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ADMINISTRATION OF A RANGER DISTRICT PERSONKEL

Personnel management is common sense
but common sense 1s not e¢ommon place,

INTRODUCTIOR

In writing this report the object has been to apply
to the ranger distriet employees of the United States For-
est Service in the Pacifie Northwest the following person~
nel admih&stratien techniquess

1. Techniques of executive control as developed by

the executives of business and industry.

2. Techniques of managinc men and building morale

a8 developed by the corsonnel of the United
Statea Army.

3. The techniques of humsn motivation and control

as developed by the psychologlsts.

This report also attempts to show some of the philo~
sophical aspects of employment as contrasted with the desire
for efficient output only.

In the preparation of this paper, material has been
drawn liberally from business, industry, Army, and psycho=
logieal writera. Some material also has been drawn from
the writer's own observutions gathered from seven summers
and one winter spent at & ranger district headquarters,

It is recognized that there are exceptions to the
prineiples, techniques, attitudes and reactions referred to
in this paper. Hnwavér, the welght of eviderce indicates

their merit,
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Personnel management ia»nat an exact science, rather
it is the art of understanding men and applying the tech-
nigues of suparviaian,'diraatlon, and control with judgment
and commnon sense.

The keynote of good personnel mansgement on & ranger
district lies with the Distriet Ranger. He is the most ;m»
portant person in the district, because he 1w in a position
to exercise most influence on the lives of the other per~
sonnel of the district. Good personnel relations cannot be
approached unless the Distric! Ranger makes them gbéd.
Ideal personnel relations of course cannot be approac:ed
unless the subordinate personnel alsc try to contribute to
good personnel relations and effioclent management.

The Ranger must therafore be aware of, and practice
the principlea of good personnel administration to sesure
the best results from his district. The personality of
some men ls such that they achieve success in spite of ape
parently ignoring the rules of good personnel technique,
However, more careful study reveals that consciously or
uneonsciously they have applied many of the sardinal prine
ciples of personnel administration. Any individual nay
improve himself or achleve some messure of success if he
diligently and conscientiously uses the techniques of
good personnel management,

The Ranger's job is unique in that a grew. share of

those he must manage are available for guldance a4

S
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supervision only by telephone, The Ranger may ses those he
must manage only a day or two, once or fwlba during the
summer months. These lonely men usually have ample time to
welgh every word, inflection snd action of the Ranger, and
to brood over any seeming dereliction in the Ranger's con-
duct toward them. Yet the Ranger must keep them at a high
level of efficlency throughout the summer and trust to
their selferellance, initiative agd willingneas tn fulfill
thelr duties. |

Therefore, because the need of good personnel admine
1stration on Ranger districts is scute, and as improvement
in personnel practices can be msde through the application
of good personnel techniques, this paper bas besn written
with the hope of pointing out good techniques of personnel
mnnagamentlfar the use of the Ranger, Assistant Ranger and

other supervisory personnal on the ranger districta,



PART 1
THE MEN AND THEIR JOBS

To build and maintain a good ranger district person-
nel 1t is neeon#ary to have &n understanding of the men
in the distrliet, the jobs that these men fill, and the
relation of tha‘men to their jobs, An intelligent ine
terpretation of men's actions 1s alded by a knowledge of
their sociclogleal background, and & conception of thelr
jobs 1s aided by job analyses., Therefors, to gain a
more adequate underatanding of the employees whom the
supervisory personnel must manage, Part I of this paper
is devoted to the soclological background of the Forest

Service employees and the analyses of their jobs,
S0CIOLOGICAL BACKGROUND

The soclologlienl background of ranger distriot em=~
ployses ls determined by finding out the sources from ,
vhich these men come, what their homes are like; what
are thelr eduction, training, attitudes, and smbitionsj

and why they work for the Forest Service,

B0URCES OF LABOR., The two maln sourges of labor
are the local eitisenry and the forestry schools, Other

sources are other schools and colleges, the Clvilian

Conservation Corps, pressure groups, other departments,
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other districts, rival organigetions and the Clvil Service
regiaster, The sources of labor may overlap, that is, an
employee may be both a forestry school student and a loeal

citisen, or a member of any of the other groups,

HOMES OF BWMFLOYEES. The homes of the local Forest
Service employees in the ?aaific Northwest are for the most
part located in rura&vdiatria%ag They are usually comforte
able bﬁt rough and devoid of luxury, ﬁypxaal Qf”hamas of ig~
olateé‘eommunitiaé and of the logger-farmer group. As most
of these communitiss ere dependent upon the timber and smell
farms for thair_ehiar support, the background of the logger
and the marginal farmer is usually that of the forest
employee.
i A large per eanﬁ of the forestry students are ate
traetgé from low income group homes, amd many are also from
the laggﬁr«tarmar type; relatively few are from the homes of
professional men. The following data are an analfain.af the
ocoupationa of parents of Oregon State College freshmen who
entered the Forestry 8ah0ci in the fall of 1937:

Parent's Occupation Per Cent
Common labor G
8killed labor : 16,7
Farmuer 1643
Clericsl 6e7
Business 19.1
Foresters, lumbermen 7S
?rofagiianul - 2?.2
Hone limted (419

160,089

ggﬁnpubliahedy&nﬁl#zia of Types of Occupstion of Parents of
ForestSchool Students Reglstered Fall Term 1937~383 From
Personnel Record of Oregon Btate College.



EDUCATION ANL TRAINING., The Forest Service needs
gaod men for Fire Cuards to sscure an efficient force for
fire protection. (93) ‘Therefore it chooses locel men
who are atove the average for the community in wiich they
live in ability, intelligence, and education, The Forest
Service 2lso tends to choose tie better students and
graduates from thae forestry schools,

~ Some degree of edusation and training 1is necessary,
because the Forest Service 1s becoming inoreasingly tech-
nical and scientific and the employees must be able to
use thess technical methodsy also, like other goverrnmen=
tal agenoies, the Forest Service requires a certain
anount of paper work from ite employees,

The National Forests are for the most part situated
in the more remote and leaa‘aeuaasibln reglons so that
the local sommunities are often somewhat iaaiatad. in
consequence, frequently tho¥é is an abundance of labor
available but relatively few jobs, and thus the Forest

Service has an opportunity to select the better men.

ATTITUDES OF FOREST S8ERVICE EMPLOYEES, A very in-
dependent outlook is generally the characteristic atti~

tude of the Forest Service employee, In the Facifie

Coast region, forest communities are for the moat part
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intimately sssocisted with the logger, whose typical at-
titude is, "I do my work and to hell with anybody who
tries to ride me.® Local men are ususlly independent, at
least in spirit. They have s firm belief in equality and
"gir® is a word not in thelr vocabulery. These men are
usually reliable and truatworthy.

¥ost of the local men who work for the Forest Ser~
vice have a general belief in the work of the Foreat
Service and its policies, and belleve that it is a soc~
1ally worthwhile enterprise. There 1s oceasionally some
scorn at new techniques and new equipment tiat are de-~
veloped; hmvu&er, they usually accept them and after
using the new techniques are frequently much pleased
with them, On the whole, there is a willingnéna to work
sand 8 pride of workmanship on Eﬁo'pqrt of the local men.

The students have much the same attitudes as the
local men and are generally independent in nature, but
usually less s0 than the local menj one resson probably
is that they have more to gain or lose from the Forest
Service than the local men, as they are hopeful of se-
curlng promotion to year-long status. Students ss &
whole have & very strong belief in conservation snd the
technical phases of the Forest Service, which 1s in
some measure the result of their training. There are,
however, some of these students and graduates who are

somewnat disgruntled over the lack of opportunity for
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advancement and feel that the Forest Service owes them
& better position., A few of these men ara‘quita erit-
lcal, and are not quite as willing workers as the local
man, feeling that they should have jobs of responsibe

111ty and of supervisory capacity.

WHY HEN CHOOSE FOREST SERVICE WORK, Probably
more men take the seasonal jobs offered by the Forest
S8ervice because there 1s no ﬁthor smployment open than
for any other reason, There are many other reasons for
accepting such employment, lany young local men seek
such temporary and part-time work as the Forest Service
offers because they as yet have been unable to fit
t emselves intb the pattern of economic life suffielently
to secure permanent employment for themselves, or they
are attenﬂ@ﬁg school snd need summer work. There is s
group of loeal men to whom employment by the Forest
Service serves as a stopgap between other empleyment
or brings in the necessary cash to "splice out® their
incomes from subsistence or subemarginal farms. There
are many local men who do not seek other employment,
but prefer a job of short duratlon, s job that is just
long enough to make the winter "stake™, There are
others that llke the type of employment offered by the

Forest Service.
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The students also have many reasons for sesking
Forest Service smployment. MNany students need Jobs to
help them get through school., Many take temporary jobs
on reanger distrlicts vccaunce there 1a no other employ~-
ment open to them. Both students and gradustes fre-
quently take temporary Forest Service jobs because of
the opportunity for practlcal experience ﬁhat it offers
and to work et these temporary positions until en
opportunity for year~long or Clvil Service appoint~

ments oceurs,

SUKHARY, The sources from which the Forest Service
employees cone, their home enviromment, thelr education
and training, thelir attltudes, and their reasons for
working for the Forest Service are all elements of the
ssciological background of these men. An insight into
the elements of the background that influences the
conduct of the employees, enables the supervisory
personnel to effect a more efficient personnel

administration,
FIRE GUARD JOB ANALYSES

Although the Fire Cuard jobs are seasonal positions
" they are the backbone of the ranger district organiza-
tion, as the major activity of the Forest Service during

the summer months is fire prevention, fire detection and
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fire suppression. (91) To adaquatély understand the
jobs of the Fire CGuards, analyses of the Fire Guard jobs
are needsd, The analyses should 1na1u&e classifioation
of the Fire (uard jobs, opportunities for promotlon,
the conditions of work, the to&hnicalltquipmsnt used,
the exect dutiea, the nperatiuns; the knowledge and

the sklll required to perform the dutles.

CLACSIPICATION 4TD CEARACTER OF FIRE GUARD JOBS,.
Fire Guarﬁé'nra eamﬁdsea of three mnjdr groupat Looks
outs, Flremen and Protective ﬁasiatanta:_

Lﬂﬂkﬂuﬁa are of two clasaifications, Frimery Look~
outs and %oakomt»fira@en} Frimary Lookouts are concerned
with the detestion, location and reporting of fires.
Lookout=firemen have all the dutles of Frimary Lookouts,
plus "fire chasing®™ and fire suppression activities.

Firemen are clasaifisd as Firemen, Fatrolmen, Head~
quarters Firemen, Administrative Cuards or §th@r descrip-
tive names if they have specisl duties besides that of
"fire chasing" an@ fire anpprédnian. Firemen are alao
econcerned with fire pravqﬁtiaa through public contacts.,
Aéminigtrativa Guards ordinarily have the primary duﬁy

of publie contact and fire prevention work. The

91 |
Bowe, Gilbert x., The Knowledge Re uirad of

Forester A ointee, Unpudbl
State College, Corvallis,
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Patrolmen are stationed at soms checking point or have
special areas to patrol. Headguarter's Firemen work
at the Ranger District headquarters and do specisal
dutles there.

The Protective Assistant's primary job is ta'da
the fire dilspateohing for the ranger district. He
usually also exercises general auﬁarviaion-unﬁor the
diroation of the Ranger over the distriet rencur office
and the other Fire Cuards. When the Ranger ia absent
or on figld triprs he assumes full reposibility for the
ranger distriet. (92) (94)

OFPORTUNITIES FOR PROMOTION, There is no uniform
promotional standard for Fire Guards. Local men have
very little céyartunity for substantiel advancement.
Recently in the Fire Guard positi na ratings have been
asslgned for Civil Bervice grades, but the basis for
placing men in the grades is not well defined and there
is much overlapping of wage scales between grades.,
¥en holding exactly the sane positions or doing the
same jobs may be placed in different gradea on different

districts or may even r1eceive different wages. On the

Qaﬁnitad States Forest Service, (uard :
Fagific Region, U.8.F.8., Portland, O i 1950,
84
UsSeFeS,, Adninistrative Handbook, Nopth Facific Rew
éimn, U.8,F,8,, Fortland, Ore, Revised 1030, PPoEwdBm
- a'
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whole, the promotional system of the Forest Servlce
depends largely upon the Distriet Rangers and therefore
differs from dlstriet to district.

CONDITIONS OF WORK, GConditions of work for Fire
Guards are generally healthy, with plenty of sunshine,
fresh air, light and freedom from distraction except in
case of fire when conditions may not be healthy becsause
of poor drinking water, hastily prepared food, etc.;
also the alr may be filled with dust and smoke and there
may be dilstracting influences. Except on fire the jobs
are seldom arduous, WVork is usually lonely and monotone
ous. Work on fire is usually somewhat hagardous with

many chiances for accidents,

TECHNICAL EQUIPMENT USED BY FIRE GUARDS. All Pire
Guarde may or may not have weather instruments at their
station., All Fire Cuards navevliving guarters, house~
keeping aquipmént‘an& some type of communication facil-
ities to maintaln. Lokkouts have equipment such as
fire finders, binecculars, eto. for detecting and loca~
ting fires. Firemen have fire fighting tools, and

Lookout-firemen have both detection and fire fighting
egquipment. The Frotective Assistants have fire dis-
patoning equipment, fire fighting equipment and office
equipment for which they are raspoaaibl&; and which

they elther use themselves or delegate others to
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use, (87)

EXACT DUTIES OF FIRE GUARDS., The exact duties of
Fire CGuards, thelr jobs, the operations to be performed
and the knowledge and skill required for the performance

of these jobs are as follows: (88) (89)

Positione~=Fire Guard
Divisi ne~=Forms General
Job==General Information
Operations:
A. FKeep diary.
Knowledge and skill required
1. EKnow how to kesp diary.
2. EKnow what to put in dlary.
B. Campfire preports.
Enowledge and skill required
1., Know how and when to use,
2, Enow information to disseminate while

lasuing.

T ~
& BBU 8, F.S.g CGuard Handbook, North Pacifie Region,
UsSeFaBs, PortTand, Ore. Revised to 1039,

89g.s. Dept. of Agriculture, Fire Guard Training Hend-

book, U.8. Dept. of Agriculture, Foreat Servioce,
Washington, D.C,, 1937, PPe 138»157




Division=«Forma General, cont.

Job==General Information, cont.

Operations:

Ce

De

Fa

Geo

Receliving lookout report and recording
information on mape
Enowledge and skilll required
l« Enows how to receive report and
‘record information,
Organisation Map
Enowledge and akill required
le Familiarity with organization chart
and 1ts use.
Fireman's Report
Knowledge and skill required
l. Ability to make and how to make,
Job List
Enowledpe and gkill required
1., Ability to earry out instruetions in
job 1list.
Policles of the U, 8. Forest Bervice
£nowledge and skill required
l« Relations of employee to publiec.
2, Knows prevention policies,

3+ Enows suppression policles.

14
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Divislone«Fire Pravénhion
Job=«lLaw Enforcemxent
Operations:
A, Knowledge of Fire Laws
Knowledge and akiil raquiréd

1., ZXEnows State and Federsl fire laws and
regulations.
{a) Laws during fire season.
(b) lLaws throughout the year,

2. EKEnows local closures and prestrictions.
B, Designated Forest Camps

Knowledge and skill reguired
1., ZXEnows locstion and use of forest
camps.
Cs Authority in lsw enforcement
Knowledge and skill required
1« EKnows power of arrest.
2., Enows how to secure statement of
witnesses.
3, EKEnows how to draft men.
Ds Collection of evidence
Knowledge and skill required
1. Knows the six court questions.
2. EKEnows the importance of other swall
clues,

3. LKZnowa tie vslus of immediate checkup,
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Division-~Fire FPrevention cont,
Jobe-Law Enforcement oonte.
Operationa:
D. Collection of Evidence, cont,
4., Can get in touch with Distrlot Ranger
immediately, before taking sction,
Jobw~«Fire Prevention by Fublioc Contacts
Operationss
A, Ubjectives:
Anowledge and akill requlired.
1., EKEnows the importance of serving the
- publie courteously.

2. Will let no opportunity to educats
the publie in fire prevention tech-
nigues pass by,

B. Personal Appearance
Enowledge and skill required

1. Knows importance of clean, neat
appearance.

2, Knows the proper use and care of
the uniform.

Ce. Issuing permits ,
Enowledge and skill required
1. Knows length of fire ssason and dates

and lawa effective in fire season.
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Division=-Fire Frevention, cont,
Job=-Public Contacts, cont.
Operations:
Cs Imsuing permits, cont,.
Knowledge and skill required
2. Enows how to issue campfire permits.
3, Cen call permittess attention to
camping risks inoffensively.
De Giving information to the publie.
Enowledse and akills required
l. Can give information courteously |
2. Knows péinta‘of interest and anawers to
questions concerning his territory.
3. Takes advantage of opportunity to agsin
educate the public in fire prevention.
4, Can give any material supplied for that
purpose to the public in the proper
’ MANNer,
Es Use of Auto Tags
Enowledge and skill required
1. Knows when and where to use auto tags.
F, Cooperation with the publie
Enowledge and skill required
ls Can and will serve the pudblic in svery
posaible way not interfering with the
Job,



18
Division=-«Fire Prevention, cont.
Job==Fublie Contact, cont.
Operations:
Fs Cooperation with the publie, aont.
2, Knows how to work as a unit with other
- Forest employees.
9. Informs Ranger as to specimsl acts of
cooperation whioh the public has given,
Gs Education of Publie in Fire Prevention
EKnowledge end skill required
1, Has the ability and lets no opportunity
pasa to discuss measures of fire pre=-
vention with the publie.
Division--Fire Prevention, cont,
Job~=Cars of Field ﬁﬁatian'anﬁ Camps
Operations:
A, Care of Station
Knowledpe and eki1ll required
1. Enows thst ststion must be 1n‘ordsr1y
and presentable econdition at all times,
2., Can keep windows washed,
3. Cen keep out hod nails eto.
4. Abllity to improve station whenever
poaaible.
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Care of Campsn

Knowledge and skill required

1.

2,

Knows that campgrounds must be kept
¢lean and nsat.
Enows the speclal instructions glven

by the Hanger.

Positlon~~Fire Guards (Lookouts and Lookout«Fir-men)

Divisionw~Detection

Job==Operation of Fire Finder

Operations:

Ao

Be

Level fire finder

Enowledge and skill required.

1,
2.

Knova how to use spirit level,

Knows how to level fire finder by

thumb serew nut,

Check orientation

Enowledge and skill required

ls
2.

S
4,

Knows how to determine true north.
Knows how to check and adjust meridian
on map so that it fits fire finder
plate correctly.

fnows how to adjust fire finder plate.
Enowg how to sdjust by flashes from

other lookouts.



Divigsion«~Datection, cont,

Job-~Gperation of Fire Finder, e¢ont,

Operations?

Co

D,

E,

Geo

Check adjustment of alidade

knowledge and skill requirsd

1, Enows how to turn and plumb sights.

2., ZEpows how to adjust hairs,.

3+ Knows how to adjust delining tape.

Use of alldade

Knowledge and skill required.

1. &nows how to turn alidade.

2, knows how to sight correctly.

3y Enows how to use delining tepe as a
scale,

Use of verticle angle scale

Knowledge and skill required

l., Enowa how to sdjust sight,

2, ZEnows how to read scsale,

Use of vernier

Enowledge and akill required

l. Enows purpose of vernier.

2. Enows divisions and ﬁaa of wvernier.

Resding agimuth

Knowledge and skill required

1., Enows how to read mzimuth.

20
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Division-~Detectlion, cont,

Job=«0peration of Fire Finder, cont.

Operations:

Ha

Is

ds

ke

Learning country with fire finder.

Enowledge snd skill required

14 Enows how to spot major mountains and
work doem to more inconspicuous points.

2+ Knows how to learn ridges and drainages.

Estimating location and distance.

Enowledge and skill required.

1+ Eknows how to determine distance and lo-
cation from other landmarks already
known.

2. Enows use of socale on delining tape in

finding distances. n

Keasuring width of fires.

Knowledge and skill reqguired

l. Enows how to determine width of fira by
use of fire finder.

Care of instrument and minor repsirs.

Enowledge and skill required.

1. Knows how to care for instrument.

2+, &nows how much and what kind of olls to
uss .,

3¢ Enowa about covering fire finder,
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Division--Deteetlion, cont,
Joby~ Operation of Fire Finder, cont.
Operations: |
K+ Care of instrument, cont,.
4. Ability for precision with which re-
. peirs must be made.
Job=-Using Check Look Systen
Operationss
A. Exenmine entire surrounding territory
‘p@rﬁ,ﬂdicallyu
“nowledge and aklll required.
1. Enows how to serutinize territory.
2., FEnows which portion to study most
carefully.
5. Knows procedurs in taking check look.
4, Knows how often to look and time
schedule,
Be Use of check look systen
Knowledge ard skill required
1. ZXnows how often to look.
2. KEnows how they are correlated wikh
nearby stations.
3« Enows when to report.

4., Enowse to whom to report.
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Division--Detection, cont.

Job=eDatection of Smoke

Operations:

Ao

B,

Ce

Systematic examination of territory

Enowledge and skill required

1, Knows how to make systemetic survey of
viaiblé country and plck out smoke.

Distinguish between weal and false smoks

Knowledge and skill required

1, Ies able to identify fog, dust, and smoke,

2. Inows the location of industrial smokes,

3. Is familiar with false smoke chart,

4. Keeps false smoke chart up to date.

See smoke quickly

Knowledge and skill required

ls Ability to weep constantly alert,

Job=«Locate fires Accurately

Operationss

A,

By

8ight on smoke

Enowledge and skill required

1, ZXnows how to sight.

Read fire finder

Knowledge and skill required

1. Ability to read fire finder.
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Division~~Detection, cont.
Job~«Locate Fires Accurately, cont.
Upsrationsg:
G, Locate fire on map by township, range, and
section,
Enowledge and skill reguired
1. Has an understanding of map features.
2. Ability to reed map gqulickly and
accurately.
3+ Recheeks resdings, appreciates impore
tance of accuracy.
D, Loecate by streams, ridges, ete.
Knowledge and skill required
1. ¥nowledgze of ecountry.
2, Knows importance of giving recagnizablé

loeal landmaris.

b
E 3

Enter on report: eazimuth, township, sec~
tion, range, topog., location, type cover,
qiza, behavior, wind, etej cheok for |
?eeuraey.
Enowledge and skill required

. Knaga‘anﬂ can use all terms ¢alled for

in report.

2., Enows how to report, order etec.

3. KEnows Whe to report to.
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Division~-Deteation, cont,

Job-~-kake progress reports on Fire

Overationg:

A,

7
e

Ce

Current obsepvation of fire

Knowledge eand skill required

1. XReep headquarters informed on fire.
Hatlnate spread of fire

Enowledge end skill prequired

ls Xnowe how to measure sige of fire,
Report wind velocity, change of direction
astc.,

¥nowled e and akill r@quirea

1« ¥nows how to determine wind velocity.

2, Enows how to determine wind direction.

Job-e¥ateh and report lishtning storms

Operationsy

A,

Estimate distance

Knowled e and skill required

ls Knowz how to determine distence by re-
lation of gtormm to landmarks of known
dlstance,

2, Enowa length of time from flash to

sound meacsvre.



£6
Eivisiené*ﬁetaatinn, cont,
Jobe-Fateh and report lightning storms, cont,
Operationes |
B, Determine if lightning is cloud to ground
or e¢loud to cloud.
Enowledge and skill required
1. F¥Enows vhat is meant by cloud to cloud
or cloud to ground,
Ce Hectord strites
Erovledge and skill required
Le ¥nowe vhat types of cloud formatlons
‘ar@ dargerous,
2, FRecord strikes by taking r-ading with
fire finder and estimating distance.
De. Report progress of storm to dispatcher
Erovledre and ekill required
1. TUnderstends common terms used in forms.
2. Fnows safety prrecavtions in reporting
Gurling storm,
- Jobw«linke weather observations
Operations:
A, Feasure precipitation
Knowledpe ard skill required
1. Enove how to reed messuring stick.
2w Enows when ta‘r%ad.'

3. ¥nows how tho ‘care for and place guage.
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Divislon=«Detection, cont,

Jobeellake weather observations, cont,

Operations:

ﬁ.' Messure humidity

Enowledge and skill required

1. ZKnows how to use psychroneter.,

2. Enows what tables to use.

3. Xnows how to take readings.,

4. Xnows when %o take readingsa.

5. Xnows how to nake report.

6. Knows elevation and pressure table
to use,

Cs Use of haze meter

Enowledpge
1. ZEnows
2. Enows
3. Enows

De HKeecording

and glr1ll reguired

how to ure,

when to use.

wiien and how to report.

ohaservotions

Enowledre and ek11l required
ls Erowe how to make dally end monthly
reports,

Jobe~S8ignaling otrer =tations

Operationsa:

A, Hiprvor flashing

Xnowledre

and skill required

1. Line up poilnts for mirror flashing,.
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Rivision-=-leteectlion, cont.
dob==81snaling other stations
Operationss
Bs, Powder signaling
Ennwledge and skills rogquired
l. Enows row to zive powder signals.
C. Jther prearpanged slgnals
Jobe~Reporting to dispatcher |
Operations:
A. Telerhons dlspatcher on tine
“novledge ard ski1l) required
le Inows time schednle,
Be Keep lishtning protsetlon and phone con-
nsction in order.
Anowledge and sklll required
1. Xnows how to check and maintain commune
leatlon system,
2, Teeps lichtnling protsctlion tight and
well grounded.
Divisione~Tool, Fauilpment, sand Quarters
Jobe=Care of Tools
Operetionss
Ay Flre fizvting tools
fnowledze and skill required
1, Can keop hazel hne, shovel, axe or Pule~

a8k sharp, greased, and edges sheathed,.
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Divisien*~?aola, Egquiprent, and Quarters, cont,

Job~~Care of Tools, cont.

Operations:

A,

B,

Ce

Flre fighting tools, cont.

2., Can keep pump can in working econdition

without lesks.

3» Can keep falllmp tools in shape, supply

ol ﬁilt

4, iremen'sz outflt must be kept asasembled

ard eontiblon checked,

5. All cachesg rmuat hs checksd and assembled

iIn good order and m 1list of gontents
poatad,

Statlion tools

Inowled e and skill required

1, Znows that station tools must be kept
in good condition and put away when not
in nae,

Special squipnent

Inowledge and ak1ll required

1. Ffnows how to care for weather instru-
nontg: payehrometer, rain guage, hasze

moter, ansnometer, etc.
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Dlvision~~Tools, Fguipment, and Quarters, cont.

Job-«Communieation

Operations:

Ay

B,

L+

Use of telephone line tools,

Fnowledge and skill roquired

1. ABllity %o use connectors, linesman's
pliers, climbers, lineman‘s belt,
lineman's rope and belt axe, ete. and
toke the proper care of these tools.

Battery hookeuyp

Erowledrge and skill required

1. ¥rows how to hook up batteries in
proveyr series,

Telerhone hook~=up

Knowledpe and e¥ill riuquired

1. Fnowe how to seocure & good ground.

2., Frows how to meke a good line connecw
tion,

S« Frowvs how to Install lightning pro-
tectlon.

4. Xnows how to test for telephone
trovbles and repaly sane,

Grounds

Enowled e ard skill required

1. Enows that grounds are placed in molst

soll,
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TrlelonweTooln, Touirrent and Cuarisrs, cont.
o

Iohewlormniention

Oparetions:

Dy

Gg

Deounde, oont.

