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Seventy-five years ago the large corpora-
tions were owned by individuals, sometimes ec-
centric, who managed them in an authoritarian
manner. During this period the companies they
owned and managed took on the character of
the people that managed them. In the interven-
ing years this situation has changed and corpo-
rations are now operated and managed by people
who have little or no ownership in them. These
companies have changed organizationally from
rather simple structures to complex multi-func-
tioned ones. They have become, since World War
I, much more sophisticated and technology-
oriented, requiring large capital investments for
machines and devices highly technical in char-
acter. The products of these companies in many
instances have grown more complex in nature,
requiring skills and knowledge undreamed of
prior to World War II. Qur society in the mean-
time has changed drastically. The median age
of the population has dropped to somewhere be-
tween 25 and 28. Finally, there has been a large
expansion in enrollment for higher education.
In short, the average person of today is younger,
much more educated, much more sophisticated
and much more receptive to complicated tech-
nical concepts. The population may be charac-
terized as young, questioning, demanding and
sophisticated.

This change is bringing youthful percep-
tions and new concern to basic values. Young
people have a consuming passion to make wheels
turn, to go somewhere; their discontent with
things as they are is not wrong to them. They
show an original point of view and a highly sen-
sitive appreciation of human values. These are
not qualities to be condemned but applauded.
They have a feeling for those who live outside
the benefits of abundance and for those who
have less liberty than they have. This to them is
merely giving expression to the highest ethics
taught but not always practiced by all the great
religions. It is the legitimate aim of young people
to make the future so attractive that older people

will wish they were going to be there. The words
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“freedom” and ‘“right” have vivid meaning for
young people. They think in terms of Pistol’s
boast in Shakespeare’s The Merry Wives of
Windsor—*“the world is my oyster which I with
sword will open”. This self-assurance is dimin-
ished when they find that even adults, free as
they are, are limited by law and custom and
conscience or in business by organizational con-
straints.

Increased numbers of people have spawned
more companies and bigger companies, market-
ing more lines of products and services to more
sets of markets. The emergence of the multi-pro-
duct lined technology-based conglomerates of to-
day has made the need for new and better meth-
ods of management more immediate. The in-
creasing number of young people entering into
the employment and management of these com-
panies has leavened the problem of organization
and management. The old concepts of functional
organization are by necessity being phased out,
particularly in the large multi-divisional corpora-
tions. The rapidity of technological change (auto-
mation, electronic data processing, and the like)
since World War 1II, as compared with all of
history before that time, is so much greater that
the problem of organizing may well have changed
in nature from one of adjusting organizations to
meet present conditions (maintaining “equilibri-
um”) to one of adjusting organizations to meet
future (possibly yet unknown) conditions (main-
taining desired ‘‘dis-equilibrium”).

Rapidly increasing knowledge from the be-
havioral sciences about human relations and hu-
man behavior demonstrates that organizing is
far more complex than a mechanical or engineer-
ing problem of structure. The task of organizing
must also take into account the constantly shift-
ing dynamics of interpersonal relations and the
informal power structure. The change in the
proportion of blue-collar, relatively low-educated
persons in the work force, toward more white-
collar, higher educated persons results in a work

force that is more concerned with how the or-



ganization affects individuals, and requires more
complicated methods of motivation.

Numerous and diverse elements of today’s
multi-product company makes it difficult—even
impossible—to centralize authority and decision-
making. Client-associated events happen with
such rapidity that decisions must be quickly
made, sometimes at the salesman-client level. All
activities must be guided by policies which allow
independent action but establish guidelines. The
high speed communication systems of today per-
mit an interchange of ideas, problems and ac-
tivities at speeds which were unheard of even a
decade ago.

Whereas Frederick Winslow Taylor in his
“Scientific Management” concerned himself pri-
marily with increasing the productivity of man-
ual work, today’s business organization must
concern itself with human social values; in fact,
our society is rapidly becoming one of organi-
zations. Therefore, in business enterprise the
attainment of the quality of life will have to be
(a) considered a business opportunity, and (b)
converted by management into profitable busi-
ness. This will apply particularly to fulfillment
of the individual. It will increasingly be the job
of management to make the individual’s values
and aspirations redound to organizational energy
and performance. It will simply not be good
enough to be satisfied—as industrial relations
and even human relations traditionally have
been—with the absence of discontent.

