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DEVELOPMERT CF A GUIDE TO ORDER-GIVING
FOR SUPERVISORY Us3 IN LUMBERING
PARD I
INPRODUCRION

THE PROBLZM, The process of order-giving is ¢losely
related to the general problem of personnel mansgement in
the lumber industrys The personnel menagement problem in
the industry may be examined on the basis of two groups of
sotivities., The firet group of activities hes $o do with
Belection and pladement, training, and employee welflare,
ell of which may be handled by & specisliet in a centrsl~
iged persomnel or employment depertment, <The msecond group
of sotivities has to do with supervision at the work level
in the lumbering industry, whiech is concerned meinly with
manegement of workers to get the sgtusl work done. %kxsk
second group of astivities is elosely sonneoted with what
is ordinerily thought of za employee maintenence., The
problems requiring solution in conneetion with these two
groups of sotivities make up the general problem of pers
sonnel mensgement in the lumber industry.

41) of these setivities have as their objeetive an
effective working foree, that ls, employees who sre sstise
fied, productive, and working together effectively., Good
seleotion, scourate placement, adegquate training, health

sexvices, seafety programs snd other employee welfare sers



vicos will not alone produge sn effeotive working forse.
These ere all necessary and desireble, dut, to get the
beat results, dependence must slso be pleced on the pers
sonnel menagement by the various supervisorp, foremen,
and sub-bosses ot the work level.

In eddition, though the problem is separsted here
for purposes of classificetion into two groups of active
ities, setumlly no suoh division 48 possidle or desivable
in prastice. The two groups of astivities are closely
ocrrelated.s The success of selestion, plesesent, train
ing, nsefety, end employee welfars prooedures dirvested by
& personnel department or other centrsl agenoy depende om
the eocoperation, ebility, snd snderstending of esoh foree
man snd supervisor, In turn, the maximum sffectiveness of
cn~the=job persomnel management prastised by au#az#iaars
and foremen is obteined when the sslection, placement,
training, ssfety, snd employee welfare aotivities are
funotioning st thelr best,

An effea%iva working foree on & logsing operation or
in & eawnill is, therefore, dependent on how well the supe
ervisoras and foremen manege the men for whose work they
are responsidle., The way in whieh these foremen snd supw
ervisors exert thelr direotive effort snd control 1s
through the uwee of words largely in the form of orderas.
Orderegiving is thus seen to be mu insepersble pars of the



8
important process of on«the~job mensgement of workers in
the lukber industry. |

The problem in order-giving is not only to transmit
information in asgurste form from supervisor to employee
but also fé make oertain thet the smployee has retained
and nnaux;iaaés thoroughly whet ig wanted, In eddition,
orders can funstion toward the desirsble goal of cooperae
tion and employee a&ﬁisiaa%ian on the jobs Insocurate and

‘faulty orders result in waste of time of both employees

and supervisors, waste of materials, waste from aseidents,

end weste from damsged eguipment, |
Importent as orders are in the lumber industry,

1ittle has been done of & specific nature to help those

- who depend on the use of ordere snd instruotions to get

the work done. | 4

PURPUSE OF THE THESIS, The purpose of this study is
to formulete a guide for uge‘by supervisoyy persons in the
lumber industry in hendling orders snd instrugtionss The
importence of arﬁ#rs and 1nstxua£zaaa~aa the prineipal
means of contast between supervisors and employees has
been previously outlined. Zhis guide is to be preatiocal

and epplicsble to the everydey order-~giving problems en=

sountered by supervisory personnel in lumbering. Muek of
the information i& in genersl form end in sppliocetion must
be varied to meet the psrticular situstion at hand,
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fhe guide consists of a key to the order-giving site
sations end o axaaaasien of the feets to be sonsldered in
esoh situstion. The key iarﬁaaed on & glassifieation of
the raa01Ve§ of the order snd the type of informetion:
being travsmitted. In sddition, genersl sonsiderstions in
the field of order+giving eve included in the guides |
‘ SCURCES OF INFCEMATICHN AND MEREODS US&D. The infore
- mation upon whioh this study is based wes derived from
conteet over a period of three yesrs with Sﬂ?‘f?iﬁﬁ&ﬂ‘l&ﬁ
foremen in lumbering and from yeraeaafﬁdméerienae with
. supervisory problems in the lumber industry.

The method used is the appliention of personnel mane
sgement prinociples to the order-giving problems encountersd
rfy the supervisor. Briefly thess principles sre: first,
that there sre inﬂiviiuaz aiffuranaaa«uméng workers;
second, thet emch person is to be recognized and trested
& an individual humen being; third, that eseh individuasl
hes capssities for both desirsble and undesirvable bedav-
ior; fourth, that the relationship of oense and effect
applies in meosging men &nd the problems of ceuse end
offeot are smensble to golution; fifth, thet there is need
for tair'éealiag a8 well eg disolpline im eny orgenisation.

RELATED WORK. Seversl suthors have writtes meterisl
deeling with the specific prodlems of order-giving in
supervieory works In sddition, there hus been & lerge
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amount of work toueshing the general elemente of perscmnel |
management that relate to the iszsuing of oxders.

Pond, in an artiole on instructions and supervision,
stresses the nsed Iar somplete orders and inetruetionsg
thet 1t is neceesary to be sure that all the implications
sud import as well as the sstual detsile of the order are
understood. He states that two of the important jobs of
supervision are the issuing of instructions how, and in-
etruotions whak, when, and where.(5)

Gardiner, iam his prseticel booklet, "How to Hendle
Grievences”, touohes on some sgpeets of orderegiving in
disoussing the tiesup detween inadequate instrmotions and
employee grievances.{£) In a book om foremsnship, the seme
author asys, "4 foreman muat develop the ability to in.
struot hie men so that they really understend what is to be
done, why it is to be done, snd mhen it 1s to be done."(3)

‘éaaer&iﬁg tc Sohell, "The order is the diresetive in-
pulse thet makes ocordinated aotion possidle.” He goes on
$0 give seversl eriteria by whioh araerﬁ‘aan be memsared na
to effeotivensss in getting the work done. These oriteria
bhave to do with suthority, interpretation, complisnce,
description of the nature of the oxder, terminclogy, end
overlapping in roinﬁinu to orders.(8)

Zhe tesching proscess in order-giving, as (coper seece
it, ia the result of four stepe, namely: preperation of
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the pupil to receive the ides; presentation of the idee by
telling, showing; epplioeation by the employee; end testing
to deternine whethey the arder was osrried out without
error.{l)

deveral suthors in the field of industrisl psyshology
have contributed materisl whieh lesds to & better under~
standing of the problems arising from supervisor-employee
relationships and the prodlems of people workinmg together.
Huoh of this hes a bearing on ordersgiving sinsce ismsusnce
of sdequate érﬂcxa,dupenaa to a large &tgrﬁe on ﬁn undere

- standing of the individusl who receives the order,

In this oovnneetion Roethlisberger emphasiges the
need for sensidering the worker'a total situstion inm ordex
to better nnﬁaraﬁ&n& why the worker rspots as he does in a
given situation on the job, By total situetion he mesns
the relation of the hopes, fears, feelings, and sentiments
thet the individual is bringing to his Jobd in the compaany,
the relatiocn of his job to other jobs, his relationships
with athér employees as to position &nd prestige, his home
situation, end his scoisl position outeide the workplece.
411 of these situetions both in snd out of the workplsce
are inferrelated and continuelly chenging; the worker's
behevior in any one of them is the result of somposite ine
fluenses from esch of the other fielde of setivity.(6) He
goes on to say that the useful way to think of individuels
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in industry is to enswer the gquestions -~ whet is the in-
dividusl bringing to the work situstion; what is the work
situstion demending of the individual; and what ie the re-
sult -~ equilibrium or dissatisfactiont(?7) Meny other
asuthors have trested the probleme of the individuel in ine
dugtry., Z2Two of these, Hepmer in "Human Relstions 1n‘ﬁhaaga
ing Industry”(4), and ¥slton in "New Techniques for Juper~
vigors and Féreman”{ls}, have sontributed meterisl designed
to inoresse the supervisor's understending of individusl

probvlemse



PART II
THE GUIDE T0 ORDER-GIVING

INTRODUCTION

OBJBCTIVE OF THR GUIDE. The ahénati?afaf yﬁryaualwﬁ
thie guide is to provide » preotiocel working henmdbook for
use by anperviaars in aaating th@ir order-giving preblamao
wha setting :arth »i‘thg goneral prinoiples af’eraaxﬂgivw
ing, She eanmtan$s~inxu1raﬁ, and the classification of the
different types of orders is not mesnt ss an intrcduetion
of rigid rules in & field where flexidility is needed,
Thie gulde is designed es 2 tool to be used by supervisors
in lumbsring in the effort to have a“umaethiw operating
erganiz;wiﬁna 4 large proportion of the supervisor's
time 1s cscupled in giving instruotions and orders to
othera; it is the method by which he puts into esotion hig
directive efforst, X$'£a11pwa that much of the supervisor's
suesoes depends on his ability to give sdequste orders inm
disoharging his supervisory responsibilities, | ‘

For exsmple, sonsider the prediscement of Joe in the
following inoldent. He wes new on the job. KHe had done
| some gonstruction work before end had some work in rough
serpentry. 3This morsing the bose told him to build & well
section so meny feet high, 2o meny feet long, out of twoe
by~fours and shiplep. The waell was to be built on the



ground for later erection into plsas.

"Here is the 1ﬁ§ba:; here are the nails; you have
your toolsg. See you later.” 4nd with thet the boss left.
So Joe went to work, osrsfully built the specified seotion
of waell. 4bout four in the afterncon the bose came around
to see how Joe was meking outs When he saw thet Jog had
bullt the wall section without leaving any window openlugs,
he blew up, 7ZThis partioular wall sestion wes 1o be part of
8 temporary buillding snd "... any helf~trasined csrpsnier
should know enough to leeve window spasses in & well for e
temporary bnildinga“ The boss fired Joes

The next job Joe was om was sarpentyry worxk sleo. He
hed worked there seversl dsys when the boas told him to
build & wall section so many feet long, so meny feet high,
and to build it on the ground for lster erestion into
plase, , ,

Joe went shead with bis work for seversl hours until
he remembered the other wall section he had bullt on the
previous jobs Well, he wasn't going to be fired a second
time. He looked for the boss but gouldn’t find him any~
where. After thinking\abcuﬁiﬁhe problem ewhile, Joe de-
aided it would be betier to go ghesd; the boes hed %old
him be should be finished by five o'clock, and Joe dida't
want to be éaIXad on the sarpet for laginess.

Joe built the wall segtion, ssrefully leeving adew-
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quate window epace. late in the afternvon the boss came
by %o see 1f Joe would be finished at five o'olosck. He
saw the window gpeees in the wall seotion end immedistely
flew off the handle. KHe wanted the wall section ss a donw=
orete form, and the window apsoes mesunt thet extre time,
work, end materiales would bde necded to complete the con=
orete form. He had told Joe to build & wall seetion; no
mention was made of windows. 4Any man should know enough
to follow iua%raatiaﬁa‘ S0 he fired Joe.

Joe waz fired twioe, not through any dirsot fault of
his, but because of insdequate instructiocns. HNeither fore
man had taken $the trouble to explein te Joe what purpose
the wall was intended to fill =~ the intent of the order
wag not olear. Heither foreman had mede suve that Joe
understood thoroughly ell the implications of that pare
tiouler order. ¥ho is reslly st fault when instrustions
misoarry =~ the one who reoeives the instructions or the
one who gives lnstructione?

