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IN discussions of the present indus-
trial system, much is always said
about "productivity." Output, in

terms of pounds or tons, dollars or
cents, hundreds or millions—^per day,
per year, or per man-—is always quoted
to show how great our industrial growth
has been. To that absolute accomplish-
ment which figures always attest we
point with, pride. In particular is this
true of those discussions which treat of
the history and development of indus-
trial technique and practice. Large-
scale production, the adoption of
machinery and the expansion of the
market, are all cited as evidence of the
vastly altered character of manufacture,
trade and commerce.

But in all of these discussions, it is
the attained and not the attainable re-
sults which are compared. We hear
much of how output has been increased;
but little is said of those forces which
hold us back from even greater produc-
tion. Except for the socialist critics,
few have pointed out that despite the
comparative grandeur of past achieve-
ments, industry and commerce are only
very partially realizing the potentiali-
ties of both production and market dis-
tribution.

For In their very development, the
conditions responsible for our present
Iarge productivity have bred within
themselves factors which substantially
retard our economic growth. The im-
portant thing which distinguishes the
industrial society of today most mark-
edly from that of 150 years ago is not,
in fact, its power to produce. It is the

organization which has grown up about
that productive capacity. And the most
significant observable fact ahout our
economic organization today is that it
is highly complex, whereas prior to the
late eighteenth century, industrial and
commercial organization was relatively
simple.

The Industrial Revolution of the late
eighteenth and early nineteenth centu-
ries imposed a relatively complex struc-
ture upon simple methods of handicraft;
but since that time, we have witnessed
a cumulatively complex development,
which has begun to take away from us
the fullest possible advantages of large-
scale production and the use of machin-
ery. We may briefly consider this de-
velopment, for deep-seated in it are the
economic and business issues that un-
derlie the present trend toward simpli-
fication.

n
From the time of the Greeks to about

1765, production methods had changed
but slightly. True, in England the Ma-
norial system had given way following
the Black Death pestilence and the
Peasant's Revolt in the fourteenth cen-
tury. With the expansion of England's
foreign trade the Gild system had heen
largely superseded by the Domestic sys-
tem, or Haus-industrie. But for the
most part production was still carried
on in the workman's home and with
simple hand tools. It took place, how-
ever, not under the sole control and
ownership of the individual spinner or
weaver, but at the direction of a clothier
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or draper. This merchant-capitalist
farmed out the cloth to different people
and each group then did its separate
share of the work which went to make
the finished product. While handicraft
economy still prevailed, the master-
craftsman no longer fashioned a com-
plete product within the confines of a
single shop.

A division of labor by process or
operation thus began with the Domestic
system. The tools and instruments of
production were still owned largely by
the workers, but the investment required
in goods and stocks was larger, and
that was undertaken by the merchant-
clothier. He acted as an intermediary
between the worker and consumer, who
now for the first time were separated—
the beginning of a complex system of
distribution.

Conditions of production such as
these, however, were not to remain long.
The inventions of Kay, Hargreaves,
Arkwright, Crompton, Cartwright,
Watt and Boulton, between the years
1738-1785, drastically modified the en-
tire textile, and subsequently, all other
important industries. The results of these
occurrences and the social and economic
changes which accompanied them we
now know as the Industrial Revolution.

The adoption of machine production
has exhibited as never before the work-
ing of two tendencies of economic evo-
lution. One of these is the increasing
use of tools and. capital equipment as
industrial society advances. The other
is the increasing division of labor with
which the greater use of capital is nearly
always accompanied. Division of labor
was intensified beyond all imagination.
It became minutely operational instead
of merely occupational. And the in-
finitely greater use of capital equipment
has made production less simple and
more roundabout ^ than ever before.

From a commercial viewpoint, the
chief effect of the Industrial Revolution
lay in a great extension of the market.
Goods can be produced in large quanti-
ties only if a broad market for them can
be found. The colonies had already
provided a field for the exportation of
finished goods in return for the impor-
tation of raw materials. But a still
larger market was needed and improved
means of transportation, developed dur-
ing the first third of the nineteenth cen-
tury, made possible a trading area such
as we know today.

