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SUE.. i5iui AND S7AFF OPERATIONS
Jot. .= here engaged in a Menagement Workshop. This is your fourth day.
.1d be presumptuous--even ridic.lou---if I asked you seriously why are
_e here? But, I would = eutreme. negligent if I failed to suggest why
the Soil [ aservation ce.vice tuinks you are here.
fere is greater nesed than &t cuy time in Service experience for
.cficiency end effectiveness in deing what we're supposed to do. And there
is more of what we are supposed to do than ever before in SCS-SCD history.
We went through several stagec to get to these increased responsibilities
1is _-cater workload. We pioneered for several years. Then we be;:u to
i .ome real progress. Presently, we are recognized as being successfui.
\nd .ow, that's why we are being asked to do more things than we scen
/e . Jaey, time, and man-years to do. We hope this is always so.

e =CS has evolved from & soil erosion control bureau into a Service

or: . .z&t_oa--far flung--with key responsibilities in about 18 separate activities

Gepnwing ca how fine or broad you slice up our job. Three of these recently
- :ned--in fact the Secretary Jjust signed the proper documents.

Howe vcr, despite increased responsibilities the major objective of the
Service is still to provide to farmers & .d ranchers and some others, upon
request, thru their own local organizations, technical assistance 1.

ing scientifically sound ccuo: -vatica treatment to each acre aud scoll
wat. shec having soil and water .- _em . The Work Unit is the level where

the .otel job gets done. The area ic the key level of management dealing with

3t o .iscussion led by Norman A. Berg, November 1, 1962, Mar .zement
Jdorkshop, Soil Conservation Service, U. S. Departmwent of Agriculture,
Alexandria, Louisians
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Jork Unit ectivity. We must, therefore, at every level, mobilize ocur avail-

able resources and concentrate on priority items. This is menagement and it is

the job of supervision to help us stay successful as a Service. JIiz=x

nuaberg-roie—tds=tuputat—theFiclkddavel.
Staying successful--as individuals and as a group depends on planning

and on good management.
A few years ago we felt (Nation-wide) a certain degree of "Lack of
Urgency" among SCS employees in getting the job done. We talked about need to:
1. Become more enthusiastic about our Jobs.
2. Have more respect for decisions.
3. Carry out the policies of the Service and of the USDA.
L. Co forward as a truly national organization.

Today we feel an even greater urgency in that we can no longer afford
curselves the luxury of what ocur Administrator has chosen to call “Pbg-leg“li»véﬁzfi'
districts. We are underway with support natiomnwide from our State Conserva-
tionists and NACD and State Association leaders to find where they are--and
what we can do about our findings. And our limited findings so far show.ﬁhat
mere of the problem and reassons for low productivity rests with us thaﬁgggjh
friends.

I have always maintained that if we fail it's owr own doing--no one
on the outside can push us around (or over) unless we ret=snd decay from
within.

In the lest six years the SCS has added / 25 percent to our lsbor force
at az Increased cost of f 50 percent. This fiscal year it will cost neariy

$5 willion more for the Pay Act alone--and next year the totel will be close

to $10 million. On the other hand, SCD's have been telling us they should
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heve about this much more for ebout three years running just to do what
we've been asked to do (without the pay ect increases).
Therefore, there is real need for these management sessions--end

sincerely--a greater effort is needed to strive and to get the most out

of what we have dollar wise and man-power wise!

I've asked myself on this sort of assignment: What is it that one has
learned from 20 years of being responsible to and for people--and in 4k years
of being one--that may be helpful to others. I can speak from experience
that bisects several work levels of this orgenization in which I have dedicated
my life.

First, I believe it helps to be enthusiastic--to be loyal, and to
believe in the work we do.

I think there is merit in the sign that says:

If you work for a man--or an organization, work for him--and the
orgenization.

No one is forced to becoms or to be an employee of the SCS. We ought
to like it--at least most of the time--or get out. If you act like as if this--

bsﬁgli"
your job is thezmst a going--it catches on.

Second, most of us inherit the people we are working with--or cze o«
responsible for. Certainly, we cen move some out--if we don't like 'em--
and men do leave periodically, for one reason or eanother, but my experience
has been that we'll go through life and the Service with pretty much the
saps crew you now see arcund you every day. Somebody else isn't the answer.
So what to do with the present resources--the people--money--equipment

assigned to you is what will keep us in business in this decade. We will

always have fewer than we think we need--but we can do more than we are now



doing at all levels of the Service.

Thirdly, as menegers you are paid to manage. A supervisor is not
there just to "whip up the horses”--and make the people you manage work as
hard as they can.

Rather, your Jjob and the real challenge is to get the willing, zestful
cooperation of your people in accomplishing a Jjob which they have had a
hand in plenning, and which they want to do becuase they see it as their
work, their opportunity, and thelr responsibility.