The foregoing exsmple 1llustretes thet the respone
81bility for adegunate instructions lies with the supers»
visor. His Job 18 tc see that the work gets done; fsilure
to take the nesessary steps to get the work done is his
fallure; bleming somecne else will not relieve the situse
tion,.

OBJECTIVES OF OBDERS IN THE SUPERVISORY PROCESS. In
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econsldering the objeetives of orders in supervieion, it
18 well to keep ism mind the oversll objectives of mensge~
ment in induatry. The objectives of meunsgement in induse
try are two folds The first is to produce e merketadble
produot at an esonomisel prige; the second is to provide
efployment for men snd women. Closely telated to the seew
ond 1 the provision for cooperstive effort between mans
sgement and employess and smong the employees toward the
eommon goslss

fhe objevtives of orders in the supervigory process
are olosely related to the overall objedtives of manage~
ment. In geueral, orders will be used in supervision to
gogomplisi three things. The first purpose of orders is
in ocordinating the sotivities of the organizatioun or de~
partment to get the work done. Zhe msn in a‘aﬁgerviSGry
position ganmot do 8ll of the detail work ueeded to obtain
smooth overation end satisfy production reguirementse. To
obtain the coordinstiion negessaery he must delegate duitles
and flelds of setivity (o others and thus Lree himself es
mueh ae possible from routine works In $his way he can
devote the mejority of his time to variables. Transmiscion
of his coordinating setivity over those he superviges is
through the use of orders snd instruotions. In turn, fhe
men under him ln supervisgory positlions meke use of orders

%o do their work. In addition o the ecordissting seiivie
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ty within e unit of the orgenisation, orders are necessary
to the coordination between individuel unitss

The second purposse of instrustions or orders ie ixn
the training of employees. There is an slement of treining
in all orders or instru¢tions. This learning ces be sither
sonstrustive end beneficisl or destructive snd hermful, de~
pending on the woy in whish the orvders sre given snd folw
lowed ups kuch san be dome by the supervisor in wsing adew
quate orders to fosber initistive, the ability to socept
rﬁspenaibi&isy, and ewployee patisfaotion on the Job. Im
many instances one-the~job treining is relied upon entirely
%6 prepasre the worker to hendle his job and in prepsration
of the worker for promotion. It can be seen thet orders
giving plays an importent part iu this training processs

The third purpose of orders in lndustry is to fesilw
itste the bermonious relaticnships ol wmen %o esoh olher
snd of men to their jobw, Ihe mensgemeni of an eanterprige
is essentially the mavagement of men in relstion to their
work snd to each cther. When these relationships sdd wup
to Jjob setisfeotion snd equilibrium, & comdlition of good
morale prevells. adeguste oxders and instructicns cen do
mupk towsrd bringing sbout this desireble conditione

Wit LMPURTALCE Ui wORuJs TU UHE SUZERVIGUR. Worde
are important to the supervisor as the meaus of eonveying
informetion end thought frowm himself to those with whom he
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is working. BEguelly important to him sre words thet con=
vey information from those he supervises to him, The in=
formation transmitted may be stristly tuatialf oY words
may be indiostive of sttitudes.

In the use of words, 1t is well to keep in mind that
the same words carry a different mesning to d4ifferent
people or under verying pirgumstances will carry a d4iffere
ont meanings Thig spplies not only to glrcumstances im
vihiok the supervisor is putiting Lis own ideas soross but
also in pessing oompany policy or ordere on $0 his men.
The instruetions end iuformetion he receives from his suw

ngeds

RGO

‘perior csnuot, in most instences, be pessed on

Interpretation ls necessary to avoid misunderstanding end
to promote coordinated sffort.

It is deeirsble, thereicre, thet tlhe supervisor
pragbice the use of werds so that for a given type of inaw
formetion Le will be sure thst the exsst mesuing intended
ils oerried to his licteners |

The supervisor listens es well es telks, end at times
he way gein by listeanlng before telking. In contest with
the employees he ié supervising Le cen be sided in solving
meny problems by listening to what his employees have to
s8y. And this mesns listening not ouly to tbe words that
are seld but alsv trying to understend what is bsek of

thege words,
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- The communioation in industry is thus meen Ho bs in

two directions: frnmlths top down and from the bottom
up«(7) The occmmunication downward tekes plsce more resdily
than upwerd., That ig, Informestion going from mansger to¢
superintendent to foremsn to worker travels sssier than in
the opposite direotion. DThis is true becsuse the chennels
downward arye established and in plece; the words golmg down
deal more wilh ragtusl metters, snd the men st the Lop ere
more edept iu the use of words. %here is smple opportunie
%y, bowever, that information going down will be considers
&bly distorted from the originel meening snd intent of the
top mensgements Thie i8 even moxe apt to happen when the
words golug dows deal with matters to which strong feelinga
end attitudes are atieched.

The csommunication from the bottom upwerd is even
more diffioult and subjsot to misinterpretetion. 5his ime
formetion, though it mey ostensibly be desling with Ffeotual
matters, is laergely tled up with the ettitudes of the menm
et the bottoms This communicstion of informetion is diffie
oult beocsuss of the nature of the information, the lsck of
employes ability or desire to make ertieulate his attituds,
the tendenoy for stiitudes and feelings to sppear in othey
than thelr sotael form, and the leck of presctice by the sue
pervisors snd the men &t the top in luterpreting these

ooamunioestions,
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These are lmportant considerstions to th& supervieor
bessuse he is Judged by h;a worde and relies to 8 sonside
ersble extent on words in sndging or interpreting the sce
tions of his men. The chennels of communicetion from the
worker to the eupervisor, while not formally defined, are

none the less important,
CRITERIA OF A GCGOD ORDER

It is helpiul in gonsidering orders and the orders
giving progesses L0 have tentative stunderds aaﬁ up by
which the various orders ean be Jjudged. Zhese standerds
or crliterie serve as & measuring devige for sising up'thc
probable sucgeas of & glven orders

ine ultimate criterion of & good order 1s whether o¥
not the receiver of the order understends completely what
Jou want done, sud bheving that unﬁwratanding,4ean then ge
ghesd to gomplets the action wented. If fmstructions mise
tae desired objective, it doesa't metter thet “...he
should have understood," or that "John Poltkavitoh could
have gons ahead on that orxder," or "After eight years om
the job, how could he make s mistake like thatt" What
does matter is that the order was not complete ﬁhaﬂ igeusd
by the supervisox. The superintendent or foreman ie as
mugn st fault 28 the men who does the job 1f orders are

nisinterpreted,



16

To ingsure that the order will satiafy the finsl erie
terion ~« gatismfectorily sompleted aetxen’by the receiver
«= the following eriterie oan be applied t0 memsure &
given order. |

1. ¥ording« The wording of the order is olear,
brief, to the point, end at the reseiver's level of undere
steanding.

&« Unity. The order relates speoifioally %o one
problem. One order treats one saubjeot,

3. Interpretetions The order relates to the aitua=
tion of the receiver. It is tied in with the events and
feotes with whioh he is familiar,

4. Initistive. The order is designed to stimulaste
initistive end to meke poseible the use of judgement by
the receiver to the extent that he ie deemed ospable of
sach initistive astion, |

B+ The order tells whet is to be done.

6. The order tells why it is to be done.

7+ The order tsila‘gggg it is to be done.

8. The order tells wherg it is to be dones

9. The order expresses or implies who i1s to do the
Job. _

10. The order mekes provision for telling end showe
bhow 1f this 1a necossary. | | -
il. ’

longs The order leaves ample opportunity
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for suggestions by the receiver and questions for eddi~
tional information.

12+ ZFollowupse. Frovision is mede for sheoking
whether the order was gompleted properly, snd ss part of
the followup, recognition ig given for good work.

POIHT3 HEB ISSUZR CONSIDERS 1 PORMULATING THE ORDER

The following points sre considered in formmlating
the order to insure that the foregoing oriterie will be
met in & given situation. These points form the basis for
dilsoussion of sech of the order~giving situstions outlined
in the order-giving key.

It 18 to b kept in mind that the amswer to the overw
all question "Who is to receive the ordert™ largely influe
ences the speoifio mation taken in any orderwgiving situae
tion. Initial end gepearste eonsideration of the persom or
persons who are to Yeeelve the order will aid in determine
ing setion on the other points: There are three msin die«
visions upon whioch the order is based: the charasteristies
of the person receiving tha order, the Shatﬂai sontent of
the order, and the spesifio smotion reguired. The nnparv;n
sor, sfter siging up the reoipient, plsces the faetusl mae
terial of the aﬁnglatnﬂ br&a& in such & form that the order
satisfies the oritorie of a good order and seoures the dew
sired motion. In short, the supervisor thinks about what
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he weants done, who 18 to do it, and what feets must be put
BOTOBB. -

Gne of the guestions the suparvisor may esk in rew«
gerd to the personsl slement in order-giving is: Is he an
¢ld employes or » new employee? Uthers sret Does he ree
aet fevorably when given plenty of leeway or does he have
to be given the order in detsil? What is his attitude to-
ward routine work end speelel sssignments?

In esch of the pointas given here there are varying
degreen snd epplications depending on the charscterigtios
of the person receiving the order, the msterisl to be put
ecross, and the end results or mction wented.

ROURING OF THE ORDER. This covers the line in the
 orgenigation that the order will fellow in going from the
iesuner to the receiver. It msy pass through seversl pere
sons oY mey go direct from issuer to reselver,

WHAT IS IMCLUDED IN THE CRDER? [The complete order
from the faotual standpoint will inelude sn explanetion of
what is to be done, when it is to be done, how 1t 18 to be
done 1f the reveiver doesn't know this, snd why it is to
be done. The emount to inolude in the order will, of
sourse, vary with different altuations.

TINE AHD PLACE I38UED. This 18 necessary in detere
mining when tc have the order completed and ready to give

to the receiver,




. ployee. |

i9
PRELIMIBARY PREPARATION. It is resdily seoen that &
gomplieated order raqn:rou more preparstion than & simple
one; thet an order going to & new exployee tekes more prow
peration then the same informstion going to an old ome
|
FORK OF THE CRDERs Which of the order forme is to
be used? There are seversl weys in which the supervisor
ean trensmit his orders tc the men who mYre ﬁa sarry them
out. Bech of the seversl types hes its advantages, dissde
ventages, snd pleces of most frequent use.
le Verbal Orders., Verbel orders sre transmitted
from the issuer to the receiver by word of mouths
Sugoessful verbasl orders or instructiona depend
upon the receiver retaining in his memory snough
of the order gcontent so that he san carry out the
ar&ér. The use of verbal orders is ususlly re-
_strioted, therefore, to simple or familier infore
mation where one or two faols are to de tran$~
mitted. The adventages of verbal orders lis in
the personsl sontsst snd in the opportunity for
guestions by the receiver if he dces not undere
stand immediately whet is wsnted. Verbsl orders
scoompanied by showing what is wanted are much
ﬁ@ra affaétiva‘than verbsl orders slone.