Today, production and distribution
not only take place over a much greater
area than previously, but they require
infinitely more time to come about. The
announcements that an automobile is
"made in 30 minutes" and that a ship
is "built in 30 days" do not represent
actual instances; they hold only if the
word "make" is taken to mean "put
together." The car that is constructed
by modern methods in 30 minutes may
actually require, from the obtaining of
the raw materials to the time is is run,
thirty months or even perhaps three
years for its production. Add to this
that in a strictly economic sense produc-
tion is not complete until the article is in
the hands of the consumer, and an even
greater time may elapse. Actual assem-
bly is rapid, but most production, and
many phases of distribution, are round-
about and spread themselves over a very
great time indeed. It is true that at
some steps in the process of distributing
certain lines, stocks probably are being
turned more rapidly than ever before;
but the added complexities and costs,
introduced by the wide variety of ser-
vices and lines in which both production
and distribution have become involved.

''• See Bohm-Ba-werk, Eugen V., The Fositwe
Theory of Capital (1891), pp. 17-23.
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far more than offset the results of these
rapid rates of turnover.

Thus the production of goods and
services on a large scale, not to order
as under the Gild system, but in antici-
pation of demand, have, by reason of
the large amounts of capital investment
required, vastly complicated the con-
duct of enterprise. In many instances,
there is no certainty that the product,
after it is made or stocked, can be sold
at profitable prices. It seems probable
that increasingly, as machinery is util-
ized for more purposes, and markets
become still wider, growth in the amount
of capital invested in equipment and
resources will continue. The interest
charges paid for the use of business
capital may be looked upon simply as
the price exacted by the roundabout,
machine process. We pay it in order
to obtain the increased productivity af-
forded hj the use of capital equipment,
which in successful instances is so great
that it far more than offsets the burden
of its hire.

For clearly, through the employment
of mechanical equipment and rounda-
bout methods, a larger abundance of
goods than ever before has resulted.
But true to an accepted economic prin-
ciple, every increase in this production
has caused a greater demand for still
more goods, and satisfaction, of this
added demand, in turn, has given rise
to further wants and desires. The thing
to be noticed about this demand and
the production which has taken place
to satisfy it is that a greater number of
different kinds of products has been
called for and produced. Cumulatively,
the modern market has come to demand
not only a larger aggregate quantity of
goods, but, increasingly, a greater va-
riet]^ and assortment of products. And
with these highly differentiated prod-
ucts has developed a vast multiplicity of

methods, parts, and processes. In the
aggregate, inventories have become
larger, purchasing more difficult, and
accounting complicated. The modern
manufacturing or mercantile enterprise
is characterized by a diversity of prac-
tices, policies, and price-ranges multi-
tudinous almost beyond enumeration.
Much of this differentiation of process
and product is desirable, but a great
deal of it is unnecessary and futile. It
is merely the result of a system of pro-
duction and distribution which has de-
veloped exceedingly rapidly in order to
keep pace with mechanical progress and
which serves an enormously wide and
intricate market which producers and
distributers have only begun to learn to
control.

Such a maze of details, occasioned by
a multiplicity in methods and an elabo-
ration of processes, inevitably interferes
with the control of business operations.
It is not the great number of types and
varieties of product, but the complexity
of the processes and procedures sur-
rounding their manufacture and market-
ing, which results in difficulties in admin-
istration, diminution of output, and loss
of profits. The great variety of colors,
sizes, weights, patterns, and types of
product constitutes only cogent evidence
as to the present involved condition of
business enterprise. While it is beyond
question true that were variety in types
of product generally reduced, tremen-
dous savings would take place, variety
elimination per se is not the essential
part of simplification. The reduction
of types and varieties of product is
merely an important approach to the
general problem of mitigating the com-
plexity present in all forms and phases
of business operation.

