearnn&,l
It 1s for this reason that the most successful adminlestrator
is revealed as one possessing leadership in the sense that
he effectively wing the active consent and support of a
substantial pert of the members of his organization,

Since organization consists of people brought into a
certain relationship because of a humanly evolved purpose,
it is clear that it should be floxibl; rather than rigid.
There will be constant readjustments neceasary because of
personalities and other natural forces and becausse of the
unpredictable situations confronted in its operation, This
flexibility 1s complementary to the very nature of the or-
genization, namely the achievement, through collective effort,
of some purpose or objective which a number of persons have
evolived.

Preliminary to any phwsicnl organig ation of people is
the work of organizing their activities on paper. MNan being

i
tion.

Gaus White and Dimmock,
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& rational animal, this placing of people in charts or
graphs l1s an attempt to arrive at a rational pilcture of
their sctivities, Thlas itself is an abstraction and bee
cause it must be so, the human element 1z thereby minimized.
Thus these people being organized are as elusive as Adan
Smith's "economic man*—~~thay are & norm that does not exist.
For this reason organization charts mnaﬁ'bo seen as a means
and not an end, for the human equation mey produce an en-.
tirely different picture within the proposed framework of
organigzation,

As Paul Appelby says in his book BIG DEMOCRACY, "The
process of adminlstration--especislly large~scale adminise
tration-~1ig the process of moving matters up and down, to
and from successive levels of abstracilon, There is no
more difficult problem than that of getting at the highest
level persons sufiiciently breoad in their perceptions and
with enough capacity for the abstract to deal effectively
with the issues that require to be settled at that level,"

SPAN OF CONIROL

A branch of orgenization, but worthy of separate cone
sideration, is that administrative policy known as "span
of control." It has bteen found in both the militery and
in business that a limlit must be placed upon the "attention®
of the administrator, As an organization grows more refined
and complex, it tends to become lneffective because too many
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auxiliary and line units are reportlng to the person or
persons with the function of central coordination, whose
span of attention and of control would thus become too far
extended for wise decisionss It is the function of the gene
eral administrative staff assistants to prevent this by
canallzing the reports and communicatlions of the numerous
line and technical staff officers intc fewer &hannols.i

Tis "spen of control® is not a new ildea, history
having accredited Moses with the ldea., Moses ergnnia&d thﬂ
officers of his army into leaders of tens, leaders of fif-
ties, leaders of hundreds and leaders of thousands. Thus
to administer a thousand men, hia span of attention or
control was limited to one mans hough the importance of
this edministrative technique was discovered long ago, its
importance is still felt today, The Hoover Report, on the
reorganization of the Federal Government, recommended that
the office of the Preosident be reorganized so that adequate
staffing could bring within reasonable bounds the span of
attontion of the President.

COMMUNICATION

The area of camaunication plays over the whole range
of administration, internal and external, It 1ls dlrect,
simple, and informel in & small office comprising a few

lﬁaus White and Dimmock,

tration.
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employees, but in a large organization 1t Lecomes neces-
sarily more indirect and formel at the same time that it
becomes mors essential. In a small establishment the
berriers are fewj in & large one the factors of dispersion
and edministrative distance tend to interpose handleaps to
the transmission of intelllgence and even more of spirit
and understanding. The problem has 1ts footing both in
paychology and in mndhaniangl

Effective commmication must begin with the peoasession
of sométhing important to commmicate, It is of course
necegsary to transmit a vast nwiber of unimportant matters.
Thelr management is not of high significance, although
thelr transmission should be prompt and decisive, The
quality of any assooiation of men depends in the long run
on the quality of its leadership; if its leadership has
nothing to communicate group spirit fades and the capaclty
to achleve disappmrars.

The process of communication is, however, & twosway
stream of traffic. What needs transmission is not only an
instruction but undefstanding and response. ‘The upward
flow of ideas 1s equally important, but it depends funda-
mentally on the attitudes and spirit which must flow down-
ward to relesse the potential response from below, Iiddle
managemen’ and the rank and file will not generate much flow

lﬁbite, ;gtrodhc;ion to Public Administration
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of frultful commmiecation up'urd untll they have the sense
of security and stimulation that must come from the tops

The treditional medie of communication are twoj oral
dilscourse and the written document. They may be supplemented
by demonstration and visual presentation, Technology has
enormously expedlted the process of communication, Today,
by means of the long distance telephone, telegraph, and
radlo, executives may commnicate with almost any part of
the world, This eanduont of distance makes it feasible to
coomunicate nearly as freely with an official in & distant
country as with one across the corridors indbod, social or
administrative distance may exceed geographical separation.

In small organizations or within smell groups in large
ones, oral comumunication on mabtters administrative is unie
versal but not exeluaslve, The value of oral communication
is greats It la two-way} its effectiveness can be Judged
at the momenty 1t can be extended or contracted as seems
necessary; 1t ils instantaneous, Its limitations are the
absence of a permanent record, the possibility of niscon=
ception desplite apparent understanding, end the increasing
margin of error as conversations are repeated from superior
“to successive subordinates,

For communications that necessitate & permanent record
and accurate statement, especially those dealing with come
plex or detailed subject matter, or that are directed to
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peraons at a dlstance, the written word ls usually the only
avallable medlum, The written word alao has limitations,
i1t is not instantaneous, does not lend 1tself to interpree
tatlon, and may be misunderstood, This misunderstanding

is more likely to oeccur when it falls into the jargon of
professions or technical craftas,.

The use of visual methods of communication is in its
early stages, It may well have an important future, es-~
pecially in the training and indoctrination of large groups.
The army and navy use films extensively for training pure
poses, and some clvilian agencies have found them useful.
The film strip e a pecullarly effective way of communiceting
not only information but sentiments and attitudes that may

appear out-~ofeplace in a wrltien memorandum,

PERSQ

Notes Oome of the following information may appear to
reliterate statements made in the section entitled "The Soecio-
Psychologleal Enviromment." Thls is done to shav that
whether approached from the standpoint of administration or
from the rank and flle worker, there 1ls a great similarity
in the findings.

The function of management can be stated as that of
maintaining the social system of the plant in a state of
equilibriwa such that the purposes of the enterprise are

realized, 7o achleve thls end management has two nmajor
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funetions; 1. the securing of the common econcmic purpose
of the enterprise, and 2. maintéining the equilibrium of

the social organigation so that individuals through cone-
tributing thelir services to this common purpose obtain pers
gsonal satisfactions that meke them willing to cooperate,
Fallure to aohiuta the second will in time nullify the f:lmtal

A direct expression of employee satisfaction is their
output or efficiency. Industry has made a number of personnel
studles which throw light on this problem. The greatest
factor causing inefficlency ls employee dissetiafaction,
which has been further defined as a state of mind, "This -
state of mind has been found to have a direct relationship
to the worker's output. Nany things can influence this
state of mind, such as boredom, monotony, type of work,
employee consideration, supervision, etc.

The institution of the rest period has been the moat
wall known outcome of this industrial study. The rest
perlod has not proved to be an expense to the administration,
Studles have shown that perasonal time, that is, time away
from the worker's masigned task, has been reduced enough
to compensate for the time taken for rest perlods., This
single factor, whether it caused a reduction in fatigue or
& change in mn'tal attitude, influenced output more than

3‘Rothliaborger’, Management and t,hp Worker.,



any other external stimulus that was studied.