£, Written orders. With the written order the {asuer
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writes the order out end trenamite it to the Te-
celver. Where the informstion somaunicated eovs
ers seversl points, is detsiled am in glving fig~
ures, or ia to be reteined over & period of time,
written oxders are to be used rather than verbel
orders. Wristen orders have the advantage of give
ing the regeiver something to &id his memory end
tue lgsuer a basis for checking to determine what
heppened ii the order is not carried out properly.
Informetion thet is uweed xapéate&ly over & period
of time slec needs to be in written form rather
theu reteined in the foreman's head to0 be repested
Verbally esch time iV is naaaéd on the job, 4w
other sdventage of the written order is that to
write conolsely snd clearly, the issuer must bave
hig own thoughts well orgeniged. Written orders
in some inatences fell short becsuse of the lack
of perscusl conteot between the issuer and the
receiver, This mekes it difficult far the Treceliv.
er o esk questione and obitsin sdditional infore
mation; in eddition, suggestione sren’t resdéily
brought to the sftention of the iesuer, (vercoms
ing these difficulties lemds to complicsted supere
visory mecbinery end lengthy orders thet hindex

eifective operstions, unless & combination sush
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&l
88 the written order plus & verbal explanstion 1&\
ugeds
Written Order Plus Verbsl Explenstion. In using
Yhile type of order the essentiel elements are
written in the same msnner as for & written ordex.
4fter organizing the order in writtea form, the
igsuer gives the written order to the receiver
seoompanied by & verbal explanation, The receiver
theu hae en opportunity to obtain sdditionel ine
forwatvion and ask gquestionse .. Taus many of the
difficuliies ensountered in the use of either
verbsl or wxiﬁten orders alone sre overcome, The
verbal order asdvantsges of @araanallaan%abt and
opportunity for guestionsg and the written order
advanteges of permanende and thought orgsnisation
by the issuer are retmined. It is spplissble to
all eituwations where wriiten orders alone could
bo used aud is needed where a verbal order is
used ia the desire to make use of the verbal order

sdvantesos.

. Verbal OUrders Followed By 4 Written "Rioklexr™.

There are ingtsances in whish the supervisor or
foreman will wish to give & written memorandum oy
"tiukler” following a verbsl order, The purpose

bf vhe "$ickler” is to refresh tone memory of the
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receiver s to the main points of the original

ordey snd also to serve as & reminder 1f the ordex

bas not been garried out by the time the memoramw

dum 18 receiveds Ihis memo also gi?eavtha BRpOr«
visor 8 resord for leter chesking of orders.
Oréers Given Over The Telepbones The use of the
telephone for trensmitting orders will nava‘tima ‘
in meny instenoes. However, orders given over
the telephone ere a specisl oclese of verbal orders
end require specisl attention, COCrders of sny
length or sontaining numercus details should be
written out by the issuer bafore giving them over
the telephone: With all exoept the simplest
orders the receiver should write down the essen~
tial elements end upon oompletion of the #rdﬂr he
should resd it back to the issuer to ali&lngts
the possibility of omiasion and misunderstending.
On simpler orders it may not be necessary to write
the information down at either end of the line
howaver, it is & helpful teshnique for the Yo~
agelver to repeat bask to the i1ssuer the substance
of the order. Reading baok is important where
figures or unfamiliar terms are & part of the

order.

CEGRRER OF PERUANKENCE. VWhether & oopy 18 kept or not
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mey depend on gompeny policy for speoific types of orders;
1% is sleo determined by the content of the order, the
longeh a% vime ¢overed, sud the perscnel characteristics
of the réeaivex.

BXPLALATICH 4HD REVIEW. Upon completion of the order
a8 to detsil, subject, snd faets included, the order is
sized up sgainst the person who ig to garry it out to de~
termine what extra time 1s to be given to review of the
order, explanation of compliceted points, snd help to the
recolvelr.

INIRLALIVE BXPECUED, since 8ll orders have & poas
8ible elemeut of traininug, 1t is sdvisable %o debermine
the initistive expected end, heving determined this, to
mgke 1% clear io the receiver the amount of initlative oxw
pected of nim. ,

BESLQESIBILITY ARV AVTHURITY ¥OB BLBGUIICH. Joes
the receiver have the unecessary suthority to serry out the
order? 4 very important feetor, this s often slighted
sné results in the unbelenced situeiion of haviug reapon=
8ibility without the requisite suthority to discharge this
respongibility.

FREQUEHCY UF ORDERS« The objegtive in this respest
ie $o have enough for the receiver to do to keep him busy
but 0ot so mueh that he is "snowed" under. IThis point does
not apply to alil types of orders but usually does epply to
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speoiel orders end orders thet will reguire oonsiderable
time snd effort to sarry out.

MANNER OP PERSON ISSUING ORDER. The outward eppesye
anos and personel manner of the person giving the order
will heve either & desirable or undesirvable effeot on the
recelver. A speclel effort to be metter-of-fast, friendly,
helpful, end courteons will tend towerd cooperetion on the
part of ihe reoiplent. Uhe aim of the person giving the
order ig to wake the receiver 3ant to do his job the best
wey posaible; Le will weng to reach the cbjective intended
in the oxder,

fhe successiul motivetion of & worker is thus aaeaﬁyn
lighed when he wauts to do his job correstly &nd is indie

sated by hie offering of councrete suggesticns for improves

meut of working conditions, produgt, or work methods. In

the process of order-giving, the supervisor gives sttention
to the effest hie menmer, method of spproseh, shd cholece of
vords are going to heve in making the enployee desire %o
carry out the order suocessinlly.

ihe meuner ol the supexvisor sime to do four things:

@inde She receiver gen then devole hie complete ate
tention to the setuel content oi the order; it ine
sures thet the worker will hesy &nd remember all of

the injormation contained in the order.
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204 ingure gooperstion. ZThis depends not slone on
what 18 seid but how it is said.

2ism. The impression must be left thet help is
needed and appreaiateag that the supervisor doesn't
know everything 1s not en admission of inferiority
but a regognition that use of the efforts and ideas

of every man will produce the best resultas.

mentg. Jrewent ladustrial orgsaigetion tends toward

guomergense of the individual while the ilndividual
gontinues Lo look for and desirs recognition of his
work and himeelf as individual or apsrs,

This need for regoguition that we have a skill
or accomplishment that is conslidered uselul and ime
portant to others is of more signifloance in many
instences than money«(7)
in reachiang these desirabie objeetives the supervisor
in mind the following pointa:
ls Qhe seutlments snu feelings of the llistener, What

does he reapoud to; what are bis personsl eharsee
teriastice a8 to likes and dislikes?

“%e @he faocts he is dealing with are serutinisged cares
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fully and in detsil so thet questions een be an~
gnered essily.

%+ The work situstion of the employee. By work site
wation of employee 18 meant the standards of pere
formance and gonduet thet ere to be met by him,
his position in relation %to the other employees
&8 to importance and responsibility, snd the phy-
slozl conditions under which he workss

4. l‘he probable results as to the individusl's con=
duet when the lnterrslationshipe of feelings, the
faots to be dealt with, and the work situwation sre
examined teéﬁ%har. | '

These points sre kept 1n mind and influenae the
Judgement of experienged supexviaéfa who &re suegessful ia
handling men even though the supervisor does mot put them
down &antally in one, two, tﬁrae order. To be suscessful
in metivating men, the human element is teken imto ascount
in relation to the fsotusl, msterisl, or meshanical fastors
involved. In the long run, men whe weat to do what 15 re~
quired of them and willingly meke suggestioms will produce
mors from the economie standpoints

Some positive things for the supervisor $o do so
that his personsl manner in meeting amylayéas and giving
orders will have a desirsble outcome &re given below.

1, The supervisor has & friendly msnmer and evidences
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& slooere lnterest in the prodblems of his men,
s Be frenk; ac eVideﬁaa of goncealing snything.
8, When talking to people, take plenity of time;
don't muxry throughe ,
4, Lnagwer quaaﬁiaaa‘ﬁira&tly; rié1anlc has no place
in aayeivi&ian,
e Avoid fascetiousness, wiseersoking; mean whai you
&8y« |
&, Show sn interest and reediness to hLelp in any‘wﬁx&
problems the receiver mey haves
7. Listen sarefully %o what others have to sey.
8+ dnger, destructive emotion haes no place when work
ie $o bo doune.
9+ fake into socount individusl differencess
10. Choose woxds thet it the situation.
1ks Prest each individual es an iﬁéiviﬁunl buman being
instead of ss just aifaatar of produstions
12, look direetly st otbers while talkings
18« Xeep Voice st seme level. The exception te this
ceeurs in emergency situstions when additional
emphssis i8 needed to obtain immediste sotion,
14, The supervisor’s objective is to belp put sorose
by hie personsl menner the ides that *we™ are
; doing & job snd not shet "I" sm rumniang the wiole

show. Favorable morasle is the result of the sue

R
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pervisor's giving consideration to the feelings
and emotions of his men, their desire for person~
el recoguition, and then asoting asoordingly.

CHECKS ABD FOLLOWUP, The supervisér must apply
chesks to determine whether & given order has been com=
ploteég' This follewup is not in the way of meddling or
interfering unnscesserily with the employee; it is done in
order that the supervigor will know where he stends with
bis supervisory worke lhe finsl step in eny training pro=
sedure is checking or testing to determine proficiencys
It is seen, therefore, that Lo meke full use af the traine
ing possibilities in order-giving reguires testing ss part
of the»iellowup of the order,

It is likewise necessary for ihe supervisor fto rep=
rimgnd gnd disgipline in order to maintaln an éffaativ&
working orgenizetion. ihe objeotive of & reprimsnd is to
help the amylayes do & better job next time. %ha need for
xeyrim@a&ing arises continuslly in say ergsni&ﬁtian; it
eime st correcting say detrimentel agtion or failure to
sttain previously determined 3t§nﬁards g0 that the worker
will meet these atandards in the future. Fellure on the
part of the supervisor to recognise when s reprimand is
needed; feilure to teke eotion when sn un#ah;sfsa%exy oon=
dition erises; or failure to reprimend ptap&r&k; any one

of these ¥ill reduce the productive effectivensss of the
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working foros.

Zhe goal in reprimsnding is to leave the worker with

8 deaive to improve and without a feeling of resentment,

¥ollowing are some points to ksep in mind when re-

primanding ss a part of order-giving.

1,

&s

The reprimand 1s given in privaie, in a qulet
plece where no interruptions will oeour.
Have plenty of time sc that nelther the supervisor

- nor the employse 1a rushed.

e

4,

Destruative emotion -~ fear, suger, Jeslousy ==
leave outsides If the supervisor has any of these
feelings, he shouldn't reprimend wntil he hse
ocoled off,

The supervisor taskes with him oonstructive things

| such as 8 desire %o help, friendliness, inkersst

 in otherss IZ£ you don't tske these, you will be

Ss

Ba

s

lsbeled & "gold fish" and nothing oonatruotive
will reault,. |

& good teohnigue is Yo begin and end with e goumpe
liment or constructive praise and pul the diaturbe
ing elewment in between,

Listen before talking with the idee of finding

out not only what happened but why it hsppened.
Reprimand s& soon as possible after the infrege

tion, but meke sure that you are on an even keel
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sné thet the employee is not too olose to the diae

~ wurbing event 1f emotion was largely involved inm

3&.

the debtrimental sotion.
Be sure the reprimend is deserved. Get all the
feots, then get the relationship of faats to the

 sentiments and personsl or individual variebles

9.

involved.
Get the employee to talk ebout what is important
to bim in the sitwnetions The cause of the infrage

" tion or lexness may not be in the immediete work

104
ile

18

18

14.
16.

eituation but due to & disturbing faetor outside
the workplsce., lon't try to do all the taliking
yourselfs |
bon't interrupt.