The essence of simplification as a
policy of business management lies in
the attempt to conduct all activities and
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to perform all functions of an enter-
prise in the least elaborate manner con-
sistent with any given purpose. That
thing now termed simplification is in
effect a composite. It is a philosophy
which has grown out of the experience
of business men and the observations of
economists who have taken cognizance
of certain laws of manufactures and of
markets. These observations they have
set up in the form of certain principles,
and these principles, codified and crys-
tallized into a philosophy of business
conduct, now claim the attention of con-
ventions and meetings, trade journals
and business papers, general magazines,
private conferences, and even of a de-
partment of the Federal Government.

Business — production, distribution,
the facilitative activities of either fac-
tory, shop or store—comprises in es-
sence merely the application of motion
to materials.^ Any phase of business
procedure involves this element; in fash-
ioning an object, in transporting that
object after its completion, or in making
the records which accompany or facili-
tate its production and distribution,
motion is the common attribute of these
various activities. It is an obvious, but
none the less fundamental, truth that
in a material sense man creates nothing;
he merely shifts or transforms matter
so that it shall be more useful or more
valuable. Production and distribution
thus being merely organized motions,
the often-heard phrase, "lost motion"
is no figure of speech, but a literal de-

2 For a functional classification of these activi-
ties, see Shaw, A. W., An Approach to Business
Problems (1916), pp. 1-22.

Division started functioning as a part
of the War Industries Board on May 8, 1918. It
represented a continuation of the work of the
Commercial Economy Board, transferred by the

scription of just what happens when
energy is expended in some direction
where it does not yield a commensurate
return. Motion, applied to materials
in some manner or other, is the essen-
tial means by which we carry on busi-
ness operations, make our livings, and
obtain the things which satisfy our
wants.

The immediate purpose of any mo-
tion, therefore, furnishes a criterion by
which it may be tested. If no good
purpose for the motion can be found,
it is then clear that there is no good
justification for its continuance. From
the social standpoint, any motion which
has no valid purpose is economically use-
less. It may have the sanction of house
tradition or trade custom, but its super-
fluous character persists and the wisdom
of eliminating it becomes plain. From
a business standpoint, the effect of the
presence of such a superfluous motion,
like the effect of omitting a useful mo-
tion, is to keep down profits when they
might reasonably rise.

The war demonstrated that there are
in this country tremendous numbers of
purposeless motions in nearly all indus-
tries operating upon a large scale. In
its efforts to release the largest possible
amounts of labor, capital, materials, and
equipment for war purposes, the Con-
servation Division of the War Indus-
tries Board ^ had open to it two courses:
first, it could merely have curtailed pro-
duction in the so-called nonessential in-
dustries; second, it could have stopped
nonessential uses of labor, capital and
equipment in all industries. This lat-
ter was the policy chosen. In the at-
tempt to obtain maximum production

President under the Overman Act from the Coun-
cil of National Defense, where it had been in
operation since its creation, March 24, 1917. For
a detailed account of its activities, see Ciarkson,
Grosvenor B., Industriat America in the World
War (1923). Chapter XI.
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at minimum expenditure, all unnecessairy
motions were discarded. If a certain
type of product, some extra part, a par-
ticular process, or a special method was
found to be unnecessary, it was promptly
eliminated. Stripped for war, the na-
tion's business eould not be encumbered
by needless complexity.

The results of this pruning down
were remarkable. Factories which dis-
pensed with various multiplicities of
products and processes, and stores
which did away with excessive duplica-
tion of stocks, methods and price-ranges,
found their productive capacities sur-
prisingly enlarged. Merely by repeat-
ing the same motions—^by specializing
on certain practices and products instead
of setting up special practices or han-
dling special orders—they operated
with a degree of effectiveness previously
unattainable. Te:stile mills increased
their yardage, implement factories con-
served materials, food-products estab-
lishments saved storage and shipping
space. Stores and plants in practically
all lines of business, from optical goods
to fire extinguishers, reduced their unit
expenditures for labor, materials, capi-
tal and equipment.