2. Frows how %o peke cood connestion Proo
growmd to tolephiore, snd pgood ground
ennneotion,

B mows that water $s not a good ground,

Talerhone protecting

Troylefire and kil reculred

1. ¥nows Yow to check for fuse connection
ant pwliches on sgtenderd Jightning

rroteation,

Telephone trovbles

Enowledre srd o¥111 reguired
1. Irowg how to oheck oy short, loosse
correctisme, srovnded lines, broken
linen, wosl reatterlss, lupropsr hookw
up ard hvrned or btroken fuses,
By frnow the bestr for these different
trovbles,
Prevrperey apllice and uvee of encrgenty wire.
frveled s and o¥111 required,
1, Yrows how to make splice in #9 wire

ar osthep,
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Division-»Tools, Equipment and Quarters, cont.
Job««Communication, cont,
Operations:
G. Emergency spliee, cont,
2« Enows how to hang and how to make emer~
gency splices in emergency wire.
Job==Care of guarters
Operations:
As Care of Quarters sign
Knowledge and skill required
1, EKnows how to post it in conapicuous
- place,
2« ZEnows that 1t should be placed where
it will not be broken.
Be Fire Protegtion
Enowledge and skill regquired
1. Knows that fire must be extingulshed
on leaving statlon.
2. Knows proper stove pipe proteotion,
3., ¥ill not allow inflammable material to
hang near or accumulate near stove,
4. Has bucket of sand or dirt in case of
fire,
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Division--~Tolls, Equipment and Quarters, cont,
Job«=Care of Quarters, cont,
Qpafatiﬁniz
Ce Hodent préteetion

Knowledge and skill required.

1. Does not allow rodents to work under
foundation,

2. Hangs equipment out of reach of rodents
or leaves it in motal containers.

De Closing for seasson

Knowledpe and gkill required

1. &4nows than an inventory and shortage
1ist must be made out,

2. Enows about greasing articles which will
rust.

3. Remembers to disconnest telephone and
throw switohes.

4. Remembers to bury all refuse and junk,

B+ Enows that all damageable material must

‘ be protected from rodents.

6+ Remembers to leave a rick of wood or
mOre .

7. Knows that stove pipe must be taken
down ard hole covered.

8s Enows that building must be left clean,
shutters up, bullding locked, etc,



Division-~Tools, Equipment and Quarters, conts
Job--Care of Quarters, cont,
Operations:
De Closing for sesson, cont.
9+ Enowa how much to loogsen guy wires,
10. FRemembers to take in weather instruments,
empty containers with freezable liquids.
E. Btatlon malntenance
| Knowledge and skill required
1. Knows station must be kept clean and
nest at all tines,
Fe Btation sanitation
Knowledge and skill required
le Enows thet tollst and garbage pit must
be kept fly proof and covered at all
4 times,
Es. Equipment in readiness
Knowledge and skill required
1. Enows how to keep fire outfit always
ready to go, ean gassed ete. Hes horse
egught up during heat of day, ete.
2. Keepa fire pack sssembled ready for ine

stant use.



35
Positionw<Fire Guard (Fireman and Lookoutefireman)
Divisione=Fire Chasing
Job-~Use of Haps and Surveys
Operations:
A+ Hap resding
Enowledge and skill required
1. Knows location and use of legend,
2. Enows meaning of Range and Township
1lines,
3+ Knows number of seotions in & township,
4. Enows how sections are numbered.
5. Knows about fractional townships,
6+ Knows how to subdivide & section.
7. EKnows in what order to give loeation
by naps
8. Can loecate points on map,
9s Xnows how to determine ridges and val-
~ leys by the way the streams are shown,
10, Can distinguish between longtlitude and
- latitude lines and section lines,
11. Is familiar with map symbolas.
Bs Orietation of map by landmarks and locating
position,
Knowledge and sk1ll required

1. Can orient map by use of compass,
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Division~»Pire Chasing, cont,

Jobe~Uge of Maps and 3urvey, conb.

Operatlons:

Ba

Cs

Orlentation of map, cont.

Q,

Can orient map without compeass by

lining on topographic features.

Recognizes fleld markings

Fnowledge and skill required

1,
2.
Be
4.
Be

Sy
7,

Knows how to read section line bosrds.
Can read cruising rags.

Enows segction line blazes.

¥nows what a meander corner is,

Can recognize witness trees, corner and
qﬁarkar cornar trees and can interpret
inseription on marked corners.

Enows section line erozsing blazes,
¥ile posts and trall markers use 1is

Rnowne

Use of Panoramie Fhotos

Knowledge snd skill required

1.
2.

3.
4.

Knowa the meaning of verticle sngle.
Enows how to find plus or minus angle
on pleture.
Can locate asimuth reading on ploture.
Can find leecation of photos, glven

azimuth and verticle angles,
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Dlvision--Fire chasing, eont,.

Job~-Uzse of Maps and Surveys, conts

Operatli-ns:

Hew

Fe

Use of topographie maps

Enowledge and skill required

1.
2
S
4.
5.
6.
Te

€.

Knows locatlon of legend and explan~-
etion on back of map.

Enows what contours and contour inter~
vals are.

Enows that contour lines never cross,
Can visuslize and correlate land forms
in terus of contours and topography of
MAD .

Enows topography symbols.

Enows that contour interval may change
or: the sand mep.

Can conatruct profile from topographle
WaPe

Knows declination and base level.

Knowledge of country, geography of hezards,

and transportation routes.

Enowledge and skill required.

1.

2.

From map has good knowledge of topog~
ra iy of countrye.
¥nows the areas of speclial hazard and

\

where loocated,
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Divislon~~Fire Chasing, cont.
Johg-=lUse f Mapa and Surveys, cont.
Operstions:
Fe Enowledge of country, cont,

3. Enoves general location of tralls, roads,
oto., and most advantageous meti:od of
reaching sny point in his own territory.

Jobe~lUge of compasgs
Operations:
A, Parts and care of compuss

Enowledge and sk11ll required

1« ZEnows the ten principle parts of the
eirnas,

2. FERrows that the 11d must be closed when
treaveling,

3+ ¥nows that compmss must not be left near
wetal 80 that 1t wlll be de-magnetized,

B. Hagnetie declination

Enowledge and skills required

1. rows what 1z trve north and why there
is 2 declingtlion.

2. Irows what the declination is of area.

3. ¥nows how to set 1t off on compass,

Ce How %o h0ld and rend

Enowledge arnd skill required

1. Can hold compsss in correct posture,
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Division=~Fire Chusing, cont,

crh-=lige of Compansa, cont,

Operationst

C. How to hold and read, cont.

el

Se
ag:’
5

G

T

10,

1l

12.

Enows bow and wheare to place for long
shota,

Eolda compasg level,

Slows down needle with brake.

¥nows how to sight properly.

Inows why asimuth compass resd anti-
clockw!se,

Fnows which s always north end of
riocdle,

Knows that the north end of the needle
is always read,

Enows that the whols body is turned
wihen eompass is turned.

Enows the line of aigh%«ﬁa_an objeot
but north end of ncedle is read.

nows the difforence between foresight
ard bacteight and how to teke backsight.

Can reverse readings.

D, Turning 50° angle

Knowled e and sklll reguired

1.

inows hinw Yo swing noly.



Divielonw«Flire Chegling, cont,

Job==lise of compusg, cont.

Operationss

sy

iig

Es

Toning 90° angle, conk, .

[x:
i w

5.

Enows that in turning 209 to the right

that the 90° is adced to the previous

" reading if turn doesn't pass through Oaw

Enows that in turning 90° to the left,
i 009 doesn': pmss threugh 8%, that the
QO” 18 subtracted from previcus vreading,
If 90% to right pesses through 0%, read~
ing fe subtracted from 360° and the re=
sult is subtracted from 90° to pet new
reading.

If tvrn of 90° ig left and pasges
through 0, reading ls added to 360° and

909 1a subtracted from the sum.

Running compass ard Paclirng

Erowledge and skill roquired

1.

2.

5.
4,

Trowe how to sight on prominent object
ard »nlot course, |
Fugt wateh out for local etiraction,
(not femsle,)

Chock oceasicrelly with back sight.

Use of peseirg in compess work.



Tivisiope»tire Chaslng, cont.
~-Use of compase, cont.
Ciecretlionsy
Fo Uge of pratraetoﬁ with compasgs
Frowled: e end £k111 roguived
1. Erows protractor reasdirgs are not re-
versed es conpags readirge are.
£, Cau vse protractor.
S+ Enows how to uve compass ap protractor,
Job~«Gettirg on lookout's 1ire of sight
Operationss
A, Correlation of Hep and ground locstion,

Erowledpe and sk11l required.

e Frnowe bhow to draw line from reporting
lockout te five on map. Find distance
on map from known polint to lookout's
line of sih%, then pace Adlstance,

Be Other methods of petting on lookout's line
of sigkt,

Enowledge and skill required,

1., Frows how o get on lookout's line of
glght by back-sighting bdn lookout from
obgervation polnt, and moving to right
or left,

2¢ Location fro known lendmark.

2



By

4z

Frevious preparatilon
snowledge and akill reguired

1. Heallzes ingortanc& of guick get-away.
2. Tmows tlat 81l e equipnent must be in

reziiness to go, tools in condition,

S. Inows advanbageous wuys of travel and
country go thet no time will be lost.

Securing aéaquat@ iuformation before

starting,

Frowled, ¢ and gkill required

1, inowe that he ghovld earefully and ac-
ecurately write “own all Infommation
regerding fire end 1ts locablon, that it
is pozsible to obtain,

2. Incwe brat fire should be spotted on map
tefore sterting to {ire.

5. CUsn deteraine adventageous route of

travel,

4, Trovs lecution of help.
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Divisions«Fire Chasine, annt,

JobewPacineg

Oparationt

A,

Be

Ce

De

Purrose

¥nowledre and akill recuvired

1. ¥Xnows use o7 paee in mensuring sisze of
Pive, in locating corners, in finding
detoup from roads, tralls, etc.

Forizontsl distence

Fnowledse and skill required

1y FEnows all Jisterces on map are horizontal
dimtancen,

KEatural pace

Enowlesdre and akill reguired

1, Two steps, count when rigﬁt foot
tovehes gyround,

2 ‘Knows that walk 1e natural stride,

3., Y¥rows how many pacesg he makes to 100 ft.
half mile, otc.

Corpections for slope

1, Enows wher to stip steps to eorrect for
glope,

2, EKEnows thet gsteps are skipped ascending,
end how many for per cent of grade.

3. Knows how many aips for per cent of

grade, descending.



Pivigion~-~Five (hesing, conl.
Jobe-Tacing, cont.
Gpey&tidnm:
L, Tsllying paces
1. Ynowe vhy tellying siould be dons,
£, fpove some pethods of heepling tally.
Fe Fractlces
Le Frows thet precilce sbould be over
rougl: mensured courses, through brush,
ehe,
2+ Enove soevrate pegord should be kept
of pacing prectice.
JobweFinding fire
Operati rsi
A, Locatlin; {Zre from known point.
so and skL11 required
1, Zrxowvs how bo plab flre by § section,
ggction, btorwnship, renge, c¢to.
» Llabt loecation of krown point.
8. Hoows 1line is drawn ror polint to fire,
Bs Mndi g azluuth distance from bnown point
Lo figs.,
inowlisd; s and egxill required
1., <an usze protracior or compass to find

« azloutly from ¥nown point to flre.
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e Uhogies, zonk,
» - o s % -
inding Tre, conl,
e e X '
[ERR S 5 R
B Fodiig azimnth lstance, sont.
2v  Cunouse sy seals to 01 d dlsteance from

ié
}_J

@
P
tﬁa
o
ek
Yol
ot

4.

7,

8.

mopolnt b flrea,.

bwa polint method.
required

Cnvws how o plat loeabion of firs on
EE T

dmown eountry, 85 Lwo kXnown points can

snows how oy bake readings on two known

o
NI E R 3
Na el T g

Oan use prolrachor bo drav lines Tpom
Uriam polntsg on balkelyld readlngs.

nhersectiorn of lires from two

1g posliion of Cire chaser,

fnowe Line drewn Crom o position Lo fire
can be used Lo find eazluuth to fire with
protractor.

%

Frowg Tow to neasure dlstance on azimuth

to fire and cen pace digptarce to vieine

ity of fire.
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X x”f? w - ;’\\ﬁ% g ’«*rr;,\

Orearet?

E.

(fre Chanlire, comnt,

eont .

and a1l regulired

w Oam nse pome nethad of retting in viee

shebbr or ire.

s Oorelders wingd ard smoke; 1f wind is

“Bloring, realizes lookout

~robably saw

gmaka soma Alstance Aownwind from fire.

Fe Tmows how to start gridivoning s slight
At etance Snrmawi-d from where Plre is
antirated %o he,

&y Tnorz howm bo Pollorm compass course to

min narallel line

[ 2

Oar Surn 909 an=lz, =9 short Alstance,

79 greator than 2nn ba osbserved, turn

200 anzle 3 run back parallel to first

Live, Oontinuvos undil 2ire s found,.

Locat™ng fire bv tangont offset method,

Rnorled-s and sk1ll required

1. 7nows that tho tangent of an angle at

1% 14 92 fost ver nile,
2. Uar sonvert loskout's reading to backe

stght,

&32
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Division==Fire Ghaaing, cont.
Job=~Finding fire, cont.
Operationss
Eys Locating fire by tangent offset method, cont.

S3s Knows how to take reading on lookout.

4, Can find difference between readings and

. multiply degrees difference time dis~
tance from lookout times 92 feet.

5. Can turn 90° angle and pace to lookout's
line of alght.

6. Can turn 90° angle down lookout's line
of sight and proceed on lookout's agile
muth or on backsight to fire,

Fo Iloecating by panoramic pictures.

Knowledge and skill required.

l. Knows how to plat fire from lookout's
reading on panoramie pilotures,

2. Studles pleture of location of fire in

4 relation to surrounding eountry.
Gs Supplemental methods of fire-~finding

Knaéledge and akill required

1. Knows how to:

i, Find by two point intersection,
b, Ttilize openings for observation.
‘2‘ Knows fires are sometines located by

elimbing trees for view,
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Division~~Fire Chasing, eont.
Job~~Finding fire, cont.
Operatlions:
Ge Supplemental methods, cont,
3+ Enows direotion of smoke drift,
4, Can locate fire by smell of smokse,
6» Enpows how to run cumpass lines at night,
Division-=Fire suppression, small fires
Jobe-Initial action
Operationss
As If man-caused, find clues.,
Knowledge and skill required
l« Enows that on arrival at fire the first
thing to find out is what, where, why,
when, who ia cause,
2« Enows that everything should be saved
or noted that might be evidence.
Be B8lzing up burning meterial
Knowledge and skill required
1, Abllity to deternine hot spots or the
rleaces where most damage will be caused
by escape,
Cse Determine Influence of weather
Enovledge and skill required
1, Knows how to determine what influence

humidity, wind, etc. will have on fire.
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Division=-~Flre suppression, small fires, cont.
 JobeeInitial action, cont.
Operationss
G« Determine infiuence of weather, cont,
2. Knows how to select tﬁa strategic point
of attack,
Ds Deteraine influence of topography.
Enowledgs and skill required
l. Ability to determine influence of tope-
ography on course of fire,
2., Abllity to determine how topogrephy
vill inorease rapidity of burn,
Es Determine influence of draft and wind
direction,
Enowledge and skill required.
1, Knows how to take advantage of draft
and wind direction,
Fs Volume of work,
Enowledge and skilll required.
1. Knows Importance and has ability to
make initial work valuable,
G+ Tools, number of men, where to get men
Knowledge and skill required
1., Enows how to size up fire so reinfore-
ments can atteck proper point with proper

tools.
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Divigion~~Fire suppression, small fires, cont.

Job==Initial actlion, cont.

Operationst

Toole, number of men, where to get men, cont,

2,

Enows where to pet men,

Job=-Line conastruction

Operationss

A,

B,

Ce

Location of line
Enowledre and skill reguired
ls+ Knows how to locate linet
8. to take advantage of natural fire
bfeaks,
b. wrere to start fire line. |
Type of line
Enowledge end skill required
1. Enows how to determine type of line to
uses:
6. Direct
b Two-Toot
¢. Farallel
d. Indirect
Control methods
Enowledge and skill required
1. Enows how to bulld fire line.
2+ KEnows how to u-e water.

S5« Enows how %o use dird.
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Divisionw=Fire suppression, small fires, sont.
Job~~Line constructi-n, cont.
Cperations:
Cs« Control methode, cont.
4. Knows when and where to backfire, and
how %o de.
- 5+ Knpows importance of felling snags.
De Spot fires
‘Enowledze and skill required
1. EKnows whether or not they take preced-
enoe over main fire.
2, Knows what saction to take.
Es Line clean~up
Knowledge and skill required
l. EKEnows how to do a8 thorough Job of
cold trailing.
Job==lop=up
Operationss
A, &nag felling
Enowlesdge and skill required
1, Knows when to fell,
2, Knows danger of snag spreading fire.
3¢ Enows what snegs to fell,
4, Knows where to fell snsgs.
6. FEnows preparation for felling.
6« Knows best method of felling,
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Division-~Fire suppression, small fires, cont,
Job=~iiop=up, cont.
Operationss

Bs Reduction of volume of fire by water, dirt,

moving material,

Enowled: e and skill required

ls Knows what method to sslect.

2. Enows dangers in use of dlrt.

3+ IKnows advantageous ways of using water
to pet maximum results.

Ca Removing line hazards by burning out hot
spots, moss and reproduction, clean-up.
Enowledge and skill) required
l, Enows when to burn off,

2. Knows how %o burn out with safety.

Ds  Determining when fire is out
Enowledge and skill required
1. ¥nows now to feel for unseen coals.

2, Knows how long to stay after last evi-
dence of fire is found,
3. EKnows how fires escarpe.

E, Heports
Knowledge and skill required
1. Znows when fire 1s corralled.

2. Xnows when fire ig controlled,

3. Knows wien fire 1s out.



Division=«Fire suppression, small fires, cont.

Job=wNopwup, cont.

Operations:

Ee

Reports, cont,

4.
Se

6.
Ve

Knows how to ascertaein sige.

Knows how to keep account of elapsed

tive,

Lnows man-~hours etc,

Enows and can report all physical uon=

ditions &t fire, such as cover, wind,

slope, altitude, aspect, etc,

Pivision~«Project fires

Job-«Spee¢ial Knowledge snd training

Operations:

A,

Speclal knowledge and training

Enowledge and skill required {(Guards should

be specially trained in one or more of the

followings

L.
2.
Se
4,
R
64
e

Division boss
Sector boss
Foreman
Strawboss

Souct
Radio operator

Camp boss

Be
9,

11,
1z,
13.

Timekeepor

Pump operator
Hechanic and repsir
man

Cook

Flunkey

Equipment man



Divisione«Project fires, cont.
Jobe~Special knowledge and training, eont,
Operations:
A, ESpecial knowledge snd training, cont.

14, Truck driver 18, Cat operator, etec.

Position~=~Fire Guard (Protective Assistant, Headquarters
Fireman)
Division-~Fire detsction, fire chasing, fire suppression,
forms general, fire prevention, eare of tools,
Job~«T0o know tre work of the other fire guards
Uperationst
As, The work of the other fire guaris
Knowledge and skill required
The same ss for the szllokouts, lookoute
firexen, and firemen.
Division-«Dispatching
Job««To take Keport and dispatch men to fire
Operations:
A, Take repprt from lookout or other source
Enowledge and skill roquired
l. EKnows the report should be taken on
1aakau£ report form.,
2. Knows in what order to take report
3. Enows a complete report is essential

to good dispatching,
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Divislon--Dispatehing, cont.

Job=«To take report and diapatch men, cont,.

Operations:

A,

Be

To take report from lookout, eont.

4. Enows that reports should be read back
to lookout to insure no mistakes.

5. Enows that reports should be secured from
other lookouts for purposses of crosa~
stots.

6+ Enows that if more than one fire is re-~
ported, that one fire should be handled
at a time,

Flotting fire

Enowledge and skill regquired

1. Knows how to plot fire on the plotting
board.

2. Knows how to plot other readings to get
gross-shots, ard determ’ne location of
fire,

3. Can determine the distance of fire from
neareat road or trall and best route of
travel to fire.

4, Can determine nearest man or men
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DPivision~-Dispstching, eont,
Job-~Te take report and diapatch men, cont,
Operationst
Ce Calcuvlation of proabilities

Enowledrs and skill required

1. Knows fusl type and burning eéﬁditianﬁ,
determined from fuel type map, and weather
records and forecasts.

2., Can sstimate now much fire will be spread
by ten A.¥, of the day following discovery

3., Can estlmate perimeter of fire by 10
A, B, of the day following discovery.

4, Can figure tre number of man~hours nec-
essary to corral fire by 10 A.M. of the
day following discovery.

5, Cen estimate the resistance to coniyrol and
the number of feet of fire~line that can
be built per man lour in that fuel type.

6. Car estimate the travel tise of men to
fire and the number of nours they will be
able to put in on fire before 10 A.K. of
the day following discovery,

7o EKnows that the nunber of man-hours needed
to corral, divided by nunber of manshours
that can be put 4in before 10 ALY, will

the number of men nesded,
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Tivislon--Dlspatcliing, cont.

JobweTo take report and dispatch men, cont.

Jperationsi
Ly Dispateh men

Ee

Enowledge and skill raguirsd

le

2.

S

&

B

Enows how meny men and what men Lo send
for fire duly.

Enows what route to direct men to take to
fire.

Enows what equlpment and tools to send -
with wen to fire.

Knows now to glve the location of fire to
firefignters so that no time will bs lost
in unnecessary hunting.

Erows that constant check must be kept
with lookouts a& to the progress of the
fire so that calculations may be changed

if necessary, and more men dlspatched.

Send supplies and equlipment

¥nowledge and akill required

1.
2,

e

Ipows what equlpment to send.

inows the food supply requirementas per
meyn per day, andé estimates amounts and
kinds needed.

Can get service of supply orgenizatlions

functioning so that men on fire will



Divislon~-Tdspatening, sont,
Job=~~To taze vreport and dAlespateh men, cont.
Operations:
E. Bend guppliss arnd equipment, cont.

3. conkt,
have food, water and bHlankets as soon as
needed,

'y Heasse: bling fire equipnent

irowledze and skill required

le Inows that when crew returns from fire,
equipment nmust be chesked in from stand-
ard 1list.

2, Znows that shortzge rust be replaced.

3. Inows that tools must be reconditioned.

4, T¥Fnows that equipunent must be immédiata*
1y reassonblad.

s Hnows that lost and damaped property
mmst e 85B'4 and replacements roquie
gitlioned.

Ga Heport
Enowled:s and skill required
1. ¥nows how to assemble dsta and make out

I''re rerort when firse ls out.
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Diviclon~-Adulnistrative and Miscellaneous Dutles
Job=~Pre~suppresgion
Operations:
A, Care of equipament
Enowled;e and aklll reguired
le Erows how to check flre caches, how to
replace shortages, and recondition and
assonble tools,
2. Yrows bow to test and repalr pumper units.
3. Enows how to test and keep fire truck in
condltlon.
4e Erows how to lssue the property to each
loskout and fliremarn as he goes to his
summer work.
5, Xpows how to check out and in any equipe
ment .
‘B. Bapply protective force
Knowledge and skill r-guired
1. "nows how to order groceries and supplies
ar needed Ly the fire puards, when to
gord Shem, end knows thaet this is done
by taking telephone order for groceries
ard by checking oncghortagee of station

sgulprent by a standard list.
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Pivisione«Adninistrative and Miscellsneous Dutles, cont,.

Joh=ePprawsunprassion, cont,

Operatinnst

Ba

Ce.

Da

fupply protactive fores, cont,

3
L 2

3e

Fnors how to rovie packer and trucks so
that protective force is suprlied withe
st excessive mileags ﬁp e s walts,
Knows where each member »f the force

dres hiz trading.

Tralinings gnards

¥nowled-e and ekill reguired

1.

2.

&

Enows he must train guerds via tele~
rhons daily,

Knowa that occeasionally he must ga to
soms station and mske a gumrd inspec~
tion. Ernows how to make the zuard ine
spection,

Enows how to make and follow a tralning

rlan,

Keeping up the guard morale

Knowlad;e and skill required

1.

Enows he must check all guard stations
three ti-es a day by teleophone to sae

that sverything 1a 0¥,
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y;a§isianvﬁkdminiaérgziv@ and kiscellansous Dutles, cont.
Joh~~Fra~auppr@aéipn, éant.
Operstlons:
Dy Keeplng up the guard morale, cont,
2. bnows that be must do srrands for guerds
con oublying stallons, sad beep up amorale
by reading the pepers. to the guards,
telling the nevs, gésaip, and so on.
Ee Fire prevention
Knowledye and skill required
1. &nows bow to inspect fire equipment of
forest operations ond meke application
for forest eperatiéhs pormits eto.
£+ Enows how to isau$~burn1ng pernitg~-
ween and under wust clrcumstances,
anows that an inaspectlon ol area Lo be
burned is negessary befuore issuing
permit.
3+ bLnows how Lo make slash inspection re-
porhe
4y onows how to maeke hazard reduction in-
spection report.
5+ b&Bnows when, and where, and what fire and

closure signs to poab.
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Division--Administrative end Miscellaneous Duties, cont.
Job=~-Pre-guppreasion, cont.
Operationss
Fs Making weather observations and calculations
Knowledge and akill required
1. EKnowe that each evening at 5 P.i, the
maximun and minimun temperutures for the
preceding 24 hours is recordasd.
2. Enows the precipitation for the past 24
hours is recorded at 5 P.K. |
3+ Knows when the humidity is determined
and recorded and how to do so.
4+ EKnows how to record the wind direction
and veloecity. /
5. ZEKunows how to record the charascter of
the day and the cloudiness and cloud
formations.
6+, Enows that once a wesk the roll on the
hygro~thermograph is changed.
7. XEnows how and when to weigh hazard
sticks and record.
8« Knows that at 12 noon humidity, wind
direction and velucily, and weight of
hazard sticke are determined and

recordeds
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Division-~Administrative and Misscellaneous Duties, cont.
Job«=Pre~suppression, cont,
Operations:

Fe Making weather observations and caloulations

P EKnows that at B P.M. humidity, wind di-

rection and veloclty, hagard stick and
- gharacter of day are raearﬁad, als0 pree

cipitation and maximum and muam temp-

eratures are recorded.

10, ZEnows that from tﬁa above data, the
class of day 12 determined for thermext
day on the Fire Danger Rating Board.

11« Knows how to code the day's weather
record, and how to send to the U.S.
Feather Bureau.

12. Knows that once each week weather redords
are mailed to the U.S5.¥.B.

13, Knows that weather veports from other
weather stations on the district are
talen each evening and used in figuring
the olsss of day and in the Weather
Bureau reports.

14. Enows that once a month a weather sume

mary is made and sent to the U.S.%.B.
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Division-wAdminiastretive and lilscellaneous Duties, eont.
Job=«~Frewguppression, cont.
Operations:
Fs» MNaking weather observations, cont,

15. Knows that in the fall lightning storm
reports from the outlying stations are
forwarded to the Regional Office.

16, Knows that once every two weels the
stream guagea are read and recorded and

data sent to the U.8. Geologlical Sur-
VoY,
Job=~Cenoral office work
Operations:
A, General office work

Enowledge and skill required

1, EKnows how to anawer correspondence.

2. Enows how to prepare reports, such ass
fire reports, weather reports, law en-
forcement reports, trespass reports,
Ranger's trip and fob plan, diary,
morthly service report, milleage of
travel and disbursement for travel on
eacl: plece of motor equipment, milesye
statement, vouchers and expensge accounts,

time slips and so on.
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Divisione~Administrative and Miscellaneous Duties, cont.

Johe=Ganeral office work, cont.

Opsrationss

A+ General coffice work, cont,

De

4.

S

6.
7

B4
Y

10.

i1,

i2.

Knows how to file ecorreapondence aund
roports.
Enows how to ingert additions to hand-
books.
Knowa that mail should be read and
action taken.
Knows how to make sign reguisitions.
Knows when and how to order office gupe
plies and other supplies.
Enows how to keep the personnel records.
Knows how to answer telephone c¢alls and
switeh ealls for other parties.
Enows how to prepare organization charis
ete,.
Can keep the office and premises pro=-
perly policed. ;
Knows how to make property transfers and

keep properiy records.

Be Asslist in Maintenance ¥ork

Knowledge and skill required

1.

Can prepare or help prepare trail and

telephone maintenance schedules.
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Division--Administrative and Niscellaneous Duties, cont.
Job==Gensral office work, cont.
Operatioras
Bs Assist in Maintenacne work, cont,
2, Knows how to reroute malntenance c¢rews.
&, Enows how to supply maintenance crews.
4, EKnows how to check equipment for maine
tenanee out and in.
5« Enows how to keer mecount of expendi~
tures on trall end telephones work esto.
Ce Contacting the publiie
Knowledge and skilll required
1, EKnows how to issure campfire parmits.
2. KEnows how to give directlons.
5+ Knowa ancwers to questions about work,
4. Lnows how to give information about
hunting, fishing, ste.
5. Can give burning permits and supervise
burning.
6+ Can give other types of information.
Dy Pacllitate operatlion of COrazing Areas
EKnowledge and skill reqguired,
1ls Can belp in graparution of grazing pland

and permits.