The type of work which embraced the fields of boredom
and monotony hed & great desl to do with the mentel atti-
tudes of the workers, If the work could be orgenized so
that it eppeared to be a series of complete operations, the
output was greater; work which was continuous in nature
gave greater opportunlty for the development of boredonm,
monotony and fatigue, Partlicularly susceptible was iork
which did not demand a high level of attentions This type
of activity freed the mind and allowed time for mental pre-
occupation., Mental preoccupation has a definite influence
on worker output. Wherever any predispositlon was shown
by the worker for mental preoccupation, repetltive work
wag shown to aggravute the altuation, Under extreme con=
ditions mental preoccupations can become so scute as to
nullify the effects of other factors which tended to ine
crease outputs The four most important factors in the
immedlate work situation which may assist or prevent the
emergence of morbid preoccupations are l. fatigue or
organic unbalance, 2, repetitive work, 3. supervision,
and 4. interhuman relations at wark.1

The causes of fatigue cennot be lumped together. It
was found that so many bodily factors contributed to fatigue

%omi-mgw, Menagement and the Worker.
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that 1t was beyond all possible linits to correct them in
the work ;1tnation.1

The crux of the problem of supervision seemed to be
in the individual's personal situation, If the supervisor
iistened rather than telked he could gain greater under=
standing of the problems involved, Paycopathology has demon=
strated that there is an important relation between the
workers total orientation to the reaslity about him and his
earller chlildhood experiences, ¥Wherever cbseasive preccs
cupations were divulged in supervisor interviews it indicated
that some interference in the worker's total orientation
was causing & reduced capacity to attend to work: The major
symptons diegnostic of some interference in the worker's
total equilibrium are: 1. excesalve verbal response,
2, reduced capaclty for attending to work, 3, mnarked or
pessimistle precccupation, Interference affecting worker
equilibrium can arise from both inside and outalde the work
situation. To date not much has been done with those arising
away from the job., DBut there is an inereasing awareness of
the importance of this field of atudy. .

Within the work situation workers tend $o resist changes
in their working wmethods because these changes might disrupt
their soclal position or stratification, It is much eagier

lﬂethlisbargar. Manapement: and the Worker,
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to make changes in matters of new machinery or processes.
Workers interscting daily with one another tend to form cere
tain patterns of relationship, By these the worker knows
what 1s expected of him and what is expected of othera.
Social positions at work are due to oeccupation while abeill
groupings are due to spatial contiguity.l

Monotony and boredom are primerily a state of mind.
Monotony 1s subject to suchia wide variety of interpietationl
that almost any improvement in mental attitude may be said
to be a relief from it. Studles of boredom have shown that
it is less likely to erise: e, when the form of activity 1s
changed at sultable intervals within the spell of work,
be when the operatives are paid according to output produced
instead of time worked, c. when the work 1s concelved as a
series of self'-contalned téskm rather than as an indefinite
and apparently interminable activity, 4., when the operatives
are allowed to work in compact social groups rather than as
isolated individuals, and e. when sultable rests are intro-
duced within the spell of work.

One industry, namely the Weatern Electric Company, cone
ducted a series of studles to try to compile personnel data
tiat might be used as a basls for administrative procedure.
Duping these studles different external stimull were sdded

lnohhlisbargar, Hanagement end the Worker.
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to the working conditions suech as length of working day,
rest pauses, pay incentives, etc., to determine their ef-
fects However, they had tended to minimize the human ele=
ments They found that in human situations it is practically
impossible to keep all other factors constant, and therefore
they had not studled the relationships between output and
» fatigue, monotony, etcs, so much as they had performed a
most intereating paychologlcal and soclaloglcal experiment.
In setting up the conditlons for the tests they had altered
completely the soclal situation of the workers and their
cus tomary attlitudes end interpersonnel relations. This ale
teration tended to vold all findings of the studies. How-
ever, 1t might be worthwhile to note some of the conclusions
roaehoésl

1, There has been a continual upward trend in output
which has been independent of the changes in rest pauses.
Thals upward trend has continued too long to be ascribed to
an initial stimulus from the novelty of atarting a special
8 tudy.

2+ The reduction of muscular fatigue has not been
the primary factor in increasing outpub. Cumuleative fatigue
has not been present. |

3. There has been an important inerease in contentment
among the girls working under test room conditions.

lRothlisberger, Management and the Worker.
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4., There has been a decreamse in absences of about 80
per cent among the girls sinee entering the teat room group.
Test room operators have had approximately one«third as many
aick abgences as the regular deperitments during the laat
2ix months,.

5. Output 1s more directly related to the type of
working day than to the number of working days in the woeek.

€. Observations of the operators in the test room indi-
cate that their health 1s being maintained or improved and
that they are working within their éapacity.

It is interesting %o note how findings tentatively ads
vanced during early stages of the studies were reaffirmed
by the finel conclusions. The following findings in former
reports were renftimaeal

1. The changed working conditions have resulted in
creating an eagerness on the part of the operators to come
to work in the morning.

2, Important factors in the production of a better
mental attltude and greater enjoyment of work have been the
greater freedom, less strict supervision, and the oppor=-
tunity to vary from & fixed pace without reprimand from a
gang boss,

3+ The operators have no clear idea ms to why they are

Ywayo, Human Problems of an Industrial Civilization,
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able to produce more in the test room, but as shown in the
replies to questionnaires, there ls the feeling that better
output is in some way related to the distinetly pleasan ter,
freer, and happier working conditions.

lir. Go As Pennock, in a paper to the Personnel Research
Federation, said that the increase In output was not due to
fatigue as the test period was too long. Wage incentive may
play some part, but, he stetes, his convictlion is that 1t 1is
due chiefly to changes 1n mental attltude.

Before a change of program the group wes consulted and
thelr comments listened to and dlscussed. BSomebimes thelr
commonts were allowed to negative a suggestion, The jroup
unques tionably developed.a sense of partlcipation in the
eritical decislons and became something of & soclal group.

How can a change such &8s this be assessed? It ls a
change of mental attitude; 1t is also far mores In any
ingtance, the institution of rest pauses 1s probably the
only major change. It takes time lor secondary changes to
be instigated which will finally show in inereased output,
among other effects. By secondary changes is meant diminished
discontent with working conditions, and all it may imply.