The procedure is to inguire rather than sttack,
Don't txy 0 be clever; don’t argue.
Becognize that the other perscu may need your
assistance in eaying whet he hes to say.

Don't meke or imply morsl Judgement.

Understand before trying to remedy.

End the interview by trying to get the employee

- to see what i1a the matter and the solution without

& direot statement from you. Show him bhow to ime

 Prove.

16,

Meke it & point to gee him sgein in s few daye to
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sce 1f everything is all right.

Reprimending is not the only followup that is prae~
ticed, Hquelly lmportent is recognition to be given for a
Job well done, for extra effort to accomplish éhe eipm, and
for stioking io umpleassant teske. ZThis procedure lets the
worker know that hie efforts sre spprecisted and is helpe
ful in building a ocooperstive attitudes

THEE ORDERQGIVING CHARY? AND KEY

A8 8 bagle for both detsiled snd general considerss
tions of the problems in crﬁarwgiring, orders ﬁay be
classed acoording to the purpose or sonteut of the order,
issuer of the order, snd regeiver of the order. XNumerous
speclal olsssifications gsau be made by sub-dividing these
three aiasa@a* In the following gowbined ohsrt and key,

the various orders sre cleesified on the basis of purpose

- of the order end the receiver of the order. This elassifie

estion is intended ms en #21d to understanding the genersel
pringiples of order-giving and would probsbly regquire
cheanges in spplying i% to e spegific organisstion,
Following the chert end key each type of order is ene
larged slong genersl liues to indicate how the orderwgiving
shart end key might be implemented in asstusl use. Haoh ore
der 1s disocussed on the basis of the previous "Points the

Issuer Considers in Formulating the Order.”
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DBVELOPMENT OF JHB (hbER«GIVISG CHARD AND KEY
ADMINISTRATIVE ROUTINE ORDERS

Rousine orders® gonstitute the msin part of the
orders given in en inpdustrisl organiszstion., These orders
osour every dey end csu be considersd es standsrd in meny
ingtances. 48 muoch 8s ninety perceant of the total number
of orders given will be in the routine class; the machinery
of the orgenigetion is set up lesrgely for handling routine
orders, <These ovders sre femiliay to the employees through
repetition of both the type and spevific contents of the
orders.

1. Administrative Routine Orders to
Experienoced Jupervigors
| Exomple: Order to loeding dosk foremen to load thres
aers of 10/4 matoh stock in gondolas oa
february 1Bth, |

ts Routine orders golng %o an

experienced supervisor will be given to the supervisor by
the issuer usually through the established channels in the
organisation. ihe issuer will not necessarily give 1t to
the supervisor in gersoh since the materiesl is familiay to

the recelver.

* See Appendix for definition of routine orders.
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¥hat iv incluecd in the erder. The routine order
will gover only the essential fects and figures ss to
what, when, end yherg. It cen be nseumed thet the supor=
visor knows who is to do it =znd on routine work thei he
w11l know how &8 well. JHhy the order is to be cerried out
will likewise generally be understoods

Time and plac

gued, Kot much advanee notice will

 be needed on routine work. 4 dey or two for plenning and

soheduling of meteriels, machines, aud men will be sbde~
quates The corder cen be convenlently iseued st the regu»
ler delly meeting of the supervicory foree if such & meete
ing 1s held, or it cen be issued to the supervisor on the
Job in bie department,

freliminer

reparation, ZEnough time end thought
ghould be given to the preparstion to ingure that the es~
sential pointe ere covered. kuch of the deteil is pxagaxﬁ
1y left to the supervisor, Comparetively litile prelimine

8Ty preperetion will therefore be reguired,

Houtine orders ordinerily will

-be written where the information is to be referred to ree

peatedly during the day's operations. Produetion sehedunles
and shipping orders snd the like gome in this oategory.
Simple routine orders may be givem only orally or mey be

given orally and followed by 8 written memorsndum.

On importsnt routine orders,



suoch as the previcusly mentloned production schedule, a
eopy should te Xept untll the Jjob whioh 1t covers la colw
pleted, On simpler materiael, a brief notation to the
effect that the order was ziven will be enocughe

Explanation end review. Reazsonable time is given to

explaining the order when it 1s issued and all quaaﬁlona
eleared up ot that time. HNo review is ordinnrily needed
heres

initietive axpected. 4 high amount of initistive ia

expeoted of exporienced supervisors. It is desirable #0
ragognize, hawéver, thet routine orders necesasarily pree
soribe dsfinite limits as to the use of initiative. It
gen be azgsumed that the axperienaa& supervisor gan go &~
head without daifficulty on routine ordera, |
Besponsibility end suthox for e :
lines of suthority snd ihe dagree of re&peua&bﬁliﬁy will

alxeady be oclesr in thie oese and will not be reviewed.

reguency of orders. houtine orders ere a requisite
of the productive efforts of the orgenigzetion and will be
issued o8 often &s the demande of produetion requires
Sinee routine orders hseve to do with the ordinery desy to
day work, it is unlikely thet he will besome cverburdened
by them,

fispner of person giving order. special attentlon

should aslwsys be given by the issuer to his menner in give
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iug orders; this applies more when ordsrs are given orclly
but enterz inlo written orders as well. The tendency to
slight this in coutecis with old employees should be guarde
od agelnst, 4in appearsnce or stiitude of indifference is

perhaps most to e avoided,

Sheoks snd followup, @enerslly it is only negcssary
to determine if the work has been completed and, if not,
the reagons for such lneomplete work can be obtained from
the eupervisor, Reprimsnds are seldom a part of the
followup bere. It is well, nawévar, to watoen for oppor=
tunitisa %0 glve recoguition for good work.

£, Adminigirative BRoutine Orders to
Inexperienced Supervisors
Exemple: Order to the maghine shop foreman te¢ overw
heul the yerd 1ift truck. |
uting of ¢ rders Inexperienced supervisors
should receive routine orders direatly from the isauer.
) & 4 passibleg the isesuer should give suoh orders to him
personally so thet the possibdility of misinteryreﬁxiiﬁn
will be minimiged. 3Simple rqnﬁina'ar&ara ﬁay go thtéush

the rezulsr chennele of the orgsnisation to the inexperie

ericed supervisor.

This olass of ordery

will cover in more detall than those to the sxperienced

superviscr the what, why, when, and where of the order.
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4lso, 1t may be desirsble to give extra consideration to

whether he knows how to do 1t, althowgh this csan ususlly

be left out.

240 plege lgeved., 4 moderate smount of time
should be given to the inexperienced supervisor so that
he senm plsn his work end cleer up any guestions thet come
up betwesn the issusnce of the order and the time for so~
tion on it. $hese orders msy be isgsued on the job or st

deily meetings of the supervisory forae.

imlnery prepsretlon. some additionsl time oen
profitably bo given to the {reming of thess orders. Care
in preparing the orxder in olesr, coneise form will help
the inexperienced man, who does not have suffiscient baoke

ground to i1l in the gaps that are left for the experi=

- eneed man, act intelligently in carrying out the order,

roxm of kbeo oxder. It is good prastice in sll or-
ders 0 inexperienved superviscrs 1o use some form of &
written order. In even the simple orders, it will be
aelpful (o him to aeve zome ua@aﬁion aé to the essentiels
of the order, The written order plus an oral explenation
is preferred; the oral explansiion gen be given over the

phones

Yegree of perwenenss., Urdiasrily & copy of the ore
der, or a notetion thet it haa been givén, ie kept until

the order has been eastisfasstorily completed.
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dhe issuey should give a

careful, complete explanstion of the order. If of conside
ersble lengbh, it msy be well to review it briefly afber
the explanation, The iasuer can mske spesisl eoffort to
escertein points that mey nod ba’alaax and straighten out
any questions arising.

] 2.8Zpgoted, Generally all supervisora are
expested 1o usge ilnitiative 1nkth@ir work. In giving orders
to inexpaiianne& supervisors, 1t is well 1o indig¢ate the
amount of iunitlistive expected. Un meny routine orders 1t
will not be possible for tne supervisor $o use bis initise

tive becsuse of the more or less set nature of the orderss

wen should nave this cerefully explained to him 8o %hat
he understends thoroughly his place in the orgsnization,
4dlso, asre siwould be tsken thet others understsnd the
limits of his suthority snd the &egree of his responsibile
1tye

Frequenegy of orders. Iiwutine orders, sinee they ave
needed in the day o day work, will be issued as Irequently
88 the work demesnds. The new supervisor mey bescue

ewemped; this oan be watghed and help given if needed.

» : iving orders The point to waieh
perticulaerly is in putting scrose the ides of sooperation,
that “we" are doing the Jjob. In sddition, e friendly



a8
menner will pub Ghe new men st esse sud meke it easler for

him to ask questionss

; follgwnp. Jetermine whether or not adiie
tional help would have been given him as to wethods,
plenning, eto. Jheoking on completion agsinet the sehedule
and an early examination of performance may make poasible
simple helpful setion, Intting poor performunse slide will
meke drastic agtionm necessary when the ¢ondition fluelly
is remedleds |
8. sdministrative Routine Orders to
dxperienced lecanielsng
Exgmple: Order to an electrieian to clesn and inw |
speot motor Ho. 1643 on fo. 1 E&éax feed
rollsge

Routing of the order. Ususlly the technielan will

reeeiVe routine orders through his supervisor, and will
not ordinerily receive them direet from the issuer 1f the
igsuer is #omcone other than his supervisor. This 1
necessary so thet the supervisor gsn know what i¢ going éa
aud plan the work. However, éa&a {echnicinng, suell 89 elw
eetriciznsg, wey Lo useigaed certain msoalaery Lo cars for
and wiil regaelve roubine orders direotly. Jaintensace men
may recelve thelr orders snd insirugtiocns eliher way. |

The experlenced teahe
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niclan needs te know only what is to be done, when it is
to be done, where it is to be done, end why 1t 48 to be
done, slthough this msy not require explenetion in 1l ine
stanses. Hov 1t is to be done 1s the teschnicien'e own pare
tioulsr field, and the issuer need not be goncerned with
this,.

Little sdvengse notice will

be necessary, sad the order will be given to him at his
workplace.

Preliminary preperation

will sim to outline aaly the essential elements; thersfore,

2 eomperetively small smount of time need be epent on it,

The deteils generally ore not raqnira& by the taahniaian.