67
Division--Administrative and Miscellaneous Duties, cont,
JobewGeneral arfica'work,'aant.
Operations:
D Facilitate operation of grasing areas, cont.,
2. Enows how to extend aéta of gooperation
to grazing permittees when possible withe
out incurring Govermment expense by
hauling salt and supplics when a truock is
golng in the vicinity of the permittee,
Job=-Making Class A Timber Sales
Operationa:
A+ HKark, scale, and issue cutbing permita.
EKnowledge and skill required
1. Enows how to mark, scale, and issue
cutting permits.
2+ Knows how to mark and gount poles and
piling and give cutting permits.
3« Enows how to mark, scale, and give fres
use pormits.
4. Knows how to check on slash dispossl,
8. HXnowa how to send letter of transmittal
for cooperative deposits and brush dis=

posal deposits,
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Divisionw-Administration and Miscellsneous Dutlies cont.

Jobg~=Buperviston of Recreation

Operations:

A. Halntenance of campgrounds

Knawla@ga and skill required

le

2,

Knows how to make an occcasional inspec-
tion of campgroulds and reereational
areas to see thst they are being kept in
proper condlition,

Can direct maintenance of ecampgounds

Bs Checks on pecrestional uae

Enowledye and skills required

1.
2.

Be

4.

Enows how to complie campground pegsords.
Enowe thet & report is due yearly on
campground usge.

Enows thet indlcation of campground use
¢an be secursd from campground registers

Enows how to converse with campers, with

~ view of making them careful users of

fire and clean esmpers.

Job~~¥gintenance of the Station

Uperationg:

A. Halntensnce of the buildings

Enowledge and skill required

1.

Znows how to properly maintain the
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Division-~Administrative and Miscellansous ﬁnﬁiea, contb.,

Job--Naintenaers of the Stetion, cont,

Uperations:

A,

Ba

Ce

tiaintenance of the buildinge, cont.

L.

2.

Se

office, fire house, storage shed, barns,
garages, oll houses, powder house, eap
house, correl, fences and gates,

Epows how to keep &ll fire protection
appliances, ladders, sand Larrels, hose
etc. in place and 1In good repair.

Knows how to keep water and light aystems

working.

Keintenanve of tools and equipment

1,

‘Enowledge end skill required

inows how to keep tools and motor equipe

ment in proper places and in ordsr,

Heintenarce of other features

Enowledye and skill requlired

1.
2.
3.
4,

Can %eep tre 1awns.prog@rly tended.

Can keer the shrubbery trimmed,

Can keep the stock well csred-for,

Enawg trhat & check should be kept on the
hay, ;rain, oll, and geasoline, so that

there 1s a constant supply on hand,
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Division-=Administrative and kiscellaneous Dutles, cont.

Job=wliiscallansous

Operations:

A,

Hiscellaneous

Knowledge and skill reauired

1.

2.

e
4.

by
6.

Can assist in colleeting evidence and
taking offenders in law-anforcement cases
to court,

Can take the Ranger out to the field in
motor vehicles and go after nhim,

Can do oceasional tyucking.

Enows the garbage must he hauled away
pariodically.

Can operate the mwitechboard.

Can do his own housework and cooking.
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FOREXAN AND SBTRAWBOSS JOB ABALYSES

Foremen and strawbosses determine the sction of
crows of men and aye very important in the smooth
functioning of the ranger dlstrict personnel, Fire
guards also may occasionally be required to assume
responalibillity as foremen or strawbosses, especially
in case of projsct fires. For these reasons 1t is
very important to have & thorough understanding of
the foreman and atrawboas jobs, Efficlent personnel
nanagement 1s imposslble without a knowledge of how
rany foremen and strawbosses the dlstrlct may expect
to have, the type of work the foremen snd strawbogses
4o, the techniecal equipment they use, the condition
of their work, their pay, thelr exact duties and the
knowledge and skill thet is r#quirad for the perfor=
mance of their dutles. The following analyses are
given to increase the understanding of the foreman

and strawboss positions.

NUKBER OF FOREVEN OR STRAVBOSBES EMPLOYED. It is
imposaible to set up any number of foremen that may be
employed on a ranger district, The number depends
upon what project or projecta are being carried on in
the district, whether or not there is a Civilian Cone

servation Corps camp located in the district.
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It depends on whether or not there are relief projects,
and whether or nut theve are any special projects.
In almost all districts, trail and telephone maine
tenance foremen or strawbosses ar& uged sometime during
the ysars but the number depends upon the gige of the

distriet and amount of work to be dune or monsy alluted.

TYPH OF 70RK. Foremen have the duty of directing
laborers in gome project. The foreman must be famiiiar
with the type of project upon which he is directing work
and is responsible for the yrégrasa of the work on the
project. Strawbosses are foremen with suall orews,
regponsible only to the distriect ranger or o a

foreman,

TUCHRICAL LUUIPHENT AND COWDITIONG OF WORK.
Teehnical equipment and eonditions of work ars determined
by the type of project on whieh forsmen are engaged;
however, the work of foremen for the Forest 3ervice is

almost without exception outside work.

PAY. Toremen hired directly by the Forest Service
are paid monthly by Government check; however some of
the foremen of relief agencies working on National

Forests are paid semi-monthly.
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Pay for atrawbosses ranges from $4.25 to $4.75
& day. For foremen the pay scale ranges from $4.75
per day to £167.00 per month and occcasionally more.

Loave is granted from two and one~sixth days per
‘menth to two and one«half days Per month,

Hours for regular Forest Service foremen are fortyw
four per week,

Foromen worklng at day rates receive forty=five
conts per hour on fire; foremen employsd by the month
recelve no changs in scale though they work twonty~

four hours per day,

EXACT DUTIES. Division, job, operation, knowledge

and skill required are as follows:



74

Positior~=Foremsen

Civision--~Traill Malntenance or Construction

Job=~T0 Direct Trail Haeintenance or Construction

Operations

A,

B.

Ca

Assembling equipment

Enowledpe and skill required

1.

2.
3.

4.

S

6.

7

Know what tools wlll be needed,

Enows how many tools

Knows that unnecessary tools must be el-
iminated to reduce packing.

inows what and how much cooking untensils,
tenta etec. are needed.

Enows what and how much food to order.
Knowe that all equipment must be signed
out and that a record should be kept ao
that 1t is all returned.

EKnows what fire~fighting tools to take.

Packing equipment

Knowledpe and skill required

1.

2.
Se

Knows how to prepare toolg, equipment
ete, for packing.

Enows how and can pasck equipment,

Enows how much stock and how mueh grain

to take if stock is useds

Location of Camps

Knowledge and askill required
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vivisione~Trall maintenance oy construction, cont.
Job==To direct trall msinterance or construction, cont,
Dpsrational
Ce Location of ecamps
inowled;e and skill requlred
1le Z%nows whers to lacate camps for sonven=
lence, water, and stock feed.
2. ZXnows where 50 locate camp and when to
move 80 that too much walking to work
12 not necossary.
De Hnowing job spscifiecations
Enowledge and skill require
l. If maintenanece, knows to what standard
1t must b2z maintained, width of tread,
grading, brushing out, clstance to cut
logs baelk, how many to teke out etec.
2+ If conatruction, ¥nows specification
az to loecatlion, grade, tread width,
brushing out, how far to cut back logs,
stump helght, specificatisns for turns
and switchbacks, bank slopes etc,.
3. £Knows howrs required on job, travel
time, etc.
4. KInows gpecifications for blaging, trall

logpging, and sign posting.
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Divislion~--Trail maintensnce or construction, cont.

Joh==To direet trail nalntenance, cont,

Jperations:

Faow

Qrgenize work

inowledge and skill required

Le Znowa how Yo string out and place men
to best advantage.

2. IEnowg w:iich parts 2f job to do Iipst,
80 that nothing hdlds up the job.

3. HKnows which tools ara nmost effsciive.

Care of equipaent

Knowledgze and skill required

1. inows how to care for tools, can keep
them sharp and in good working condle

Lione

2. Can keeop equipment in condltion ard see

that 1t s not lost or broken.

3« Heturnes equlipment at end of jJob in good

condition and cheeks it in.

Handling tha men

Knowledze and skill required

1. Epows and prectices good technlque of
executlve control.

2. Can make the camp and eamp 1life com-

fortable.
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Divislon~»Trall malntenance or constructlon, conb.

Joh~-«To direct trall wmalntorange, cont.

Dparationa?
PeTACAO;

4

Vo

I

Handling men, conte.

3.

4,

Can secura a good day'a work, if not,

Tnows

inows

ow to hanile tre problom,

hew %o glve training when needed.

Haltdng noeasaary vaports

Enowledzas and 213111 ropulred
" i %

1.
2.

D

4,

B
6.

8.

B

Ernows

Enows

how Lo keep tha tlne,

how to make the nacessary maine

tenangs or construction reports.

Enows
board
Eniowa
Enows
Enows
Knows

Enows

how to keep cost records, and
reeaprds.

how to maks traill logging report.
wran to renort.

how to operate telephones or radio.
how to eheck property out and in,

how to keep dlary and what to put

In 1%,

Enows

how to make out sccident and ine

Jury reports.

Organizing trall crew into fire orew

inowledge and skill requirsd

1. Knows that erew should be organiged for

fire fighting.



Division--Trail Maintenance or construction, cont,
Job==To direct trall maintensnce, cont,
Operationsi |
I. Orgenizing trail erew into fire crew.

2, Knows fire fighting techniquea(see
Fireman Section).

3. Knows how to organige crew into fire
fighting unit,

4, Enows about reporting in casse of
lightning storm.

Se Enows how often to report in fire
BEREOND,

Jde. Bafety on job,
Enowledge and skill required.

l. Enows safety requirements,

2+ Knows how to work safely.

3. Takes every precaution for the safety
of the men,

4+ Can enforce safety precautions on the
job, |

He.Knows and understands use and safety
specifications for the use of explo =

sives, fslling timber, etc,

78



79

Division~~Telephone malntenance or conatructions
Job~«To direst telephone maintanmnae or conatruction.
Operationsa:
A, Assembling equipment.
Knowledge and skill required.
1. Knows what tools will be required.
2. Knows how many tools.
3, Enows that unnecessary tools must be
~ elimenated to reduce packing.
4. Enows what and how much ocooking equipe
mant, tentage, etc. 1s needed.
5. Knows what and how much food to order.
6, Knows that all tools and eguipment must
be checked out,
7+ Knows what and how much fire fighting
- equipment to take.
Bes Packing egquipment
Knowledze and skill required,
1, Knows how to prepare tools, sgquipment,
ete. for packing,
24 Enows how and can pack.
5. Enows how much stock and how much grain
to take, if stock 1is used.
Ce Location of camps,
Enowledge and akill required,

1. Xnows where to locate camps for
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Division~~Telephone maintenance ar‘snnatruatien, conts
Job=«To direct telephone maintenance, cont,
Operations:
C,Location of camps.

1. eonvenience, water and stock fesd,

2+ Enows where to locate camp and when to
move, £9 that too much walking to work
is unnecessary.

'3. Enowing Jjob specifications,
Knowledge and skill required.

1. Enows maintsnence or construction stan~
dards.

2+ Knows length of spans, tightness of wire,
type and method im insulation, spsce

“between ties, how t0 splice and make
eonnections, angle of pole placement,
location of line, heighb of wire, etc,

3+ Kpnows how to test, and locate line trouble.

4, Xnows how to repsir, install and hook up

~ telephone batteries.

5 Understends hanging both ground and metale
lic lines, and installation of repeat colls,
ato.

6+ Enows how to install snd hook up lightning

~ arrestors and protection. f

7+ Enows what is a good ground and how to meke,
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Divisione~Telephone maintenance or construction, cont.
Job=-~To direct telephone maintenance, cont.
Operations:
De Enowing job spescifications,

Be Knows brushing put requircments, and
limbing requirements.

9, Knows other standards of telephone construc~
tion sand maintenance.

10. Knows hours of work required, travel time,

ste, |
E.Organizing work.
Knowledge and akill requlred.

1. Knows how to string out and place men to

~ the best advantage.

2+ Xnows which parts eof ;ab to a@ first, so
that nothing holds up the job.

3+ Knows which Lools are most effectlve,

4, Enows efficlont methods of work.

¥o Cara of equipment,
Enowledge and akill required,

1. Knows how to care for tools, can keep them
sharp and in good working opder. Linemsn's
baelts and safety belts strong and climbing
rope in good shepe.

2, Knows how %o keep equipment so 1t 1s not

loat, damaged or broken.



ne
vivisbone~lclephone ialnterance and contruetion, cont.
Job==io dilrect telephone mainlenance, cont,
Uperatli ns:
e andling wmen,
inowledge and s11l required
1., Inows and practlaees pood techniones of
executlve controls
2, Inows Low to wako canp and camp life as
conforbadle ag rdaalidbls,
3., Can securs a good day's work, Fnows
how to handle problems of dlseipline,
4. Hdnows how to zlve Lralning when needed.
He Haking reoeeapary reporis
Knowledge and sklll required
1., ZXuoows how to heep tha tine,
2., HEoswe how Yo make the necessary malne
tenance sand consgtruction re;jorts.
3. Enows how bto ¥eep cost racords, and
board records.
£+ Lnows how to order telephone equipment
and supplies,
S+ tbncws how Lo report.
Cs Enows how to cheek and return property.
7. Lnows how to keep a dally diary and what
to put in it.

Ze Knows how to make acclident and injury
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Division~~Telepbone hulnvenance and Construction, conts
dob=-={o direct telepucue salnuienance, ceont,
Uperations:
He Haking necessary rveports, cont,
Bs repuris.
Ye wnows Liow Lo make cther ineldestsl
POLOYEE .
I, urganinlug belepnoue crew 1lnte flrve creow.
knowledye and sklll reguired
ie hpows ibai crew sibould organize for fire

Vightivge.

A
-«

hnows Iire-iiphting Lechniques {see
Firewan Sectlon}
S« Can organizs crew lnto fire«~lightlng
unit.
4. bnows sbout preporting in cass of lighte
niug storms.
5. Enows niow oi'ten to reporit and when to re-
port in fire seasgon.
Je Safety on the job
Knowledse and sk1ll required
1. kLnows safely requlrements.
2. HKpnows how to work safely.
%. HKnows lLiow to take, and mekes men take,

every precaution for safety.
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Diviston~~Telorhone maintenance and consiruction, cont.
Job~-~Ta direet telephone maintenance, cont,
Orerstionsy
J. Eafety on the job, cont,
4, C(an enforce aasfety regulations on the
iob.
5« TUnderstands use and safety reuir&m@nﬁaik
in use of explosives, felling timber ste.
Mvyiasion«~Civilien Conservation Corps, Other Relier
Projeet, or Special Jobe and Frojects
Job=~To dirveet, Civilian Conservation Corps enrollees,
other relief projeci laborers, or lsborers on
speclial Jobs, or project such as eruising, snag
felling, tree plenting, etec.
Operations:
At  Assembling equipment
Enowiedre and skill required
1., ZXnowa what tools and eguipment are
needed for job.
2, Knows how many tools, instruments, ete.
are needed for crew in job,
&+ I eamplng out, knows what and how much
cooking eguipment, tents, etc. 1s needed.
4, usnowe what {ire-{ighiing equipment to

talke,.



™
ot

Divislone=C.C.Cs and other specisl projects, cont,

Jov-~To dlrect apecial projecis, coni,.

/! Orerations:

Ay

Be

Dy

Aspempling equlpument

5. ¢nows ail toole and zqulpment out.

Transporting equijaent and svp lles

Enowledge and skill vegulred

l. Knows how Lo prepare booles, eculrment
ana suppiivs Jor Lruck’ng or paching.

2. Knows how to load equirmeu’ and gup-
plies to prevent danage.

Location of caups

Enowledre and skill required

te If camping oub, knows where to locate
canps for conven ence of water, wood,
shelter, etc.

2. Ynows where toc locate earp ard when to
move 80 Lhalt Loo wmuch wsellking or riding
to work is unnecesaary.

3s 1f foreman of C.C.Cs eorew, knows Army
requirements for slide caomps.

Job specifieations

Knowledgs and skill required

1. Xnows job requirements, specifications

and standards,
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Division--C.0.C. and other special projecta cont.
Job~-~To direct special projects, cont,
Operationst
De Job specifications, cont.
2, Xnows and is familiar with processes
of job and can train others,
3. Enows hours of work required, travel
time allowed if any, etc.
Es, Organizing work
ipowledyze and skill required
1. EXnows how to place men on job to best
advantage. |
2. Enow which part of job to do first, and
the sequence of procedurs, ac that job
moves without interruption to its sccom~
plishment.
3« Enows which tools and equipment are
moat effective for job,
4. Knows efficlent methods of accomplishing
wWOrk ¢
Fos Care of equipment
Knowledge and skill required
l. Z¥nows how to care for tools and equip-
ment, can keep them in good shape and

working condition.
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Division=-=C.CsCs and other specisl projeots, cont.

Job~~To (:rect speciml projects, cont,

Operations:

Fi"

Ge

Care of equipment
2. Enows how to keep and use equipment
80 that is Bot damaged or 1@3%.

Kaking nesessary reports.

Knowledge and ski1ll required

L. ¥n>ws how to Leep the time.

2. Knows how to make the necessary progress
regords.

S« Knows how to make cost records, and
board records,

4. Knows how to regulsition tools, equip-
ment and supplies.

5+ Knows when to report,

6. ZXnows how to check property out and in.

7« KEnows how to keep a diary and what to
put in it,

s If C.C.C. foreman, knows how to write
lesson plans.

8s If CuaC.Cs foreman, knows how to maks out
safety reports.

10, If C.C.C. foreman, knows how to make out

accident and injury reports,
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Division~-C,C.Cs and other special projects, cont.
Job==T0 direct special projects, cont.
Operations:
G. Maklng necessary reports.
11, Knows how to make other miscellaneous
_ reports.,
He Organizing crew into fire-fighting unit
Enowledge snd skill required
1. Knows that erew must be organized for
- fire fighting.
2. FEnows fire fighting techniques ( see
Fireman Section).
3. Can organige erew into fire-fighting
- units,
4. Can train erew in flire~fighting tech-
niques, one«lick method eto.
S5« FEnowa about reporting in the svent of an
electric atorm,
6, EKpnows how often and when to report in
fire season.
1. Handling men
Enowledge and skill required
1., EKnows and practices good techniques of
executive control,
2. Hakes camp and camp 1life as comfortable

as possible,
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Division~-C.0.C. and other special projscts cont,

Job--To direct special projects, cont,
Operations®
i, Xandling men, cont.
3+ Can secure a good day'a work, and knows
how to handle disciplinary matters,
4. Knows how to glve training when needed.
5. 1If C.C.C. foreman, knows special rulea
and requirements for handling men set
up by trhls ageney. |
Js Safety on job

Enowledge and skill required

1, Enows the safety reguirements of agency
under which work is being dome.,

2+ Enows how to work safely, and makes men
take svery precaution for safety.

3. Can enforce safety regulations on the
Job.

4, Underatands use and specisl safety re-
quirements in use of sxplosives, motor
vehlcles, orossing water, felling timber
eto.

5., 1if G;G;ﬁ‘ foreman, knows the safety

code, safety regulations, and first ald,
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Divisione«Rond iaintenanee and Construction

Job==To direct road maintenance and construction

Operations:

As Assenbling equipment

Enowledge and skill required

1.

2,

Se

4.

B

Enows what tools, equipment, and mache
inery will be regquired.

Knows the supplles of gasoline, greass,
oil, etc, needed to keep the power mach~
insry in opersati m,.

Enows what and how much gooking equipe
nent, tentasge and supplies will be
needed if camping out.

Enows what equipment should be assembled
and ready to go before the crew is on
hand,

Knows what and how much fire~fighting
equipment to take,

Know that 8ll tools, equipment, and
machinery must be checked out and

signed for,

Be Packing equipment

Enowledge end skill required

1.

Knows how to prepare and load tools,
equipment and supplies for trueking
80 they will not be lost or damaged.
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Division=«Road maintenance and construction, cont.
Job=-~To direct road maintenance, cont,
Cperstionai
Cse Location »f camps
Enowledge and akill required
1. Xnows where to locate camp for conven-
ience, water, wood, shelter, etc,
2. Knows where to locate camps to avoid
unnecessary trucking and riding.
e Jdob specifications
Enowledge and skill required
ls Enowd Job specification, requirements
and standards, such as width of clear-
ing, grede pre¢ cent, road width, brushe
ing out, bank slope, dltehing, culverts,
bridges, location, surface, drainage,
etce
2, Knows hours requirement, travel time,
| ete,
E, Organiging work
Knowledge and skill required
1. Knows how to place men on the job to
the bvest advantags,
2. ZEnowz wihlch parts of job to do first, to
avoid waste of time, such as keeping

timber falling well ahead of greding, ete.
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Division~-~Roed maintenance and construction, oont.

Job=«To direct road maintenance, cont.

Operationss

Ea

Fo

Ge

Organlsing work

S

4.

Enows what tools and machinery are most
effective for the Job,.
Enows efficlent methods of accomplishing

work.

Care of equipment

Knowledge and skill required

1,

2.

3.

Enows how to care for tools and equip-
ment, can keep them in good working
econdition.

Enows how to care for, repalr and keep
machlinery in good econditlon,

Enows how to keep and use equlpment so

that it 1s not damaged or lost.

¥aking necessary reports

Enowled e and skill required

1.
2.

3.
4.

Knows how to keep the time and com=
missery.

Knows how to make maintenance, construe~
etlon, and progreas reporis.

Knows how to keep cost and board records,
Knows how to keep milesge records and

equipment use records.
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Division~~Rond maintenance snd construction, cont.
Job==To direct road meintensnce, cont.
Operations:
Gy Haking nacessary reports, eont,

5. Enows how to keer grease, oll, and
gasoline consumption records,

e EKnows how to keep exrlosive use record

7. Enows how to requlaition tools, equip-
ment and supplles.

8, KEnows when and how to report.

3, Xnows how to veep a dally dlary and
what to put in 1it.

10. Knows how to make out accident and in-
Jury reports.

11. H¥nows how to make out other miscellan-
@ous records required.

e Organizing erew into fire~fighting unit,

Knowledge and skill require

le Enows that crew must be orgenized for
fire~fiphting.

2. Enows fire-fighting techingues (see
Fireman Section)

3s Can organize crew as a fire-fighting
unit.

4, Can tra'n erew in fire~fighting methods.
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Divisione~Fond maintensnce gnd construetion, cont,

Job-~To dirsct road maintensance, oont,

Oprerations:

Ow

1.

de

Orgenizing crew into fire~fighting unit, cont.

6, Knows about reporting in case of an el-
ectric stom,

€, Enowe how ofter and when to report in
fire season.

7. Enows to whom and where to report in
case of fire.

Fendling men

Enowledce and skill required

1. Enows and practices good techniques of
executive control,

2. Uekes csmp and canp life as comfort-
ehle a8 possible.

S« Can get a good dey's work and handle
d!geliplinary problems.

4., Kpows how to give tralning when needad,

fefety on job.

Knowledge and skill required

1. ¥nows safety requirements.

2. FBrows how to work safely.

5. Enows how %o take, and makes men take,

every safety precaution.
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Division~~Road malintenance and constructlon, cont,
Job~-To direct road maintenacne, cont.
Opsrotions:
de Bnfety on job, cont,

4, Can enforce salsty requirements,
6. Understands use of sefety requirements,
in handling explosives, motor vehicles

and equipment, felling timbter, etc.
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LARORER JOn AYALYSES

To efficlently manage Zabarors,}tha supervisor of
personnel needs & knowledge of the number of laborers
that ere ordinarily smployed in the district, the type
of work they do, the conditions of thelr work, the techw
nical equipment they must use, they pay they receive,
the exact dutles they perform and the knowledge and
8kill that are required of the labor positionss The
following analysis is given to elarify what the Forest
Service 1abér job embraces, as an aid to efficient pere

sonnel management,

RUMBE« OF LABORZR: EMPLOYED, TYPE OF ﬁﬁﬁﬁ, CONDI-
TIONS OF WORK, TECUNICAL FQUIPMENT, ALD PAY., The nume
ber of laborera employe® depends entirely upon tka pro-
Jects belng carried on in She ranger district. However,
some men are emploved every yiar, for road, trall, and
telephone maintensnce,

Techhleal equipnent depends upon the projects.

Almost all Forest Service laborers work out of
doors,

Pay for common labor 1s ordinarily $4,00 to §4.25
per day, Laborers on psllef projscts get from $30,00

per month for Clivilian CJonservation Corps enrollees
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to $1.50 to §5.00 per day or more, depending upon the
agency and the type of work.

Skilled laborers receive from $4.50 per day to
£$120,00 per month for certain grales of special skilled
mechanies, cruisers, stc. Two and one-slxth days leave
is granted per month to reguler Forest Zervice laborers,
All labor positions are temporary positions., Forest
Service laborers work fopty«four hours per week,

Iaborers working by the day receive thfrty~five
cente per hour when wirking on fire, unless they do some
skilled fire Job, Laborers by the month do not recelve

any change in pay scale or any overtime,

EXACT DUTIES, Divislon, job, operations, skill and
Enowledge required:
Division-«Labor general
Job==Common laborer
Operations:
A, Obtaln proper personsl equipment
Enowledre and skill required
1+ Enows what tyre of clothing is needed
on the job; sueh as rainclothes,
#loves, caulked bontsg, stc.--whatever
1z needed for efficlency and comfort

on the Jﬂbw
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Divisione-labor general, cont.

Job~=Common lavorey,cont.

Operationss

A,

B‘a

Obtein proper personal eguipment, cont,

2.

3

4.

Knows what toole and eguipment to check
out from foreman.

Knows what personal effects, as bedding,

~ shaving needs, etc. to take 1f camping

2t
Enows that on job where pack stock 1ls

used, that all umnecessary and heavy

personal effects should be éliminated,

Deing the work

Enowledge and skill required

1,
2.

S
4.
5.
B

7

Knows exactly what the duties are.
Enows now, and has the skill to do the
job assigned,

Hes the physiosl ecapscity for the Job.
Enows e/ ficlent methods of wor&imgw
hinows hours of work expected.

If the jotu 1s not understood, knows to
whom to go for pguldance, and is willing
for instruetion and training.

has the manusl dexterity to learn and

do the jﬁbu
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Divigion=-Lahopr general, coub,

Jot~-Comnon laborer, cont.

#

B,

Cs

Upaeatlonat

Polng the worl, cont.

2., Xnows and hos the skill o Le m cone
slstent worker. |

Us Hnows what and how Lo do his shars of

camp duties.

JHaintaining good relations with assocliates

and auperiors.

hnowled:e and sk1ll required

1., Epows the obloetives of the job, and
coopurstes with assocliebes and au?eribra
In abtaining them, |

€. IHaintaine friendly relations with asso=
ciates and superlors.

Care of aquipnent

fnowledge and skill required

1+ Enows bLow 3o care {or and maintaln

tools and equipment entrusted to the
latorer,

2. Has abllity to maintain tobls and equip~
ment in good working condition,

He Enows he must rheck tools and equipment

Fén he takes and returnd toen.
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Division~~Labor gensral, cont.
Job==Common laborer, cont,
Upsrationgt
e Care of equipment, e¢ont.
4« FPrevents loss or damage to equipment
and tools charged to the laborer,
E, Bafety on jaﬁg
Enowledge and sklll required
1. Knows safety requirements,
2, Lnows how to work safely.
3, EKnows importance of safely to himself
_ and others.
¥e Flre -ighting
. Knowledge and skill required
1. Hknows the techniques of fire-fiphting
and fir&«ebaaimg.
2. Has a»1llity and physical endurance for

fire~chasing and fire~fightings.
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PARYT 1

PEESONAL QUALIFICATIONS OF THE
SUPREVIS WY PEEAONNREL

Fersonal qﬁalifimaﬁions of the supsrvisory persounnel
have an Important effect upon the morale of the ranger
district personnel, iany personality tralts of the supers
visory personrnel, such as fairness and justice, and ¢come
petence uay glve the subordinates a feellng of coniidence
In their superiors and fulfill their desire for security.
Other charscteristics, such as personal interest, by the
supervisory pepsonnel in the employees may satisfy the
employee's deaire for responce and recognition, The
attitudes and sppesrance of the supervisory personnel may
be stimulating factors wioich the subordinates tend to
initate.