Today’s management task is to make knowl-
edge more productive. The basic capital resource,
the fundamental investment and the cost center
of a developed economy all rest in the application
of knowledge; that is, in concepts, ideas and
theories rather than in manual skill or muscle.
The process of making ideas and knowledge pro-
ductive has brought changes in job structures,
careers, and organizations. This has brought
about a rather subtle change in the position of
authority within the company. Since the knowl-
edge-worker must himself be able to plan.

Means for rewarding innovators and crea-
tors must be conceived and put into practice.

WHAT IS ORGANIZATION?

Webster’s dictionary defines organization as
being “the executive structure of a business; the
personnel of management”. Harvey Sherman, in
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his book It All Depends, states ‘“There are al-
most as many definitions of organizations as
there have been writers on the subject. arly
writers in the field of management tended to
stress formal organization structure and its use
as a tool for achieving coordination and control.
More recently the emphasis has changed toward
regarding organization as a social system with
an interest to reformation as well as formal re-
lationships among members of the organization.
Most definitions, however, regardless of where
the emphasis is placed, see organization as con-
sisting of some five elements. Grouping of ac-
tivities, accomplishment of objectives, structure
for coordination and control, people, and rela-
tionship among people and groups of people”
He further states that he finds it simpler to de-
fine organizing than organization. He concludes
this because he can thereby avoid the often used
meaning of organization as being synonymous
with enterprise; the company or agency. He pre-
fers to think of organization as being the noun
which results from the process of organizing. He
concludes that a very simple definition for or-
ganizing is “dividing up the work”. “The defini-
tion is simple—the process is not,” he further
concludes.

TYPES OF ORGANIZATION

The earliest and simplest type of organiza-
tion is the “line organization”. It is still found
in many small businesses. Figure 1 illustrates a
typical line organization. The “functional organ-
ization” is an ideal or theoretical type which has
never been widely adopted in its pure form
but which has influenced practical organization
structures, particularly over the past twenty
years (Fig. 2). “Line and staff organization” is
a combination of features of the first two types.
Some form of it is now generally used by med-
ium and large-sized business establishments. In
the line (scalar, or military) organization, auth-
ority is passed down directly from the general
manager or boss to the various subordinate ex-
ecutives in charge of particular activities and
from them to lower level supervisors who in
turn direct the workers. The flow of authority
and instruction can be passed in an unbroken
line from the manager to the worker. This type
of organization is so familiar that a list of its
advantages and disadvantages need not be made
here.
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Near the turn of the century Frederick W.
Taylor developed the “functional organization”
(Fig. 2) to help overcome the difficulty of find-
ing supervisors who could successfully carry out
all the diverse duties of foremen in line and
organization. The functional organization divides
managerial activities so that each head, from the
assistant superintendent down, has as few func-
tions as possible to perform and is able to be-
come a specialist when this authority from the
top down is delegated according to the function.
This type of organization has several serious
disadvantages primarily those attributible to the
division of authority and the difficulty in fixing
the responsibility for poor performance. Because
of these disadvantages the purely functional or-
ganization has never been generally adopted.
Nevertheless, modern organization structure uses
the principle of functional specialization when
it establishes staff or functional service depart-
ments.

The basic organization adopted by Dresser
is the purpose or product type with a clientele
pattern. It was chosen because of the following
advantages:

1. Second level executives get broader ex-
perience and therefore, other things be-
ing equal, are better qualified for pro-
motion than specialists in particular
processes of functions;

Employees have a broader view of the
end product and may see how their own
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work fits into it;

3. Good public and client relations are
easier to maintain; and
4. Tt also positions the entire organization

nearer the market place.