During different phases of the tests various external
stimull were introduced into the work situation, and at the
conclusion of the tests all were dropped including rest
paunses. It must not be supposed that the abandomment of the
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rest pavees was without effects On the contrary, personal
time out returned to its original dimensions, and output
receded, but not to ite former level,

T™is contlnuance of high level production coupled with
the absence of any amenities might be explained in this way.
In giving the worker a veles in menagement, making him feel
that he was a partvof a whole, placing & value on loyalty,
the company strengthened his inner equilibrium. By strength-
enlng the temperamental inner equilibrium of the worker,
the company enabled him to achleve a mental steady state
which offered high resistance to a varliety of external
conditionss Thils then lends support to the idea that man
does not live by bread alone,

It must not be thought that the physical environment
was without effect in shaping the mental attitudes of the
workers. During one test year employees numbering 29,000
turned in over 28,000 complaints ebout conditions existing
in the physlcal plant. These pertained to almles, flcors,
drafts, furniture, fixtures, heating, lighting, smoke, and
fumas.l It may be assumed that not all employee irritations
were accompanied by a complaint, It would be impossible,
therefore, to evaluate the effect on morale caused by these

constant irritations., The extent and variety of these

laothliaborgcr, Mensgement and the Worker.
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complaints shows the complexity of the problem to be solved.
Due to advences in thinking and techniques during the last
few years the work situation is no longer consildered sinmply
& problem of shelter. 3ignificant studies in color, acoustica
and visual fatigue, which of course includes lighting, have
been made. These studles have produced relief Ifrom boredom
and monotony. Color has been used to produce emotlonal
reasponse, roduce visusl fatigue, and increase safety, Studies
in acoustles have shown the exlstence of isolation due to a
high noise level. 'his isolation when coupled with a task
reéquiring low concentration produces en excellent opportunity
for mental preoccupations Proper acoustical control can
tend to alleviate this condlilon: Visusl fatigue in cone
tragt to physical fatigue can be gald to affect all people
in a similer way, The offecta of visual fatigue which leaﬁ
to physical fatigue can be ninimized by proper light Iintens
alty, restful color, and the opportunity to frequently
chenge the focal lengths

The studies which proved that soclal amenities were
not the whole nolut;on to a worker's peace of mind lead one
to ask the question, at what point do the beneflts acerulng
from archltectural amenities cease to be worthwhile? When
does one reach the point of diminishing returns? Ehia
declsion muat be left to future studles based upon ooolodlat,

architect, and management.
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VALUE OF ARCEITECTURE AS A BACKCROUND FOR ADRINIS TRATION

e value of architecture as & background for adminig-
tration cannot be denied. The entire student program is
definltely pointed toward the realigation of the broad
concepts behind each design probl«m. The gresp of the
broad plcture of any administrative problem ls the measure
of any executive, The architectwral student, through the
wide variety of problems that are presented for golution,
gains valuable experience in this fleld, Architecture 1s
probably the only profession today that trains men to plans
To plan in the field of architecture is to state, by program,
the aims or desired end result, to 1nveatlggte, correlato
gnd coordinate all the factors which will bring about cone
sistent and harmonious action toward a common ends What
this planning does for architecture, program planning does
for administration., Program Planning, whose lmportance to
gdninistration hag been previously discussed, 1as the founda=-
tion or starting point for every desigh problem. The
facilities thus developed would be a good background for
administrators faced with the task of programming.

Juat as the prineiple of coordination forms the frame=



41

work within which the other principles, such as or@anikat&an
and cooperation, etc., work, so does program planning form
the framework within which coordination must work.l e
problem of coordinating activitles ii not confined to the
field of administration, There is & coordination of btime
and space as well and this coordination or esteblishment of
relationships is fundemental to any archiltectural golutions
e architect's abllity to program and coordinate can solve
the a&ﬁinistrator’a problem of how to get all available in=-

formation pertinent to a problem together.

VALUE OF ADMINISTRATION AS A BACKGROUND FOR ARCHITEC TURE
A study of administration can be of great value to the

architect, not only from a business standpoint but also from
'@ professional one, It will enable the architect to organize
hig own firm more efficiently and will also bring gbout an
awareness that meny of the same principles, such as planning
organigation and coordination, though slightly different in
application, may be problems of the client as well as the
architect, Knowing this will help the conscientious archi=
tect to perform a botter service for his ecllent.
Administrative experience would point up the fect that
there are pitfalls in attempting to organize human activities
on paper, The chief one of which is the tendency to ignore
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the "human factor,” Just as this "human factor" may produce
an organizational pieture different from the orgenizational
chart, so might 1t, 1if minimiged, gréduwa an activity which
would be incompatible with the space designed for it, Sinoe
this orgenization of activitles on paper is one of the
functions of the archltect, this knowledge will broaden
his perception of the cllients problems, and increase his
professional skill. A&m&nieﬁrative training would nmake
the architect realize, in attempting to ergan;me his own
firm, that the organization chart must be organic and not
copied from a chart which i#‘organizad for another purpose.
Administrators have long considered the proper place
of the "expert" in the scheme of edminlstrative organization.
It has been said, and with justification, that the expert
should be "on tap end not on top." Humans, in study or
investigation, tend to grow more and more toward specialle
gation of study--lesser scope and more depth. Thls speciali~-
gation is the source of the weakness of adminilstration by
"experts.” Specialization tends to separate (roups and
peoplos, This is the antithesis of administration, the
purpose of which is %o pull groups together, While the ar-
chitect, by virtue of his type of training, is not as suae
geptible to this nerrowness of scope as most, still the
administration of an architectural firm by one with only
architectural training can produce many problems,
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e expert 1s prone to see all problems in the light
of his own speclalty, and thuu has preconceived ideas which
prohibit_a true und»ratandiﬁg of the problem. This narrows
neaa of view prevents proper evaluation of the imcranu of
ethar speclal flelds, For these reasons administration by
experts tends to produce unforeseen consequences as the de=
elsions are not based upon collaborative knowledge.

The quality of "exper tness” may also be eunqd in from
outside the organization, Often this outside expert is
found to be the representative of a special interest group.
As a result of such membershlp the expert's recommendations
or actions will be colored by the policy or desirea <;r the
group he represents,. This may work to the detriment of
the problem to be solved,

Psychologleally the problem of the expert is complie
cated by the idea that knowledge is power, and when this is

coupled with administrative power 1t becomes dangerous in
| the minds of the lower rank and file.

There needs to be more clarification of the position of
the "expert" in administration and archltesture, so that the
maximum benefits of his technical knowledge may be derived
without turning over the policy-making to hin.

Personnel studies made by industry should be of great
interest to architects. The findings of these studies can
contribute to the architect's awareness and unders tanding.
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This will enable the architect to not only appreeliate his
clients' problems more readily, but, in the case of commercial
types of design, the problems of the workers themselves.
Such insight should improve the guality of the design.

These same problems in turn can be faced and solved
more readily in the architect's own organization., Organizae=
tion of work into a series of completed tasks will not only
improve the workers' attitude, but will also permit each
job to have an identity of its own. As the worker or drafts-
man is permitted to become part of all phases of a job, he
is not only less likely to become a victim of boredom, but
will also increase his general knowledge and worth to the
firm.l The problems of monotony, boredom, fatigue, and
mental well-being are Jjust as important to the architect in
terms of his draftsmen's satisfaction and resulting output

as they are to industry.

laoﬂhlisbarger, Hanapement and the Worker.







The purpose of this thesis was to invautiggﬂ the
relationship between administration and arehitecmi'o, To
find the extent of this relationship, and its possible
influence on architecture, it is necessary to thoroughly
- explore all the various phases of activity which might be
included in sdministration. A study of the basic principles
of administration brings to light the fact that many of
these principles, such as chain of command, span of contrel,
organization and planning, are universal, They may be ap=~
plied not only to architectural adminlstration but also to
some thing as different and yet similar as military adminise
trat:ion. Thias point will be demonatrated by a design
problem invelving a military situation.

The basic principles of administration are more ap-
parent in larger offices, and it is in the larger offices
that there is a greater neecd for architectural sdministrators.