Helpful personality tralts may be asquired or im-
rroved by tnhe conscius recognition of specifie traits,
by the recognition of the need for good personality
characteristics, by the observation of their effect on
others and by a dillgent effort to acquire or apply the
favorable onea,

Fersonallty traits are in sctuality so overlapping
and integrated ﬁhat they cannot be Lroken down into

distinct and specifle tralts, Although this fact is
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recognized, to gain a clear conception of the meny ase
pects of good personality, these traits will be treated
as distinet entities. Therefore, the discussion of
Part II of this paper will be concerned with the recog-
nition of personality characteristics of the supervis-
ory personnel that aid in developing and maintaining

the moreale of the ranger district personnel,

FAIRNESS AND JUBTICE. Falrness and justice, that
is, the quality of being as impertial as possible, is
essontial to good personnel management. (9) Nothing
lowers a Ranger or other supervisory personnel more
qulckly in the eyes of the Forest Service employees than
unfairness, favoritism or partiality. This is especially
true of the fire guards, who because of the extended
lonliness of their jobs usually have ample time to think
and ponder sbout what appears to them to be injustices,
partlalties, or unfeirnesses. These injustices may be
real or imaginary,

Often aots are misconcelived and atrict impartiality
is hard to achieve if not impossible, even when a cons=-
clentlous effort is made in that direction. Therefore
everything should be done to minimisze the tendeney toward
partiality that is possible to do.

YMyera, LP. Larry, Lume

uman Engineeri
New York, 1932, p‘a

» ilarper & Brothers,
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Policles of promotion, discipline, etc, should be ea~
tarlished so that the personality factors will be invol-
ved as little as possible in making these decisions,
There will always be more than enough unforeseen situ~
ations arlse where personalities creep in, no matter how
nany predetermined policies and practices have been
established,

Yhen policles are established and the employees
krow that the supervisory personnel will caryy out these
polickes with fairness and consideration, slbeit with
strict adherence to the rules, they feel a decided sense
of security, They feel this security becsuse each mem=
ber of the organization recognisges that his position
depends upon hi: own actions and that he need have no
fear that his position will be jeopardized by some
whim or personal 11llewill of the supervisory personnel,
Vhen the rersonnel of the Forest Service are confident
that reward and punishment alike, will be rendered with
impartiaslity, feirness and justice the old poliecy that
exists in all organizations of "apple-polishing" is "
rendered obsoléte, and the employees can approach the
supervisory personnel with s feeling of friendly equal~
1ty, |

Other traits of personality that are factors im

fairness and justice, and contribute to the fesling of
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security that 1s desired by the employees are frankness,
econsistenecy, calmness and moral integrity. These traits
contributing to lmpartiality are discussed in the en=

suln section,

- FRARKNESZ. Frankness with employees means being
open, straightforward and honest with them, and 18 neces-
sary to maintain good personnel relations. No personnel
system based on trust and confidence can long survive
without frankness, for without frankness there is no
trust nor confidence. If the employees of the Forest
Service are to feel that they are ﬁ part of the organ=-
izgation, there must bve mutual'truaﬁ between them and
the supervisory peraomﬁalg If there is mutual confid-
ence, there is no need for lack of frankness.

Facts should be presented to the employees whether
they are favorable or unfavorable. The employees of
the Forest Service are for the most part reasonable men.
If somsthlng 1s wrong or unfevorable and there is a Just
cavae for such & conditi:n, and 1t is presented to them
frankly, they will be as willing to bear Or try to change
the situation as the supervisory personnel. If the
enployees are actuglly a part éf thew@rganiaatian, such
matters concern thé& Juet as muoch tiey concern the

Fanger or Assistant Ranger, and their reaction should not
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be greatly different,

Every one nakes mlstakes, therefore 1f a member of
the zupervisary personnel makes s miatﬁke; he sghould not
be ashamed to admit 1t, if he resolves it will not will
not happen again., Nor will he lose dignity or prestige
by openly admitting his mistale, at least certainly not
to the degree in which he will lose respect if he tries
to cover up his mistaie and is discovered. (10) %hen
subterfuge 1s discoversd, as it almost surely will bYe,
there 1s a decided reamctlon of distrust; a shaken faith
or confidence is worse than if such trust had never
existed. Yhen the supervisory personnel is arvuié of
frankness, somethirg is téuely wrong, and it ia probably
with the supervisory personnel itself. If mistakes are
80 frequent that the member of the supervisory personnel
cannot afford to admlt his mistakes, the man is ¢learly
in the wrong positl n, and s ould be removed or remove
himaelf, |

It is of aourse‘raoagnizeﬂ that there are times
when certain ltems cannot be nade publie, in which case
the men should be frankly advised why theee items cannot
be discussed. The executive who can be frank, tactfully

and construetively, has a great asset for managing men,

lgaow, Charlesg H,, Fcunﬁatianx for Human Encineering,
The HekMillan Company, N f’, , 1930, wol, 2, p.2o24.,
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 CONSISBTENCY, A consistent personality is one that
is always the same, tihat hae the gquality of congruity
and harmony, ag& that hes the ability'ta maintain a uni-
fled program of action, Conelstensey of the supervisory
p@gsonnel helps to fulfill one of the fundmmental desires
of employees, the desire for security.

The security of thé employees 1s increased if they
at all tizes know what to expect from thelr superior,
The Rsnger who on one @ceasion is very rriendly to his
men and on some other occasion scareely spesaks to them,
1z less desirable than the Ranger who is courteous and
pleasant but naturally reserved. The Ranger who is very
pleasant and agreeable one time, and disagreeatle snd
short-tempere: the next time, is& often wpproached with
fear by his subordinates. James Harvey Robinson says,
"It i1s fesr that holds us back, And fear is begotten
of ignorance and uncertainty." (11)

Consisteney leads to other traits of wellworganized
peraonality,‘ The Ranger who is conslstent is much more
approachable, is likely to be more cheerful and optime
istic, because if he 1s the opposite of these things, he

will probably not be in a position.of authority for long.

1lcnldar, John, Capital's Duby to the Vage-earner, Longe
man, Green & Co., New York, 1983, ps 2«
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The importance of tact and diplomacy recognizes the
fact of inconsistency, and hs who would control others
must be more constant and have his emotlons under better
control than those he would govern, ’The stablilization of
enotlons is a mark of maturity and greatly to be desired.
There are men who can te consistently apgreeable, even
when disciplinary action is neocessary. (12)

A Ranger that ls constantly chencing the methods
of work, shifting the Jobs, and so on, 1s also a aocurce
of irritation to his men, Schell says, "hon't vaccilate,
.ee Don't be ehangeable in temperanent, optimistiec today,

pegainistic tomorrow." (13)

CAILMNESCS, Calmness, as applied to supervisory
personnel, means 8 state of habitual composure and the
characteristio of belng eollected ard unconfused. It
13 well recognized that when s person becones confused
or loses hils sense of poige, that his‘gudgm@nt and affi«
clency is impalred. Caluness does not mean that speed

muat be abandoned, acceleration may take place without

¥yers, Dr, darry, Human Encineering, Harper and Bro-
thera, New York, 1932, pp. 84-850.

lasahall,“ﬁrwin Haskel), The Techniq:

Contol, HoeGraw«iill Book Company,
3rd edition, p. 21,
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confusion, without loss of polse or judgment. Imployces
have much greater trust and conflidence in the calm and
vnexelitable executivej thus calmness contribuies to the
satlsfoetion of the desire for security on the part of
the employeses,

Calrmness 18 an abttribute that the Nanger should poaw-
sess and cultivate, In battle, the officers must remalin
celmy in terms of slang they must, "keep cool™, muat not
"loge tholir heads”, must not "get rettled.” Then the
Ranger and the surervisory personnsl direct men in &
battle agalnst fire, their altuation is comparable %o
that of offlcers dlrecting soldiers in a b#htle against
tie enemy., There ls the saue need for actlon, need |
for speed, need for judgmuent, need Tor lsaderchip. There
is also the same Influence of exclbemsnt and emotlional
stresa that may cause loss »f judgment and effegtiveness,

¥an is a highly isitetive animal, and 1if the leaders
lose thelr c¢aluness, the men under them will have the
saue tendency stimulated by the additional influence of
rob ; sycholegy. If the leadcrs lose thelr poise, com=
plete disorganization may results

'Galmneaa is abtiained by a nainprity of emoiions,
self-diseipline, and a thoroush knowledpe and un&arat&mdé
ing of the prineiples of the operation of the task to be
done. A previously planned course of avilon and a

tralned, orderly mind.will arrange and keep a plan of



_ 109
action in a loglcal and orderly fashion, and is of ines~
timable value to the Ranger. Calmnesa also depends on
not abtamyting‘ta d0 to0 many things at one tlme, and
the abllity to delegate duties and suthority.

Erwin Haskell Schell writes, "Only consclous self-
eontrol will enable you to restraln your feelings and
allow your mind to work unhampered.... Calmness is a
product of frue thoughtfulness. ... In tines of stress
or emergency, the exnployees wateh the executives very
closely, and are quick to imitate him. If he la calm,

they tend to beecone s0." {14)

#ORAL INTEGRITY. Moral integrity implies uprighte
ness, virtue, honesty, and go on; the quality of moral
integrity needed by the supervisory personnel of a
ranger distriet, 1s an adharéna& to the hilghest standards
of the moral code of the comuunities in which the per-
sonnel Tind themselvss. Ome 'tem of m@ral‘iﬁtagriﬁﬁ,
honesty, ls an absclute sssentlal for e good manager of
men. (18%) Unless the employees are assured of the

norel integrity of thelr supeviors, they =11l have no

14&0« il, Srwln Eagkell, The Teghnigues of Hxscutive

Jontrol, MeGraw~Hill Dook C0,., inG., New Jork, 1980,
517"3 @diti “21, Qc 20&

15 Gow, Tharlss R., ?aundatiaﬁa for Human Znelincering
The Xzellllan Company, :
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feeling of security. |
The Hanger is verily ™iis brotrerts keeper® and

must avold any excess. It 1s probebly better for the
Ranger to avoid alcohollsm altogether, if he expects his
men to curb their sppetites. Consciously or unconse:
eiously, the Ranger and the supervisory personnel are
always setting an example, and the morals of the employ~
ess are not likely Lo rise sbove the exemple set by

the supervisory porsonnel.

In the past, on some ranger dlstricts, the Forest
Service employees on returning from a sojourn in the
woods have felt it necessary to celebrate by excessive
indulgences, They appear to have belisved that such ox-
hibitlons demonstrated thelr physical superiority, their -
masculinity, thelr worldilness, and added to thelr
prestige, thuze they were somewhat proud of "painting
the town red® when they came in from thelr stations.

- In some places, there ila atlll a lingering of this at-
tidude, but fortunately 1t 1s probebly passing, and it
must pass 1f the publie is to contipue to have rescect
and confldence for the Forest Service. In the eyes of
tre publie, displays of intemperance, even thourh 1%

ve off duty, do not lend to a feeling of confidence,and
there is always the suspleion that some of this tendsncy
mey ve carried beck to the job, wnich in the final anal-

yais, is veing pald for by the public.
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As sny nmoral derelictlon of the emplovess is a ref-
lection on the gnod nams of the Porsost Service, and 1ﬂ$ﬁﬁﬁ3
the effectlvenedss of the puvlic suprort and publle in-
fluence tLat is desired by the Forest Service, it helooves
ti:e Banver nrd the supervisory personnel o lead their
lives on a high woral plane, and always Lo romsmber that
the moral outlook of others wmay be more conservative than
thelr own, also that the conscrvative Influences usgually
tond Lo conbrol the jurse-strings on the commmities and
¢ansaquently to exercise a wide influence,

Because of the educabtion and positicn of the Forest

Tenger, more 18 expectsd of him than 1s sxpected of nany

o

of %the other cltigens of %ie community. If he is loyal
Lo the Forest Service, e will feel that one of his
Gutles 1¢ to live up to the sxyectatisnsg ol his employeos

and of the people in the community irn which he llves,

COUFHTENCE,. Competence of the suporvisory personnel
1s atteined when they heve an adequate knowledgs of the
fleld of forestry, have sufficlent skill to capably do
the tasks of the ranger district, end heve the abillty to
tanage the men under thelr supervision,

Employees tske orders much more easily from those
woom they respect, and in whasov&bility they have cone
fidence, Thils 1s especlally true of the looal Forest
employees, Confldence will nelp fulflll the desire of

employees for security. Employees often fcoel a sense
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of eontenpt for the person who tries to direct them in
activitles about whieh the employeces know nmore thsan the
person legsuin; the orders. For the sake of sfficlency
alone, the Ranger should know the technieal and practical
aspects of the jobs he must suporvise, and 1t shounld
tihierefose e the aln of the Eanger or other supervisory
personnal £ be conpelent and exparienced 4in the fisld
of his work, so that he may know as muech or more abwmb
tae Job as those he 1s attempting to diract,

It 1g evidest that the Ranger canmot exrset to be
an‘exgerﬁ In all flelde of endcaver, which he will be
gallsd upon to afainieter, "hern sttempting to admine-
1ster and direct operations in which he does not have
gufficlent knowledye ard background, the Renper should
not attempt to cover up hls weekness, for the employees
cre rot morons, and will qulickly detect his ectuval
status. It 1a bettsr to sutline the results expected,
the general policy to be f:llowed, and put 1t vp to the
men to do the job to the bugt of trelir ability, when
the g pervisor 1s unfamilisr with the work. The em-
ployees will ordinarily respecet the Ranger for this
action, and will do thelr test %o do the job efficiently.
Very infrequently vill employses talre advantape of this
situation., Fo loss of prestige will ocour under these
circumsbtances, unless such circumsiances oceur too

frequently end in too many flelds, in which case 1t is



113
obvious that the Rangsr is 1nc0mp@tent;

Kany personel charscteristles of the supsrvisory
rersonrel contritbute to competencej ameng these are men-
tel gualities, moral ¢ourage, firmnea&, progressiverssns
ens other lewderszip quelities, tacﬁ antd diplonmuoy,
slapiicity, and selesmenship, These helpful cler:ctere

istles ure dlscussed ip the following section.

MENTAL QUALITIES. The mental qualities which the
supervisory personnel should possess are understanding,
wigdomn, and sagaeity. Supericr intelligence is s
desirable charscteristic, but not essentlal, aé underw
standing end Judgment are developed by propsr discipline

nd training of the ntellect and may be highly dovelw
oped In those of wmedioere intelligence. Judzment of
superiore in whiech they may place their confidonce is a
satisfactlion for amployeeag

Inizlligence 1s’an irherent characteristlc, which
ne one can ckange, and for which no man csn take blanme
or credit. Therefore intellipence itse’f should not
concern any member of the persornel. However, sach nmeme
ber of the supervisory personnel should be very much
concerned with tle uses of his intelligence, for that
he can alter and c¢ontrol, There is no beauty in the
raw, uncut Jiamond; nor ig there marit in the untralined
or uncontrelled Irntslligence, It 1s only when intelli-

gence 1s tra ned, controlled and directed along proper
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chammels that 1% ia merliorious,

Any menhor »f the supspvisory personnel can train
Bligell in analytical habits of thought) ha 2an traln
tinzslf In cental alurtness, and by carefully observing
asd analysing siteatlions that dally srlse, he can traln

himsel? %o sxercisge betbtar jndgnent,

HORAL CQOURAGE. Horal courage iz compose of gelf-
confidence, self-disclipline, persistence, dependabllity,
and the wllllngness %o acoept regponsibility. Demon~
strations of woral courage Ly superiors greatly increacse
the respegt of employeses, and are a potant factor in
fulfilling thelr desire for securlity.

Every day, and often oany times a day, any person
In a asupervisory capacity has the opporbunity of shwing
the laek or possaesslion of moral coursge. The backbone
of woral courage ls self control. Xing Solemon, in
advice !z Lis son, sald, "o that 1s slow to anger 1s
botter than the mipght;y and he that ruleth his spirisi,
than he that taketh a city." (16) ioral coureage is
demonstrated by the Nanger who can give orders with
decigliveness, and 18 willing to sccept the responsib-
1li%y for hig orders, whether good or bad. Sowe men

lack the eourage to give decislve ordery, bocause ithey

18Provsrbs, 16138,
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ere alreld that they may not give the correct ones, and
hate to shoulder *he responaibilitr,. S0, by plving in-
delinlte orders ard assipgrnments, they hope t5 plaoe more
responslbility on thelr subordinates, ard In go dsing,
deuzonzirate a luak of morxl enurage.

Soll-conlidencs appears to mm hand in hand with
wmoral corurass. The man with mora) ecuraze uvanally has
self=confidance, an! the man without that ¢ourage lacka
5317 gondldence. The willingneas to uss initlative and
aﬁcapt the eredls ov blame 1s andbhermark of %the morally
eoursgeouss also he who has She courage of porslstence,
ard the backbone Lo alay with a task and %o dee 1t to
1ts oconcluelion, and he who 1z always reliable ard he who
is elways derendable gh-w marked aspects of moral courage.

Wajor-Censral Srankes cays of the derendable man,
"The eureful, slow, plodding offlcer, who can be relied
upon Lo Go Lls best, 1z of far more valve than the brile
lla:t end erratic officer, whose abllity ig not always
deperdable,” (17)

Fhyslcel courage 1s usually the ovtgrowth of moral
covrage, and in presert dny soeciety there is little oppor-
tunity for the lenger or other supervisory personnel to

demonstrats physlcal eouraps, but 1€ they have smple

17 The Military uervﬁce Publishirg ﬂampany, The éffiear‘é
thde, tre Y1lltary Service Publlahing Co., ﬂarriagurg,
Fernaylvadda, 1936, ps 320,
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moral coupaie 1litile fenr noved be feli, that they lack
rhyatesl enourage.

Tmployeee cunnotb esemps respecting a men who hag
there quelities of miral courags, and they are auch wore
*111n; to socept the instructions of such & man without

TeSCTVSB,

PROCRESSIVENESS AND OTHER LEADERSHIP QUAIITIES,
Initiatlive, orlginslity, adaptibllity, ambition, breadth
of information, luck of prejudlce, common sense esc. are
all adnirable gqualities of progressiveness and loader-
ahip vhich add %o the competeuce ol the supsrvisory perw
somol, and consequently, also to the seourity of the
employess, Thars ars many a%har qualifications for
supervisory personnel that are very useful in maintaining
the narsle of t.o ranger distrlict organigation that have
not bheen specifleally rmentionsd,

Tt 15 well for ihe sup.pvisory personnel to msiutein
emtoct with trhe world at large through readlng and so on,
and to keep well inforr ed and sbreast ol the times, with
speclal reference to the clhianges ard adveancement of their
ovn rrofesslon. PFreadth of outlook and lack of prejudice
e the quality that frequently follows in the footsteps of
belrz well«informed,

Brigsdier-Goenoeral Stuart, in listing gqualities of
leadersriy which he belleved important, wrote, "iIn gen=

eral, 1t may be said that leadersbip is the art of
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will vpon others In such a manner as Lo

Lmp eing one'le
alfldence, and thelr

" - . K 2 I P
corpnand Shelr obedisnce, thelr

co
P ile~bearted, wllling coopevatlon, Leadsrs musht possesss

se Bup.orior professional abilily.

e, - PO B T S s
e mnogh ssnge of huwely und Justicae.

RS ARSI

3 Tnguesziloned woral and ghysleal crurage.

e Ulgh moral char cter,

But 11l the guslitlesz of leadsrship, and of all
Ims of Forest Bervice supervigory persons
s2l, 1T one pubstanding eharwcteristic ls to bs chosen
anove all obhere, that quallty would Le common sorsé.
tajor-leraral lavid Sranke gays, "O07 all essential ablle

tles, sound common sense le easily tie filrst and fore=

&
&

asobe Tithout this sine gua non, no ol ficer can hope to

be sucvessi.l In the management of men,® (19)

-

Wrne uilitary Service Fubllishing Co.,
&u*ia, the Milltary Service Publisnhing Jo.,
Cameylvania, 1933, p. 307.
lgmﬂi@ tfﬁ.l«u?—ry Service f‘l}ﬂlwdn&mii {}Qc,
Culde, The Milltary Sevvice Fubliar
Fenngylyanlea, 1@36, Pe 313,
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TITUNTED ., The guallty of firmness Lmpliss resol-
vtl o, Tlxedncan, and o reletively complaete resistance
to the resgura of ‘hogs in oppositisn t5 the instrue~
tizna, wules, ordars, ohe. tha% are issued by the -eram
Ir avthorlty. The charscteristic of fipmnsss if neceasaary
to ralrtatr fiscizlive, withosut which ewployees can feel
Lo reel szecurity, ard without which there ean e no sffi-
clent orgenization.

Plselpline 1y nsecssary in eny organization, The
dletingridiaing d1fferonce hetweern ar organigation and s
runber of In?ividvales fig that In the Pirst ingtance,
trrre 18 “iselpline end contrcl exercised over tre indie
viduals, an? in the sceond inatenss, there are only the
Intix1dvals without the control,

“leclpline cannot be uaintaine? without firmneses,
there are always some men in any group who will not obey
ordere .4 Lules, or who will not do kle tegkes assipgned
unlegg some firmmess of control 1 exercised by those in
aubthority.

rern & rule ia made or an order 1s lven, tis BUP-
ervisory personnel must be firm in requiring that the
rule or order Le obmerved and cerried out, If thisg 1s
not done, soon no rule will be kept, or order adhered
to. As 1%t 1s eseential that all orders be observed,
the supsrvigory poersonnel must be gure Shab the roguire-

ment 1s reasonable and necessary, and that 1t 1s
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possible to comply with. When it is found that a re-
quirement 1s not feasible, or is mo longer necessary,
it should be eountermanded., len should not be allowsd
to infringe upon a rule until it is forgotten an: slips
into discard,

MaJor-General David Shanks says, "Some officers
lack the backbone to require the proper performance of
duty on the part of their men, lest it render them un-
popular. They are willing to play a namby-pamby part
because they cannot muster courage to exact from men
‘& proper performance of dutye. Let the young officer
examine himself right here. If he ¢annot muster the
moral courage to do his duty, he ¢an never expeet to
train his men to do theirs, On the other hand, there
is no need to be a martinet., ¥No ussful purpose is
- accomplished by constant nagging and scolding on the
part of an officer. " (20)

It is in exsrciséng firmness that the factor of
psrsonality enters., It is not necessary for the Ranger
or other suporvisory personnel to be overbearing, harsh
oy nagging, or even loud~spoken. The frequently heard
saying, "mild but firm" is an excellent attitude for the
Hanger to mainta'n. Forest Service employees respect

the Ranger who means what he saeys, if he 1s roasonable

0
20 p1a. Pe 305,
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in hils requests and makes them in an inoffensive manner,
Even the Army demands that suthority be fivm\ﬁﬁt mildv# [
"Mi1litary euthority will be exercised with firmness, kinde
ness, and justice," (21) ~ - 0

It s especlally important in the Forest 8arvic§‘ta
maintain flrmness and discipline, as the actual super=
vision 18 very slight., Perhaps the Ranger may only aeh
& Fire Guard once or twice during the season, It 1s
imperative, therefore, that the orders the Ranger does
give be carried out, as there are long periods when direct
supervision l1a lacking., In case of fire, it is very

important that orders be obeyed,

TACT AND DIPLOMACY. The 1uﬁiviaua1 who paa#as:a&'
the personality traits of tact and diplomasecy has & sen=
sitiveness and mental persception for the fseling of
others, has & nice discernment of the best course of
action under given conditions, and has the ability to
deal with others without giving offense, This ability
shoulld be possessed by the supervisory p@?aannel, as the
aﬁility to deal with others is one of the factors of
competence, and thus inereasses the feeling of sedurity

of tie emplovees.

2l1pid, p. 313
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Tact in handling men is especlally important for
the Forest Service supervisory personnel, as they have a
comparatively small amount of face~toface contacts with
the employees. The Fire Guards in particular have much
tire to think ebout what the supervisory personnel aays
and doea, Therefore, the supervisory per-onnel must be
extremely sareful of their actions, that there be no
wrong interpretations placed upon their astions if it
~ ean possibly be prevented. The loneliness of the Fire
Guard rositions bring out any parsnolidal tendencies,
or eny phoblies that these men might have, so that the
supervisory personnel must be very eaceful of sarcasm,
or any careless 3@king that might be taken in the wrong
way. Plenty of good humor is & fine méral builder, but
1t must not offend the sensibllities of the men,
Bogardus says of tact, "Tact is often identified with
common sense," (22)

Tact and diplomacy should be used by appealing to
positive mocds, and by saying what must be said at the

proper time and in the proper manner. (23) It must be

?2pogardus, Emory 8., Leaders and Leadership, D, Apple~
ton ~Century Co., Ine., New York, 1954, pp. 173-182,

23 ,
fiyers, Dr. Harry, Human Engine
thers, New York, 1932, p. 237.

*ing, Harper and Bro-
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recogniged that man 1s more of an emotional animal than
he is a rational animal. The tactful and diplomatie
Renger 1s one that can apply emotional eppeals to ratiocnal
ldeals. The Ranger must be careful that the idsals or
1deas to whlch he attached emotional color are also log~
ieal and rational, or his duplicity may be discovered.
For the average fire guard, fir hss a strong emotional
attachment. The use of emotional coloration must be
subtle, but when tactfully used, is usually more effect-
ive than logle. | -

The Armey also recognizes the valua‘ar tact, and
of tact¥ul officers that can present even dlsagreeable
feacts ond essign disagreeabls tasks in a manner that is
aeeeptable to thelr subordinates. jor-Ueneral) Shenks
says, "0f all valuabls qualitiaa, which an officer can
have, few of them are superior to tsct., The prime es«
sential of tact is a firste-rate knowledge of hﬁm&n nature.
The tectful man knows how to deal with his féllow men

It is the o1l which:umakes the machinery run." (24)

247e Military Publishing Company, The Officer's Culde,
The ¥ilitary Service Publishing ua., iarrisburg, b
1936, p. 328.
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SIMPLICITYs The quuli@y of simplicity is the quale
ity of clearnmess, plainness, and the freedom from intrie-
cacy. Simplicity is s factor of competence, because it
facilitates esse of undjeprstanding, and'ia‘a character=
istie of the supervisory personnel that 1s desirable from
the standpoint of the employeas.

Simpliecity takes though and trainingj the Ranger or
other supervisory personnel must knw thelr job well
enough that they can reduge 1t to ite simplest terms.
Anything that is made complicated when i1t could be
simple is wasted effort.

The Ranger should develop simpllcity of aspeach,
for he must deal with sll types of peaple, and should
not speal in & way not readily understsood by enyone.
Simplicity of =peech is effective under any ciroume
stances. Jesus Christ, one of the greatest teachers of
all times, spoke aimply and used homely illustrations
of his own day and surroundings. Linsoln's Gettysburg
Address 1s a study in simplicity.

To speak and do things simply is not 8o lose dig-
nity or respect, 1t merely shows that the subject opr
task has been so mastered that it dan be reduced to
eassentlial:z, Schell says, "Simplicity brings mutual

understanding and intimate contact between minda.¥ (25)

258@ha11, Erwin Haskell, The Techniques of Executive Con-
trol, KéGraw-Hill Book Co., Inc., Few York, 1930, Brd
edition, p. 24.
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The Ranger must do & great deal of training and in-
structing, and here simplicity 1s of great ¥alue to him,
in making hils 1n$tvuctians clear and understandable.
Sometlnes, Forest Service employees feel that a Hanger or
othier suporvisory personnel does not spesk simply, that
he is putiing on airs, or trying to show off his college
edueation, and may be qulck to resent the practice,

Arrectations of any type are cheap and poor ways for
any one in a supervlsory capaclty to attempt Lo galn

praostige.