L copy of the written orfer

mey well be kmyt until the work is completed, (n simpler
orders a notation as to subjeot, date iaaaad, and date
eompleted will be sutficient. |

d_review. Explenstion and review will

be et & minlmum hers. Any questions csn be olesred wup by
the Seohnician's supervisor or by the issuer at the btime
the order 1s given in the csse of oral orders. Review will
not be required,

Lhe issuer does natknmphaaise
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thiss The teahniaiaﬁziﬁ hired for a special skill or field
of knowledge that he hes sequired and is considered sompew
tent to go shesd én eny routine job is hig line, There~
fore, although a high degres of initistive is expected,

sugh informetion ig not made a part of the order.

perienced technician ls elresdy well awasre of his respon=
s1bility end suthority limitations on routine orders,

Frecuency of orders. %echuleians should have enough

orders shesd of them so that‘they ean plan thelr work seve .
eral days in advence., Vhere s taahniaiaa, sugh &8s &
trouble~-shocter, is hendling e number of specisl orders
88 well, 1t mey be more difficuli to kaep'hia work load
belenced due to priority of spaaiai or smergengy orderse

f{jjfxvﬂf fewson';‘viﬁz ordexs Ypeoiel effort can
be made,heta, even though the issuer masy not be the techs
nicisn's supervisor, to give recognition to the man's spe~
einal ski)l. %his oan be done by susch thinge as letting
him £111 in detsils end esking hie asdvice on different
pheses of the work where he has some partioular knowledge
of values

theckg end followup. Aoy checke spplied here should
aim to sscertain whether or not the finel result is satise
factory rather than checking on how the result wes obe
talned., Recognition for spesiel effort to overcome diffiw
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calties osn profitadly be made & part of the followup,
Resognition ie& one of the more important fasetors determine.
ing Jjob sstiefaotion, end no opportunities should »q las§
t0 glve dsserved or earned recognitions

4. Routine Orders to
Inexperienged Teohniolans
Order to millwright to repimce the second
" spection of the edge roll feed ohain in the

stacker building.

ing of the order. Whenever possible the teohnie
oian should receive the order direotly from the issuer
without intermediste transmittel. During the technioien’s
firet few dsys on the job, his supervisor should slso be
92»&«&% go that he osn givath& maxiunm help iﬂ orienting
the man $o his Job.

ingluded in the prder. Routine orders te
an 1naxyeriaaaaé teahnioien will be fairly complete as to
what 18 to be done, when it is to be done, where it iz to
be done, and why it 1s to be done, More information is
needed snd less is left for the technieian to f£ill in as
aaaynxbﬁ‘ta the experienced man.,
The inexperienced men will

be helyoé by havimg more time between the issuing of the
order and time of execution., Extra time is needed so that

he esan adequately plan his work. BRoutine orders cen gone
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veniently be given to him st his wctkplaas rather than
ealling him away from hie work.

reliminary preparstion. 4dditional sttention oen
profitebly be given to preliminsry preparation of orders
for the inexperienced technisian, The inexperienced teche
niolan, like the inexperienced supervisoy, will have use
for details end related informstion thet would be left for
the experiensed man to supply himeelf. Some of this may
be in regerd to how the work is %o be done, and the issuer
oen make provision for this being supplied through the
teochnioclan's supsrvigor.

¥orm of the order. 4 written order plus &n oral ex~

planat&éu by the technicisn’s supervisor will fit here.
The iasuer, when other thun the men's supervisoy, is not
axpaeﬁa& to supply all the h@ly thet the teshnigian's ime
mediate supervisor ¢sn give. Where the technieisn is pere
forming e service with which no one else is femiliaer snd
has no direct supervisor, the order form will, of course,
be written plus an orsl axplanatian~ay the issuer,

Degree of peymsnence. 4 sopy of this type of order
18 kept until the order is completed. This copy may be
discerded sfter completion of the order.

ixplenetion and review. 4 review im brief form at
the time the order is iasusﬁ’will be adeguate for simpler

orders. On more detailed end lengthy orders, & review on
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the day following will usually spply. This ean be done by
eontaoting the men and asking for questions or points that
are not oleer. The explenation at the time the order is
first lesued is given as completely as i@ necessary for a
slear understanding by the technician,

nitistive expeeted. The initlstive expested of an
inexperienced technician will not be 28 great ss for the
experienced man, The technisian's superviscr should emphe
ssise that eventuslly e high degree of initiative will be
expected ol the teochnieien in his psrticuler field of work.
Ihie ocen be gredually bullt up, too, by the issuer relying
on the teohnielen's judgement.

ation will be given here as to the teohnieiamn's responsiw
bility end the 1imits of hie suthority om the partieular
job. 4s time elapses, these limitations will Decome under=
stood and ocan be left out as part of the order. The teohe
nicien’s or skilled worker's sapervisor oam profitably be
celled on to explain this to the technioian,

292ueno oxders. 7Ths new man mey become discoure
aged 1f given more work then he ¢an see his way olear te
scoomplishing. ZTherefors, the inexperienced teshnielian is
not to be ewamped with work; neither is he given sc little
88 t0 be left idle,

Special effort should
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be given to plasing the men at esses This will make ques~
tions come resdily and insure the men's undivided sttention
to the contents of the order. A friendly menner snd &
resdiness $o help mey do this, or a 1ittle time spent on
telking of something outeide of the work situstion mey
scoompliek the seme $hing.

heoks spnd followap. Checks on satisfsotory somple~
tion of the order are desigued to ses that stendards sre
met and, if not met, to determine why the worker did not
patisfactorily meet the stendards. It ias essentisl that
the new man get off to the proper stert; correction snd
help et the auxnaﬁ will be produstive of more results than
walting or letting an unsatisfeotory condition slide along.
Likewige, legitimate opportunitiee to give recogaition for
good work sre not o be overlooked.
Rxporianced ORALnasy Morkman
Exemple: Ovder to monorail driver to take 10/4
| mateh stook to the green chain losding o

dook,.

The ordinary waxtaaa~v&31 Taw

aeive orders om reutine work direotly from his eupsrvisor
or foreman. The established lines in the organisation will
be followed im routing of routine orders to ordinery worke
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mel.
ihat 1s included in the order. Detall is important
et the work level, and e careful explanation, slthough
briefly given, of the what, where, when, and why ie in-
oluded, An experienced man who s sgtually doing the work
will not require an explsnetion of how he is to perform

routine work.

me and plsoe issued. Routine orders to the ordiw
nery workman will be glven et his workplsce and on the seme
day the work is to be dones Written orders may be simply
posted at his workplsae.

Preliminery preperetion. A relatively small amount
of preliminaery prepsrstion will be needed on individusl
routine orders of this type. The subjeat mattor is fomile
iar to the werionan ae he has done the same work or simllar

work many times before,

Aty y order. Written orders are preferred here
88 in many other instences beosuse they are permanent and
furnish & ready reference for & slip of memory. Orders of
eonsidersble length and govering several points gen well
be written cut end explained orslly to the workmaen., Un the
other hand, simpler routine orders ssn be given verbally
without mueh danger of misinterpretation or forgetfulness.
gree of permang:

nenees 4 notetion on the work sehed-
ule or, where orders are given covering unscheduled work,
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& notetion on the oslander will ususlly be sdegustes 4
aoyy of postad work orders mey be kept on hand until the
work is eompleted. | -

Sxplenstion snd review, 4 bdrief qx§1snati¢a at the
time the order is issued will ueually be euffioient. This
mey be done by reference to previous orders whish were
similar to the one ot hand, Review ig not necessary.

juitistive expested. Gensrslly there is little
chence for 1ﬁ&§1nﬁ1va st the work level on routine orders.

It becomes more important, therefore, that the opportunie
tiep thet do exist are ubaa to adventage in order to fure
ther the workman's job satisfeotlon. 4 men who is ospable
of working on his own is te be given overy opportunity to

40 804

not nesessary to touoh on this in routine orders to the
experienced ordinary workman.
‘ Routine orders to ordinary

workmen are given at regular intervels and ss often se is
necessary to get the work eompleted. |

The helpful effects

of a friendly, metter-ofefact manner in giving orders to

}
£
3
&
4
L3

£
4
;2

the ordinary employee are not to be overlooked or slighted.
The feeling of being s nesessery emd importent pert of the
organisation ie just ss significsnt to the men doing ordi
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nary work as it is to the man in & supervisory position.
ps The ah&ﬁka'sppliu& will be

to determine whether or not the order is eamviataﬂ on time
and in line with the work stendsrds, If the standards sre
not met, the situation should be gone over lmmedistely with
the workmsn., 48 in all other types of orderas, revoganition
for specific sagomplishment is to be givén whenever posgle
bles
Tnexperionced Grdinary Workman
iple; Ordexr to carrier driver to take 10,000 feot
of 8x6«10' #1 Fir snd Laroh to the trucke
losding platfora,

outing of ¢ rder. The inexperiemced workman
should reseive routine orders only through hié sapervisor.
The established lines of routing can be followed to the

~ supervisor but from there the orders are given to the work-
man by hise dirset snyerViaar; The supervisor or foreman
is responsibdle fbr,éeeing thet the work is done} theruiaro;
hé muet insure that the inexperienced man will get the aore
rect start in his work,

Whet is ineiuded in the order, The inexperienced

worker on routine work will need s full and deteiled so~

sount of what, whers, when, why, and how. How the work ia

to be done is especielly important heres The new man will

|
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establish habite of work; it is hieg supervisor's job to
see that the gorreet methods are established et the onteet.
jgaueds The supervisor will give the

routine ar&ars to thn workman at his workplsces These ore
ders are glven immedistely prior to performance so that
the supervisor cem show the men how wherever it ie neves~
882Y

giimi; raparatio More preparation ig needed
80 that the methods of performance and the detalls of the
order will be olesr to the workmen. Although routine ore

dors to the ordimery workmasn ere ususlly simple, it is de-
sirsble for the supervieor to go over the order im his own
mina 80 thet nothing will be left out. The tendeney to
8light preparstion because the order is simple should be
guerded against,

of the order., This type of order will usmally

be oral ian iomn with & written notetion of eny figures or
dstalls. Seldom; if sver, should they be written only.
The supervisor relies on the orel explanstion, showing oy
demuaatrsting‘ and then watohing metusl performence to 1ne
sure that the order ie understood,

4 notetion of the esseniialse

of the order is kapt until %he w@rk is completed in fin-
gtences where the order cavtra & dsy or more of work. Um
simple, short period Jobs of & few hours, this mey not be
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NeCOVHRBLY
Full axylanatinn and s re-

view of the order is gi?en at the time the order is issued.
The review mey be in the form of & repetition of the order

or the mein points of the order.

ggted. 4n indiemtion tv the workman
as to the 1ux%iat£Vu expeated is not a pert of this type
of routine order. This does not mean that e personal ine
terest on the part of the workmen ie to be discouraged; on
the contrery, this should be smphasised wherever possidble.

supervisor will explain clesrly the employes's riupeﬁaié
bility in getting the job dome. Hince the workmen is setus
8lly doing the work himself, the matter of suthority does
not enter. |

It is well to kesp in mind thet

the new man should nol be overburdened with a lerge number

of tasks. He should complete one job before going on to
the next; otherwise he msy beoome confused or tiﬁanﬁragaau

The eupervisor's mene

ner is dirscted here toward plmeing the men at ease and in
stimulating an interest 1z the Job he is doing. The first
can be scoomplished by & friendly manner, interest in the
men's problems, snd unburried lssuing of the order. The
segond point, stimuleting interest, is one of the most d4if-
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fioult to eocomplish because of the repetition, simplifie
cation, snd mechanipation ocommon in industry, especielly
at the work levels An explanstion of why the work is to be
done is often enough. The new employes or the xnexpari*
enced employee needas & ploture of ths pleee of his work in
the total setup. The supervisor should not express depres
oation of eny man's work by word or sot, snd this ie ese
peaielly true of the inexperienced man. The smooth funge
tioning of the department ie dependent on the willige
offort and sooperation of sech men from top to bottom,
Chegks sand

follownp. The compliance of the inexe

perienced ordinary worker with the ordera given reguires
immediete and sareful ochecking. By osreful cheoking of re-
sults and ceuses for feailure, unsatisfactory metheds and
work habits oan be remedied effeotively. Where it decomes
negessary to reprimand, refer to the genersl disoussion of
“"Reprimands ag Part of the Followup.®™ Kere sgain, resoge

nition of suecessful sceomplishment is given resdily.
ADMINISTRAZIVE 3PECIAL ORDERS

Speoisl orders, s the neme implies, &re out of the
ordinary in content sund sre infrequently issued in eompare
ison to routine orders. The euployees are not femiliar
with the gontent of these ordexrs, and more time is required

in giving sush orders so that the order sen be gstisfactore
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1ly oarried out,
Experionced Sapervisore
Exsmple: Order to the dry kiln foremsn to set wp
sohedules and procedures for drying aire
oraft stock.