The twentieth century has seen the growth of large
offlces in nearly all sections of the country, In the be~
ginning these large offices were located in the large metros
politan areas of the East, However, since the war, with the
eatablishment of a branch office of Skidmore Owings and
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Merrill in 3San Franecisco, and the advent of such firms as
Wurdemen and Beckett of lLoa Angeles, and John J, Mahoney of
Seattle, this type of firm has come to the Pacific Coast.
Te growth of these firms 1s an indication of the increasing
industriallization of the West, As this Industrializatlon
continues in the future, further increase in the number of
large architectural firms may be expected,

There are other reasons for the growth of large firms
bealides being in a strateglc position geographlically. Of
course there must be the industry to require large buildings,
but more important factors in a firm's growth are: 1, the
professional ability to be able to design end bulld satis-
factory structures, and 2, the administrative ability to
be able to cope with the complex administrative problems
which are a natural part of such erpansion,

The question might be asked why any office should bee
come so large. Why should jobs be taken out of the area
rather than be given to a smaller local firm? The anawer
seems to lie in the lfaot that in business, big likes big.

The client with a large comiaaion would rather go to a firm .
which can, in a short time, present him with printed brochure
complete with statistical information and renderings which
will show how he will spend his money and what he will get
for its 1In this field of extensive statistical and technical

research the large office offers the client a service which
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the smaller loecal office cannot afford to do. This is pere
haps the greatest justification of the large office.

large offices may vary from the reasonable size of -
twenty to thirty men, to the huge organizatlions employing
under the press of rush work, one thousand men, However,
the average number in the lerge Hastern offices, such as
Skidmore Owings and Merrill, and Voorhees Walker Foley &
Snith, is arownd four hundred men, It would be interesting
to show the general organization and duties of a large office
guch as Skidmore Owings and Merrill, The senior partners
are the top echelon and are concerned exclusively with ad-
ministration and contact work. The junlor pariners are
administrators, contact men, and specialists in fields such
as design and engineering. The head craftsman is an ade
ministrator who is in charge of office mechanics such as
coordination and programming the work flow, In charge of
esch job is & "job captain," His dutles concern all aspects
of a particular job. He is called in during client contacts
and performs administrative tasks in the form of coordination
and supervision. Below the job captain are the senlior
draftemen and junior draftsmen who are assigned to his pare
gleular jobs It should be noted that in any position from
job captain up either part or all of the duties of the per-
sonnel are concerned with administrations There is then a
clear need for architects with administrative training; The
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architectuwral aduinistrator is confronted with problems,
other than coordination and supervision, which are equally
important, The problem of labor turnover in large offices
18 worthy of deep consideration. Basiecally this turnover
seems to stem from & feeling on the employee's part that he
is being exploited and in many ways this is trues. During
timea of emergency, or rush jobs, the large office will hire
extra employees and pay them above usual wages to secure
their services. VWhen the perlod of need is past they may be
dlscharged without notices The employer says, "We no longer
need you and you were overpald anyway." This impersonal
treatment by employers also works against them. Because
employees have no feeling of security, they have no feeling
of loyalty to the firm, and consequently they do not hesi«
tate to profit by the training they have received and seek
better paying positions elsewhere. EIven loyal employees
may in time beocome dinsatiar&od with the impersonal pro=
duetion line type of laerge office and resent being just
another number on the roster. Thg architectural adminise
trator could help alleviate this problem: By organizing

the work so that the draftsman may follow it all the way
through and thus establish & personal ldentity with the job,
he would produce a good mental state on the part of the em~
ployee. The boredom of being confined to one task such as
window detalls would be eliminated. Here again a basle
prenige diuqovered in the study of adminlstration shows that
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this relief from boredom and monotony would result in conw
tentment among the employees. By removing the cause of
mental irritation and thes resulting inattention to work,

be tter morale and greater output would be aczuwmga‘
General training, so as to lif't the level of the employee's
professional ability, would pay off not only in inereassing
his general worth to the firm, but would also produce the
feeling that h¢ was not just another numbers Recognition
of the individual worth of the employee would foster the
idea that individual initlative and loyalty were appreciated
by the firm, The resulting employee satisfactions would
produce a greater output, increased quality, and lower
labor turnover, not only of the rank and file but also
among the key men,

Professional adminlstrators trained 1n fields other
than srehltecture might well be part of the architectural
firm. Any private organization must insure financial gain
or cease to oxists. Architecture on a large scale embraces
the flelds of office management, contracts, and the pro-
fesalon of law, statistical analysls, public relations and
many others. Any of the tasks in these flelds might be
more efficlently performed by an administrator trained in
that fields The number of such administrative specialists
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in the organigation would naturally depend upon the size of
the firm and its abllity to support them, However, regarde
less of the number of specialists, the administrative as-
pects of architecture must be closely controlled if the firm
is to prosper or even survive,

. Architects must follow the basie prineciples of ad-
ministration in their offices. They must realize that, as
in any other private enterprise they have two objectivest
1. to achieve the common economic purpose of the organiza- -
tiaﬁ, 1s€e, to produce good architecture, and 2, to maine
tain the soe¢lal organization so that employees, in coniribu=
ting their efforts, obtain personal satlsfactions which meke
them willing to cooperate.
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In this, the design phase of this problem, the intent
was to set up a situation of such a nature as to demand
rigorous plamning, Past student experience haa been chiefly
in the direction of developing form end it was felt that
this time the quest should be in the organizational backs -
ground necessary before the determination of form.

A second considerabtion was to choose & problem which
would stress the organizational aspects 'of planning. The
Military Services present one of the most rigorously planned
and highly orgenized administrative bodles in Americen life.
The higher the echelon of administration the wmore complex
the proceases. In view of the facts, the followlng was
chosen 88 & probleme..s. HE DESIGN OF A CONTINENTAL DEFENSE
TEATER HEADQUARTERS.

This problem would be of such cmpiﬁ nature that to
make 1t work would demand rigorous planning, Knt only does
this entall the organization necessery for such & command
level, but also involves the Integration and coordination
of three different services,

Such a problem would not only provide inflexibilities
from the desigh and organigation standpolnt, but belng oute
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side the normal experience would forege any future coniro-
versy as to the manner or degree in which things were done.
No attempt will be made to carry this problem to three
dimensional form, other than a simple mass study. The
problem will be carried through the plamning and organlzas=
tional stages and will be i1llustrated by accompanying plates,

NATIONAL DEFENSE ORCANIZATION OF THE UNITED STA'ES

After the first World War, the United States falled to
establish the millitary and govermmental mechinery nscosiiry
for fighting global wars. In the interval between World
War I and World War II owr nation did not establish tﬁo

military structure necessary to coordinate the efforts of

our Army and Navy in strategic planning, the determination
and procurement of material requirements, and the preparation
of war budgets, Accordingly, our entrance into World War II
found our government inadequately organized to solve the
militery, political, and economic problems arising from the
application of military power on & world wlde scale.

In 1945 World War II came to &an end and the United
States emerged as one of the victors of a truly global war,
Te performance of our military forces on the battleflield
and the support provided these military forces by industxy,
labor, agriculture, and all of the elements of our national
1ife made this vietory possivble, Again, as in Vorld War I,
the United States fought and ended the war with a national
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defense gtructure that wes really unsound, In many cases
the organizational structure of owr natlonsl defense was
melke-shift of stopegap arre: gement. Fech war-tlme modifi-
eation was necessary to eliminate glaring defects that were
impeding our march toward viectory. For example, it was nod
wntll after World War II hed begun that we established the
top militery and political structures with which we fought
' the war, It waa not until December 1941 that the Joint
Chiefs of Staff was organized; it was during the war thet
unified cormand in overseas theaters was establlished by the
Joint Chiefs of staff. It was not wntil the war had been
golng on for almost three years that the Unlted States co-
ordinated political and military declslons through the

- State-War«Navy Coordinating Commlttee.