SALESUANSHIP., The quality of salesmanahlp needed by
the supervisory personnel is the ability to sell the
ideas and 1deals of the Forsst Service to the employees
of the ranger distriet and to the public, Salesmanship
is gnothsr mark of competence Iin the supervisory person=-
nel, and if the supervisory personnel can inatill their
1deals in the employees, the employses will be better
satisfied,

Before the Ranger can dell the 1deasls of the Forest
Servies, he must be thoroughly sold on them himself,
He must bolieve in the worthwhileness and the soclal need
for conservation of natural resources and he must believe
in the neceasity of economie forest conservation. He
must be proud of his job, and pproud of the organization

for which he works, and its objectives. He must be
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permeated with the love of the forest and a& hatred for
its wakteful destruction. With his own belief firmly
intperched, the Ranger needs salesmanship to put hias
1deas across and to sell the ideals and objectives of
the Forest Service to his men and to the publie,

The moquisition of salesmenship depends upon a
certaln degree of agressiveness and furesfulnaga. A
good salesman must be able to express his ideas vonw
cigely and cloarly; he must make tis ideas alive, con-
crete, and colored with interest. The good salesman is
persuasive but not argumentative, he approaches his
sub fect from a positive and constructive point of views
bis reasoning i1s logleal but he maekes his appesls so
that they will stimulate the proper emotional responses,

The Ranger or other supervisory persornmel that can
surround the jJob of the Forest Service employees with &
feeling of worthwhileness, e little glamour, and some
emotional attachments, snd then unifying his men against
the common enemy fire increase the effectliveness of his

organization,

PERS@EAL IKTEREST IN MEN, An sctusl abiding inter~
est in men as MBR I3 one of the primary requirements of
the good leader or ~xecutlive, and the Ranger must be
interested in his men if he expects to build an organ~

1zatlon with a high degree of egprit de corps.
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To pretend an intercst in men i1s not enough, sincerity
here as in 2ll other phases of management i1s essential,
The Ranger mu -t never forget that the men who work for
him have as keen feelings, llkes, dislikes, ambltions,
desires, etc, a8 he has, Too often, a ladvorer or eme
ploye: is looked upon by the manager as & tool or machine
that needs no more attentlon that to be olled by the
pay check, Efficent persounel managsment csnnot be
maintalned whers &mplbya@s are hired, fired, traded or
8012 1llke pleces of merchandise. Niel ¥, Clark says,
"Labor i1s a commodity, but not so the laborer." (£6)

Even in the Ammy, which is ordinarily thought of
as having an sxceedingly impersonsl attitude toward men,
men ars now recogunisged ac individuals. The %ﬁllowing
1a a guotation from Major«Censral Shanks: ™he officer
¥ho 13 on dubty with a company ought to be able to call
by nane every man in his organization.® (27)

The Ranger or other supsrvisory personnel should des-
ire to know as much a- possible about the bsckground of
of the men over which they have control, so that they

can gain a better understanding of each man's problems,

36&1ark, Hlel ¥., Bommon Sense in Labor ¥anagement, Harper
and Brother, New York, 1019, pe 4.

27 1he Military Service Publishing Company, The Officer

Gulde, The lilitary Service FPublishing Company,

Harrisburg, Pa., 193@, pe 328,
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his emotlons, desires, embitions etc, with the end in
view of :ore sdequately fitting him into the organizg-
tlon and better understanding his limitstions and oap-
aclties. This should be done noi with the ailm of making
a better organization so that it will reflect Lo the
¢redit of the supervisory peraonnel, bubt with tre aim of
benefitting the men themselves. Care must de exarciaaﬁ
that no appearanca of prying is felt by the men,

A Ranger or other officer cannob approach men with
8 feeling of superiority without having this feeling
detected, nor can & feeling of interest be simulated
w.lch does not actually exist. MNen sho:ld be approsched
with the feeling of equality in the lntrinsie wmrtﬁ of
human personality. This does not mesn a losa of Alagnity,
but it does mean there 1s a feeling of responsibility
for the well=being of men whose lives some under onels
control and influence,

Brigadler~General Andrews said, in spesking of
lsadersiip, "A good leader iz as one with his men, he
speaks their language, he shares thelrn Lissziras and
thelr hardships, he is jealous of thelr name, he defends
their sensibilities and their rights in the larger op~
genizatlor, in faet, he is the recognizod guardien of
their welfare, physical and mental, as individuals and
a8 a grcup;..‘.ln short, he deoes sverything at all

tlmes to meks them feel he is looki g out for theipr
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interests, not hia own selfish comfort.®™ (28)

Forest Service employees, local men and fire guards
are usually well grounded in the bellef in the equality
of men, Though arother person may have a superior
position, greater wealth, or education, these men bew
lieve they should have the same rights, privileges,
and respect. They are therefore contemptuous of anyone
who atiempts to be superior or to put on airs.

llowever, these men realime that this is a gcommon
malady, eapeclally of young supervisory persomnel, and
appreciate t-one in executivs position who ars approsach-
able, friendly, and meet them on terms of oquality.
Forest Service men are like any sther men in appreciate
ing ani responding to people who ars genuinely intep~
eated in them, and in their problems, and in the things
that they are interested in. As a personal interest in
the employes 1s demonstrated through friendliness, re~
ceptiveness, loyalty, patience, tolerance, and a feeling
of responsibllity for the welfareeof the men on the part
of the supervisory psrsonnel, these items will be disge

Suased in the following ssetions

FRIZHDLINESS. The quality of ffi&nﬁl&n&aa is the
abllity to demonstrate good will, intersst, and amity
toward othera. Friendlinesa of the supervisory per-
sonmel Soward the employees helps fulfill the desire

2BYBId. T, 555,
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of the employesa Tor response from those in a supsrvis~
ory capaclity. Gherefors, the ability of anyone in a
supervisory capacit# Lo pake ths other meubers of the
organization hls personsl Triends and %o croat & general
feoling of friendliness is a very real assetl.

ihere are men in the cupaclty of Rangers or super=
visory personnel who feel as much intersst in the nen of
the organizetion as anyone, but cannot demonstrate this
fireniliness, Others, who have no grester iuter=ast in
tlie men, can easlly demonsirate the feeling, dometimes
it is necessary to mai'e definite overt acts to denon-
strate frisndiinoss,

Unce a young man smployed as s flre grard had Just
campleted hanging a telephons llne in a fire~kille. snag
grea, and he was very black and dirty and reeking with
#woat. &s he was walking Loward ¢amp, he mot the rorest
Supervigor wlth a party of high offlicials of s large
lumber company. The party were ell dressed in sults and
‘white shiris, and were traveling i a high-priced car.
The Tire guard did nobt belleve the Supervisor would
&ecagniza him, as he had only met him once or twilce, agd
tﬁc guard was now black and dlrty almost past recog-
fh;tivn. She guard started to pass on by Lus car, be-
iiaving that should the Forest Supervisor recognlze
}im, he would not care to acknowledge such a disrep~

‘utavle appesaring specimen, However, to the guard's
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surprise, the Supervisor halled him, called nim by nane,
shook hands with nim, and introduced him to the otheyr
members of the party. here wes an overt act of friend~
linesa, whnich tne fire guard will never forgst. Indide
entally, tne Forest Supervisor besame Director of
Peraonnel for the Forest Service in %ashingtan, DeCoe

The Ranpger snd the supsprvisory personnel should
never forget tnat friendliness begets friendliness, (£9)
and that men will enjoy working for a man they like, as
he will also enjoy working with them. No supervisory
officer should make 8 show of friendliness he does not
feel, but by a knowledgse of hls men, he should acquire
& genuine liking for them, Xindneas and friendliness
should never be cheapsned by indulging in them only to
exploit thnem.

| there are many small acts of a friendly nature

that tne supervisory psrsonnel ean do, ien who ave
stationed at fire guard stations often will feslire suall
servigces tnat should be rendered if posaible. Hequeais
are often such things as writing e letter whéeh the
‘guard will dictate over tre telephone, sending out some
snall item that has been forgotten with the first trans-

portation, requests for the news, requests to have mail

eg&aw Charles R,, Foundatlons for Human ingineering,
ég& Hekillan Gonpany, Hew tork, 1930, vol. 2, pp.i03-
6
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read over the telephone, to send a message to the home
of some guard, or other similar requests. Fire guards
enjoy having the papsrs, especially the comic strips,
read to them. Some Rangers have made reading of the
papers to the guards a daily dubty of the office force,

Very seldom will these men take advantage of any
one who 1s willing to do the small tasks that may mean
30 much to the fire guards, and the good langer does
not feel it bencath his dignity to do these services,

but welcomes the opportunity.

RECEFTIVENES.., Regeptiveness might almost he
termed approachableness. There are two phases of re-
¢eptiveness, both of which éra importent. Jne phase
is recelving complaints from employees, and the other
is recelving suggestions. It 1s important that the
Ranger, as the head of the ranger Alstrici, be readily
approachable, and that he be willing £0 receive com=
plaints from his men with falrness, in a agreeable mane
ner, and that he be willing to rsceive suggestlons with
due ¢ousideration for their merit, |

Complaints moy be of maeny types, 'wut complaints
congerning other supsrvisory pers-nnel are the nost
difficult to handle, for the Renger owes a loyaliy to
Lis m:sitente. In =11 fairness, he must take actlion

if the complainte are justified. He must never sct on
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such complaints without thoroughly investigating the
matter. Often he will be able to sstisfy the ome making
the romplaint with a few well-chosen remarks. The
R@ngsr should also learn to recognize when the ammylnint
1s unjust, and when complaints of this nature are proven
unjust, the unfairness and injustice of the accusations
should be pointed out to the complainant,

The Eanger should not overlook aﬁy complaint, and
1f he cannot satisfy the complainant with an explana=
tion, he should make an investigstion. If the complaint
1s justified, he ghould make the negessary ronedy.

In case the Hanger dces not do this, the guployces will
t ink 1% useless to csll matters that need corrsction
to the attention of the Ranger, and thus many small
items that eomld easily be remedisd will not be called
to his attention, ‘

Usually, ‘n a ranger districh, comnlainbs are not
very extensive, as riost of the men regcognlza the reesons
for most of the hardships and wnpleasaant condi%lons that
myat he endured, snd also beeause they have lsarned by
bitter experience elsewhere that making complaints does
not pay, 8o that 1t must be aai&.that ordinarily not
enoush complainta are brought to the Fanger, Lajore
Genaral Shanks writes, *Tha handling of o-mplaints ia

a pretty good test of an officer's abllity £- manage
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men® (30)

Of equal importance is the willingness of the Ran~
ger to listen to suggestiona. Hany excellent suggestions
come from the field. No man knows 1t all, and the Ranger
should not assune that he doed., There is almost nothing
that cannot be done in & more efficlent and better way,
it only raﬁﬁina for someone to discover thet way.

In the Forest Serviee work, mueh of the contact
betwaer the Ranger and his men is by radio and tele-
vhone., The men who are actually on the ground and doing
the job are often in a better position to know how to
meet the altuations that arlise than the Ranger who may
be on the othor side of the distridt or in the offlce.
These men should not hesitate to cal)l the Ranger and
ask for permission to do things differently than their
instructions indicate. The Ranger should welgh such
suggertions and requests carefully, and if they are of
equal merit, or better than his instructions and sug~
gestlons, he should not hesitate to glve his approwval,
If, however, after careful c¢onsideration, he belleves
the suggestions or requests are of an inferlor naturs,
and not as good as the original instructions, he should
decline the proposed change, but should give the reasons

for Lis objeetions. There is no better way of encouraging

%0me wilitary Publishing Co., The Officer's Culde, The
¥ilitary Service Publishing Co., HArrisburg, Fa. 1936
P.S&Q
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initiative and resourcefulness in men than this,

If Forest Bervice smployees make good suggestions
to the Ranger, he should use them if possible, and glve
the employee that made the suggestion full credit for
- the merlt of the ildea, Shank aaya; in reference o
receiving suggestions, "Listen attentively tcyauggaatianu
of subordinates. Invite recommendations for improvement.
This 18 a good way ;o ereat and malntain the interest of
subordinates.” (31)

The Renger should also be approachable for questions
by his men coneerning their work. An unapproachable
Ranger, that men hesitate to questlion, leads to ineffie

clency.

LOYALTY., Loyalty of the sup:rvisory personnel should
be two-fold: falthfull elleglance to the Forest Service
and its objectives, and fidelity to the men under their
supervision. Loyalty of the supervisory personnel is a
response desired by the employees; it also gives them
a sense of security. The l:yalty of the supsrvisory
personnel to the Forest Service focaliszes the activity

for tie entire rangsr district organisation, (32)

3l1p1d., p. 340.

32
Gow, Charles Rs., Foundations for Human Engineering
The Haclilllen Co., New York, 1930 e



135

Loyalty ie perhaps the first prerequisite of the
Ranger, for without loyalty to the Forest Service and
kis superiors, all the other cherscteristics he may
possess wnich would normally be of valve, are rendered
valuelessj without loyalty he cannot be depended upon
to direct all his activities in the proper chammelsj
without loyalty to his men, no Ranger cem have the in=
terest, sincerity and othep qualities necessery to
build a good‘parSOﬁnal relationship in the organization
as any personnel srstem built without these qualities
will ve resting on a rotten foundation.

Probably nowhere has loyalty been studied and de-
veloped to the extent that it hns in the Army, where
the quality of devotion 1s such that men will lay down
thelir lives; nost one man, but masses of men, for the
cause to which thelr loyalty has been given, Therefore
it is proper to examine loyalty from the viewpoint of
Che Army.

brigadier-Ceneral CGeorge van Horn Mosel writes,
"0f those wonderful and intangible characteristics that
should permeate the personnel of the Army and go to
make up its efflelency, loyelty 1s probably the most
vital." (33)

331he ¥ilitary Service Publishing Co., The Officer!
Gulide, The HMilitary Service Publishing Co., Herrisburg
ﬁa;, 1936, pp.281.,
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Hajor«General David C, Shanks says, "Among the
qualities that are essential that are essential in the
make~up of & really valuable offieer, there is scarcely
any one of tihem that ranks in importance with lowyalty,
by whieh one means a true, willing, and unfalling dew
votion to - eﬁ“ﬁﬁnﬁqu@t us note further that loyalty
does not mean blind, passive obedience to the letter
of the law. It means a true effort to carry out the
intent, Loyalty means the continued consciousness of
membership, of partnership, in ¥he whole. It means
that the desire for the good of the whole shall pre-
dominate.® (34)

"No officer ought ta\axpact soldlers under his
command to carry out loyally his orders if the officepy
himself does not set the example, This disastrous
hatbit of "knocking®™ all orders and all authority is one
of the most harmful influences in the whole servioce,
Not only that, but we sometimes find eriticilsm bakes
place in the prosence and in the hearing of snlisted
menj nothing could be worse.” (35)

Ko Ranger or other supervisory officer can expect
the employees of tho Forest Service to serve loyally

unless they themselves are loyal to the Service and to

3ZIp1d, p. Se5.

W
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their superiors. Although they need not egree with all
policles, they do not need to volce this disegreement
before the other members of the organigation, and 1f
they cannot secure a change in the policles or orders
they belleve inecorrect, they should carry them out withe
out complaint and as efficlently as possible, The
Ranger's own actions and personality may build loyalty
to him, huwever,xhafsbsula transfer personal loyalty to
the Forest Service, One of the greatest alds to bullde
ing loyalty is the development of a “we" group or an
ethnogentric f@ﬁiﬁﬁ& for the Ranger, eand then a sesond=
ary ethnoaantriq fesling for the employees of the Forest

Service as a whole,

PATIENCE Aﬁ@é?ObﬁHﬂﬁCﬁ. The personality trait of
patience denotes An attiBude of forbearsnce, lenieney,
and of a calm wniiing for what is expected of the om-
Ployes. The tralt of telerance denotes sn sttitude of
freedom rréh:bigdtry and prejudices. A patient and
tolerant gﬁtituddfan the part of the supervisory personnel
assists ana satisfying the desire for favorable responee
by the oﬁploy&as.g

Anffgsed pargﬁnnol manager should be welletempered,
with paﬁienen an&fkclernnna. He should realize that
what ?5 &imple or easy for him may not be simple nor easy

for somebne else, He should also recognize that other



138
meén have 1deas which may be as goed aé his own, that
there are other ways of looking at things, and that the
background of his employees may not be his background
and that he must therefors be taler§ntg

To be patlient and tolerant with hls men, the Ranger
naeds to know thelr background, hheir‘gativag, training,
education, desires, prjiudlces, emotions, tegpatiana, eto.
If the Ranger really understands his men a ﬁd ¢an put
himself in their place and view things from their outlook
and see their sects objectively, it ﬁilx %a munh ¢tn1er
for him to preserve a patient and tolerant atititude.

The Renger or other supervisory parsann@l should not
expect too much from men, especislly new men, It is as
essential to know what to overlook, especlally in new
men, a8 1t is to know what to criticize. The Hanger
shovld control his temper and his own emotions, so that
he nay be patient with him men and tolerant in his
outlook. This does not mean he should expect little of
hisa mer, for he should expect muchj nor dosa it mean
thet he sould not maintain firm dlscipline, for dis~
¢ipline and obedience sre necessary to a good organige

atl Ne

RESPONSIBILITY. The personality characteristic of
responsibllity as used in this paper means that the

supervigory personnel feel aceountable for the welfare
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of the employees under their zuparvisiens This feeling
that the supervisory personnel has an interest in their
welfare helps fulfill the desire for response and sec=
urity by the employees, |

The Ranger should endeaver to asecure optimum working
conditions for the employees under hig supervision. He
should provide his men with sdequate equipment for thelr
tasis, and when placed in thelr eare, equipment should
be in the very best of condition; tools should be in
good shape, welleshandled and sharpy other supplies should
be adequate, The Ranger ashould demand that equipment
be kept in this condition, and when anything is torn,
broken or dulled, it be replsced, repaired or resharpened
as the case may be, as no workman ecan work efficiently
with poor equipment and dull toolss

The Ranger should do all that he can to make the
stat;ans of his protective force liveabls and eamférkw
abdej he should make provision for tranaporting their
equipment to snd fron thelr station in godd condition.
He should provide for =upplying men with groceries and
other needed items at regular intervals, If some station
does not have accesasible water, he should see that ade-
quate fresh water 1s supplied regularlye.

The Ranger should consider the health of his employ-
ees and correct Or avoid situations sndangering the

health of this men. He should see that all stations are
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provided with adequate sanitary facilities and absolutely
inslat that every member of his force observe sanitary
rules,

The Ranger 1s responsible for the gafety of his men,
Safety should outrank every other consideration., In the
past this has not been the case. Safety usually came
last, especlally in case of fire. With the sdvent of
the Civilian Uonsarvation Corps, safety for enrollees
- was determined to be the first consideration of their
forenan, and aven fire was ralegataé t@‘a secondsry
rosition. (36) This same policy should be extended to
oﬁher Foreat Service personnel, The lost-time aceidents
pér man hour for the inexperienced, immature, Civil&an

QQnservxtiﬁn Corys enrollees, as compared to the more
| ﬁatvro and experisnc8éd Forest Service employees, has

beer much leas and shows the wisdom of such a poliey, (37)
iﬁ is the Ranger's responaibility to consider the safety
‘a? his men when making hls aszlgnments and to provide

éﬁﬁ enforce observanes of the safety rules and regulations,
o The Ranger or other supervisory personnel should
//faol a deep sense of responsiblity for the health, safety
L hﬁppinasa and well~being of the men under his super=

viéian.

| 38

UsSeFa84, Dopt. of Agriaultura, Civillan ﬂanaar tion
Corps Handbook, N heplon Sel's

37,
‘ UuSqrEust;

Portland,
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ATTITUDES ARD APPEARANCE. Optimistie, enthusias-
tie, unselfish, and courteous sttitudes, and a neat,
¢lean appesrance are desirable characteristics of any
individual. Becauss¢ zan hes learmned by imitating others
from his earllest chilldhood, he tends to follow the ex~
ample of those in authorlity, Therefore 1t 1s important
t-at the supcwlsory personnel possgess thasé rleasing
quallties of personality, not only because 1t adds to
their own prestlge, but also because the employees will
tend to follow thelr ezample., These pleasing personslity
tralts are dlseusscd in the following pages,
ENTHUSIASH AKD ENERCY. The char-cteristle of en~
thusliasm is an attitude of kean and ardent interest in
he work of the Forest Berviece. The quality of energy
lands vigor and capaclity for performing the work. Energy
and enthusiem as portraysd by the supervisory personnel
have a stimmlebing effect on the employees. The enthuse
iast'c, optimistie, and energetic Renger sets an example
for ths rest of his persornel organization whiech there
'Uis a terdeney to Imltate, The pesesimlstic, unenthusisatlic
and unepergetic Rangsr ¢ nnot expsect a display of the
oprosite of these qualities from the men under hiém,
Enthusiasm and energy, like cheerfulness, are contagious,

(38)

lew York, 1938, p.

Hunen Engineering, Harper and Brothers
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There 1s of course affected entusiaam, or supsre
fluous dlsplays of erergy which can aet to disrupt the
work ae a disorganizing force, The nervously energetie
exacrtive may contribubte to this disrupting force,

In the Forost Service, axpeoially tiae fire guards
aro in nmed of thils Interssted and enthusiastic outlook
to malntaln tholr efficlency during lone perlods of
loneliness, and 1n case of %he lookouts, often extended
neriods of Inactlivity. If the monotony of taese jous
iz n»t relteved Dy an setlve Interest in sue job, effie=~

teney may Arop %0 n very low ebb,

CHEERFULNEES. Cheerfulness of the super¥lsory
personal implies a bright and equable temper, which
shows 1tself in the face, voice and sctions; it suggests
& strorg and spontaneous, but quiet, flow of good spirits.
Cheerfulness bas a stimulating efrect upon the employees,
Cheerfulness, even more than humor and enthusiasm, is a
never-failing source of stimulation., (%9) The cheerfulw
neas of the Hanger 1s reflected throughout the entire
organization, and to a lesser degree the cheerful or the
possimistic attifude of any member of the dlatrict is

reflceted »n the rest of the personnel,

®%rme 1111tary Sorvice Publisnirg Co., The Officer's
Gulde, The Military Publishing Co., Lerrisburg, Fa.
1988, p.C’24,
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The conslstently cheerful Hanger has acguired many
of the other qualifleatlons desirsd. The chieerful man,
If ne 1s at all conslstent In Wis attitude, cannot keep
fron belng frierdly, te cun nardly be cheerful and op=- |
tinlstic without having eone degree of enthuslesm; 1f he
1s cheerful, he w111 be ap;roacreble, and his cheerful=
regs will add to his persorality end prestige, Shakes
speare zald, "Thy stiles tecome thee well,” Cheerful-
resg 1« rot 2 cortinuous hillariovs overflow,

¥ajor-Cereral Thanvs writes, "lerdly anything is
zove useful to o young officer than cheerfulrness, A
grouck casts gloon over everyrodys. A cheerful man is
¢r ecrset of crsat valne} The efficlert orgenization is
gersrally the cheerful, happy onej it ls never tie sullen
groveky one.” (40)

The Fenger trat occesiosnally calles up members of the
organizallion that sre staylog at guard and léckmut polnts
e on gome pretext engages them in a short, akaémful
corversation, will £1nd he has incressed the morale of
his organizatlion at a very cheap price,

The Tanger should 1nsist that the Protective Ase-

latant, or whoever takes (e dailly morning roll-sall,
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ghould "o = in ar cheerful, optimlstic and enthusiastio
manner, He shiould have gone aneedots, news or other
ften of interast deslde %he necessary “ma;“usa of the
dar, erd thwg stardt tho day for voe entize or ganigation
in a cheerful valn, The Forest Serviee esployecs, as
any otvar croup, 111 be more offlclient Lf taey are in
a cheerful, ontimlstic mood, Villlam lwory ilcharson
827, "Patlent perslstencs, coupled with a degree of

; ) « % N P p 1 )
c-oerfnl optin’eu, workes wonlers la thls world," (41)

UNSELFISHNESS, Unselfishiness, as applied to a
member of & supervisory personnel,of a ranger district
meansg that he is not actlivated in his dealings by self-
interest only, that he does not put his own comfort,
advantage etc. before that of others. 4An attitude of
unselfishness by the supervisory personnel ﬁay be
reflected by the employees. The Ranger wio bullde his
personnel system on a basis of unselfisiness, with the
motive of sarving hls men, and the ideals of the Forest
Service to which he is committed will be 1likely to malne
taln 2 high level of morale,

Foraest Service employees are qulick to recognize
the motive with which the Ranger i1s approaching them,

and resent the man who 1is trying to make & record for

41Cow, Chorles B, Poundations for Zuman Engineering,

The Haclillan Co., How Jork, 1930, vole 2, pe 14
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himself from thelr labors. The unselfish Ranger will
sxpact the Forest Service employees to -~ive a good day'g
work, but he will not drive them, s0 that their ine
creased accomplishment will hep add to his own agprande
i.ement. The unselilsh Ranger iill also bs willirg to
give his employees full eredit for thelir work, he will
not mimimize his men before his superiors, that more
credlt for achlevement may redound to hirself, He will
be willing %o share the hardshipes of the men when he 1s
in thelr company, and will do his s%aya‘af the menial
tasks., He will also be willing %o do small é&rviaaa for
tis men, that may mean much to them; he will defend them
to his superlors, and assume hie full responsibility for
their =ctions whem.&héir actiong 49 not meet with the
apyroval of the Ranger's superiors,

Neither will the unselfish Ranger hold a man in a
position because he iz very useful to the Panger in
that pogition, 1f the man 13 Aeserving of promotion
to a better Job, even thoush In ths new poslti-n he may
not benefit the Renger at 2ll, The Rangor shoull boost
“1ls wen for batier jahs, even thoush they =re ns% in
the Tor st fService, and should his most waluable man
have an onnortunity for a better jash, the Rancssr should

nelp him rat 34,
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Tone type of langer wiho will help ¥1s men at a sacw~
ri lce Lo hiwsoclf will add Imrarguvra™?y to his own
presti.e and Lo tihe trust and conflience of hig men,
Bogardus said, "Sell -cuntrol comsends edmiration when it

involves sacriilce.” (42)

JOUNTERY.  Courtesy 1s inherent reapect for the
worth of others, Courtesy is mors than politeness,

though politeness ls involved, True courtesy is a
state of :“ind that springs from the recogznition of
other indlviduals in soclety as individuals, and 4s
individuals wortuy of conslderation, regard, and respect,
Courtesy, good manners and politeness have been found
by society to be an sfficient way of soclal intercourse
and real courtesy is not someting that can “e put on
and taken off as & man does 8 pairvr of gloves or his hat,
Many men have fail&d to establish the kind of per-
sonnel reletions that they have desired, because they
have neglected to obscrve the courtesies that have grown
up around human behavior to soften the impacts of dally
social life. Courtesy uay mean‘libtla to a Ranger, but
it may mean much to his subordinated. Gow says, “"Coure

resy always pays", (43)

42nararﬁus, imory Se, soaders and TLeadership, D, Apple=

tonwCentury Cos, New York, 1084, pe 164,

45
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Courtesy costs nothing, and thrhe Ranger who says,
”Gﬁaﬁ~ma?ning” and "Thank you® and means 1%, will be
& more pleasant individual to work with then the wman
w0 comes to tie olfice in the morning and takes his
seat withaut a word, or who received & report in ecold
gilan&b.
‘ ae Ranger c¢an expect to bs respected, 1f he him-
’self ia disrespectful, disecourtesus, and does not obe
serve the auenltles of 1ife, [t may be argued that
Jorest Service ouployees are a rough lot, that nanners
and courtesy would be wasted on then, Some Torcst
”Ser#ice employees are rough men, but even the roughest
of meﬁ nave tielr own code of courtesy, and can be
oifended by .lseosurbesy. They are also as susceptible
Lo true courtesy buat springs Trom the heart ag any

otner vype of individual,

KEATKESS AYD CLEAXNLINTSS. It has long been recoge~
nizsm oy the more progreszive industrisl organizstions,
th&t neatness, cleanliness, znd orderliness go hand in
hend with efficlency. Nentness and cleanliness is ex-
paétﬁd of any public servant, 4ll Forest Service ems
ployees are expected to present a neat and clean appearw-
ance of both person and station. As in other departe
ments, the supervisory personnel must set the example

for the employees,
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Slovenly sppearance reflects on the good name of
the Forest Service, for hiring men vho appear to have
no personal pride and that give the mppearance of in=-
afficiéncy and lack of ensrgy and enthusiesm. The
Runger should remem er the o0ld adage, "Cleanliness is
next to godliness.”™ A clean, neat appearance alds
‘personality end prestige. Any Ranger owes it $o him-
=elf to mppear as neat arnd clean =3 posaible, for 1t is

asier Lo rocspect & clean man than a Airiy one, and mueh

riore ploasant to assoclade with a clesn man,

The value of & uniform is hard to define, but 1t
“ses ¢lve a cengurc of the aprearance expected of the
manper, ard shonld he worn with ears snd In the proper
moenner. The uniform is & hadge of 47stinctlon, which
4. YForest affiger should be proud to wesr. Unlforms
in themselves glve a meagure of prestlpe, as they have
becore a zymbol of pover and ars surrounded by a cer-
taln enmotlonal aura,.