Sometimes the saving was accom-
plished through a reduction of the line,
sometimes merely through the elimina-
tion of certain practices within the plant
or store. The division found, for ex-
ample; that decreasing the size of the
swatches used for samples in the gar-
ment trade saved 3,000,000 yards of
woolen cloth. In the baking industry,
discontinuance of the custom of returns
saved 600,000 barrels of fiour. In
many industries, the substitution of
standard for special materials in certain
parts of the product resulted in great
savings. All of these eliminations took
place voluntarily following conferences
held with the representatives of every

industry involved, at which it was
agreed that most of the practices and
tj^es of product dispensed with were
in large degree unnecessary and waste-
ful.

The war thus brought vividly to our
attention the complexity confronting
business enterprise; in all our economic
activities, whether of production, distri-
bution or consumption, we are ham-
pered by the unnecessary multiplicity
of practices, processes, price-ranges and
products. That this complexity exists
is, in one sense, not surprising. Our in-
dustrial growth has been rapid, and the
advantages attaching to the use of ma-
chinery have become greater with each
new invention and discovery. It has
become so relatively easy to make goods
that we have come to feel that our
slightest whims in either production or
distribution are capable of ready grati-
fication. So they are—^but only at the
unseen cost of an additional product
which would be forthcoming if we were
less thoughtless in our purposeless speci-
fications.

It is recognized that businesses di-
vide into two main groups, first, those
whose frank purpose is to create a cus-
tom or semi-custom product, and sec-
ond, those which produce or distribute
staple and more strictly utilitarian arti-
cles and services. Of the products of
this first class of business, there are rela-
tively few to a pattern. Distinctiveness
is the dominant consideration. Demand
is relatively inelastic and price is not
much of a problem; the market is made
up of purchasers whose pocket-books
are untroubled by a few dollars more
or less. In the second class, the arti-
cles made consist of more than several
to a pattern. Here uniformity of ex-
cellence is more important than are
nuances of detail. Demand here comes
by no means mainly fro:^; the wealthy;
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price accordingly becomes important,
and costs are a far more vital consid-
eration in the manager's calculations.

Each of these two broad types of
business is essentially different from the
other. In the first, the demands of the
market entail certain methods and
equipment; the basic organization of
such a custom store or shop is in direct
contrast to that of the typical large-
scale establishment. Production is main-
ly still in the handicraft stage; small
output of each item allows less use of
machinery and is expensive per unit of
product. Costs consist of a larger pro-
portion of prime expense than of sup-
plementary charges. Unabsorbed bur-
den, therefore, furnishes no very diffi-
cult problem for managerial decision
and the whole question of accounting re-
solves itself very largely into one of
bookkeeping. Large-scale production,
however, requires rapidity of process
and must be relatively cheap per unit of
product. To be effective in this kind of
work, motion must be repetitive. Spe-
cial orders are therefore expensive of
execution, and their control becomes a
more difficult matter. An establishment
organized for the second kind of work
can perform the first, but not so profit-
ably as if it were not so organized.

It is chiefly with this second class
of business—the relatively large-scale,
repetitive, machine-process enterprise—
that simplification is most broadly con-
cerned. Although its application in the
custom-type business is frequently pos-
sible, by far the greatest necessity and
opportunity for its adoption lie in mass-
production establishments which make
or distribute products falling within
this second group. In businesses of this
group, the acceptance of special orders
invariably interferes with mass produc-
tion. The habitual countenancing of a
multitude of special practices in plant

or store results in constantly shifting,
time-consuming processes of adjust-
ment, expensive alike in terms of execu-
tives' salaries and equipment charges.
"Incidents," said Napoleon, "ought not
to govern policy, but policy incidents."
Since the war, business men have begim
to realize this. If the policy of a busi-
ness is to produce or market an article
or a service upon a large scale, and at
the lowest price consistent with a given
quality, it cannot permit smaller pursuits
to divert its productive energies. To do
so is to deviate from the fundamental
division of labor principle upon which
all large-scale, repetitive operation
rests.