THE DRESSER ORGANIZATION

To provide for efficiency within the prev-
iously discussed new complex environment,
Dresser Industries has restructured its organiza-
tion, combining operations that have similar
marketing, manufacturing and technological re-
guirements into four organizational groups. (See
Fig. 3). In order to place Dresser Corporate Man-
agement closer to the administrative needs and
marketing problems, two sub groups have been
formed, each reporting to a Dresser Executive
Vice President. These groups market a diverse
type of products ranging from hand tools and
refractory materials to giant compressors, tele-
vision towers, heavy machinery and petroleum
supplies and services.

It is obvious that finding solutions to the
complex marketing problems encountered in the
normal conduct of these businesses require
unique new concepts in management and organ-
izational hierarchy. How this has been accomp-
lished will be further described in the following
discussion.

THE PETROLEUM AND MINERALS GROUP
ORGANIZATION

One of Dresser’s largest groups is the Petro-
leum and Minerals Group. This group markets
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products and services to the petroleum and min-
ing industries. It is comprised of five separate
divisions, each with separate management, but
all reporting to the same group manager. (See
Fig. 4). Within the divisions of the group there
are further divisions by function. These sub-
functions are so arranged that the responsibility
and authority for decision are as close to the
action as possible.

It may be readily concluded from the above
remarks regarding organization, that a basic and
revolutionary change in organizational structure
would be difficult to accomplish. It is the man-
ner in which the Petroleum and Minerals Group
organization is structured and managed that is
unique. In this group, each division in effect
becomes a marketing system; each has the func-
tion necessary to carry out its own unique busi-
ness.

The definition of a system; i.e., “a complex
unit formed of many, often diverse parts subject
to a common plan or serving a common purpose”
aptly describes the basic objective of the Petro-
leum and Minerals Group organization. Here the
aim is to move the organization down into the
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market as far as is possible, thus allowing each
separate company to be closely tuned to the
needs of the client and to find ways in which
these needs may best be satisfied.

Common functions normally associated with
any business enterprise have been grouped to-
gether and placed under the management of the
group manager. In the case of the Petroleum
and Minerals Group, which is typical, data pro-
cessing, accounting, personnel, public relations;
all report to the group management. Thus the
common criticism of the clientele or market or-
iented organization regarding duplication of
functions is avoided.

THE DRESSER ATLAS ORGANIZATION

Dresser Atlas, a division of the Petroleum
and Minerals Groups, markets electrical, radio-
activity logging services, and perforating services
to the oil industry. It is comprised of 4 areas and
100 regions and locations. It conducts its business
in the U.S., Algeria, Argentina, Brazil, Canada,
France, Germany/Holland, Libya, Peru, Tunisia
and Venezuela. In addition, in Canada pumping
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and workover services are also maintained; work-
over services are also provided in Argentina. It
may be readily observed that its operations are
far-flung and world-wide. Important decisions
must frequently be made in remote areas far dis-
tant from headquarters management in Houston.

Figure 5 illustrates the Dresser Atlas organ-
ization. The way it is organized, the policies and
procedures, the delegation of authority and re-
sponsibility, the requirements as regard operat-
ing efficiency, etc., found and employed within
Dresser Atlas are typical of the other divisions
of the Petroleum and Minerals Group. Therefore,
the balance of this discussion will deal with the
Dresser Atlas Division, its organization and its
managerial procedures.

The services marketed by the Dresser Atlas
Division require sophisticated and complex elec-
tronic devices.

The people that manage the Division, along
with those that design, operate and maintain
equipment must be well educated, highly trained
and skilled. This also applies to the people who
sell the services resulting from the operations
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performed with this equipment. Further, in or-
der to create a growing business enterprise, care-
ful strategic planning is required. The young are
finding their way into our organization in in-
creasing numbers. These creative young people
who have been employed to perform these vital
and basic functions require a voice in the affairs
of the company, a means for expressing their
ideas, criticisms and recommendations. The or-
ganization must have a vehicle for receiving and
utilizing this knowledge. This requires that the
upper management of the division kee)> on the
move. It cannot remain static, waiting for the
action to come to it. It must find the action and
be a part of it.