7> be neat and elean does not mesn that Lhe Ranger
should be priasy. He should not be expacted to weal a
new uniforn, coat, ble, and polished sglines Lo a fire;

he ghould 1ot Te expscted to Yeep lmmamculele wen on the

Hd
Y

Flve

o
G

ine, Wubk he ghould be supected ta wash vhen th

o
471

orportunity presents ttaelf, and ¢have as regularly as

;sacmihle,  Mor shonld the Nancer on fleld trips be
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expectsd to dress ss well or bYe as wellwgroomed ag when
e is at his »ffice, to do 30 would be to nake himselfl
ridiculous, lowever, he siould be as neat and clean as

ig consistent with ths work in whlch he ig engaged.
SUMMARY

?erssnality 1s the suametlon of all the charactor=-

istics o7 a =an. All the guallitles discusssd in the

forspoing pagas oo b2 ma%e the Individial veresonallty.
4L desirable personallity dersndg upon “3w meny of the

adnira le g"aliti@a ths individusl possessss, h.e deo=
Lroe Lo ﬁﬁicﬁ.ha posssgses trem, and tho conbination in
vidler the oxlst tn vim,
The Fanger may rossess many of the doglra™le quals

1fisatisng for a supervisory psrasnmel, yabt he may be
g0 slaringly lacking In sne or two of these qualibles
Lhet e has a poor parsouellty, or cannct adequately
nenese nens  On the othoer hard, a Dangsr or othor superw
visory personrel sy lach soms of trese deslirabla qual-
fficeti ms, sand 7t possess one or two of tism Lo such

tigh degzree that he may have a pleaslng perscs ality,

o

ast heeevse of hic deflelenclez hut lu splte of them,

and L2 may ve succeaslul In “ls sorsomael relationshiys,

N0 nan possosses or gan expest 1o pa&s@gs~gll of

o
&)

desiretlc porsnrnel gquelificatisng, nor 1s any man
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free from some of the undesirable traits. Therefore,
because no man has reached perfeotion, all men cap, if
they greatly desire, by selfe-analysis and careful study
of the deslrable and undesirable qualities of psrﬂah&lm
ity ellminate defests in thelr own personalities and
inorease the good ones, so that they climb higher on
the ladder toward perfection,

The abllity of any membey of the supsrvisopry per-
sonnel to manage men is bullt largely on prestige, at
least the willingness of men to acgept another man as
thelr leader is based upon this factor. Paul Thomas
Young, Professor of psychology at the Univerasity of
I1linois, after his study of the motivation of behave
lor, said, "In every sphere of life, prestige is
equivalent to success.” (44)

The Ranger sequires prestige from three sources,
first his position and title of authority gives him some
degres of prestige, second, his nacaﬁpliahmenbs, and
third, his personality. Thuoydides sald, ".....those
are the men to malntain themselves with credit in the
world who never suffer thelir equals to insult them,
who si:ow proper respect to their superiors, and act

with thoughtful kindness to their inferiora,” (45)

" \ :
Yourg, Paul Thomas, Metivation of Behavior, John
Wiley and Son, Inec., Eamﬁan, Nedey 1086, Do 594,
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PART 111

TECHNIQUES OF SUPLRVISION, DIRECTION, ARD CONTROL

To efficlently manage men, those in & supsrvisory
capacity should know and be able to apply the techniques
of supervision, direction and econtrol to their subordin-
ates. Part III of this paper is therefore given to &
dlscussion of proper and improper use of these techniques

by the ranger distriect supervisory personnel,

THE DIRECTIOR OF MENW, The direction of men is the
immediate, direct and definite determination of a courss
of action men shall take by the officlal in charges The
officlal in charge may direct the training, the introe-
duction of new employees to thelr jobas, may determine
the safely precautions, assert the authority necessary
for the operation of the organigation, 1ssue theé orders,
and may delegate some of his responsibilitles and guthar~
1ty

TRAINILG OF FOREST EMPLOYEES. Although the local
men hired by the Forest Service sre usually practical
men and good woodsmen, additional training is given to
all fire guards to make them aeégainted wilth the techw
nical tools and methods used in firs detection, loca-

tion, and suppression.
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Several methods of training are used. Formal

training is usually given to men thelr first year of
employment, at an intensive training‘aahaai of two, three
or four days duration, Often they are cent to thia fire
achocl every year for sdditional training and review,
Informel training 1a glven, or should be given, by the
Ranger or other supervisory personnel, by explaining
the importance, the why and the how of the various tasks
trhe fire guards ere called upon to do. Fire guards are
also furnished with a Guard Bandbook, and pamphlets or
booklets on speclal pheses of the work, which they are
expected to read and study. Perlodiec examinations and
inspections are made on materisl given to the guards.
Training 1s also given over the telephone, after the
guards reach their summer stations. Care should dbe
taken in giving examinations and msking guard inspections
not to become pedantlec and to remember that many of
these men are not students or college graduates, The
inspections should therefore be made in the most prac~
tical way possible. The Ranger should cover the sub-
Ject and the material given in the CGuard Handbook in
such & manner as to make questions of practical applle
cation arise in the minds of the guards, rather than
& parrot-like repétition of the materlal in their
handbooks, which has been laboriously memoriged, but

may not have carried over to practical applications in
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~thelir minds., It must also be remembersd that some men
have difficulty in expressing themselves.

There are PBangers who regard guard inspections as
mere rule compliance, and the pretense of inspecting is
made so0 that the inspection oan te recorded in théir
diaries and checked off their work glané. Frequently
the questions and 1nkpaabiens of such Rangers become
80 steriotyped that actually the whole ingpection is
& farce. These Rangers belleve that the men have the
knowledge required, and as inspectiona are dictasteful
to most fire guards, they think they can meké themaelves
popular by slighting these examinations, That Rangers
galn prastige by slighting inspections is & misapprew
hension, for they asctually lose the respect of the
guards by such sotion, and leave the guards with the
impression that the materisl in their handbooks is
really not practical or of great importance, However,
there 4is no gﬁard, or Ranger either, who cannot learn
something new from & constructive approach to inapeoe

tionz and examinations, no matter how often repeated.

- INTRODUCING MEN TO THEIR JOBS, There are two schools
of thought as to how mcn should be introduced to thelr
jobs. ‘The aldér a¢5001 believes that it iz aufficlent to
tell & man to go out and do a job, and let the man find
out how to do the job himself, This school of thought
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belleves that by such procedure initiative will be de-
veloped and that it is sdvantageous to make or break a
man at the start, and find out whether or not he 1sa
suitable, The more modern attitude is to do all that
1s possible to orient and sscquaint the man with his Job
(46)., Even were the older sechool of thought effisient
from the standpoint of the executive, which is doubtful,
the Ranger should refrain from such tactics from a
sociological point of view.

In the Forest Servise, no matter how much instruction
1s given a man, there 1s atill ample opportunity for
initiative, The good Ranger, upon hiring‘a n@w man, wlll
endesvor to become his friend, to learn all that he can
about his new employee} his background, his home 1life,
his embitions, attitudes, and so on. Thus the Ranger
¢an better understand the man, know how he will rsact
to various circumstances, what to expect of the man, and
how beat to help him. He should introduce the man to
the other employees, and endeavor to make him feel ac~
gquainted, at home, and a member of the orgsnization. (47)

Forest Service employees, and especially the loeal

men, appreciate the personal interest, and the manstoeman

468?§w, 44d4, Psychology and Busines ong, HMoGraws
H1ll Book Co., Inc., Kew York, 1v30, 2nd edltion, pp.
505513, ’ ’ ’ r
47

Cralg, David R., and Charters, W,W., Personal lesder~
14 ustry, MoGraw~iill Book Co., Inec., HNew York,
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equality basis that a good Renger will creats when &
new man enters his employment, In getting started in
his job, the employee likes to know what 1s expected of
him, what things he should do, why things are done as
they are, the objectives and desired meﬁhgda of v&&ehing
the objectives, If he knows these things, he is in a
better position io accomplish the tasks.

After all the insight into the job is given that it
is possible to give, and all the training an? ‘nstructions
are given that the Ranger can give, in the Forest aarviﬁa
there still remain a great many situations iﬁ ﬁ&iah the
enployee must use his own best judgement, resources, and
initiative, to sccomplish his assigrmment., Even expere
ienced Forest Service employees often wish to know ex~
actly what results are desired. They also recalize that
there are ways of attaining the objectives that are not
ecoeptable and therefore want to know what not to do,
-and the correct and efflcient methods of secomplishment,
Knowing why a ceriain result 1s desired, the employee is
in a better position to know what mesans to use, and %o
act intellipgently in reaching the desirad end, However,
care should be taken, aspecially with fire guards and
local men not %o go into minute detalls about how Lo
accomplish a job., An outline of what 1s wanted and the
general procedure is sufficient. They are apt to resent

being regulated in the small detalls nof the procedure,.
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Yhen an employee does a job, he likes to fesl that
he has accomplished something, and that his work has @
social value, therefore he should know why & certaln
result in desired, and why he does a certain job. If he
is avle to fit t.ue work into a general scheme of accome
plishment, and see the necessdty of his 1abara,\h& will
work more effsctively. C. Delisle Burns ¥rites, "The
worker's point of view impllies the recognitlon of the

social necessity of the work he does.," (48)

SAFETY OF MEN, The supsyvisory personnel ia
resyonelibles for insuring ¢ o employees of the ranger
aigtrict agalinst harm. To ingure the safety of the
men, it is necesseary to teach the wen safety precsu~
tiong, and to estavlish rules that will maeke the work
of the employees less dangerous. The supervisory pere
sonrnel must also see that thess regulations are en~
foroed,

The Forest Service hss very #efinite safety rules
and reyulations, and 1s developing more. Hspecislly in
eonnaetian with the Civilian Conservation Corps and
‘Emerganey Relief Act esmployeses, very voluminous safety
rules have been compiled, end are for the most part

very strictly enfoicu..

“BBurns, C. Delisle, The Philosphy of Labor, Oxford
Univorslity Prese, Amerloan Ebranch, Hew Ycri, 1985,
pe 96,
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Foremen of these relief projects sre taught that
the safety of thelr men is their first responsibility,
gﬁd telres precedence even over fire. The Civillan
Congervatisn Corps has a foreman in each camp who scts
as the safety director and periodically the foremen
gatisr as a gafety oouncil and discuzs safely measures.
¥hen a man suffers a lost-time accident, the foreman in
charge 1s held responslible, ard must stand a trisl be~
fore the rafety couvncll, and prove he has exerciged due
dliligence 1n seeing that his men worked undieyr asalfe con~
ditions, that he enforced the safety ruless, and that he
was in no way rosponsible for the injury that took place
on his erew, Iembers of the Ciwilian Conservation Corps
are legtured periodically on safety precavtions. (49)

Fhile observence of all the safety regulations has
tended to cut down output, 1t has very materially re~
duced acclidents, and as welfare of the employees 1ls of
prime consideration, and cost of injuries are very fre~
quently large, such safety measures are definitely
worth while, Undoubtedly the influence of safsty meas-
ures as aprlies to rellef projects will be felt by the
other Forest Service employees and safety rules will
becoms more coaprehenslive and atringent, and cover more

phases of Forest Bervice activity.

493.3.?.3., Dept. of Agriculture, Civilian Conserve
Corps Handbook, North Pacifiec Reglon, U.S.FeBe,
For%iand, Ore., Revised 1950
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Forest Service employees, many of ﬁham young and
inclined to recklessnegs, are fraquently 1ncauut1auu,
especially in times of excitement such aalga caused
by fire, The Ranger should attempt to 1mpﬁoaa his men
with the need for safety, end show them that 1t pays in
the lbng run, not only in the saving of themselves or
othera from injury, but in saving time, bee#ﬁ&a they
will not ruln machinery and tools that are h&adad upr-
gently, and that it is elways better to arriﬁa late
than not at all., After the Ranger has trled to mske
his employees aware of the need for obaerving safety
regulations, hn‘shauld strictly enforce these rules.

Keny for the fire guards and other forest eme-
ployeses will be called upon to act as foremen and
supervisory peraonnel in case of fire, and it 1s ex«
tremely important that they should have a thorough
knowledge and understanding of their vresponsibility
for the safety and welfare of the men s0 entruated to
them, and that they have s thorough knowledge and une
derstanding of the safety rules and regulations and

know how to enforee them,

UBE OF AUTHORITY., Authority ia rightful
power or the right of command, and 18 very important
in the direction of men, Improper use of authority

by the supervisory personnel may lead to fear, distrust
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and emnity of the part of the employees. An Intellle
gent approach to the problem of the assumption of suthe
ority is needed by the Ranger or any ranger district
supervisory personnel. The Henger should studiously
avoid'any appearsnce of autoeratic authority. Authority
and power are very dangerous weapons in the hands of
the unserupulous, and thelr unreserved exercise breeds
fear and hate. Robsrt Ingersoll oncs sald, "Nothing

dissolves real character like the use of power. It 1s

: eaaj}ror the weak to be gentle. But 1f you wish to

know what a man really is, give him power. This 1s
th@ supreme test." (80)

0{ ﬁEmplaysaa of the Forest Service are quick to not~
1#0 @pd resent any undue masumption of authority for
@ho personal gratification of the person who uses it,

Authority should never be used to secent the individe

‘ual, but only to organige and direct the work st hand
“ﬁoward the desired accomplishment. The man who likes
' to assert his authority has loast the appartunity to

© gain the respect, friendship and cooperation of the

1

local fire guards. The Ranger should not hesitate to
use his authority in connection with his work, if he

5°Gow, Charles R,, F
The MaoMlillan Co,,
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uges 1t in the proper menner, His suthority should
immedlately be felt by any who are inclined to insub-
ordination or to shirk their responsibilitiles.

Ma jor«General Shanks writes, "Treat the soldier
as a man, Treat him as you would yourself like to be
tre#ted were you in his place and he in yours, I do
not mean by th:ls that the soldlers should be coddled--
far from it. But you can be examcting, you can require
the most punctilious observance of orders and regula=
tions, and yet do it without nnggiﬁg or irritating the

men under your command.® (51)

GIVING THE ORDER. The proper issuance of orders
1a!an art of considerable importance in the direction
afﬁﬁan¢ The art of issuing orders liss in giving them
1ngaueﬁ & manner as to make the individual to whom they
aré?givon‘”ﬁhink that he wants to do what you went him
tof&p’, says Munson, {52)

:It is the job of the Ranger and any other super-
viéar& personnel to give orders in such a way that the
men do not object to complisnce with them. Sald Sen-
eca, "lie who willingly submits to another man's comnands

has escaped the cruel part of servitude, that is to say,

%Opne M1litary Service Publishing Co., The Officer's

Guide, The Military Service Publishing Co,, Harrisburg,
51 8.‘, 193&, p‘ 5151

mﬁnﬂﬁn’ Edward LO; &

md Qo«, New YQI‘;{, ‘

of lien, Henry Holt

¢ Management
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to do that which he is willing to do. The moat miser-
able man 1s not he who has a command put upon him, but
a man who does it ageinst his will,® (52)

Orders that are reasonable, logical, posaible to
comply with, and are explained ao that those to whom
they are issued understand the necessity for them will
usually be complied with willingly. It will pay the
Ranger or other supervisory personnel to explain the
reason for any order given , in order that those who
must execute it will see the neceassity for 1t. The
officer 1ssulng any order should see that it 1s carrled
out, or else sountermand the order, no matter how
trivial, (53)

Orders are of two types, oral and written. Oral
orders ars more informal, and perhaps are more pleas«~
amt to delliver and receive, Oral orders seldom receive
the careful consideration that written orders do. Oral
orders are usually more fully expleined, though in a
looser fashion than written orders, Oral orders are
less likely to be followed impliecitly, becmuse some
detall of an oral order is likely to be forgotien, and
1t can be claimed that certain detalls were not

ﬁarp@r and Brothere ilshers, %aw‘ ork, 1052, vol. 2
553@h011, Erwin Haskell, The Techniques of Executive
Control, HoCGraw-Hiill Book Co., Inc,, New Yor 930
3rd oﬁiéian. ’ ’ ! ’
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mentioned or were misunderstood. Also the officer who
issues orsl orders cannot slways remember sxactly what
he has instructed his subordinates to do, and this fre-
guently leads to isunderstanding.

¥ritten orders are usually more eonclse, but are
t.1s0 more cold and have less of the psrsonality of the
officer attached. However, they will ordinarily be
followed more exactly. The oha to whom a written order
i» issued has something to refer to in the event that
memory fails snd he cannot remember the exact contents
of the order, Written orders usually lack the details
of approsch to the aceomplishment of the order and the
manner of procedurse, primarily because of the Ilncreased
effort needed to glve these details in writing, but
which are more easily given in oral orders.

The oral order is best for minor detalils, and the
daily requests of no great significance. The wrltten
order iz best for items of major importance and for
items which ere to be done at some future date or that
there is a danger of forgetting. Vritten orders should
be given whenever there i1s the possibility of misinter-
pretation or misunderstanding, or wherae there are impor-
tant detalls which must be exactly followed. The
written order required that 1t be followsd in more de-

tail. Oral orders can be given when details andvmﬂthaaa
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of accomplishment are entrusted to the judgment and
initiative of the person to whom the order 1s given.

In the Foreat Service the Ranger and othey super=
visory personnel mast give & large portion of thely
orders via the telsphons or radlo, especlally to the
Fire Cuards. It 1s a wise practice for t'e supervis-
ory peraonnel to jot down all orders of importance
thet are to be telephoned #a an employee ard then read
these orders to the man, insisting that he copy thenm
a8 given and then réad them back so that mo mistake is
made, after whigh any enlargement upon the central
idea of the order can be made that is desired. UGood
orders require careful planning. (84)

Oral orders snocld be issued with elearness and
conclseness., Whoever lssues orsl orders should spesk
clearly and loudly enough that there can be no ques=
tlon that all to whom the orders were addressed can
hear them. {55) Many officers speak so indistinetly
or in such low tones that the rocipients of the orders
de not hear them completely, especlally when orders
ere glven to a group, Orders are very inefflciently

glven that must be relayesd by those nearest the

54, ﬁsﬁyara,‘nrg Harry, Human Engineering, Harper and
Brothers Publishers, New York, £, pp. 136-146, 165,
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speaker to those who farther away and cannot hear the
orde:. Completeness is necessary., but oral orders
should bs as brief as possible so that they arse more
easlly remembored and less confuaing, Oral orders
also should be tactfully worded and delivered in &
pleazant manner.,

Written orders also should be ¢lear, concise, and
as brief as 1s conslstent with completeness, Major~
General Shanks says, "Any order glven whether oral or
written should be ss simple as clearnees will permit",

(56)

DELEGATION OF REBFONSIBILITY,. Eaiagatian of
responaiblility is the entrusting to a subordinate the
care or management of duties of the asuperior, or eme
powering subordinates to act for the superior. Dele~-
gation of responsibllities 1z an important technigue
in the dlrection of men, because those in authority
seldom can personally supervise all the sctivity under
thelr management, Anyone in & supervisory capacity
that cannot personally and constantly direct the move~
ments of each men under his sontrol should learn the
art of deleyniing his reaponsibility to others,

S8The I'Ilitary rublishing Co., The Officer's Guide, The

Military Service Publishing C0., HAPriSDUPZ, PR.,
1956, pﬂ, 3@4 *
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This means that fyrom the beraﬁbass to the Ranger, mem-
bers of the supervisory personnel must acquire the
techniques of delegating suthority. The higher on the
scale of supervisory capacity the officers climb, the
more they must delegate thelr dutles and their.uuﬁhar«
1ty. (57) 8hanks says, "The higher in renk the officer
gets the more important it is to learn the art of
supervwmg; while entrusting to subordinates the actual
performance of detalls.” (58)

The Kanger of today usually has such a ramified
program on his district and so many scattered men and
projects that, 1f he cannot delegate his dutles and
authority to §thers, he 1s hopelessly overburdened
with work and cannot efficiently supervise any of the
activlity. Usually the more m llanger delegates his
dutlies and autnority the more successful hs is,

The two major technigues of aequiring the ablllty
to delegate authorlity are filrst the ability to train
subordinates so that they can adequately handle the

duties assigned to them, and secondly to develop enough

B7Gow, Charles R,, Foundations for iuman Engineering,

The kaeeliillan Co., Hew York, 1930, vol. 2, pp. 194-200,
58 -
The Ellltary Service Fublishing Co., The Officer's
Guide, The MNllitary Service Publishing Co., Harris-
burg, Pe:, 1936, p. 350,
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trust and confidence in thenm to allow them to do these
dutles and to do them without interference. A habit
that is very annoying to subordinates and which 1is fre-
quently practiced by some Bangers s to delepate duties,
but not unreservedly so, in other words the Hanger del-
egotes the dutiba, buvt does not trust his subopdinates
enough to delegate with tre dutles the aunthority for
thelr efficlent accomplishment. The good Ranger works
hils subordinates h-rd, mentally and physically, but

1saves thelr nerves at rest.
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THE SUPERVISION OF MEN

The supervision of men iz a more delicate oper-
atlon than the direction of men, Supervision deals
more with guidance than commends, it deals with the
adjusting of the individual to his job, the bettering
of conditions of work, and meeks to increase efficien-
¢y. To increase efficiency, to guide the adjusitment
of individuals to their jobs, end to better working
coniditlons, the sttention of the Ranger must be giwen
to many items. The efflcdent Ranger will consider

ne many factors in hibingAmon; he will also take into
eznaidaration’that men should realige the importance
of their work, and their place in the orgathization,
that they should be encouraged to use their own inie
tiative, that after such encouragsment they should be
allowed to complete their taaks, that they should be
freed as much as pessible fron outaide woprries, that
exerclse, fatigue, recreation, and cleanliness all
affect the health of the men, and thet men should be

given encouragement to do their work.

CONBIDERATION IN HIRING FIRE GUARDS. There are
many conslderations to be teken in hiring either local
men or students. The use of local men not only furn-
lshes the Forest Service with a reliable source of

labor, but may also eid in bullding prestige and friend-
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ship for the Foreat‘Servioe, in the community where
tie men are hired. Local men must be selected with care,
for 17 they becowe dlssatiffied and acquive an smnity
toward the Forsst Service, the result in the communitles
':a mo e adverse than has been the favorable effect of
hiring them. Also 1f men selected prove unﬁatiéfaatary
and must be removed, there is a decided probebllity of
incurring the wrath of thelr usurlly numerous relations
end frlends, The comwunities as a rule may béiiava the
Forest Service has dealt with some of the local men
uvnfairly.

In the selection of theae m&n, care should be

taken that the men have the education neceasary to han-
dle the ineressingly technicsal tools placed in tre hanls
. of the Fire Cuard, msny of which these men will be re-
guired to usé, To be a supsrior woodman is no longer
enough, The Fire Guard must be physieally fit snd able
to do arduous tasks that sometimes fall to his lot,
Le should be a man with good personality, and the abllity
to meet people, because Fire tuards are comlng Iinto
more and more contact wiﬁh the publioc, as our forested
areas are opened up and people seeking recreation come
in, The Fire Cuard must be scceptable to the commmity
and his ﬁabits aff the job sghould not be such that there

is a detrimental refle¢tion on the Forest Service for
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hiring such a man. The Foreast Service should not have
the reputation of hiring, drunkards, gamblers, ctc. as
so often has happensd, even though these ectivities
take plage off the job, Especial care shbuld be taken
not to hire persistent lew violaters, such as those who
spend & goodly portion of their unemployed time in
violating the geme laws,

Men hired should have the right mental attitude;
most men who apply for work in the Foreat Service are
in sympathy with the Forest Service program and have &
willingness to work, The Renger will ordinarily know
the men of the community well enough to know the general
attitude of local men applying for work; the attitude of
students may sometlmes be obtained from their professors.
- If men do not have the proper attitude, it 1s not wise
to nire trem for they will be diaﬁmnﬁant, an&“advérsaly
affect the maralaysf the other men, Also, as direct
supervision is very slight, these men cannot be trusted
to do their jobs wall,'nf noet to sulrk on the Job.
It is much bsiter not to take such chanees in hiring
indivzduala whose attitude 1s known to be poor, because
there 18 a mmch greater chance that such indlviduals
will have te be “ischarged later on, and there 1s a large
investment in training that will be lost, and the or-
ganization will be disrupted. A men that is discharged
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may be & potential incendsrist, at least, he may create
conglderable 1llewill for the Forest Service in his
gommunity.

It i1s also unwise to hire men who are naving
family and home troubles, Oceasionally a man will apply
for a Job with the Forsest S§rviaa, beocause 1t will tske
him away from his family and he believes he will thuscbe
able to escape his home difficulties, iowever a man
who 18 worrled 1s not effielent, nor as attentive to
his fob as the man who is not under a mental strain and
vho is happy and contented,

A Fire Cuard jJob is probably the worat possible
place for a man with such difficulties, because he is
alone for long periods of time, Often the actual
physiecal work of a job ié 8ligiht, and the Flre CGuard
has ample time to brood and warr& over his troudbles,
There is a tendency for this brooding to take place
anyway, induced by the lonelineas of the Fire Guard
jobs,

Qualiffeations for the Fire Guard, as a whole, are
that they be resourceful, self-reliant, and have plenty
of &nltiative so that they can psrform the dutlies
assigned them without constant supervision. Of course
all Guards should have the other attributes of good

¢haracter, honestry, trusteworthiness ete, OGuards
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should also have good personality tralts, and thoss who
meet the publie should have pleasing perszonalities and
tre atility to get along with other people,

Trhe Guerd must have the techniesl knowledge neces-
sary for hls position, that of detection, fire-chasing,
anc fire suppression. Le must have & rhysicel mske-up
adequats to the strenmous tasks of flraechasing and
fire=flighting. le must also be a good woodsman, and
have & good knmwlédﬁe of wooderaft to be a good fire-
chaser.

'To be satlsfled in sny degree, and therefore effi-
clent, the Flire Guard must have some love fop the woods,
the abllity to withstand lonelirness, be abls to mske
himﬂaif comforteble, and cook well erough to maintain
his health and spirits,.

The F1rakﬁuard must also acquire or possesa the
faculty for cleanliness and orderliness if he is to
work for the Forest Serviees, and over and above these
other qualifications, he must have a sense of respon-
8ibility, pride in his job, and loyalty to the Forust
Service. The nearer the lire Guard approached the
qualificstions nceded for s good CGuard, the easier is
the job of the Distriet kanger and the easler.is the

edjustment of the Cuard himself,
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MAXING MEN HVALIZE THE BOCIAL SIG%IFIQA%Q% oF
THEIR JOBS., Men as e rule want their work to be worth-
wr1lle an2 of valune. Most men nelieve that work 1s
Fonoratle aﬁd desirable, but ~any men need thelr vapgue
feelings in this regard erystallized in their thinking.
The Henger should show the empl yees how the work of
the Forest Service flts into the scheme of the economie
11fe of the netion, and make them realize the social
significance and worthewhileneas of their jobs. %o do
thig talken a eart#in anmount of explanstion and sales~
manship, on the garﬁ of the Ranger.