By no means all business men, pre-
vious to the war, can be said to have
been oblivious to this. Some few con-
spicuously successful ones capitalized
their cognizance of it to the extent of
millions of dollars. Woolworth, Ford,
Wrigley, and others have built busi-
nesses squarely upon an acceptance of
the principle that under modern condi-
tions, industrial and commercial compli-
cation and differentiation interfere,
while concentration and repetition pay;
but until the war focused their attention
upon the importance of continuous op-
eration and large output, many execu-
tives had imagined any great simplifi-
cation of their enterprises impossible.

In many cases, competitive necessi-
ties had seemed to demand a multiplicity
of product. Under such intricate condi-
tions of enterprise as obtain today., how-
ever, it is frequently impossible to say
whether or not it pays to manufacture
or handle certain articles. The difficul-
ties in the way of accurate account-
ing and cost-finding often make it ex-
tremely difficult to tell. Some articles
are made at a profit, others are pro-
duced and marketed at a loss that is
concealed in the general profit which re-
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suits from the operations taken as a
whole. The increased cost for the lat-
ter products may in part be shouldered
unknowingly by the consumers of all
the products, and the unproductive out-
lays for labor and material representing
the remainder of their cost react to the
mutual disadvantage of producer and
distributer. Each party to the business
body politic—^maker, buyer, seller, mid-
dleman—suffers loss as a result of the
general complexity of business opera-
tions.

IV

Following the Armistice, many busi-
nesses desired to apply simplification
under normal, peace-time conditions,
to test better its efficacy as a manage-
ment policy. Free from their coopera-
tive agreements with the Conservation
Division, a number of enterprises re-
tained reduced lines, utilized fewer
processes, and continued to employ less
elaborate methods in both production
and distribution. The results, in prac-
tically all cases, have proved highly sat-
isfactory from a purely pecuniary, as
well as an economic, standpoint. Not
only have labor and materials been
saved in consequence of the elimination
of purposeless motions in the various
activities of each business, but sales
have grown and profits increased.

The increases in business volume have
come about largely through the decrease
in price which lowered costs have per-
mitted. It is an economic principle that
for most articles, sold by the second
class of businesses mentioned above, de-
mand is elastic. A slight lowering of
price results in a more than propor-
tionate increase in sales. Thus a rela-
tively low price may result in far greater
aggregate profit than a high one. Small
margins of profit, with concentration on
a line of relatively few articles turned

over rapidly and marketed within nar-
row price-ranges, may build up highly
profitable businesses. Or, in other in-
stances, an increase in volume may
have been brought about by the ex-
penditure of a portion of the savings
which lower costs have occasioned to
acquaint more persons with the uses and
advantages of the particular product
manufactured.

The extent to which demand is elas-
tic varies, of course, with each com-
modity, but a very great number of
business men are entirely unaware of
the large degree of elasticity that char-
acterizes their particular fields and con-
stitutes latent sales capacity. Chance
occurrences, in many cases, have been
responsible for its discovery. In some
instances, an elastic demand has been
suspected; but upon actually offering
the article and deliberately attempting
to extend its market, sales have in-
creased beyond all expectation.