Routing of the order. &Speoisl orders to experienced
supervisors will go directly from the issuer to the superw
vigors On simpler forms, the issusr msy not give the order
to the supervisor persomslly, bat on all deteiled or long
brﬂera¢ the issuer will give the order in Perecn.

the order. dpeslel orders to ex»

du
£
13
H

perienced supervisors will include what is to be done, when
it is to be done, where it is to be carried out and why.
Why the work or job 1is to be done is of partioular value
on speaial orders to enable the supervigor $o orient the
various feotors of the situstion., The aotual ascompliche
ment or how of the order is left to the supervisor.

| A dsy or more should elepse

between lssuing the order and exeoution of the orders The
exaot emount of time depends on how gomplieated the ordex
is and how much preparstory work must be done. Time is

ailove& for planning of the work and for olearing up ques-
tions on the partieular jobs The plage of issusnce may dbe
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either the issuer's or supervisor's office.

o
5
&
(2
-

minery prex ic 4 cereful preparation of
the outline of the oi&sr is maﬁa by the lassuer, The supere
vigor cen be relied uwpon to £ill in many of the detsile as |
to how to do the job if the issner hes olearly steted juast
what 18 wanted,

o m of the order. ﬁéﬂ&i&l orders to an experienced
snpnxviaet will be writien plus an orael axglanatioa; The
eral explanation on simpler orders oven be oconvenisntly give
en avér the telephone siﬂsa there will be 1ittle chance of
misunderstending. | |
‘ 4 permanent gopy of apeéinx

orders of this type is kept for reference in future sitna-
tions that are similer in nature and for oheoking on oome

pletion of the orders

; tio L Zoview, 4 somplete explsnation of
the order is desireble et the time the order im isswed. 4

- review of the more lengthy specisl orders is slso sdvantas

geous, elthongh 1t mey be left to the supervisor to ini+
tiate this with any questions he may heve ca the ez&gxa
tnitlative expegted. Spesisl orders offer one of the
best opportunities for the supervisor to use his initistive
and ingenuitys Zhe issuer should indicate 33 §nr$ of the
order that a high degree of initlative is expectsd and be
willing to bsok the supervisor in eny initistive aetion
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‘type of order, the issuer is to watah for ecnﬁ;tzana or
situations whieh require a&&;tiana& authority. The balange
betwesn responsibility and suﬁhariﬁy 18 watched so that
responeibility 1e not delegated without the roq&laxﬁi
suthority with whioh tﬁidxuaha:ga that responsibility. The
experienced supervicor will generally be sware of the exe
tent of his suthority in any order situstion, and the order
will plaﬁé the responsibility.

Thess orders willl coeur inttrw

This 12 not an ordie

nary situation, and gare must be exercised so that the
proper maaning'éi th§ order will be put asross. Fartiouler
ettention is given, therefore, to chooslng words thet sarry
agourstely the mesning intended by the orders The issuer
espaclially ensourages questions and suggestions on the part
of the supervisors The supervisor's idess wixlkgaﬁaxaily
contain meterisl of velue in earrying out the order snd
thue resohing the desired ohjeotive.

The issuer checks with the sue

pervisor st the completion of the work eovered by the order
on sll specisl orders. On orfers sovering work of & period

of & week or more, he slso checks one or more times during
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thia period to determine progress’anﬁ slear up any quese
tions. The followup may inelude a review of the order and
the work with the supsrvisor to esee if any informetion
helpful in future situastions oan de obtained. In sdditiom,
any essentiale thet should have been included in the order
aen be brought to light.

G+ Special Orders to
Inexperienced Supervisors

Urder to dry sorter foreman to start sort-
ing sll 5/4 box lumber by length snd two
width separstions of 4"~1E" end 13" end

| wider.

The inexperienced supervisor

will roaaire all nganisl orders in person direet from the
igsuers. On ap&niul~qraera that others beside the super~
vigor ere to work on in gooperation with him, the other men
will be present st the seme time. This will avold gomfu~
elon or varied iataxpxatnti@h of the order by different men
and will help the 1nax§axienoaﬁ~uaa see his place in the
ploture. | | “

¥het s ingluded in the order. The what, when,

where, why sequenss will be followed in sovering the oon-
tent of the order. In addition, help will be given on how
S0 oarry the order out wherever such help is needed. The
purpose, or why, of the order will be helpful in Jjudging
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the work to be dones

fime sand plege lssued. This type of order will be
given in the issuer's office and will allow time for re=
view, question, planning for extra erew, materials, and
ingtructions to his men. This period should be at lesst
two deys, snd on more diffisult Jobs, & longer time is
glven to the supervisor for the preliminary work.

X Z.kreperetion. Careful preparation is
necesssry here and has sa its cobjeative & coversge of all
the gensrel points and helpful detellss The order itself
will, of course, be writtenm, and it is helpful to outline
the oral explenstion of the order am wells

Form of the order. 4s indicated in the previous
perugraph, special orders ta inexperiensced supervisors will
be written and socompanied by an orsl explanastion, |

Jsgree of permauence. A permanent sopy of the order
aud sny pertinent notstions that might be helpful in the
future is kept on nﬁcaialfaxdaxa§

axplenstion end reviews The explanstion of the ordex
is 8 very important part of the process whem giving crders
to 1nex§&r1enasé men« The explanstion should be complete,
eareful, and ushurrieds 4 bdrief review the next dsy tc¢ see
that the order is elearly undersatocd snd to give appaxtﬁ¥
nity for sdditional questions 1é a&vi&ablﬁs This review
may be convenlently done by phone, |
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, ; gtad. This will vary with different
individuals, but the initistive expected will be indicated

by the issuer of the order. In genersl, men on supervisory

work are expected to show & high degree of initistive, A

- Bew men can not be expected to do thie, but he should have

in mind the goal to be reached in regard to exeroise of
initiative.

i « : ettt The
responsibliity of the inexperienced supervisor in hendling

a partioculsr Jjob or order is olearly explained by the
lssuer. Thﬂ limits of his authority are oujlined. In
eltustions where he needs specisl euthority, this should de
given snd limited both as to time and smount. Where such
speclel authority ie given, the other supervisors or men
thet he is working with should understend the limits of
his speocisl suthority as well.

Freguency of orders. Speclial orders ocour infree

quently end st irregular intervels.

‘ prgon giving order. The objective here
is to put the man at eese and gsin his sooperastion and hént
effort in carrying out the order. 7This cen be done by evie
dencse of a friendly manner and an interest in hie problems
and the outcome of the order. 4lso, questions snd sugges~
tione by the supervigor are sucouraged.

foliowups 4 ocheok made during the work
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sovered by the order i{s sdvisable so that help osn de given
1f nesded, This oheok is to be made tectfully so that en
indication of lsck of sonfidence will not be left. Sugges~
tions a8 to methods can be sarefully made and often can de

in the form of guestions on the work im progress. The

cheok ot the end of the Job imdiestes not only whether the

order was osrried out properly, but alsc where the ordex
eould heve been ilmproved by the issuer. ’&Anntatian of any
improvements or ohanges should be made on the permenent
sopy for future reference. |
Exportonced Techniecians
Exemple:; Order to the engineer to mske plsus for e
new truck loading pletform adjoining the
dress 4ry shed.
Routing of the order, The better practice in lesuing

spesisl orders to the experienced technieisn is to heve

~ the order go direotly from the issuer to the technician,

This minimises the chance of misinterpretations The exper
fenved technicisn may reeceive special orders from the
issner through his supervisor on the less gompliceted
orders.

ihet ie inoluded in the ordere. The order sovers in
detail the results that are wented end when the work is to
be completed, $he lasuer leaves 1t to the technigian to
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dealds how and where the work is to be dones The purpose
o2 the work or why it is being done is an essentisl part
of the special order, |
ime an p 1asneds The teshnleisn's work usually
will rnqnsra time for g&%haring nevessary materisl apd ine

formation on the order. The order ie given far enough in
advence to allow for the sbove end for planning of the job,
Speclal orders do nok come regularly snd must be filtted
into the sohedule of routine work,

3voeinl orders to & techw

nicien often 1nra1#a aah:aata with which the issuer 1is not
familiar, Since the teohniclians sre employed bescause of &
partioulsr skill or kmowledge, the details are left to him.
The preliminary preparation sims toward & clesrcut exprem~
slon of exsstly what results are wanted, |

fex. BSpesisl oxders o axpariaa&eﬁ
technieiens will de in the form of a written order plus &
verbal explenetion. The verbal explanation may be given
by telephone if not sonvenient to give in person.
A oopy of the order 1$'kayﬁ

until the order ie sompleted. On complicated orders, the
fssuer mey find it advisable to keep & copy permanently
for reference on future specisl orders.

Review is aaaana&?y only on

exceptionelly long orders. Questions on how the work ig
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$0 be done ave referred %o the techaiclsn's supervisor when
his supervisor 1s not the oxiginator of the order.

Initistive expsoteds 4 meximum smount of initiative
is sxpected of the experienced teohniclen, Generally this
does not require emphasis in the order.

Responsibility snd suthority for exegution. The re~
sponaibility for completing the order is placed directly
with the teohnigian. Where more éhan one man ia working
on 8 8ingle job, the responsidbility of esch 1s clearly oute
lineds. The limits of authority and the smount of suthority
is known by the experienced teohniclen.

These orders may come at fre-

quent intervals, and where thig is necessary, eare should
be exercised not to swamp the techniclan. Generslly, hows
ever, special orders eome at irregulsr end infreguent in-
tervals, _Specisl orders offer en opportunity to break the

monotony of routine work.

, pe jexrs The lmsuer exer-
¢ises ressonsble aaﬁe that the words he uses carry the ides
as to what is to be done., It is importent to enoourage
guesticne and suggestions; tﬁia may be done by outlining
the problem mnd then asking for suggesitlone sad opinion as
to how to meet or solve the probvlem.

¢

yeks and fo Rps When e person other than the

techniclan's supervisor iseues the order, he checks to see
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that the order hes been completed on time. 4ny checks on
the guality of the work are 10&% to the technician's superw
visor. A4ll opportunities to give resognition for good work
are fully used,

Luamporiensed Teshaieians
Order to elestrieisn to xnathii s new fuse
bex and reley ewitoh on the motor for the
Tiret sestion of the green chein,

he orders Specisl orders to an inexper~
ienced taahmieian.uili be reseived directly from the person
who wants the work dones. In instances where this is other

than the technisisn's supervizor, the supervisor should
alsc be on hand. Any other mem working on the ssme job are
present so that the techniciesn can see where his part fits
into the complete ploture.

et 1 ingluded in the order. What is to be done
is the main part of the orders Why it 18 to be done is
helpful and in meny instances essentisl, When the order
is to be completed is slso insluded, The lester should
refer the techuielen to his superviser for informetion om

how the work is to be done; the superviser, in turn, may
refor bim to an experiensed man who hes done similexr work.