G, Delisle Burns writes, "First, there is a sense
of the Iree nlay of energy in manusl) lsbor, Secondly,
the worker's polnt of view inmplies the regognition of
t=e soclal necesslty of the work he does, Thirdly,
toe worker fesls companionshlp with those vho work
beside him,...Work 13 in essence an entsrprise, an
adventure, an outlst for energy, & cooperation and a
fellowsnip," (B¢ )

It is doubtful 1f the average worker would quite
agree with Durns, it 1as elso likely that even the hest
of Hangsrs could 1nstlll quite as exalted an opinion

of work ss tihls, Towever, t> make the PForest Service

593urnﬁ, C. Delisle, The Fnilosophy oi
iniversity Press, Amsrican Branch,
Pla 35=-42,

Lavor, Oxford
ew York, 1925,
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onployses rscogniegs the luportance of thelr work, the
Asngaer or otuer supsrvisory personnsl should explain
the Jobs and ltems of work dons, and the necessity for
every operation that the employoes engage in.

The Forest Suervice enployees need also Lo recogw
nisne that they wre public emplayees, and the Ranger
g.0uld stress the sgervice in tiie name Forest Sorvice,
and Leep Loe Flre fusrds aware of tueir duties tn the
and wiat their attitude as public servants g ould ve,
In thie comnection the Ranger should also make 1t clear
thiat tle conduet of the employees »ff the job is also

Important in its refleetion on the Foreat Service,

HAKING THE ORGANIZATION INTO A COOPERATIVE UNIT.
To increase the efficlency of his organization, the
Ranger should endsavor to build his ranger dlatrict
organization into & team where each man r@QIa he Yas
a functlon to fulfill, vnderstands what the funetion
is, and wlllocoopsrate with the rest of the organize-
tion in achlieving the goals of the For:g% Service,
Each member of the distriet should he a partnar in the
tYusiness of fore:t protectlon. Charles Stelnmetz sald,
"Cooperatisn is not a sentiment~-1it is an scondmic

necessity.” (60)
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Ma jor-Gencral M., B, Stuart said, ®There can be no
orderly effort of any kind, without teamwork, which 1is
merely the ultimate in disciplined organization.” (61)

To make men into & cooperative unit, the Hanger
gnould make the men under-tand tne objectives of the
Forest Service and its social worth, de should show
each man nis place in the organigation, and why the
man is an important link 4in the chain of firs protection
activities, He must show that it is only by esch mem~
ver of tine organigzation doing his part that the objec~
tives can be accomplisned,

The feelings of ethmocentrism or "we" group
feeling wnleh the Hanger 1z trying to develop can be
aided by some competlition between districts, whiles still
maintaing the Ieeling that all ranger districts are
linked by the same bond, and are enemies of fire. If
ome district has & man near the district border that can
get a fire for the nelghboring ranger &intriét, the mem-
bdrs of the district thet extinguish the fire feel
proud that they could be of aaaiatauéo, and the personnel
of the other renger district feel thankful for their
cooperation, and interest shown, so that more ig accome

plished then the actual suppression of one ansll fire,.

giﬁhe wilitary Service Publishing Coe., Thes

Gulde, The 1litery Service Publishirg (
TTre, Pa., 1936, p. 300,
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Nearly all men want to identify thelr conceptions
and ideals with somsthing concrete. Unly a few intel-
loctuals can grasp and be satiasfied with the absiract.
From the eurliasﬁ records of his thoughts to the pre-
sent the average man has always personified God. So
in building loyalty to the Forest Service there must
be some concrete idseal. This may be some conorete
objective such as %0 control fire within & certaln time
after digcaverw, keep fire to a certain slize, ate,

The Fuller Brush Company advooates that eamch salesman
be “ir., Puller®, so that the customers have s conerete
1dentity for the Fuller Company. In the Forest Service,
the Ranmer often forms the o nerete ldentity boith for
the pudblie and for the other parseﬁnsi of the dlstriot,
trereby lending an atomosphers of concreteness around
which to build the group.

To develop ethnocentrism to 1tg highest, there
must be @ common enemy for the grovps. For the Forest
Service enmployees this enemy is fire. Th. more of the
spirit, "we" against the fire that can be developed,
the greater loyslty will be attained and the closer will

be the croparation of membors ard the district perzonnel,

ENGCOURACING IHDIVIDUAL INITIATIVE. Indilvidusl ine-
itiative 1z tls quality of sell-relisnce and energy ex-

preosed Ly the undertsking of enterprises on the
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individual's own volition. The mest valuable amploysas
in any organization are usually those wio have vlenty
of initiative end ressurcefulnsss and are ready and
willing to Ao things that they ses need ds'ng without
definite instructions to do them, and who are willing
to acesrt responsibility. The emplovee who oan seo
toines to do and doss thenm without belns told is of
mueh greater valune to nis employer than the men who
need constant supervision. 7The guality of initiative
iz particularly valuable Iin the Forest Service vhere
direct surervision of & large mmber of ti.e employses
ia often impossible.

The Fore:t Service ettempts to select Iire Cuards
who heve Inltlative, rescurcefulness, and adaptavility.
Ferhars the re-son some of these men work for the Forest
Service 1s that they are allowed a graut measure of
freedom in exereleins their own initiative.

“he fanger should do what he ean to stimulaete in-
itlative, Tnitfative can be stimulated ty the dele=
gating of responsibilitles to employess. ‘Responsibility
aids In developing initiative arnd sghould be a technique
émployeﬁ extensively by the kanger. Freguently the
Forest Dervice employees rave pood idean, metnods, and
sugpestions. The wige Ranger llstens, watches, and

lesrrs. Ye then glves 109 men the opportunity to carry
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out their metnods and 1deas if possihle and glves the
porson respongible for a good suggestlon tihe full eredit
trat 1z his duve, fThis sncourages active particlipation
and a foeling of comnon eommunity of Interest betwesn
tihe employees and the supervisory personnel and snenupw
sges Anitiastive on tie part »f tie enployees.

Anotiier metiod of stimulatlng initlative in the
Fire Cuaprds ig to male each OGusrd feel that hls summer
gtation 1s his own. fneourage him to fix up hils sta~
tion in the way he desires and let him enjoy it and
take pricde in its improvement. The Ranger should
attenmpt to furnish as vany ol the requesis for mater=
ials for improvemeni and maintenance of the Guard

totions as he can. Of eourss permission will be

nsecessary hefors any permanent or major change can be
maide at a statlion, but 1t ia zeldwm that & Ounard will
request to make any change that is detrimental or not
In keeping with the standards of the Forest Service.

The employee will have the greatest pride in the
thinzs that he had initiated nimself, ¥The position
wnich ego occupiles, " says Walter Pitkin, "in a man's
perspective is of nighest importance,., Ashievenents
are profounily transformed by a alight shift 5? 8Lo

in tne total perspective.™ (52)

,;; vy
s

e

Jitrip, VWalter B,, The Paychology of échiave@mnt,
Simon and Sehuster, New York, ngi, Pe 271,
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NEED FOR ALLOWING KEN TO COMPLETE ASSIGNED TASKS,.
One of the most frequently violated psychologlcal
prineciples of personnel mmnagement is not allowing
employees to finish the tasks they have started. HKen
usually desire to finish work they have started and if
they are to have any satlsfaotion with their work they
cthould be allowed to see thelr tasks to completion,
(63) It has been noted that some great artists, on
hearing an uncompleted measure of a musical ocomposi~
tion feel the desire for completion so strongly that
upon reaching & musical instrument they will complete
the messure,

¥hen a Forest Service smployee astarts s job he
should be allowed to finish i1t before he is switched
to another job, for 47 he has any Iintereast in the
task at all he will also feel this compulsion for
completion, If he cannot complete the jobs he starts
and feeling of orafstmanship that he might otherwise
possess wlll be inhiwited., Often the empl@yaa becomes
interested in the sccomplishment of a project and will
finish 1t much more effectively than someone else,

Not only does completion of one job before starte

ing another contribute to the satiafaction of the

Gdhersey, Rextord B., Worker's ¥motion in Shop and Home,
Unlversity of Pennaylvania Press, Fhiladelphia, Pa.,
1932, pp. 85-109,
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forest employee, but 1t is an orderly procedurs, which
will inereass output, but which will make planning negs
easary, 20 that jobs may be done in order of importance.

Often !br@at Service supervisory personnel start
s man on a job, then a job of seemingly lmmediate impe
ortance arises, and the smployee iz put at the new task,
thus continually shifting the employee from Job to jJob,
‘This is poor management from any standpoint, and should
be eliminated by forethoughtaand proper planning (64)
Schell writes, "Don't vmcoilate. A poor plan persevered
in ia better than a good one, shifted while being
performed. (65)

SEX AKND HOME LIFE IBFIUENCE ON FOREST SERVICE
EMPLOYEES. Sex snd home life 1s related to the super-
vision of men, because sex sand home 1life is often a
factor in the emotional maladjustment of the employees.
The experience of many investigations in the fleld of
mental hyg'ens has pointed to the importance of semotion-
al maladjustment in interfering with adaptatlion to work.
(66) Rexford B. Hersey, in his study of railrcad sar

32&?9?3: Dr, Harry, Human Engineering, Harper and Bro-
fhers Publishers, Vew York, 1052, ppsl36+«146,

653ah011, Erwin Haskell, | reshniaues of Ixsr

Control, HeGreaweiHill Eo es InCe, N

3rd edition, p. 21

Viteles, Morris 8,, Industrisl Psychology, W.¥. Norton

and Co., Ine., New York, 1932, p, 580,

BIRFN
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workers, found that both good domestie relations and
satisfactory sexual life were contributling lactors %o
increased industrial output, ar‘at least that when the
reverse was true, and a atate of unsailsiactory domes«
tic and gexual relatiopa aiista&; decreased efficieney
re-ulted, (67) |

Herasey has also found that, "There ean be no
doubt that work, home and physical canﬁitiaa; in thelyr
broadest sspects are theoretiocally equally importent
in determining a man's attitude toward life in general,”
A gerious maladjustment in any one of them, whi&h‘praya
upon nis mind and lowers his emotional state, is bound
to have révarbaratiana,aaaﬁﬁr ar latqr in both of the
other two," (68) |

Ho Fire (uard can reach the pesk of efficiency if
nls home life 1s maladjusted, and he is worried about
his family affairs. In this ocase he will be discontented
&t hils station, and besldes worrying about his domestie
affalr:z, may frequently desire to go home to see how
eonditlons are there, If & man's doumestic affairs are
known to be in bad condition before he is employed, he
should probably not be employed, and at least, should
not be employed in the capaclty of Fire Cuard.

s
W ’

Bersey, Rexford D., Goykep! Emotions in Shop and
Home ﬁnivaruit{ of ?enna lvania 383, 48delphia,
Tae, 1932, pp. 143-175, and 598=406
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Some men have tsken Forcst Service jobs because they
wanted to get away from disagreesbls home conditiosna,
This is s deplorable situation, for they heve too much
time by themselves to broed about their troubles.

'@han & man has been enjoying satisfactory sex
1life, and L& deprived of it for s considerable period,
it does not contribute to his peace of mind or effi~
ciency, (69) Loocal married gusrd frequently fall into
this category, and are frequently deprived of sexusl
gretifieation for a peried of two or three months
which tends to meke them restless and dissatisfied with
their jobs. | |

Some Rangers objesct to women accompanying their
husabands to lookout or Guard stations, and believe
that it lowers efficlency. Vhere packing in 1s necge
eassary, these Rangers argue, that the increased
amount of supplies that must be taken in and conze«
g cntly the additional trouble and possibly expense
is not justified, Other Rangers encourage men to take
thelr wives, belleving that when the Cuard's wife is
willing to accompany him to a lonely Guard station,
that he will tend to hils needs when the work load 1s
heavy or in eritical periods when constent attention

is necessary to his jJjob, Also when he leavea hisg

Eﬁnavia,'éamaxkﬂﬁhn, and ¥right, Jobn Calvin, You and
Your Job, The Heddon Craftsman, Camdon, ¥.J., 193
P *
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station to go to a fire or for other reasmons, his wife
ia on hand to anawer the telephone and take his place
in tbe detective organization, and therefore the ine
conveniencs and iner&aaed packing expense osused by
taking a woman to a Guard staution is money and trouble
woll spent. It appears that the Hangers favoring the.
accompanying of Guards by their wives have the besh
foundation for thelr argument, at least from a psycho-
logical point of»viiv.

Many Firhxauérd'a wives have done yeoman serviec
in case f fire smergencies, and have made themselves
generally useful st other times. They have st ti-es
been almost s valuable as another man et the Cuard
station; they have acted as lookouts, reported fires,
cooked for fire orews, transported men and supplies,
and have fires, It nust also be remembered that during
the World ¥ar many lockouts were manned by women,

ir tbe Ranger exercises wise placement of his
personnel, he will consider not only the qualifications
of the Fire Guard, but if he desires to have his wife
accompany him to hils sbation, the Ranger should also
consider the qualifications of the wife, If it appears
she will not act as a hindrance to the man in the
performance of his dutles, the Ranger should encourage
the Gueard to take her.
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If, on the other hand, the Ranger belleves the
wife of a Fire Guard 1s the tvne who will ocause trouble
absence of the Guard from hils station, the Ranger
snhould dlscourage the Guard from taklng her, by placing
the man on & statisn where it is not convenlént for a
man's wife to accompany him by putting the man on a
erew or on & station which has already been estahlished
as ons where women are forbidden. Such points can be
designated in advance, for just such an emergency.
jsvally, however, when the fuard's wife is afraid of
being left alone, and is the type the Ranger bellieves
should he at h#ma, by eareful reasoning and use of
tact the Ranger can easily persuade the Pire Cuard
that he should not take his wife with hir, and show
him tre folly of trying to keep his wife on & lonely
lookout point,.

PHYS.CAL EXERCISE NEED3 OF FINE GUARDS, The need
for physical exercise may be a consideration for the
¥ire Guards. iuring the fire season especially the
lookouts may have cause for very little physical ac~
tivity, other than the use of their eyes, for several
days at a tice., Good physical condition cannot be
maintained without a certain amount of exercise, and

the ¥ire Cusrds need to be kept at the perfection of
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physical well~being at all times, because they may be
required to go to a fire where great physical exertlion
will be necessary. FEven for alertness and best effle
clency on their stationg, Fire OGuards need the stimu-
lating effect of physioal exercise.

- Fire Guards should be piven some duty that will
require physical exerolase every day. The Fire Cuazrd
that has to arise early svery morning and go some
dlstance for water does not realize that he is actually
fortunate, Any time that the flre risk is low and
spread of fire would be slow, should a fire ccour,
or ey time that the Fire Guard can leave his atation
without taking undue chances of fire, he should be
givén & Job to do, so that he does not tecome too "sory®
for arduous work when 1t 1s necessary for nim to
pevform it, Every opportunity to let the Fire Guard
go for a day, a half-day, or even one or two hours
to do improvement work or other tasks should be taken
sdvantage of, |

There is no Fire Cuerd station at which there 1s
not improvement work to he done, either at the station
itself or in the immediate vieinity, and the Ranger
should prepare s job list of ttings that are to be
done whenever the opportunity permits. The Ranger

should over-work his men rather than under«work them,
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1f he cannot sirike the desirable medlum betwsen these
tvo extremes. len will actually Le better satisfied
when they have werk to do and ere kept tusy, than when
they ' ve a greai desal df idle time, Thers ﬁy& Fire
Cuaris, egpecially lookouts, who occsslonally nave the
feellrg that they should hn?a no other duty then that
of leoking for {ire. The Ranger should change this
conception of thelr jJobs,

Frysical exerclse oulside or away from the statlon
and do ng other work willl also bresk tne mmnuténg of
thie lookout's job. ‘Viteles has found that, "Cork
acgompaniad by monotony is chsracterized not only by
& feelin; of dissatisfectlon and tension, but also by
& clstlirct change in the rate of regularity of pfa*
Guction; this Inocludeds~-

1« A drop in the rate of work im the middle of

the workling spell,

£+ An inerensed variatilily in tie rate of work,
Poredom cavses & reduvced rate of working which ls par-
ticularly noticeable in tie middle of the worklog spells
Thie décrease usually lasts from »ne to two hours and
during tals time the average reduction in rate of

working verles from five to ten per cent," (?ﬁ)'

‘“Viteles, Horris S., Industrial Fa chology, V.%,. Horton

end Co., Inc,, New York,

»
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1f we apoly the results of Viteles' study to the
lookout situation, we note that the reduced attention
is mopt noticeable sbout the middle of the working pers
iod. Thuas, after lunch, the niddle of the lookout's
working apell cceurs from spproximately 3 P.d. t0 4 P.He;
this is also the period of the day under ordinary circume
stances of greatest fire risk and hazard. Thus, if Vite
eles' figures are applied to lookouts, and there is a
decrease in the level of attention and efficiency during
the period of the day in which the greoatest fire risk
oecurs, obviously there is a real necd for methods of
relieving monotony and boredom of loockout jobs. Other
methods than exercise will be discussed further under
the paragraph of fatigue, eyocsmtrain, and recreation.

kost of the Fire Guards welcome the opportunity
to work and are pleased to get away from their stations
for slort periods. Those Guards who do not welcome
thig opportunity to break %he‘mﬂgatany have already
become drugged by it, snd are usually the ones who are

m®st in need of exercise and ehauge.

FATIGCUR FACTORS IH FOREST BHERVICHE WORE. TPatigue
is a factor in svery type of work. (71)

kp!

Hobson, JsAs, Work and Health, a Human Valustion,The
Haeciillan Co.y Hew York, 1922, 2nd edss PD» 85«78,
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However, little recognitlon has beon taken of this
factor (72) by the Forecat Service, especially In the
lookout and si-3ler posltir e, Teitlipue fachors on Im-
provensnt work are probably fairly well talken care of

¥ tho establiafeﬁ length of {lie working day, the
ac-lon of the foreman, and by the men themselves,
Patvlipve fectorrs in flre suppression have been recognized
bt probably not to the extent that they should be.
Yer are often =lloved to work long past any polnt of
efflelency; thie Is perticvlarly true of the supsr-
vigory perconnel on & filie, who must tear the mental
sg vell ez tre physical strein. The muscular fatligue
itseli mey reflect in tre nperves of the supervisory
perscnnel anl decroase théir Judgment and emotlional
stability. (73)

Viteles writes, "Muscrlar activity may produce
nervsne aa~w911 as muscealr fetiguve., =~ The direct
functional irmpalrment of nerve cells locsted at hi:her
levels can account for, 'mental fatlgue' svident in
work decrement and ir feelings of woaiiwess sxperienced
in purely 'mental' operations. As a practiezl matter,

in s0 far az fatigue erfect 1tself is concerned, trere
& 2

iﬁgdie, Leon wv., Fractical Paychology for Business Nxe
erutives, H W, ¥TY55n 00,, London, s PL-SL1~8356,

73Poug1aa Paul I',, Hitcheock, Curtis ﬁ., Atkine, Wilw
lard K., The "orker in Modern Economic $aeie
University of CLicago Press, UhiCago, L1lle, iggﬁ
PP .26~28,




1e¢
aprear 10 be little difference betwesn so-called mus-
cular end mentel fatigue...... Vental tests of futigue,
occurring in volh muscular and intellectusl work have
included simple tesbs of sensory discriminatlon and
sttention tesba." (74)

It is very seldom recognized that tie lookout
whose's job 1s.to watch for fire ig subjJect to fatlgue,
yot auch ls the case. The eye straln whlch the lookoud
is subjected to hus been found in industrial situations
to be very fatiguing. Viteles found that eye strain
is a major factor in ratijue, and gh:ows Lhrough wany
sbudivg of actualindustrlal situations,that decreased

-

output and increaced inefliciency vesult frou cye
straln fatigue., (75) He slso found bhat atbtentlon
cannot be maintained at the same level thourghout a
very Jong period ol tilme, Yuat ls, a graph of atbent~
lon wlll not Yollow a straight line but will presont
a aerinﬂ of cresis aund depressions, known as waves of
attantlom. Tharafare tiae lookout casnnot be expected
o maintain a high 18vel of watehfulness throughout

G entire day for he cannot toep is atbention fixed

74Viteles, HOrris Se.industrisl Py chology, ¥.V.Norton
?g&nd Sonpany Iﬁ@ig New Yoy » # pp‘é“ Y- 1.3
Ibid-pp.&&%négﬁ,
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for 80 long a period. To lessen this tendency of
sttention to waver and incresse the efficlency of the
Lookout the Renger should attempt to meke the working
conditions as good as he possibly can so that undue
fatigue and strain are eliminated, (76)

The Forest Service has what 1s termed & "check
look system®™, where each lookout studies the terrain
very carefully following a regular procedure for a
designated number of mimates, then another lookout
that covers part of the same territory starts his
survey of the country for tellstale amoke, This aystenm
is 80 organized that usuﬁl&y a large part of the terw
rain is under observation at all times but on one look=
out must watch it constantly., This is at least the
1deal, however it infrequently works that way.

While probably sll ranger distriots have this
"eheck look system", often 1t is poorly observed,
Instead each man is expeoted to be on the alert all
of the time, However the Guard's eyes camnot stand
the straln of an intent searching all day long, nor
1s hia paychologiocal make-up such that he can maint«
ain his attention for so long a periocd. If the look-

vﬁéoad, Ordway and Metualf,ﬁenry Cay arn%mnal Adne
¥

inistration, HoeGraw-iill Book Compan G+, NOW York,
> +8d s pp+ 109133,




191
out do not follow the routine set up they tend to bew
come carelezs in the intenslty of thelr survey and of
the times that 1t 'is done. Strict observance of a chegk
look system will help relieve eye strain and the mono=
tony and bqradom:af conatant scanning of the surrounds
ing terrain for smoke., {The importance of monotony 1la
discussed in the section on physical exercise,)

Another common mistake some Rangers occasionally
make is attempting to keep their Fire Cusrds keyed to
a high pitch of effort in detecting of fire at all
times, The result is that the dally effort of the Fire
Guard becomes one of mediocracy., In such cases, fluce
tuations in the level of effort are due %o the physiocal
and psychological feelings of the Fire Guard with little
‘relation to the severity of the weathe r or the hazard-
ousness of t e conditions.

Analyses of the Flre Danger Board ratings, fire
occurrence and fire severity, show that on many days
there 1s compartively less danger of fires atarting
than on other days, that at certain tines of day the
hazara and yrcbébility of fire starting ls much re-
dueed, and that many days on which fires are likely
to start, the danger of disastrous spread is neglig-
ibles, The Fire Guard should be advised as to the class
of day, not that they may relax their vigilance on days
of relatively low danger, but that they do not need to
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mainsa;n the same degree of watchfulnesa, nor be
urged to the same degree of vigilance on days of high
fire danger. |

Advising the Fire Cuard as tb the c¢lass of day will
incrsase his interest and ralse tre lavel of nis effie
clenoy when 1t 18 needed, (77) The Cuard realizes
that on some days the danger of five is not great, If
he 1g urged to conatant alertness on such days, he will
not be greatly atirred, and will form a habit of dise
regard for the urgenoy and need of eonstant alertness
whon such otossions are actually yreszent, Thus when
- the dangerous deys oceur, he will not rise in :ls
level of efficlency with tie degres of deanger as he will
if be is not ssked to malntain a high degres of attene
tiveness to duty, on days of littile fire danger.

RECREATL.WAL NEEDS OF EMPLOYEES, Recpeational
diversion is needed by all workers, to bresk the mono-
tony of thelir jobs, relieve boredom, and refresh and
reanirate them. "All work and no play mukéu Jack 8
dull boy" applies even to the Forest Service employees,
and especlally to the Fire (uards looated in remote
places,

7Tibid., vpe 180=825,
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Efiort should be made to give men every opprortunity
for recreatlion, that 1s possidble without interference
with the job. (78)

Tthen conditions are not dangewous from a fire
standpoint improvement, maintenance, snd sonstrustion
orews should be allows and alded to ecome home over
weolcend, 1f they so desire, ¥hen condltions are such
that they cannot all be allowed to leave durlng the
fire geason, if possible pert of them should be ale
lowsd to come honme eaeh woekend and thus rotate the
men who must stay in camp. ‘

Fire Guards should be encourayed to take leave
when fire conditions warrant. Fire Guards should be
allowed to leave thelr statlions whenever possible to
acquaint themselves with surrounding country, to catch
a fish, or visit a near«by sheepherder. A Cuard should
be encouraged to take g radio with him to his station
and other items that wlll wsid in a certalin amount of
recreation, The papers should be read to the Cuerdia
to help them keep 1nformeé; and the office forete should
be instrueted to do what they can to make the Fire
Guard jobs more pleasant. Friends should be encouraged

to visit Guards when practieal, and the Ouard should be

78 iark, Niel k., Gommon Sense in Labor Manscement,
Harper and EBrothers, Publishera, New York, 1919,
PPpe 5465,
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glven every consideration when he has compeny.

Any companionshilp that the OGuards ecan gst over
e telephone or radlo should not be discouraged,
when 1t does not interfare or confliect with dbusiness
of the dlstrict. Guards that have aééoss to telephones
especlally enjoy vislting with othor CGuards by this
means, It would perhaps be wise}%a aatablish visiting
hours, for these telephone conversations, alter work
hours and sndlng soretime late in the evening,
During this period of the day every effort aﬁﬂﬁl& be
made not to intarrnpt thase conversations with busi-
ness matters, and to switch ealls for tha Guards.
The time lir1t should be set, for some Cusrde acquire
the habit &f talklng lste into the nlight, and sre
therefore not In condition to riss early the next
morning, and malntain a high tone of efficisney

throughout the day.

INFLUENCE OF LEAVE O¥ FOREST SERVICE EMPLOYEES,
A relatively new maasure in the Forest Service 1is the
granting of leave, whiech seccruea at the rate of two

and one-slxth days per month for all Forest Service

employees., (79)
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As the Flre Cuards are on dubty seven days of the week,
during the fire season, the objeet of leave nay have
been Lo give men a break in the monotony, and there~
fore have a more sa’lzfled pergonnel, IHowever, loave
is nunt always a contributing facbor to a satisfied
personnel, in fact, in some cases, 1% hes lead to
dicgatisfaction,

Regulations now say that ithe personnel should be
glven leave when desired, insofar as poassible, ms long
ag 1% Jdoes not definitely interfers with good protecs
tion or other projecta. (B80) TForest Zervice employees
have nct as a rule appreciated leave; they have felt
1t 1s their due, in the sarme e¢lassification as thelr
wages, and they have often intevpreted the reguletion
as oaning they shall heave leave when they want it,
kany Rangers have placed t:e seme inberpretation on
leave. 1lowever, otheps have placed the interpreiation
that leave should be granted at the convenienee of the
Forest Bervice. UThus, becsuse there 18 no fixed
policy between districts, it has often lead to misun-
derstandings.

On the other hand, when s Guard is only given

loave at the convenlence of the Forest Service, it is

80&31&& » S@Q . E’
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oftan-ﬁivmn at times when it is inconvenient for him
to teke it, and he is not abls to plan ahead for 1t,
‘80 that 1t 1s often wasted, Another problem in this
| connection is that 1f leave la taken on a weekend,
the Guard pets Saturday afternoon and Sunday beaides
his leave, bscsuse these days are holidays in the
Coverrment Serviee, but if leeve is taken during the
week, this day and a half 1a lost to the Cuard.
Under this condition, it is obvinua that nearly all
guards desire to take theipr leave on weekends, and
of crurce from a protection standpoint, ﬁhia is clear-
ly impossible, as weokends are usually the most
dangerous fire days.