Producing at lower cost, and selling
a greater aggregate volume, the enter-
prise which has simplified its plant or
store thus enjoys a double source of
increased profits. For besides enlarg-
ing its market, it attains internal econo-
mies which are cumulative in their ef-
fects. Just as the manufacture of goods
on a large scale reduces cost and hence
permits price reductions which augment
sales volume—and the increased sales
volume thus attained again conduces to
yet lower manufacturing costs—so do
the various operating advantages of
simplification within the establishment
all tend to augment and multiply one
another. Suppose, for example, simpli-
fication takes place in the variety of
product manufactured. The elimination
of certain items from the line and con-
centration upon others then cause longer
machine runs and a lowering of unit
overhead costs, both through continued
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utilization of the equipment and through
the avoidance of setting-up expense.
But automatically, the standard prac-
tice which brings about such savings in
production results in other savings out-
side the operating departments. Stores,
accounting and planning departments
are inevitably affected; regular, repeti-
tive production entails less expense in
the way of record-keeping and the main-
tenance of various control devices in
auxiliary departments.

Better control of materials, simpler
accounting methods, and more timely
planning and scheduling then result in
stabilized operation; which further con-
duces to lowered costs, better quality
product, smaller inventories, shipment
that is prompter and delivery that is
more dependable. The latter advan-
tages then again result in yet larger
sales. Buying in larger quantities ob-
tains still more favorable quotations
from sellers. Steady and continuous
operation reduces labor turnover and
gives the management its pick of both
skilled and unskilled labor.

It is the sum total of all of these cu-
mulative, interrelated differentials which
counts. In many cases, the saving in
any one department may be slight when
considered by itself, but the effect which
it will have upon the other departments
and the savings of the second and third
departments in relation to their effects,
again, upon the first department bulk
large when taken together. The stabili-
zation of all business operations per-
mits better control over costs. A
knowledge of costs permits control over
sales. Control over sales permits their
coordination with production, and the
coordination of production and sales
results in general stabilization of em-
ployment, advertising, promotional and
financing operations. Thus, cumula-
tively, the workings of each step in sim-

plification affect the operations of the
entire enterprise.*

A philosophy of simplification, rec-
ognizing this basic principle of interde-
pendence in business, attempts to ques-
tion each activity and function as it
takes place, and each policy or method
as it is proposed. What is the lowest
expenditure, the smallest number of
clerks, the least equipment, the mini-
mum degree of complexity, with which
a given task may be performed, and to
how great an extent are standard prac-
tices and repetitive perfonnance possi-
ble in its execution? Whether the ac-
tivity be one of buying, of manufactur-
ing, or of selling, what in every instance
is the simplest way in which a specific
purpose can be accomplished? That
way, if other things are equal, will be
the most productive.

Only sometimes has this simplification
been one which commences with types
and varieties of product. The retailer
who, scanning statistics of his sales
grouped according to the prices obtained,
discovered that 75% of the differentia-
tion in his prices was unnecessary, and
eliminated all but the four or five most
popular, applied simplification just as
truly as if he had eliminated actual prod-
ucts from his line. The merchant who
went a step further, and arbitrarily set
up a series of selling prices and mark-
ups for each department, forcing his
buyers in every purchase to meet the re-
sulting requirements, has applied simpli-
fication. The retailer who so rearranged
his sales-handling equipment that regis-
ters, transmission installations, and. tills
were interwoven to a nicety which made
it possible for his employees to accom-
plish more with fewer motions, applied
simplification. And the merchant—if

* Cf. Shaw, A. W. /In Approach io Business
Problems, pp. 15-16: the "principle of cumulative
differentials."
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he exists—^who, in addition to applying
all these and all possible similar ad-
vances to eliminate the ineffective ex-
penditure of effort, has concentrated all
his sales into one or two prices, might
be said completely to have used simpli-
fication.

The manufacturer who systematized
a great miscellany of measurements and
specifications on his patterns into a com-
paratively small list has applied the
part which technical standardization
plays in simplification. His ofEce man-
ager effected a similar economy when he
standardized letter formats and in-
structed the stenographic force in their
use. The expert who observed in the
manufacture of hosiery that the ma-
chines did not work exactly to the sizes
to which they were set and suggested to
the hosiery manufacturers that they
grade to sizes from the output of a
comparatively few set-ups, thereby
bringing about a very considerable re-
duction in manufacturing costs, applied
simplification. The manufacturer who
profitably reduced his line 80% applied
that phase of simplification which has
to do with the elimination of unneces-
sary types and varieties. And the man-
ufacturer with a product of extremely
limited variety and price range—such
as Henry Ford, for example, although
he perhaps might he the last to lay claim
to having eliminated all useless motion
—who, in addition to having narrowed
product and price-range, has reduced
to a minimum the complexity present in
all departments of his factory, has
made a complete application of simpli-
fication in production.