These orgenizetional changes made during the last war
were effected by executive order of the President under the
broad powers conferred upon him by the War Powers Acts
Therefore, these military featurés were temporary in nature
snd the legal basis for thelr existence would have ended if
the President's authority under this Act ceased to exlste

In 1043 the Joint Chiefs of Staff, in order to insure
that these temporary organizational changes wéuld not come
to an end and that owr nationsl defense organization would
not return to its old form, established a jolnt committee
to study the problem of national defemse, It was directed
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to recommend a military structure which would eliminate the
existing weaknesses and inefficlencles of our permanent
netional defense organization. In addition, both the War
Department and the Navy Department prepared thelr own plans
for wnification of the Armed Forces during 1948s These
various plans were reviewed by the Military Affalirs and the
Naval Affairs Gammittués of the House of Representatives and
ﬁhﬂ Senate during 1945 and 1946, In the fall of 1946 the
?r.lidﬂnt directed the Secretaries of the War end Navy
Departments to appoint a jolnt committee to evolve a solu=
tion for Unification which would carry the approval of both
the War Department and the Navy Department. This jointly
approved plan was submltted to Congress early in 1947«3
While this plan was under study by Congress, the War
Department established the Hall Board to determine the
organizational end functional defects of the existing per-
manent defense structure and to determine if the jointly
recormended plan would eliminate these wealmesses. It also
recommended & method for separating the Army Alr Forces from
the Wer Department if Unification incorporating a separaie
Air Foree should be approvad.g
The Hall Board concluded that the jolntly recarmended
plan of the War and Navy Departments for Unification would
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help to eliminate some weaknesses, The report indlicated that
when Unification became a reallity, modifications in the plan
ag then recommended might be desirable. The Doard also set
forth a broad plan for the separation of the Army Alr Forces
from the War Department. The recommendations of this Board
served ass the »basu for the separation of these m swvs.c“.l

In July 1947 Congress passed the Natlonal Securlty Act
of 1947 which is basically the plan jointly agreed upon by
the commlittee established by the War and Navy Departments.
At the top of the structure is the President of the Unlted
States as Commander-in-tChief of the Armed Forces. Imnmedlately
under the President ils the National Security Council which
provides the integration of our foreign and military affairs.
The Netional Security Hesources Board 1s responsible for the
integration of the military prosrem and our clvillan econony.
The Central Intelligence Agency (the top intelllgence agency
of the government) reports directly to the National Secwrlty
Councils Below this is the eivilian structure in the National
¥ilitary Bstablishment. This is headed by a civillan Secretasy
of Defense and includes the three Departments, each of which
is also headed by a civilian secretary. The Joint Chiefs of
Staff, the War Couneil, the Munitions Board and the Research
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and Development Board assist the President and the Secre tary
of Defense in the dlscharge of their dutles and responale

biilﬁ"ﬂl

THEATER ORGANIZA TION

Soon after the beginning of World War II the Joint
Chiefs of Staff determined that sll the forcese-elr, land,
and aennaanaigned‘ta one theater of operations would be
placed under the command and control of one commander. This
supreme cormander might be a naval officer, a ground officer,
or an air officer. This principle of unified command is
firmly established in our military doctrine today by the
National Securlity Act of 1947, Tis Act directs that the
Joint Chiefs of Staff will "establish unified commands in
strateglc areas when such wnified commands are in the
interest of national sueurity.”g

To exercise nis command over a jolnt force the thesater
commander must accordingly eatablish a joint staff whieh
should include personnel from all of the components, The
use of a joint staff will permit the integratlon of the
operational cepablilitles of the three components and the
formation of an effective jolnt operational plan, The
effectiveness attained in the loglstical and adninistrative
fields among the different theaters varied widely during the
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last War, With the establishment of a single department of
Def'ense & more comprehensive integration in the fleld of
loglstics and administration can be expected in the futwre.
In a normal theater of operations the over-all command
of the joint forces assigned to one theater will be vested
in & supreme commander. IHe will be assisted by a joing
staff and will exercise command of the alr forces through
an Alr Force commander, comuand of the ground forces through
an Army commander, and cormand of the naval forces through
a Naval cormander. These Commanders will be in commend of
the operational forces of thelr respective branch of the

service.

The téehnologioal advancement of the alrplane, and the
resul ting effects on comunipat:ion and distance, have voided
the o0ld idea of the invulnerability of the continentel United
States, Today there 1s no section of the country that ls
ui‘s from enemy actions To attempt a defense based upon
the nnts.o# as a whole 1s impractical from the standpoint of
size or area alone, To limit the scope of attention to
an area which 1s within the limits of one man to direct is
the only way to correct this problem, It has already been
pointed out in the previous study of administrative principles
that organization of the ectivities, so as to limit the span
of control, is fundamental to any type of administrationg
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architectural, industrial, or governmental, as well as the
military defense problem.

The division of the United States into defense areas
will not only limit the span of contrel, but will firmly
fix the responsibility for military actions within that
area, Thls then is the function of the Theater Commander.
e 1s responsible for the defense of any given area.
Reaponalibillty and accountabllity are impossible without
authority~--the power to directs Authority depends upon a
| clear line of command from the top to the bottom, and a
retwrn line of responsibllity and accowntabllity from the
bottom to the tops. Therefore any action recommended which
enables the Theater Commander to better direct or control
also increases his seccountability and reaponai'buity.1 By
limiting the scope of attention and granting the authority
necegsary, strength end ity ere developed in the Theater
Commander. Strength and unity in an executive make clear
who 18 responsible for faults in adminlstration and the
resulting sctiors of the organization,

Dividing the United States into defense areas should
be done on the basls of a reasonable geographlic area rather
than on the baals of the homogenelity of the area, On thias
agssumption the Unlied States has been divided into eight

*yoover Commtasion Heport.
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ereas, This will provide areas which are of sufficient size
to permit a well organized plan of defense. At the same

time there would be provided internal defense areas, or
hinterlanda, to whieh, in times of need, ouwr forces might
withdraw, The defense of these in turn would be planned by
cormmanders already familiar with the terrain and its problems,

The area chosen for this problem was the Pacific Northe
west. Cholce of this ares permlts a greater opportunity to
malke the problem seon authentic as 1t is more available for
research and the conditions prevailing are better known.

The fact that the Unlted Stetes has not been divided
into defense areas or theaters, and that such a command level
does not exist in the militery hierarchy is to the designer's
advantage, as it permits much greater freedom in developing
his own organizational ability. DNone the less there does
exist an organizational frame of reference which will provide
bounds within which the designer must operate. In addition
to these existing limits, one need only conform to those
stendards which make for good administration...good adminise
tration being the organigation of all the parts into a
smoothefunc tioning whole.