Tais will to do must come from within the people, not from the outside.

Thne $64 question is how can you go about getting thif wi}ling,

{/') 4

| oy
cooperative, zestful effort from your people? Well, it s==i% easy-~but it

helps to:
1. Keep your people fully and currently informed--
2. BSeek the advice and counsel of your people in the development
of decisions that will affect the work they are doing.
3. Work with your people in attempting to solve probleums
facing the unit.
4, Share with your people the setting of gosls or objectives
and the performence standards for reaching them.
A four-in-one statement is'@ﬁat full participation in the planning and
conduct of their work makes it possible for them to apply their whole

!
intelligence to the task.)
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2. Chester I. Barnard.
1. Individuasl superiority in the area of leadership
technigues:
Outstending physique, skill, technology,
perception, knowledge, memory, and inorganization,
will command admiration.
2. Individusl superiority in:
determination
persistence
endurance
courage
3. Erwin Schell.
Interest in, and affection for people.
Power of personality.
Scientific trend of mind.

The group then developed the results of participation based on the
observations of the Western Electric Company-Hawthorne Flent Study. The
applicability to the Service work at the Unit level was stressed. Thais
was coupled with the Pittsburgh study in Motivation that listed Job
satisfiers and dissatisfiers and what could be done about each as supervisors.

Finally, two handouts were discussed:

1. Recommended readings
2. Fattern to follow

The discussion was then opened up for a wide range of questions

on pertinent Service operations.
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RECOMMENDED HRADINGS ON SUPERVISION AND MANAGEMENT

The Man in Management by Lynde C, Steckle
Harper and Bros., New York, 195G, 144 pp,
An unusual approach to menagement of comsiderable interest. Easy reading
and likely to whet the zppetite for more,.

Psychology in Menagement by Mason Haire
McGraw-Hill Book Company, New York, 1956, 212 pp.
For government people, the first 3 chapters are possibly the most important,

Readings in Management. Ed., by Max D. Richards and William A. Nielander
Southwestern Publishing Co., Cincinnati, 19538, 832 pp.

Centains $1 articles by different authors, organized in groups dealing with
human relations, communications, organization, basic elements of manageiient,
and the like. Each article has a bibliography. Probably the best recent
book of its kind,

Selected Readings in Menagement, Ed, by Fremont A. Shull, Jr.

R, D. Irwin, Inc., Homewood, Ill., 1958, 400 pp.

Contains 33 articles by different authors. Generally similar to the
preceding book, buy very little duplication of selections, indicating
differences of opinion are prevalent in the management field as in other
professional fields,

The Motivation to Work, by F. Herzberg, B. Mausner, and B. B. Snyderman,
John Wiley and Sons,, Inc., New York, 1959, 157 pp.
A new concept of motivation based on a new approach. Reverses old concepts.

The Principles of Organization by James D. Mooney

Horper and Bros., New York, Rev, Bd., 1947, 223 pp.

5till the best thing of its kind in this area of management, although very
difficult reading.

The Practice of Management by Peter F. Drucker
Harper and Bros., New York, 1954, 404 pp.
Provocative, challenging, and thought-provoking.

How to Talk with People by Irving J. Lee,
Harper and Bros., New York, 1952, - 5
One of the best things of its kind on communications.

Principles of Management by H. Koontz and C., O'Donnell
MeGraw=Hill, 1652, 710 pp. Standard book on management.

Human Side of Enterprise by Douglas MeGregor
MeGraw=-Hill, 12560, 246 pp.
Discusses old and newer concepts of management; an exceptionally fime book.

New Patterns in Management by Rensis Likert
McGraw-Hill, 1961

The Successful Supervisor - In Government and Business by William R,
Van Dersal ~ Harper and Bros., 19062.
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Here is a good pattern to follow if you are responsible for leading groups

in a work situation:

1. Set group goals with the group.

2. Provide the means for the group to reach ite goals.

3. Act as a synthesizer--pull together the best ideas of the group.
. Place your major personal interest in the group.

. Commnicate effectively--perfect your skills.

. Acquire sensitivity to people.

. Enlarge your own knowledge and encourage others to do the same.
. Measure effectiveness of steps you have taken.

Q=] O\ =

Recognize that people are your most valuable asset:
--they have brains (minds and personalities of their own)
--brains are the most productive things in the organization
--your biggest job 1s the development of an atmosphere in which
these brains can--WCRK--(effectively!)
The "Boss" of today is not the old fashioned “order-flinger"--he is now

Coordinator and Motivator.

Final
1. TWork hard.

2. Reach out for responsibility.

3. Iearn to let go-.

. Do unto others.

5. Be a clear channel,

6. Don't underrate technical skill.

7. Grow out as you grow up.
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