: igsued. Whersver possibdle, & sequense
of iaauing the order one day, reviewing the next, end

|
R '
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sllowing one or more days before smtarting work should be
followeds 2his gives the inexperienced teshniscien time to
sige up the job, have his gquestions sleared up, and gather
the negessery metexisl end information. The order may be
given st the teshniolan's workplasce, his supervigor's
offise, or the issver's offioce.

Preliminary preparstion is

nacesgsary here and simes at produsing an order thet is olesay
and free of miaslesding, oconfusing, or smbiguouns statementa.
In eddition, an outline of the orsl expleamstion igeenyanwa
ing the written part of thk order ia male to insure &&tﬁ~’
quate aavaxagi.

Speoisl orders to an inexperis

enced taahaieian will be written plus an oral axplnnatiaat'
A oopy of the order is sent to the technieian's supervisor

when the supervisor does not issue the order himself,

4 permenent copy should de

kept for future referemoe. 7This gives the issuer s basis

for 1mproting his fature orders of & similar types

, don and review. 4 ocareful axpluna&iﬁn is
given ss & part of the order. fThe tnn&n&a&an‘a supervisor
mey review the order on the aay following and clear up
questions. He oan also give help on mxplain&ng *ha the
work is to be done, end how to 4o ite

pested. The teohnioisn's supervisor



62
should outline whet initiative is expeoted and the degree
of initistive that can ultimetely be stteined. In other
words, the initietive to be ciareiaaa now and the posgie
bilities in the future - what he is working towerd =~ are
expleined,

order mekes oleer the teahnicvien's responsibility, The
1imits of his sutbority should be outlined by hie super-
visor. In connestion with the technieisn's r&&ﬁanaib&itﬁti
for earrying out the order, 1t 1s to be remeubered that
the person who issues the order ig responsible for givimg
s satiafactory orders The techniglen cannot be held re-
sponsible for bridging the gaps end filling in the points
of an insdeguate order.

; These orders will oaour at

more or less irreguler intervaels, depending on the re~
quirsmenta of the orgenisation, If possible, spesisl
orders should be spesced et somswhet reguler intervals une
til the inexperienced men becomes sconstomed to handling
them, ’

, ; ing ordex. A special eff&xt is
wade to pni the man at ease 8o that his full attention can
be given to the topic at hend. The umal watter-of-faet,
friendly manner is necesgasry here as with all the other

types of orders.
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Cheaoka snd followup. The %u&hniaian'a, supervisor
cheoks during the progress of the work and before the time
of completion, He 18 then in a position ﬁb gorrect any
errors and cen give help where needed. ¥hen a person
other than the supervisor gives the order, he oheoks on
whether the order wae gcompleted., For inexperienced men,
it 1s ensential that the supervisor sheck on the gquality
and method of doing the work gc that any wrong methods ean
be remedlied bsfore they besome habitual. Reecognition of
good work and epecisl effort ia just as important to the
inexperienced ee to the experiensced man,

11, Special Orders to
ixperienced Ordinary ¥Workers

Bxemple: Order to dry k&ln?%ranazbr operator to
kesp an sogount of sll time used in empty~
ing and filling kilns. |

Bouting of the order. The ﬁmpsrianaa& ordinaxry

worker will reseive 8ll special orders directly from his

pupervisor. IThe speciel orders may originete an&aiéeyﬁf
the supervisor's department but will be given to the worker
with the necessary interpretation by the supervieor.

Ehst 18 included in the order. The order covers
what is wanted, why it is to be done, whon it is to be come
pleted, and when started, and where the work is to be 8o~
complished., In addition, the issuer mskes certain that the




64
experienéod man knows how to go about the special Job.

tasued. Jpeolal orders to an experiw

snced workman oan be given a day shead and reviewed on the
day the work is to be done or started., This gives the man
time to think through his part. These orders sre given at
the workplsce, | | |
gzggggégazz_gagagggsgggg In preparing the order,
the supervisor must have olearly in his own mind what is
to be done. Then the order is formulated from the worke
man'’sg stendpoint so that all parts will be olear and underw
standsble to the workmen. Oare should be given here so |
that the language and wording of the order is simple and to
the point, | |
Foxm of the order. These orxders will be 1u‘twc '

forme, either written pius en orsl explanstion or oral
fblloﬁe& by & written memorandum, The first form is prefw
erable, but the seoond oan be used to sdventage with
simplai ordexrs.

A gopy of the order is kept

; £ A thorough explanstion is
given as to whet, why, when, where, and how., The method,
or how to earry out the order, oan be left to the worker
where he has the nescessary sbility.

Initistive axpeatédﬁ This will have to be varied
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socording to the individuasl employee. Generslly, e fairly
high degree of initiative is expeoted on specisl orders.

~worker is mede to understand thst he is responsidle for

thet partioulsr job. His supervisor is responsidle for
the work that he does; he, in turn, is responsidle to the

supervisor,

£
L
i
i3
Py
)
»

gy of Special orders to the ordinery
worker osour infrequently snd intermittently. ¥herever
tho ordinery worker is oepable of doing the Job, spesial
orders give an opportunity to bresk the monotony of routine
work.

51 3 It may be necessary

to go over special orders severel times to be sure they
are put soross. In dolng this, the aaperfiﬁor should be
petient end unhurried, |
vhooke snd followup., The supervigor shecks to see
thet the work covered by the order is done on time snd that

- the guality of work is up to stanﬁﬁwég In addition,

recognition 1s given resdily for good work,

12, Speocial Orders to
Inexperienced Ordinayy Workers

mple: Order to monorall driver to pile all loeds
marked “"teat" in the planing will etorsge

Bpage.,
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The inexperienced ordinary

worker receives ayoaial orders direotly from his supervisor

so that the in&«:yr@ﬁ&ﬁia& needed iz covered by the order,
yrders The order will im»

elude & &aaarigtiaa of what r»sultn are wanted, why thﬁ

work is 0 be done, where he is to do the weork, and who is
to do it. How to secomplish the work will be inoluded as
part of the order.

Yhe oxder is given a few
hours aheadé of the aatual s$a:#ins of work %o allow for

questions end review. Un some types of work, it iz desimw
eble to give the order st the time and plese whers the
work is to be done. This mekes possible showing ss well
s telling, The eupervisor should stay long enocugh to be
sure thet the men is going sheed right, snd he should re~
turn in & short time to cheek on the work and answer guese
tionss These orders are given at the man's workplase.
Preliminery preperstion, 7he preliminary preparse
tion will probsbly require extre time so bhat all the
needed detalls mnd information are provideds In this eonw
neation, esre shonld be exercised to aveid sonfusion with

unnecesWEry faste aaa.unxaistaé informetion,
As a genersl prastice, &h& erdt#

should ba writ%an, aaaampnniaa by oral explanetion snd the

reguired showing or demonstrstion, However, on simpler
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orders, the order may be orsl only.

gree of permenenses 4 oopy of the order is kept
until the work is done when the order is written in form.
When the order is orsl, omly & notation may be kept ss to
the order content, “ \

Expisnstion end review. 4 esreful and detailed exe
plenetion is given et the time the order is issusd., If
the order is given shead of the sgtwal starting of the
work, & review of the order is given immedliately preceding
the astert of the work,

fnitistive oxpested. 4n inexperienced man is not
regquired to demonsirate a bigh degree of initistive. The
emount of initietive thet ias possible cen be ocutlined,
however, to giva,samathiag to work towerd, She supsrvisor
is recdy and willing to help but should not interfere if.
the men is able %o garry on by himeelf,

wainly the supervisor's responsibility tc see that the
work is done properly. The workman, in tura, is respone
sible for thet pertieular job, mnd this should be explained
to him, . |

Erequency of ordergs These orders are iafrequent
and irregular in oceurrence.

Mguner of pergon giving orders 41l of the pointa
under the generasl diseunssion, "Manner of Person Giving
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Order”, are to be espesially observed heres The supervisor
ahauxa tnka‘ﬁlsaty'af'time@ not be rushed in givimg the
orders Care is exercised to suswer s8ll questions gome
pletely; gaﬁiunaa i1a pegesaaxy in going over the order aseve
eral times. |

checke snd followup. The supervisor keeps s olose
eheok on the mam's performance during the whole job sove
eref by the order. Z2his cheoking is done in swoh & way
thet %he worker ie not given & feeling of uncertainty or
leok of confidence.

Zhe supervisor or issuer of the order should deters
mine whether ihe order he gave was setisfectory in produgs
tion of the desired results. I1f the work is not completed
properly, the feult mey lie im the ovder eovering the works,

COURDIBATIRG ORDERS

Qoordinating orders differ from specisl snd routine
orderas in thaet no suthority is carried by the issuer over
the reseiver of the order. In meny instences, coordinstw
ing oxdere will gd from & persocn et & lower level of suthe
ority to someone st & higher level. It eau be sonvemiently
termed an exohenge of informetion rather then sn order
singe an order implies suthoritstive direetion. Ihis exe
ohange of informstion is essential to the coordinstion of
activities betwesn depertments mnd, consequently, the
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smooth operstion of the whole orgenmization. 4n exsmple of
soordineting informetion is in & produetion set-up whare
one depsriment must gaaga its operation by end is dependent
en the cutput of the department preceding it in the produge
tion process. HIxchenge of informstion as to inventories
on hend of verious items end probadle output is necesasary
to maximum produstion.

Coordinating ordere to experienced supervisors snd
technicisneg ere handled in the seme way, and coordinating
orders to inmxperianaea supervisors and Seshniclens are
grouped togethor.

18+ Coordinating Orders %0
Bxperienced Supervisors oad Expsrlenced Teohnisians

pupervisor; Information from the plame

ing mill spotter to the plening mill forew
man thet the rerun meehines have finmished
%ha»day‘a‘alha&uiaﬁ orders and ¢sn be
plaged on rumning stosk items.

Information from the plans

.
&
b
3‘
-

ing mill foreman to the slestirical foreman

that Jo. 9 surfsocer will be down and time
will be available to ghange the motor on
the top head. '

EA

ion. Coordinmsting
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informetion will go direetly from the issuer or originator
of the information to the men who 1s to make use of it.

e may not reeeive i% in person, but it will go to his

office or workplaoce. _

ihpt 48 dnoinded in the order. The informstion ime
oluded will vary with each situnstion. Generslly on sueh
information, the ismsuer end reseiver will sgree beforshand
a8 to what fuets are to be given.

Zlmo snd plece isaneds This fastor will vary sgcords
ing to the type of informations SHome informetion mugt be
given immediately to be of velue; in other instances it is
given to the receiver at lesst on the day it is to be used,
and 1if §eaaih1a‘ the dey before. The less lag there is
between the esitunation sovered and receiving the informae
tion the more useble it will De. | ,

Preliminary preperstion. FPairly iﬁtaﬁ&i’a prepare~
tion is required with lengthy or detsiled orders so thet
the informetion is complete and gorrest. On simple orders
no preliminery preparation will be reguired.

form of ;ﬂ\*;dﬁ;l‘ The order will be writtesn in
form exvept where specisl informetion requires sdditionsl
orel explsnation,

Pegre s of permenenge. 4 copy of the order is kept
fof reference gurpeaaa iz gmuging future r&gnxrnwiatﬁn

Zhe oopy may be kept for seversl weeks on routine work



and, on speciel informastion, s month or more. ‘
Heview is not required

- here. IHxplanation is needed on speeisl or cut of the

ordinary informetion.
The 1ssuer does not inolude

Thie 18

information will be givaﬂ as often ae is nessseary for

amooth operstion.

sertain, in giving coordinsting orders end informetion,
that he does not leave the ilmpression of "bossing™ somee
one ui«r whom he hes no authoritys The issner shonld keep
in mind that these orders sre given as part of the ecopere
ation necessery for »26&&0%113 operation,

Cheoks mnd followups Cheeks snd followup are not a
part of this type of corder.