Some of the more pertinent rules for good administration,
which apply directly to this problem, are:

1« A proper chain of command from the top to the bottom
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and a line of‘roaponaibility from the bettdm to thé topax
2« Proper control depends upon proper and adequate
staffing to organize and unify the lssues brought before
the Commending Officer and to offer tachnieal advice upon
those isauea.a
3+ Proper organization of work under staff members
in order to keeop the "span of control" within the ability
of the commander to diroet«s
4. Delegation of authority, or discretion, to the
lower echelons to meke minor administrative decisions and
thus relieve the Commanding Officer of dotail.‘
S Determination that all functions required to

accomplish the mission of the organization should be homo-

geneously groupnd.ﬁ

6+ That all individuals should be respectively assigned
to these groupings in accordance with their abilities and

uaptbilitiea.e

o5 8T8

Many conslderations affecting the site have come to
light during rescarch. Interviews with local militery
authorlities show that a basle premise of mllitary control

®mwigs  Smnia,

“army peta. Smia.  ®mia.
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and coordination depends upon physical contiguity, An
examination of the existing operational Commands for the
Pacific Northwest shows them to be cemtered in the San
Franecisco Bay area, This, then, sets the general vieinity
of the site,.

Personnel breakdowns, to be shown later, indicate a
working force in this headquarters of approximately two
hundred and eleven men, From a standpoint of economy, the
construction of a new post to house this Headquarters does
not seem feasible, Such a post would need to be large
enough to offer all amenities to these two hundred and
eleven men, plus a service force of about twelve hundred
officers and men. It follows quite logically that, 1if
posaible, this dupllication of effort and gervices should be
avolded,

Since this Headquarters represents all three branches
of the Military Establishment, i1t would be no breach of
military protocol to combine this Headquarters with some
already existing Operational Headquarters, A survey of the
existing facilities shows that the twelfth Naval District
Headquarters, located in downtown San Franeisco, could not
absorb this additional load. The Sixth Army Headquarters,
at the Presldio, has adequate facilities, as does the fourth
Air Force Headquarters at Hamilton Field,

Viewing these two installations in the light of security,



we find that, to all inhanta, the Bixth Army Headquarters 1is
in & somewhat lsolated pogition. The communication lines
for this Headquarters are dependent upon two major bridges,
the Golden Gate and the San Franclsco Bey Bridge. This
makes these communication lines weak, for bridges would
obviously be primary targets for any fubture enemy action,
Should these bridges be bombed out, communication would be
forced to go fifty miles south through urban traffic to
round the southern end of the bay. In case of a forced
evacuatlon this would hinder, if not &top, any effective
withdrawal of the Defense Theater Headquarters.

Hamil ton Fleld is lindependent of the bridges and, in
additlon, has direct rall and ailr service., Aerial communi-
catlion, in the form of courier planes, would be very ime
portant both for the movement of documents and key person-
nel, Hamilton Pield is equipped not only with an air fleld,
but also with existing facllitlies for aircraft maintenance.
For these reasons, then, let us assume that the site for the
Theater Headquerters shall be somewhere on, or adjacent to,
Hamilton Fleld.

The determination of vieinity location within the
bounds of lam:'lton Fleld should be influenced by exlsting
condlitions., &Avery effort should be made to use the present
facilities, For purposes of morale, the site should be

located close to the communlity area of the post, and should
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also be adjacent to the living quarters and their accompany=
ing mess facilities,

No actual maps of Hamilton Fleld are available due to
present security regulations, but a reasonably accurate
diagramatic layout of the field, based on personal obser-
vationa, is possible. This dlagramatic study shows that
there 1s a posaible site across the street from the Poat
Cafeteria and the Post Exchange that fulfills the contigulty
requirements and 1s within easy walking distance of both
the officera' and Enlisted Men's living querters.
| In gite planning the relationship of areas in regard
to personnel convenlence is important., For instance, the
avallabllity of the PX and Cafeteria for use during reast
pauses would greatly improve the morale of the Headquarters
staff. It would permit them to interrupt the working hours
and glve them not only variety, but a chance to escape from
the rigid supervision of the work situation.

Personnel studles made by industry in an effort to
establish a basis for better administration have shown that
consideration of the human element has been beneflclal to
the organization. In general it is the fallure to make
thls consideration that marks one of the big differences
between the military and industrial administrations.

Topographic informetion concerning the Hamilton Fleld

area 1s avallable in the form of a contour map dated 1890,
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however it may be assumed to be accurate enough for the
purpose, The site is at the foot of a low hill and fronts
on a street running from northeast to southwest. Due to
the contiguity of the living areas, parking on the site
will be limited to those vehicles necessary for liaison

work, and outside visitors.

PERSORAL S TAFF

Staff organizatlon 1s the essence of modern militery
organization.l This 1s another example of pure administra-
tion In that any orgenization has 1ts equivalent of line and
stalff personnel, Just as appears in military organization,.
As In any administrative organization, the staff offlcers
are concerned with what 1s to be done and the line officers
with putting it into effects Staff officers are ethaernaﬁ
with wnifyling the issues brought before the commander so as
to eliminate adminlstrative detail. :

The tremendous number of details inherent in such or-
ganlzations makes it virtually prohiblitive for the commander
himself to be encumbered with these details and accomplish
his primary function of command, Apart from the fact that
the mental and physical powers of one man are unequal to
such a task, the general supervision of all fighting forces
under hls cormmand would be seriously impaired. The commander

Larmy Data.
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must, therefore, have a sufficient number of assistants to
whom these detalls may be entrusted. These assistants form
his staff. Staff officers are primarily advisers and con-
sultants. They are invested with no military command,

Such an organization is the Commander's Personal Staff.
This Staff 1s attached to the Commander to assist in the
performance of all military dubies which are not concerned
with the administration of the assipgned military forces.
The Personal Staff is roughly organized under the headings
of Public Relations, Inspector General, and Aldes.

Public Relations is responsible for all relationships
between the Cormander and civilian life., They handle all
news releases, interviews, statements and visiting civilian
dignitaries,

The Inspector General reports to the Commander on the
technical proficiency and the technical quallty of the men
and material under his command.

The Commander's Aldes have no assigned area of activity.
Their dutles consist of assisting the Commander in any way
that he might direct,

There is no set size for the Personal Staff of the
Commander as the number may fluctuate, depending upon the
slze of the command, the type of activity, and whether war
or peace-time status, However, the same type of activities

would be carried on by the Personal Staff and the fluctuation
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in size would not be great. For the purposes of this pro=
blem the number has been assumed to be ten officers and

enlisted men.

JOINT §TAFF _
The Jolnt Staff is comprised of officers representing

each of the branches of the service. In this way all availle
able information is brought together to facillitate the sct
of declslion-making by the Theater Commander. This idea of
& joint staff is one that might well be followed by private
enterprise, as this is an answer to one of the biggest
problems of an administrator, The problem of how to get
all the available information on any one problem together.

A good staff member must be able to grasp a pleture
of the whole problem and be able to evaluate the importance
and relationship of the parts, one with another, A staff
member may present different views from those of the com~
mander, and may support them in the course of discussion,
but once a decision ls made, then he should accept the
decision and work toward its fulfillmont.l

In general a étaff has many varied duties but the chlef
ones are as follows:

l. 7To unify the issues brought before the commander

so as to simplify his task and relieve him of unnecessary

1Arm'y Data,
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aduninistrative duty.

2, Provide technical advice upon any matter in which
it may be needed before a proper command declsion can be
made.

S« Act as lialson between the Headquarters Command and
Operational Commwands. Interpret or help communication
throughout the organization, and explain policy to the
lower echelon.