In Dresser Atlas, this essential requirement
of today’s business enterprise is provided through
special methods of written communication which
have been found so important that they have in
some cases become policy to the organization.
In addition, special meetings are scheduled and
routinely held throughout the year. They are
carefully designed so as to include and involve
all levels of first, second, and third echelon man-



Petroleum & Minerals
Group - V.P.

Dresser Atlas
President
Research,
Controller Engineering,
Materiel
Customer
Relations Marketing
V.P.,
Operations
‘ Operations Trajning
Engineering
| l | |
International Continental Canadian Gulf Coast
Oparations Area Area Area
—- Sales Sales
Regions Regions Regions ‘Regions
I 1 I ]
Districts Districts Districts Districts
FIGURE 5
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agement. Here upper management, in an open
and free envirortment, solicits criticism, recom-
mendations, ideas and new knowledge regarding
all facets of the company. Problems involving
personnel and their working society, in particu-
lar, are sought out in these meetings.

The electronic and mechanical equipment
utilized in the conduct of Dresser Atlas business,
though costly, complex and sophisticated, must
always be improved upon. A special policy re-
garding engineering equipment modifications
has been written and is regarded as being so im-
portant that it finds a place in the Policy Man-
ual. It is freely used and represents a means for
constructive equipment improvement suggest-
ions to reach the Research and Engineering De-
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partments for action.

Competition in the markets served by Dres-
ser Atlas is keen, requiring new concepts, instru-
ments and products to assure that the best ideas
from the organization are brought to bear against
the competition. Any and every person within
the company may recommend an engineering -
project. This is accomplished through an Engi-
neering Project Request procedure which is also
supported by a formal policy.

The imperative strategic planning of today
is attained through a special Planning Group.
The Planning Group is made up of both line
and staff members, with the President as Chair-
man. It meets regularly, at which time an
agenda is provided. Discussions regarding the
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future of the company are free and relaxed.
Recommendations concerning the future of the
company are decided upon. These plans may
relate to any area of the organization. Major
sales and operating problems are also discussed;
the best solutions found by the group are pre-
sented in written form to the President for re-
view and transmittal to the appropriate depart-
ment.

Means for growth either through internal
expansion or through acquisition also are con-
sidered by the Planning Group. In these meet-
ings no distinction is made between line and
staff members. The suggestions, thoughts, judg-
ment and opinions of any one member has as
much weight as any other.

An employee suggestion system which
reaches down to the lowest employee level in
the company is in effect and active. This system
rewards the contributing employee with a cash
remuneration proportional to the importance of
the suggestion. The suggestion is received and
the reward granted by an Employee Suggestion
Committee which is made up from members of
first and second echelon management.

Along the same lines, an active cost reduc-
tion program has been designed primarily for
the factory.

Wages and salaries are carefully monitored
and administered to assure equitable and com-
petitive remuneration at all levels in the organ-
ization. Individual employee performance is re-
viewed at intervals established by the Petroleum
& Minerals industrial relations group, which
maintains a staff of experts whose broad per-
spective is applied to the task of adjusting pay
and fringe benefits for the company as a whole
and for deserving individuals in particular.

Rewards are also granted for patents and
published papers.

Where individual contribution can be meas-
ured, incentive reward is provided. Where it is
difficult to measure, as in some organizational
divisions of Dresser Atlas, such as Research and
Engineering, incentive is provided for the suc-
cessful completion of a project. The manner in
which this fits into the organization is depicted
in Figure 6.

Thus, through careful organization struc-
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Communications and Incentive.

ture, management control systems, face-to-face
meetings, and carefully thought out policies and
procedures, the social and psychological needs
of the people who make up the Dresser Atlas
organizaiton are satisfied, as well as those of
the Petroleum and Minerals group. Through
strategic planning, a vital organizational ele-
ment, the economic requirements are satisfied.
The demands of the “Now’ generation for ident-
ification, creative contribution and recognition
as individuals are satisfied. The financial reward
requirement for the individual has also been
satisfied through carefully designed constructive
salary and incentive programs.