Dasire for and wondsring when he will get his
leave often breeds disaontent, dissappolntment, and
lowara the Pire Cusrds efficliency. Before leave was
granted, the Pire Cuard did not expeot to be sbsent
from his station until the fire season wac over, and
therefors there wsrs no disappointment such as now
exiats when he does not get his leave when he wants
it. For the salke of good personnel mansagement, some
definite understanding and standard poliey should be
ﬁa&e in refsrence to leave, besidea those now in
exis suce, and defluite plans should be 1ald for

giving esach employee his leave,
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ORDER AND CLEANLINESS REQUIREMENTS. Personal
cleanliness is expested of all publie servants, and
especlally of employees that make contact with the
public, The appearance of the Fire Cusrd's person and
station reflect on himself and the Forest Servics,
Personal cleanliness 1s necessary to the Cuard'c selfe
respect and morale. {81)

Fire Guards and the Forest Bervice employees in
respect to cleanliness and ﬁrﬁurliﬁasa are 1like =
cross section of the population, B8ome ere meticulously
clean others are slovenly. 3lovenly habitas are often
hard and difficult habits to correst. Nany Cuards
have not returned to their jobs a second season be~
cause of thelr untideness. The rule of cleanlinoss
and orderlineas should be atrietly snforeed,

Every help and sid poasihle should be extended to
the Cuards to help make the task of keeping thelr stae
tions clean and orderly easire. Thevy should te emsours
aged in making any improvements and beautification of
their stations possible. If the Guard feels that his
stetion 1is his own, hw will be more likely to take a
pride in it's appearnace, cleanliness and orderlincss;

he will be more satisfied and a more desirable eﬂplayuiu

B

Y¥yers, Er. Harry, Buman I L5 harpar ﬁnﬁ
Brothers Publishers, New tork, . 2 PP LOEw186,
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Proper care and orderliness of station, tools, and
equlpment are regulatory requirments in a government
joh such as Forest Service,., Orderliness and cleanliness
contriﬁuﬁg to efflelency, and ble nalntenance of prop-
orty and physical stock., (52) Orderliness is an essen~
tial of efflciency. (83)

Tha»Rangar dlstrict In which the employess are
slovenly, the statlons laorderly, and the tools and
equipment Lmproperly carsd for, ususlly has & very low
degree of worale. Thae Ranger anould demand that the
enployees in Lhe district keep thenmaslves as clean and
noat a possivle, and Leep the aqulipment enirusted to

thelr cure in flrat class, orderly condition,

USE OF PRAISE AND CHALLERGE AS STIMULATING FACTORS,
The correct use of praise or the use of challenge to
secure better work is one of the ilmportant stimulating
tools that the executive can use, Hoppack believes,
that self-esteem memns more to individuals than money,
and that pralse 1s a very effecotive means of increasing

self-esteem, (84) Young, in his sxperiments found that

§§Ib1d,, 99.14&*146.V
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‘Lartley, Lawrence A,, Human Engineering and I dustrial
Eecno@g, darshalleJackson CO,., Lh168Z0, lile, LO8G,
Pe i
&“ﬂoppaek, Hobert, Job Satisfaction, Harper snd Bro-
thers, Publishers, s Do Od,
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reward and punishment are both useful in stimulating
the learning procesass and in stimulating actlvity.
e has usefl pralse as a reward wlth good results in some
of hiz experimants with humans. (83)

¥any non rospond to pralse, the Foreat 3Service
smployees are no axcaption. Subtle pralse l1as often
an incentivs for increased affort. The good work
should he praised, not tha man. Such pralse sncour-
azes many nen, and 1s often cherished by theas men,
sapacially thoge who lead ths lonely 11fe of the Fire
fuard. If good work 1s done, 1t should he comaended,
Praise 1s ususlly effactive for the submlisslve type

£ inilvidual. 186)

Fire Juards who do not rospond to pralss often
reasrond Ho sultable challengej elther challonge of
their abllity or an arosusal of a competitive apirit.
A subtle challenge to a man's abillty to do a job or
to do 1t as well as others 1s often a very effective
technique with & man of an agressive typs, or whaen

a man is in an agressive mood, {86)

gs?@ung, Paul Thamas;
and Sons, Ine., Camden,
306, 410=416,

B6iersey, Rexford B,, Xorker's Emotion in Shop and Home,

s lvyersity of Femnaylvanle FPresz, rhiladelphia, Pa.,
1932,
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USE OF PROMOTION AS AN IKCENTIVE, There is little
opportunity for most temporary Forest Service employees
especially the local men or the nonestudents, to get
any kind of substantial promotion. The jobs are essen-
tially seasonal, and hhé Fire Guard jobs are only for
the fire season., About the only available udvaneﬁmant
is to secure a more desirable stationj the opportunity
to get a foreman or strawboss job on treil, telephone
and road work in the pres=~seaszon and posteseason em=-
ploynent, or perhaps a very slight inorease in pay.
However, consliderable importance is attached to even
these small indications of promotion.

The increacse In salary is not the major considep-
ation in the desire for these advancements, as often
there is no accompanying inereass in wages, but the
employee feels that a shift &n what is considered a
more responsible or desirable position ia a resogw
nition of his abilities or service. When there is an
increase in pay, 1t 1s usually very emall, but prized
more than the actual cash involved warrants, Eviden-
tly deaslre for prestige and scciel recognition is
the most Important factor inveolved in thess salary
increases,

¥hlle these men will not openly admit 1t, obser-

vation will show that lookouts are pleased to be
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changed out to lookoutefiremen positions, and lookout-
firemen are pleased to he changed to firemen positions,
and laborers to strawbosses, even when theses changes
bear little or no salery inerease, and though the men
may complain at added responaibility w=ithout added
remuneration, they usually are aeeretly pleasedy at any
rate they much displeased when they arakralaasad of
rezponsibility, though with no decrease in salary.

The impllcation 1s that evern within a ranger
district, with latitude of pay scheénlss‘thnre ean be
established a hierarechy of field jobs baszed largely
on soclal recopnition and prestige; that there can bve
foba or goals set up towards which the men can work,
and promotion to certain fobs can be used as rewards
for supsrior service. The iorest Serviee so far has
larpely overilooksd tiils opportunity and has done very
little to establish any promotional ladder.

Wniting Williams says, "Phis standardized adop-
tion of the job as a rellable indication of social
acnievement hecomes, thuns, the capstone of an ascends
ing sequence of wellw-marked levels of group ssteemes
levels well narked, but nevertheless, determined by an

extrenely intricate system of material, monetary, men-~

3

L
R

Toand spiritusl &lfferentials.  {(87)

>

]

¥illiams, Yhiting, ¥hat's on %ge Yorker's liind,
Charles Scribner's Sons, New York, 1920, p. B@.
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USEFUL IRCENTIVES TO INCREASED EFFORT AND EFFI-
CIENCY. It haas long been recognized thug money is an
incentive to work, and to accomplishment, however, |
many psychologlists now believe that money itself 4is one
of the poorest stimulants to effedtive work. Tipper
says, "The ware as an inducement to work is one of the
least satisfactory incentives." (88) Stuart Chase,
though not a psyshologlst, says, "...There are many
other incentives besides money.” (89)

Some specific incentives have alrsady been
mentioned, these were praise, challenge and promotion,
Various authors give different inecentives as the mot~
ives for effective work, and the arrengement of the
incentives are somewhat different, but the mas£ of the
revolve arocund some factor that leads to the individ-
uals own aalraeateeg, a8 reflected in his own sccome
plishments, in his own eyes, or ss he sees it ruoflected
in tre eyes of others.

‘Tipper says, "The most important incentive 1s the
motive of accomplishment....The five fasctors entering

into complete incentives to work ares

BB,

Tipper, Harry, Human Factors in Industry, The Ronald
Presa Co., New York, 1982, P. 20.
9 ;

Chase, Stuart, Govermment in Business, The MacMillan
Co., Hew York, 1935, pp. £260-261,
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1« The viaslbles objective of the work.
2. The importance of the visible objestive,
5. The opportunity for individual expression of
. skill,
4. The character of the surroundings.
5., The reward.” (90)

KMyers gives recognitiom and promotion as important
incentives. (91) Young gives praise, rewsrd and re=
proof as important inceniives and also svgpestion and
lmitation. Young quotes John Frederic Dashiel, who says,
"The importance of social knowledge &8 to how the mote
ivation of an individual may be eontrollsd, by his
social environment cannot be exaggersted. It is the
problem of problems for psychology as applied to many
practical flelds of hultan endeavor.," (92)

Vhiting Williams says, "s..It iz futile to argue
which is more important, pey, hours, treatment, or
shop conditions. They are all indkspensible~-like all
four cylindera. The key to modern behavior is to he |

found less in the effort to save our physiologlcal skin

%Tippar, Harry, Husen Faetora mxnduut v, The Ronamld
Press Co., New York, 19EZ, pp, 2 .

glfyera, Dr. Harry, ﬁ.éi,
thers, New York, 1932
92yYoung, Paul Thomas,

¥iley & Sonas, Ina;.
410-416, 416-420,
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than in the effort to save our social face." (93)

Hajor«General K, B, Stuart ssys in speaking of the
Incentives and motivating forces courage in battle, |
"Strange as it may seem, tre answer is that they are
afraid of each other, arraid of &osing each other's re-
spect. Esprit in a trained and disciplined unit is
baged upon natural respect and admiration among its
membera, The knowledge that he enjoys repect and ad-
miration of his comrades 1as & source of greatest pride
to each member of a unit., The desire to retain this
respect, to be looked upon as a worthy member of the
unit, is greater than the man's fear of injury, again
se+The Bpirit of the Team" (94)

Groves lists a slightly different incentive,
"Indeed one of the pressing problems of modern life
is the excessive craving for the gregaricus environe
ment, which seems to be characteristic of eivilised man
the world around." (95)

From the above group of incentives, some consluse

lons can be drawn, vages in themselves, if they be

%y1111ans, "hiting, Vhat's on the Worke; a,
Charles Scribner's Sons, New York, 1020, pps oiy 147.

%116 L1litary Service Publishing Cos, T Fioer!
Gulde, The Military Service Fublishing Co., Rarris-
Urg, P&t’ 15363 Pa 284, ’

gssrovas, Ernest R., ?ora»n&iitn and Adfustment, Longp

man Green and (o,., | <y 1935, ppe 132+140,
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within reason, are a rather insignificant motive, that
soclial recognition and sateem 13 one or,tha»most impor-
tant incentives, That sccomplishment, wage, position,
soclal value of work, conditions of work, ete. all go
to make up the prestigs that 1s attasched to work and |
the aocialrraaagnitian of the indiviiual that doces the
work. The conclusion can also be drawn that the value
of social recognition at its highest 1s when 1t 1s
bullt along cooperdative lines. The Individual received
the highest aagfea of soclal recognition when he is a
member of & group and upholds the ideals of that group
and furthers its eauses. This 1s the spirit of the
team or esprlt de corpa.

One other incentive mentioned, that nentioned dy
Groves, shows that the Foreet Service ia laboring under
one great handicap, the desire for social companionshlp,
wolch 1s a strong incentive for accompliahment,
Therefore, this companionship must be establlshed by
& vicarlous mesns, via the telerhone, And the Forest
Service must also strive to counterbalance the lack
of companionship by inereasing the effectiveness of
the other incentives that can be used to build & per~

sonnel system with a high degree of morale.
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PTHE CORT oL OF MER

The control of men is the art of personnel man~
agement that pertains to the correction of erring indle
viduals and the restraint or the «ubduing‘of intract~
atle and umruly individuals. In all organizations
there are individuals who make mlstakes or are pguilty
of misconducts There are three degrees of control ox~
ercised by the officer in charge, first, constructive
eriticlsm, where positive procedurs 1s presented to
the individual msking the mistake, second, is repri-
mand where the mistakes are outlined and corrective
measures prezented, t: ird is disclplinary action,
wvhere some actual punishment is imposed.

CONSTRUCTIVE CRITICISM, Construective oriticism
is a subtle means of control, that is, when a mistake
1s observed by the supervisory personnel, the mistake
1s not spscifieally called to the sttention of the
individual meking, but a corrcetive procedure or method
is sugpoested to the individual whioch, if followed, will
elimate the mistske 1n the future., Usually the indie
vidual at fault will riaagniaa his mistske when such an
when such an approsch is taken, If eévraatiqnfcan be
made by constructive criticlasm, s more positive approsach
will be taken, and the employee will not feel resentful

for the critiecism, and there will be no cause for



207
offense. Criticism given in this manner should be
welcomed and such will msually be the case,

The Ranger, when he sees an employee doing some~
t:ing in the wrong way, or making a mistake, should
think out the method whereby the employee can sorrsot
his procedure and avold the same mistake in the future.
Then he will approach the employse and instead of
"Bawling” him out, will tell him how to correct his
deficlency, and with a word of encouragement, go on.

The Ranger should actually demonstrate the correct
procedure if possible.

The Ranger or other supervisory geraannel ghould
av>1d unnecessary criticism. Unnecessary oriticism
of inevitable mistakes and the eapitalization of mis~
takes of tre forest employees will make them safraid to
take any initiative, upPset their emotional stability, and
decrease efficiency, Many times it is necessary to
overlook small mistakes, It hes been seid that the mark
of & good personnel menager ig often in knowing what not
to eriticize end what bo overlook, rather than what to
ceriticize, (96)

One Ranger who maintains very good personnel re-
lations usually says little or nothing if one of his

employees makes a mistake and vecognizes his mistake,

gg?bo Hilitery Service Publishing Co., The Offic
ide, The lilitary Service Publishing Coe, Harris~
urg, P“’, 1956'
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On several ococasions when employess have made very ser-
ious mistakes or very grave blunders and they have
realized the serlousness of their action, and know that
the Ranger 1s aware of what has happened, this Ranger
has made absolutely no eriticism and hes not even menw
tioned the incident. In other 1instances, he has made
a helpful suggestion, or tried to help the employes
rectify the mistake. In such cases, the employees have
tried herder to correct their mistakes and to avoid
the same nistakes in future, than any amount of lece

turing or eriticism c¢could have stimulated them to do.

KEPRINAND. Reprimand is a severs and formal re-
proof, which should be followsd by & constructive oute
line of corrective measures. There are occasions in
the rorest Service when reprimand will be necessary to
impress careless wilfull smployees sufficlently of the
seriousness of their conduet that they will deslist
from their misdeeds.

The Renger should not reprimand en employee un-
less the emplaoyee has become a habitual offender, or
has made & real breach of conduct. The employes who
makes & mistake accldentally or through ignorance or
lack of Judgment, and realizes his mistake and is
willing to try to avold the same mistake in the future
should not be reprimanded; he should only be subject
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to conatructive criticism.

¥hen it is necessary to reprimand an employee,
the Renger should only do so when he has carefully
weighed the case and has his own emotions completely
under eocntrol, and olearly defined sourse of action
and the absence of any anger, Anger hurts the angry
more than anyone else, A reprimend will be of 1little
or no value if the Ranger allows his temper to rise.
Ange- bagcts aﬁgar and the situstion will soon shift
from a superior eorrecting an employee for misconduot
to the level of two angry men., Anger clouds the
Judgment and the Ranger's anger’willyeantrib&ta to
inaceurate and faulty declsions,

A falr, frank statement of the misconduct should
be made, If the employee will maze the statement of
misconduet himself, he recogrizes his error, adnits
his own guilt snd has reprimended himself, The con~-
sequence of the employee's aetion should be pointed
out and the diselplinary action that will be necsssary
1f the nots sre rersated should be Priefly outlined,
Unlese a nan flouts the rules of the Forest Service
or his orders openly and publlely, he should ordin-
arlly net bve reprimanded before othar people or his
fellow workers, If reprimand is necessary, the

offender should usually be taken sside and the reprimand
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admninistered in private., The Ranger ahauiﬁ never
allow his personal feelings to enter into his remon-~
strance. Foreat Bervice employees, and especially
local men, are very sensitive to being "bawled ocut"
and 1f this should heppen before thelr companions it
would be bitterly resented, Hen should never be
"nawled out™ either im publie or private, If the
Foraat Service employee ias reprimanded privately, and
told of his mistake, the ssriousness of his ways,
ﬁhy what he 1s doing or has done 1s wrong, what the
consequences of sush aection will b« if repeated, and
suggestions for the remedy of his actions are made,
ﬁe v1ll raszert the reprimanding much leess. Once the
émployao has been reprimanded, the matter should be
%argatten, and never referred to again, snd no grudge

‘should be held. (97)

DISCIPLINARY ACTION. Diseiplinary sction 1s
the correction of delingquent employees by some form
of chastisement or the imposition of some penalty.

In the extpeme form of disciplinary action, the copr-
rection of the situation is esceomplished by reuoval
of the offending employee., Disciplinary action is

necessary when constructive criticlism and reprimand

§$ﬁeraay,kﬁexforﬁ Bes, Vorker's Imotion ! &%gp and Home
‘University of Pennsylvania Fress, Tadelphim, F@.,
11832,
o




fall to brirs the desired Improvement,

Tlaciplinary action snould be egomething that is
very seldom naceszary Iin the vangsyr dlstrict, but when
1t is necessary, as 1% will be oceoasionally, the Ran:er
wlll do well, as in reprimenda, not to atteapt such ac~
tion unlese his own emotlo:s ars wsll under control,
and he 1is sver any feeling of angse, for the employee
will quickly notloe any such Gefsct of character on
tne part of tha Ranger a4 will react with his own fegle
Inrs of anger, and mch valvne of the discipline will e
lost,

In reference Lo disciplinary actions, Hajorwtenw
oral Shanks says, "The officer s'ould be calm and dige
rifted. The exelted »fflcer, talking in a loud tone
ard rasming volece Yo the soldier vhose cagc he 1z ade
Iueting, accomrlisaied 11ttle thet 15 of use. He ar-
onges in the go0ldier a feeling of reserntrent that is
far from helpful in estatlishing disciplines The beat
and most efficlent dlasciplinariane I have known in the
Armg were men of soft manner and even temper.” (98)

Tro Fanper ghould consider the man snd his tempte
atlons etc. and make the dleeiplirery aotion fit the

cagse, The Ranger ghould rvemove the onus of the

%rne mllitary Lervice Publishing Co., The Offiser’
Gulde, The Military Service Publishing Co., Harriss-
EJ%}I‘,\_’:’;, Fa., lgﬁé' gi &Qﬁ‘
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punisiment, he feels it 1s necessary to impose for the
good of the Forest Service as much aes possible,

Mo jorwGencral Stuart sald, "No two cases of vio-
lation of regulations sre ever identlcal, In each ocase,
punishment must be impersonal, Keep yourself and your
authority in the back:roufid, Consider the violation of
the regulation, consider the circumstances, the provo-
cation, the temptation, the splirit} conslder the man,
his gensral conduet, general attibtude, hle personality,
hils make-upt then award the punishment which will core
roct with tre laast possidble hmumiliation.” (99)

Penaltles inflieted in dlsciplirary sction may
take many forms, in the less serious casess 1t will
probably he the withdrawal of certain of the employees!
privilezes, 1. more serlious casss, the erployes may
be changed to a less desirable Job or given undesipys
able tasks, Iin the moat sorious cases, the employee
will probably bhe raleased from his job. BShould the
cass bhe of such a nature that the emplovee nust be
removed from his job, %he Rangsr should attempt to
ghow tha employes that for the good of the Forsst
Service and the w&lrara af the publie forests, no other

act’on ocan be taken. If possible, the Ranger should

§'g"x‘i:m ﬁilitury aarvies Publishing Gos, The Officer's
Guide, The #ilitary Service Publishing Co., Harris-
burg Pa., 1936,
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part with the employee as friends, so that the employee
doeg not depart with 1ll-will for the Forest Bsrvice,
and ecarry 1t out into tle comrmunity in which he lives,

If the employee iz so inefficlent or for some other
reason the Ranger realizes that he does not fit in the
organization and must be removed, the Ranger should 1if
possible find the man a jJob that the employee can d@,'
alther in or outside the Forsst Service, before he takes
action, and thus the man nmay he re-oved without hie
r:allzixy that he has “een dischorzed or at least a
largs share of the canse for remorse will be removed,
The Foresgt fervice, as s ;vbllc ageney, and the Ranger,
ag a publle servant, owe %o the man in guestion and to
gociaty the atbenpt t» place the man in & poaltion
In sonetihing, where his labors will bensfi® himself and
goclety and not cast him out upon his local community

or the county for support.
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SUMMARY

Efficient administration of ranger district pere
somnel depends upom & knowledge and application by the
supervisory personnel of the techmniques of directing,
supervising, and controlling the men of the distriot,
These technigues are for the most part s commonsscnse
aprroach to personnel prabiqma'wfth'the recognition of
the interests of the employees, and & desire to increase
their welfare as well as to obtaln efficient outpub.
Directional activities:

1. The supervisory personnel directs the training of
the employees by furmnlshing them with material
pertaining to their jobs, by explaining the jobs,
by exsmining the employees on material taught,
end by making inspections of thelr work. This
should be done in & constructive, practical way.

2. The supeyhsory personnel directs the introduction
of new employees to their jobs, by training them,
informing them of the social value of thelr jobs,
and by acquainting them with the other members
of the organization, |

3+ The supervisory peraonnel directs activities of

the semployees in safe methods of work, and en=

forces safety rulos and regulations,
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The supervisory personnel should use thelr suthority
only as necessary to direct men in the accomplish~
ment of their work, not for personal gratifieation.
The supervisory personnel issues orders of two

types, oral and written. Both types of orders

. should be clear, concise, and complete.

Ine sup:rvisory personnsel should delegate scme of
their responzibilities to theig subordinates, and

should give their subordinates the authority neces«
sary to effiglently carry out the delegated duties.

Supervising activities:

1.

2.

-

Considerations theat should be made in hiring men
are, that they have the education necessary, that
they are physically fit, that they have the correoct
mental atyituda, that they are not under any emo-
tional stresses, and that they have self-rellance
and initiative,

The supervisory personnel should mske the employees
realize the social uigﬁ&ftaanee‘af thelir jobs by
explaingng to them the need for their work in the
economic 1life of the nation,

The auperviéory personnel should make the employees
Into a cooperative group, where all feel the need to

sooomplish the objectives of the Forest Service.

This can be done by developing the group splirit,
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The supervisory personnel should encourage inltla=
tive in the employees by delegating roap@naibxiisiaa
to them by listening to thelr suggestions, and by
encouraging them to do things their own way, a&s much
as is consistent with good work.
The supervisory personnel should allow the employees
to complete assigned tosks, so that the employees
have the satisfeotion of finishing their jobs and a
pride of workmanship 1s developed.
The superviasory personnel should not allow men with
domestic diffiéulhiea in Pire (uard positions, and
when possible, should give employees the opportunity
of maintaining a normal sex and home life,
The supervisory personnel should provide measures
for insuring that the Fire (uard secure snough ex-
ercise to keep them in good physical condition.
The supervisory personnel should recognize the fat-
igue and monotony factors in Fire Guard pasitiona
and provide means of relieving the monotony and
fatigue, |
The supervisory personnel should roaagnisa the re=~
ereational needs of the employees and allow them
all the reerestional activity possible, that does

not interferenwith the performance of their jobs.
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10, The supervisory personnel should require neatness,
cleanliness, and orderliness of all employees.

11, A better defined system of giving leave should be
established to aveld frequent misunderstandings
and dissatisfaction,.

12, The supervimory personnel should use subtle praise
and challenge to stimulate the activity of the
employees,

13+ A promotional system ahould be established to give
employees an incentive mnd a goal to work toward.

14, The auperviaary personnel should make use of many
incentives, to develop = high degree of morale on

the ranger district.

Controlling ectivities:

l, The supervisory personnel should use constructive
criticism to correct the minor mistakes of the
employees,

The superviesory personnsl mey use reprimend to cop-

»

rect more serious mistakes of habitual offenders,

Ba The supervisory personnel may bs forced to take
disciplinary sction and impose a penalty on employees
who commit sericus offenses, in order to mainic’?

disclpline on the ranger district,.
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OBLIGATIOK OF EMPLOYEES AND OF THE FOREST SERVICE

From a philoeasephleal point of view, there are cer-
tein obligations and responsibilities of labor to em-
loyers and certain obligatlion and responsibvilities of
euplovers to laborers. These same relationships exist
between the Forest Service as the employer and the

Forest tervice employee,

Cblication of Hen to the Forest Service. The men
who work for thé Forest Bervice, from the Chief Fores-
ter down to the common laborer should feel a loyalty
and a sense of obligation to the orgsnizstion whioh is
emplyling thelr time. If they do not believe in the ideals
and objectives of the Forest Service, they should either
get into 1line or get out.

The Forest Service employee 1s probably better pald
and has more consideration teken of his welfare than
almost any other seasonal employee, For example, it
1a doubtful if anywhere outside of the govermnment ser=
vice are temporary and seasonal employees given monthly
leave with pay. Thils kind‘ef consideration ghould be
be apprecisted,

It should be recognized by temporary employees that

thelr jobas are seasonal, that these jobs have never been
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anything else, and the Foreet Bervice has always stressed
the feet that many of its jobs ere of a seasonsl char-
seter. Hen who work for the Forest Serwice should
realize why this is so, end that it 1s almost impossible
for the bulk of the PForest Service employment to be
otherwise., Forest employees in temporery positions
should not expect to meke thelr totel living from the
Forest Serviece, nor to be employed the year around,

Employees should not criticlze the Forest Service
to the publle, nor outside the rarks of the Foraest
Service employees, 1f they must eritleisze at all.

Men wio work for the Forest Service should boost 1t
and help 1t ¢to gain its oblectives through favorable
publie education and reametion to its progran.

The Forest Service places mush responsibility
upon its men, giving them a good deal of opportunity
Tor Individual iInitietive, and does not clossely supere
vige them. HMen should respect this responsibility and
these privileges, and do thelir best to fulfill their
bbligations.

Students who are employed by the Foreoast Service
should not feel that the Forsst Service owes thenm a
‘ob and a bettor position when they ahve completed
their sechooling. They should remember that they chose

to take Forestry of their own vollition, and that the



fiv]
x,
]

Porest Service was kind enoush to give them summer
employment, to help them through sehool, and to glve
them practiecsl experience, These students should
ramamber‘that there sre many men In the same predles~
ment that they are, and trat the Forest Service cannot
porsibly hire them all.

Forest Service employees should recognlze that
some geasons the work is easy and that other ée&ﬂons
it is very hurd, dspending largely upon weather con-
ditiors, and ihat they should always be prepared for
the worst and to take the béﬁ with the good, without
complaint. |

Avove ell, the Forest Service employees should
remenber that ther are all working together to achieve
a socially worthwhlle objlective, and that each man
rust do ris part and cooperate with his fellow-smployses

to achleve the ohlectives of the Forest Services

THE OBLIGAYIONS OF THE FOREST SERVICE T0 ITS HEN,
The Forest Service ds a publie ageney should recognige
the soclial and economis value of labor and its respon~
sibilities to labor. I* rhovdd strive to make working
conditlions ms good as possible, and should pay & come
fortable living wace., The Forest fervice 4s a public
agency should set: the example for private industry and

enterprise,
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The Forest Service should reeognize the worth of
its men as individuals, It should try to place its
men vhere thelr ahilities best flt them, It should
atbempt ralse the living standard of its men end seeX
thelr wolfare. The Forest Service should reallze the
importance of lta responsibility for the health, safety
and satlafaction of 1ts men.

The Forest 3ervice should recognize the need of
the local communiiles in or adjacent to tue National
Forests, and attempt to glve all employment pomsible
To the men »f these communities. It must also roalize |
that 1t 1s partly responsivle for the welfare of the
local forest community,

"he Forast Service should recognize lts obligations
to the students whom 1t hirves, The employement of
students encourages young men to take forestry courses
and after such‘@neauyag&mant the Forest J.rvice should
attempt to zee that these men who have educ:ted theme
selves to be useful servants of the public find a
rlace where thelr training, education and ahility ocan
be prolfitably emrloyed. |

Then men work for the PForest Service in the
surmer tlme, bthey often lose tre opportunity to work
at othar Jjobs the halance of the year, s that unless

they have some other scurce of income or some othep
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Job thet fite in with the Porcest Service employment,
trhey must try to subsiat on thelr seasonal easrnings.
The Forast Service im prone to hire good, capabls
mén, and expeect them o live all the year on what they
me¥ke in the summer seazon, The Forest Service shonld
only lre men thabt 1% can use a goodly portion of the
vear o» tihabt have othier means >f making a living, and
should discourare the »ractlcs of many employces of
tha pre-ent w2 ara trying to llve on a very precars
tous seasoaal income, Tha Forest Service shuld do all
In 1ts powar to eliminate the aeasgonal charaster of
its »ork, It expedts to hire men for Fire (uards and
ather :osltions of superior ablility, tralning, and
adueatlon. It eannot, therefors, in Justice %o these
men, only offer %ther a short neriod of smploynent,
Some rrovislion stould re made to employ the %sy men
nf tre rrotective foree the year graﬁnd,banﬁ the rest
of the emnloyees, that cannot be hired for ths whode
year, should be drawn from men who have oS%thor means
of support and 4o not try to live on the seasonal em»
ployment alone, or students, who desire summor work
only. The Forest Service recognizes the ahortness of
1ts employ~ent and because of this shortness of work
siould try to secure work outalide of the Forest Servige,
The Forest 3ervice 2114 never forget that men are as

inportant as trees,
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