Bach representative on the Joint Staff, such sa the
Army, Navy, and Alr Force, must have & body of speclalists
‘working with him to assemble adequate staff reports., BEach
of these unlts of speclallsts might well be organized in the
following manner. Within each staff member's supporting
unit there would have to be a technical staff, an adminige
tratlve staff, and a llalson staff,

A personnel breakdown for such & typlical unit might be
as follows:

A, Commending Officer (the Joint Staff Representative)

Bs Executive Offlcer

Cs Technleal staff

1. Intelligence

3 Officers
5 Enlisted Men

2. Engineering
1 Oofficer

3 Enlisted Men
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5, Operations
£ officers
6 Enlisted Men
4, Iogistics
Officers
6 Enlisted NMen
Ds ILislson Staff

2 Officers
£ Enlisted Men

By Administrative Staffl

ls Genersl Office
2 Enlisted ¥en

2. Personnel
2 Enlisted Men

3« Supply
; 1 Enlisted Man

4, Finance
1 Enlisted Man

The above listed breakdown showa the mejor duties of the
men @asigned and they in addition may do such other things
as the needs of the moment may dictate,

Spatial requirements of such 2 wnit would be simple
in nature. The various branches of the Technlcal Jtaff
would need geparate offices, but the general administrative
staff could be lumped together, The commandlng officer and
the executive officer would, of course, require separate
officess B8ince many of the members of the technical staff
would require the use of maps and photos in thelr werk, a
small library of these might be drawn from the intelligence
section and kept on file, No special equipment or spatial
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needs are required as equipment will be the usual desks,
files, typewrlters and telephones. As is customary in the
milltary services, separate lavatorlies would be provided

for the officers and the enlisted personnel.

INTELLIGENCE
Intelligence at Theater Headquarters level would be
directly under the Central Intelligence Agency. This would
be augmented by direct liaison with Intelligence at the
Operational Command levels, Its chief duty would be to advise
the Theater Commander and sssist in making strategy declsions.
The intelligence sections of the Joint Staff units could also
draw upon them for addiltional information.
A personnel breakdown for the intelligence section
would be as follows:
A. Comanding Officer
Bs Executive 0fficer
Cs Photography
1 Officer
4 Enlisted Men
De Photo Interpretation
1 officer
2 Enlisted Men
E. DBomb Damage fLssessment
1l Officer
2 Enlisted Xen
F. Enemy Flack

1 Officer
1 Enlisted Nan
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Ge Hﬁpﬂ
2 Officers
6 Enlisted len
Hes General Intelligence
S Officers
6 Enlisted lien
I. Document Security
2 Officers
6 Enlisted Men
J. Counter Intelligence
4 Officers
7 Enlisted Men
Provision must be made for the storage of classified
material in a vault which would be thelft and fire proof.
Intelligence material is clasaified into four general groups:
ﬁop‘ascret, secret, restricted, and non-restricted. Within
these four groups may be found any type of material, such as
written, maps, photographs and moving plcture film,
The function of the Intelligence unit would be Lo as-
semble end correlate material, maintain maps and photos in
the skull practice or polley room, and to malntain and show
selections from the film library. In addition this unit would
route pertinent material to the various Operational Cormands,.
Spatial requirements for this unit would require separate
offices for the commanding officer and the executive officer,
and a general office space to house the rest of the intelllie
gence functions. In addition to this, there would be required
an audloe-visual room for the showing of film and for use in

intelligence briefingas., Also a skull practice room,



71
HEADQUARTERS COMPANY

The Headquarters Company ls the clerical branch of the
Theater Headquarters., This organization does not perform
clorical duties for the Joint Staff groups ss this function
is done by thelr own men., The Headquarters Company ls cone
e¢orned with the clerical dutlies pertinent to the proper
administration of all the forces assigned to the Theater
Commander. There ig at present no material avallable which
can be used as a basls for estimating the size of thils group.
It would be hard to arrive at any number as it would be
dependent upon the smount of activity and the particular
administrative set-up of the leadquerters. Therefore, for
the purposes of thls problem it has been assumed that this
organlzation will conslst of epproximately forty officers
and enlisted men.

Space should be provided for a genersl clerical area
with desks, typewrlters, filles and an ares of mimeographing.
Provislon should be made for the storage of office supplles.
A vault for the storage of classified material and records

will be required,

THE BUILDING

Since the possible site 1s-go large there i1s little
need to organigze the bullding into a tight{g@lationnhip.

The chief principle to be followed injfhe design of the
structure is that of producing optimum flexibllity. Since
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the problem seems to indicate a continuance of the previously
mentioned type of high level command, new procedure and new
requirements are bound to evolve, This can best be provided
for if the proposed structure provides & maximum of flexie-
bilitys. This suggests a type of space crate which produces
bearing loads at concentrated points. By concentrating the
bearing loads at column pointe the intervening walls become
screens which can be removed at wills This would permit
growth or extension in almost any direction, as future needs
dictated.

Wherever possible, materials used should be those which
would demand a minimum of maintenance. Haterials should be
used which will provide a maximum of safety in event of any
future enemy action. Both of these requirements suggest a
reinforced conerete structural frame, This concrete frame
might be coupled with integrally poured open web jolsts to
prov:ida a rool structure.

Tnis type of structure would permit & mexlmum amount of
fenestration to be used. Exterior blind.n'v" could be used
which would proteet the windows from sunlight, seal them
against concussion, and couldy &t night, be used as hlnckoue
curtiins. These blinds should be light in color to help
reflect the heat of nuclear fission. A possible material
might be porcelain~-finished steel, as 1s used in store fronts.
The major portion of the personnel will, by nature of their
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duties, be confined to one area, The small number who move
about would do so rarely, These factors point toward a
loosely organized structure or group of structures. This
loose organization is augmented by the mild climate of the
area,

Access to and from the structure should not be confined
more than necessary. The various departments will have oube
slde visltors whose traffic need not interfere with the
other departments., Demands on personnel by various activi-
ties will produce erratlc pedestrian traffic which should
not be routed through work areas.

In general the building design will, wherever possible,
augment those policles discussed under personnel, Provision
must be made to house all the units of command in a manner
conducive to efficlent operation and employee wellebeing., A
loosely organized structure would permlt greater opportunity
for a change on focal length with a resulting decrease in
visual fatigue, as well as a change of view which would be
a visual relief. Attentlion should be pald to the elimina=
tlon of employee irritations caused by such things as drafts,
improper lighting, inconvenient work situations, and inade~
quate rest room facllities. Fenestration should be extensive
80 as to produce the maximum amount of natural light without
glare, Inteﬁior finishes should be restful end yet warm in
feeling so that the work situation will be pleasant and not
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. of the cold, factory, or impersonal type of atmosphere so
often found in military life,

Provision of a more friendly, cheerful work situation
would produce greater employee or personnel satisfaction
and in turn inerease output. This was brought forth in
surveys and reports studied in the field of industrial ad-
ministration and could do much to help eliminate the welle
mown inefficlency of military personnel.