14, Coordinating Orders to
Innxyor:eaaa&dﬁuyaz?isar#

Bn
Inexperienced Teechnicians
s supervigor: Informetion from the dry
kiln faraman to the dry sorter foremsn

thet the four oharges of 8/4 seleet will
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be dry in time to make a two day run on
this stook. .

9. 8 teghnieian: Information from the dry
kiln foreman to the pipe fitter foremsn
that kila No. 15 will be empiy and availe
eble for heating ooil replacementae.

uti 1ﬂ;:,jgz_;;;;;; It is desirable thet the ine

formation go direatly to the men who is to use 1t and, in

this instence, 1t is desirable thst he reseive it in pere
808, |

Ehpt 1g inoluded in the order. The information
Beeded in esah partioular guse is covered gompletely and
in whatever detail the situetion indieates. OCoordinsting
orders and informetion to inexperienced men will, in gente
erel, be given in more detail than the seme informetion
going to an sxperiensed man. ,
and plece ispued. These orders will be given

on the same day or the dsy preceding the time the informee

tion is to be used. Whea going to imexperienced men, 1t

should be given somewhet further in advance, if possible,
and oere should be exeroised go thet it is not late. Zhe

order will be sent to the reseiver's office or workplsoce.

9] : pparation. Cereful attention is given
t0 make the order complete and ocorrest both as to genersl
content and specific details.
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The form of these orders will

for & length of time aaﬁenéiag on the ehnraeter of the ine
formation. Where information is to be referred to later,
1t mey be kept & month or more. On some of the simpler
types, & notetion thet the informetion was given msy be
kept for only s dey or two. |

Review is not s part of

thees orders. Explenstion will undoubdbtedly be of value to

the inexperiensed men, eepecielly where & new or specisl
body of information ie deslt with,

-Jnitistive expaoted. This is not ineluded in the

aoorﬁinating order.

orders will oome rugularly and as Iraquaatly a8 is required
by the perticular operation.

stand ready to halp out in 1ntarpratiag the 1a£aruntien
but should guard egeinst interfering where he has no
guthority.

The igsuer does not gonsider

this aB pert of the order.
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EMERGENCY ORDERS

?he time element is the esgsential and wimiml‘“ hﬂ
terminant in defining emergeney orders. Time is also the
prinoipal determinent of the astion teken in any emorgensy
situation, Mtsmay conditions cennot be predieted, als
though the sotion to be taken when s speolifioc emergensy
doee ceour can be decided upon ;bﬁfﬂrﬁwt The sation
teken in onse of fire is an exemple of this; a number of
veriablea cen be foreseen and teken care of im sdvanoce of
the setusl ooourence of s fire. 48 in many other emergens
oies, however, judgements must be msde snd sotiom initisted
within a few seconds or fow minutes,

16. HMERGENCY ORDERS OF SPLIT-SECOND IMPOBTANCR T0:
save Life and Prevent Injuriss to Persona
Preveat Dlerwuption of Produstion Schedule

Prevent Damsge to Materisl sad Equipment

Rousing of the orders 4 direet line of ametion is

imperative in emergency situetions. Therefore, in giving

, 15 ineluded in the orders The order will ine
olude what tu to be done, whes, where, snd who is to do
1t. No ettention is given to why 1t is to be done other
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then that it is an emergemoy situstion.
stumy ordere of splite-

other form, | |

Degree of vermpnenses The issuer does not bother
with this og naweratwm

Explpnstion snd review. Hxplanation of the order is
held to & minimum, end Bo reviev ia poasibles

[aitistive expecteds In many emergeney situaticns,
the person who issues the order must leave a large part of
the agtion up toc the receiver of the order. 2his should
be briefly snd elesrly indiested in the order.

Responaibility and ?L‘if;«$~,;:" Zee8Elon. ﬁaapanm
8ibility 18 en esgential paxt of the eaarssaay ez&az, it
should be briefly treamted, howevers BHoth the issuer and
regelver mey have to assume suthority they would not ordie
nerily have éaa to uge this suthority to neutralise the
emergenoy oondition. When emergenay ocuditions are enw
countered, time cannct be expended either in observing
lines of suthority ox in quibbling about such suthority.
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These orders will be given as

person giving the order is simed at putting soross to the

reseliver the extreme urgensy of the situaticn. This can
be domo by raising the voice snd the uee of emphatic lene
8‘&8#04 Iou want sotion, and everyone else wust be made teo
Tealize the nesed for it.

»*:e¢3;--;,:f'"u4;sa ifter the emeTgensy aanﬁitian

any elemant that gould have been foreseen and the
econdition preveunted? Ie there any sotion that eould have

Is thers

prevented the emergensy emtirely? Was the sotion taken

adequate, or eould it have been improved?

16, BMERGENCY ORDERS OF MINUTES GR HOURS IMPORTANCE T0:
Seve Life and Prevent Injuries to Persons

Frevent Disruption of Produstion Schedunls
vent Damege to MHaterisls snd Eguipment

order. In emergenay situations of

pult, esteblished routines and maohinery sen be
bndles these orders. 4o in other emergency orders,
however, as direst or as short a route as poseidble should
be used to avoid confusion snd misinterpretatioms

. S
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ot i inelunded in the order. The order will im-
olude what 1s to be done, whe is to do it, where it is to

be done, and when. In eddition, & brief desoription of
the emergengy ocondition to be meutrellsed is given %o help
the person in esrrying out the order.

These orders will be given

88 BOON B8 properiy férmulatad. Hore time is svellsble

as compared to split-second emergencies. The pleee for

giving the order is selevted on the bssis of the one whieh
‘will save t%a most time in getting astion.

Preliminery preparstions The eamount of preparation
naaessarily depende on the smount of time dbetween forming
the order and setion on the order. 7Zhere will ususlly be
time for some prepsration; thie should aim et getting the
essentials of the order inm the cleareat and simplest féxua

forwm of She orders. These orders will be writien
briefly and will be accompanied bx_anleral explanetion.
agein the smount of time availedle will vary thiss |

Degree of permanenca. 4 motation of the setlon inle
tisted will serve to keep the work golng amoothly &nﬂ will
minimize the ehance of ﬁnpliaatiaa. In the exeitement ana
hurry of combating sn emergenay situeiion, s eounsise,
ehronclogicel summery of the aetion taken will be of value
in determining subsequent aatieaa

A briel nxplanatina of ﬁhﬂ
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order can be inecluded st the time the order is issved; re=

view will not be given ordinerily.

] 3t The mame thing applies here as
in gplit-second emergencies, nemely, thet the issuer must
leave & large part of the sotion up to the receiver, This
ie oclearly indiezted by the iseuner.

aponglbility for setion in the emergsnoy must be slesrly

plased; there is no room for indecisive methods snd "pasgse

ing the bumek". ZTo & lesser sxtent than in aplit-gesond
emergongiesn, lines of suthority msy have to be arossed and
suthority assumed to meet the emergenay.

irequenoy of orders. »Frequensy of smergency orders
will be determined by the emergency situation.

The issuey of the

order muat use every device et his ocommend to impress on

the regeiver the extreme urgency of the situastion.
Emphatio languege and raising the volve mey be neoceessry.
Howaver, the issuer should not leave the impression that
he 1s rsttled,

Chgoks end followup. Eesh emsrgency gondition met
ghould be examined after it hes been eliminated to assere
tail whether proper ssotion was teken or if the sondition

was preventable. Could mschinery and plems of setion have

bsen mede beforehend to meet this conditiont If suok plans
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wers msde, 414 they funotion adequately? Were the orders
satiefactory, end wevs the orders sarried out sati gfagtors
11y? ’
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APPENDIX

DEFIHITION OF TERMD

- ORDER+ The term order is used here in three weya.
I% applies to the asuthoritative direstion or soordinating
1ink between the sapezviaar‘anﬁ those he supervises. It
applies to the tranemisasion of informetion from the super=
vigor to other supervisors over whom he hss no suthority.
It applies to the trenemiassion of information from one
funotional part of the orgsnisation to snother,

 INSTRUCTIONG: This term is uszed in the same manmer
a8 the term order. '

SUPERVISOR. A supervisor in industry is one whose

main responsibility is to direet the work of seversl
other employees. Thig work 1e principally telling or
showing how, what, why, whenm, where. It is recogniszed
that some positiocns in indnetry oarry bdoth supervisory
dutiss and notusl work performances ¥here sunoh s division
of quties ogours, the term supervisor appliss to that pa:t
of & man's job thet is supervisory in neture.

TECHNICIAN OR SKILLED WOHKER. 4 teshnician or

skilled worker is ene who is required to uase and make

 avallable a skill or s specialized field of knowledge in

nis work. He is hired becsuse of command of & limited
field of sotivity and 4oes most of the estnal work iz that
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field,

ORDINARY WORKZR. Men in this olassification in genw
eral have duties of a routine unskilled or semiwskilled
natures This may require a period of training or appren~
ticeshlip om the jJob, but no outside spesislised schooling
1s necemsary. These employces male up the dulk of induste
rial workers.

BXPERIZUCED. 4 word referring not only %o the
amount of time s worker hsa been on the job or with the
ocompany but also the degree of proficiency on his partics
ular Job. An experienced man has reached the expeoted
level of praéuatitiﬁy on bis job, and in addition, is fame
ilier with compsny practices and routines.

INEXPERIENCED. BRaployees in this elass do not have
all the knowledge and skills at their command to meet
easlily and effestively the requirements of the jobe. It is
to be noted that the terms “experienved™ and “"inexperie
enced” sre not tied in with length of service in the com~
pany. Length of service is ocommonly used ss a messure of
& man's profioiency sand sbility to hamdle a job; setually,
due to individual differences, this is not & relisble in-
dioator. 7

ROUTIHE ORDERSe Routine orders are orders that ere
neceasexry Lo gonduct the day to day operstions of the oxre
genisation. Their content is familier to those hendling

o
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them, snd repetition ocoours in both subjeot metter and
detail.

GOORDINATING ORDERS. Goordinating orders sre neces-
sary to synchronize the sctivities between departments or
men in the organisation and mey de Qi&hnx tnutiun or
speaiel in oontent. No suthority is necessarily sarried
by the issuer over the raua&vgt“bﬁﬁ such orders are oo~
aepted to galn the objestive of mmooth operstion. Hany of
these orders take the form of en exehange of informstion.

SPECIAL ORDERS. Special orders sre cut of the ordie
nary routine of work amd ar& not enwengﬁ@rﬁaffraqusatly¢
There 1s little regularity in the cscourremce of these
orders, and the materiel dealt with veries grestly in de~
tail, volume, and subjeot matter.

EMERGBNCY ORDERS. Time is the essentisl element de-
termining emergenoy situstions and the spplication of emer-
gengy orders. Their aaonxr&nne agﬁ¢«t be predioted; there«
fore, the machinery to agallwikh emergency situstions must
always be in pleoce resdy for uee. The time required to
get the necessary sction distated by the emergency situs~
tion 18 the oritiosl consideration. Energenoy situetions
are oharscteriszed by s direot or poesidle mensce to the
plant, products, or lives of employees., This mensce must
be elimineted or neutrelised in a short periocd of time.