Inter-departmental circulation might well be carried
on under a system of external covered walks., This would
be possible in such a mild elimate and would eliminate the
neceaslty of heating and maintenance required should they
be treated as interlor spaces
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ON ARCHITEC TURAL ADMINISTRATION

While we, for the most part, have dealt with adminise
tration from a technical point of view, let us never for-
get that it is, among other things, a pattern of human
behnvior.1 Because adminlstration contains so much of the
"human element™ its problems are often psychological as well
as mechanlcal. For this reason the student of administrae
tion must, to a large extent, observe and reason like a
gocial sclentist rather than a natural scientists The
chemist or physiclst must see a thing or touch it before
he will apgree that 1t 1s there; the soclial sclentlst, on
the other hand, makes use of concepts as short-cuts in
analyzing group behavior. The student of administration
mugt do the same,

The importance of the role which administration can
play in the fleld of architecture should be more fully
realized, Every architect to more or less degree is an
adminlstrator, but being in a ereative endeavor makes a
difference in his administration. In the architect is

161nsor, Administrative Procedure.
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placed the judgment sense; he evolves the broad aims and
the archiltectursl prineiples by which they may be achisved,
It is not his task to check and measure every reveal to
determine whether it should be one~half or one-quarter of
an inch. All too often the architect who has no training
in adminisitration becomes so bogged down with administrative
declsions of the seme caliber that he loses alght of the
broad picture., As a result he becomes a boss only and loses
his identity with the work going on in the offlce.

To expect one man to mesbter the vast range of Inow-
ledge necessary, and at the same time be proficient in all
the various allied technical fields ls unreasonable. There=-
fore it 1s reasonable and necessary that the architect make
use of avallable experts in these various technical speclalties
such as structures and mechanics., To sublet the portion of
the work that falls in these flelds is necessary for the
small architect but is really an unwholesome approach to the
problem. The speclalists can solve the problem, but too
often view it only in the light of their apeclalty, or only
have part of the total plcture. This limited undsrsitanding
on the part of the speclalists prevents the truiy integrated
service that good architecture demends. Therefore, it seems
that the solution is for the architect to work toward an
office of sufficient volume that will support these experts
as a part of the regular staff, This brings up the problem
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of obtaining experts with top ability. Such qualified men
would obviously be reluctant to work for someone else. The
solution then seems to be the merging of talent in the form
of a partnership. This would enable each field to perform
that work peculiar to itself and stlll share their talents
when needed.

e architect is in a different pesition from other
administrators in that he cannot be versed in the language
of edministration alone and thereby produce the desired end
product. His dutles are concerned with creativa tagks in
which the mind and the human factor are ever present, The
success of the archlitectural administrator rests upen the
bage of hils professional capacity. He must first be a
competent architect and secondly a proficlent administrator.
In any undertsking where the numbers of people grow large
there must be & certain amount of dependence upon subor-
dinates, or delegation of authority. It is a2 meeswre of
the architectural administrator whether this be neceasary
dependence or explolitation.

The archltectuwral adminlistrator is faced by problems
which are outslde the normal duties of production. For
example he 1s not only faced with the normal personnel
problems inherent in labor turnover, but also the problem
of giving recognlition to worthy subordinate personnel. A
lack of such recognition or acelaim could be instrumental
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in causing the employee to go elsewhere for amployment.
This could be a serious loss to the firm,

Another duty of the architectural administrator which
is apart from normal routine is the planning for econamie
and seasonal fluctuations, FPlanning for economlc cyecle
fluctuations would almost iluslst that the firm hedge against
periods of recession by obtaining outside resources or assets.
By spreading the economic base of the firm, slumps in a
secdor of the economy would still permit a reasonable incomé,
Planning for seasonal slumps Iin business actlvity is a
matter of offlice organizatlion, Thls problem is worthy of
concern. Ilther the firm stays to a reasonable 'size which
ean be kept busy or else it must fluctuate with the nuwuber
of jobs and the season. If the firm 1s kept smell the labor
problems of expansion and contraction are minimized, but
additional work and revenue are sent begging., It is a
problem for experience to decide.

In attempts to produce an organic plcture of the ore
ganization of an architect's office the following fact was
brought out: the various functions of architecture are so
elosely intermingled as to be Alfficult to show apart. The
inter«unit relatlionships are so complex that to show them
in the usual type of organization chart is almost imposslble.

Such an organlzgtion chart would fail for owr purpose,
which 1s to show the positlon in office organization where
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elther the archltect or an architectural administrator
exerts his influence. If the office organization includes
an archltectural administrator then his function is to
coordinate activities and at the same time unify the issues
to be brought before the architect,

ON THE CURRI CULUM

e complexity of modern archltechure shows an increasing
need for administrators in the field of architecture. For
thls reason this program of study was undertaken. This being
the first time such a program has been tried, there was no
set curriculum. For this reason a good deal of trial and
error was necessary in finding adequate subject matter. Some
courses which were tried were abandoned because the subject
matter was too detalled and not broad enough in scope. It
is for the administrator to lmow that there are psychologlcal
tests to be used in personnel management and what personnel
management can do for him rather then to be able to construét
one of these tests. The most helpful courses were found in
the school of Polltical Sclence, but there, due to the
strong 1lnfluence of the major subject, all information cone
cerning administration was from the viewpoint of government.
Two courses worthy of note were lunicipal Administration and
Introduction to Public Adminlstration., Municipel adminls-
tration was valuable for two reasons, First it demonstrated

the idea of "span of control" through the City Manager plan,
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and second because 1t gave a pleture of municipal government
with which the architectural administrator is always coming
in contact. The second course, Introduction to Public Ade
ministration, was probably the best source of information
found, ‘This course approached administration from many of
its basic problems, such as the place of the expert in ad-
ministration, the limite of the administrators ability to
administrate, and the problems of organizing human activities
on paper, This course could be the basls for a new course
in administration, Dr. Wengert brought great insight into
the problems of administration to this course. If a new
course based upon such insight were to be formed, with
GClaser's Principles of Administration used for a text, the
réault would be a course pertaining to the problems of
administration as pure administration and not as the problems
of government, Succeeding terms might be devoted to the
importance of personnel problems based upon the discoveries
brought out in such texts as Management and the Worker by
Roethlisberger and The Industrial Problems of an Industrial
Civilization by Mayo, These books bring out many factors

of personnel behavior which would be particularly per=
tinent background material for any archltectural student.

It 1s understood that the next school year will see the
start of a course in semantics which might prove valuable to

the administrator. The importance of the problem of communie



81
cation has already been dlscussed, and a study of semantics
might help eliminate some of the "gobbledegook" of btahniell
language, as it has been called in governmental circles.

The writing of this report mekes apparent the need for
further training in the writing of administrative reporta.
Should the role of architectural administrator come into
general usage, the writing of such & report would become a
regular part of his duties, Te architect in his relation-
ships with the public could also benefit from such training,
Architects, such as Hrnest Xump of Sen Francisco, who male
programming of fubture activities a separate funetion, worthy
of a separate fee, could also use such training. An ad-
ministrative report could also become a dafinitovpart of
the activities of City Planning,.

An administrative report hears a great resemblance to
the reports prepared by staff offlcers in the military
services. The military services conduct special achools
which teach, among other subjects, the proper way to write
staff atudies. A college course could be based upon infor-
mation similar to that used in the military schools. Suech
information could be ébtalned either from military sources
or from personal observations of local people who have ate
tended such a achool,.

In the future it would seem that the aprchitectural
department should offer, through 1ts speecial studies pro-
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gram, & course dealing with some of the more general ad-
ministrative problems which occur in architectural practice.
It might be hoped that the bulk of the material need not

be sought outside the school of Archlitecture and that the
mul titude of experience which the various staff members
have had could be contributed.
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