But just as the activities of any one
business are all interrelated, so are
those of production and distribution in
different enterprises connected. It is
conceivable that the manufacturer who
distributes through branches or ex-

clusive agents might establish a complete
and unified application of simplification
from the point of production to the re-
tail counter. To date, it is not known
that this has actually been accomplished.
It has, however, been suggested in sev-
eral lines of business, and one manu-
facturer, having first applied simplifica-
tion in production, recently proposed
joint action in the matter at a conven-
tion of the company's dealers. It is
to be hoped that the number of such
efforts will continue to increase. In
many situations no great degree of sim-
plification of types and varieties in pro-
duction is practically possible without
first securing the cooperation of the dis-
tributer in placing his orders for those
ranges and types of product which are
most profitably made and carried.

The movement towards simplification
has now gone beyond the individual
business. So insistent has been the call
for continued promulgation of the war-
time conservation policy that the De-
partment of Commerce, under Secretary
Hoover, has created a Division of Sim-
plified Practice. Since its inception the
Division has presented the general sub-
ject of simplification as a business pol-
icy to over 150 industrial groups which
have requested information or aid. At
time of present writing, many of these
industries have appointed Simplification
Committees which have made, or are
now engaged in making, surveys, and
already the Department, in cooperation
with the industry, has effected definite
simplification in several lines.

The Department's activities, it should
be noted, are purely cooperative in char-
acter. It orders nothing, it dictates
nothing; the initiative must come from
business itself. The Government in no
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way regulates; it merely aids the indus-
try to accomplish whatever mitigation
of complexity may profitably be possi-
ble. The adoption of any steps which
may be recommended in conjunction
with the committee after the survey is
strictly voluntary on the part of the busi-
ness represented.

Representatives of any trade or in-
dustry come to Washington and consult
with the Department on the possibilities
for simplification in their particular
businesses. Questionnaires are sent out,
and the information is carefully tabu-
lated and interpreted. Other confer-
ences follow, and a general.plan accep-
table to all groups is prepared. When
this is so revised and adjusted as to be
acceptable not only to the manufacturer,
but to the distributer and to the repre-
sented consumers, there issues a Sim-
plified Practice Recommendation. On
this official Recommendation are printed
the names of the manufacturers' associ-
ations or committees responsible for its
content and the acceptance of the asso-
ciations or committees concerned. Each
establishment in the industry then indi-
vidually accepts or rejects any or all of
the proposed steps at its discretion.
Provision is also made for Revising
Conferences on future dates, both to
check upon the practicability of the
steps that have been adopted and to
propose whatever modifications changed
conditions of trade may require. Thus
the Department stands not alone in an
advisory relationship, but as an actuat-
itig influence for closer cooperative ac-
tion.

A hundred and twenty-five different
groups, engaged in 90 diiferent fields
of production and distribution, are now
using this service in developing definite
steps toward the simplification of their
particular activities. As an example of
what can be accomplished in this way.

there may be cited the instance of pav-
ing brick. In 1921 there were manufac-
tured 66 varieties of brick, most of
these purposeless and expensive differ-
entiations. On November 15, 1921,
as the culmination of a period of in-
vestigation and conference, a number
of manufacturers, together with the
users of paving brick, met with Secre-
tary Hoover in Washington and by
voluntary action eliminated 55 of the
66 varieties. It was agreed that none
of the 55 varieties eliminated served
any valid purpose. On March 27,
1922, at a second conference, four more
types were eliminated, leaving the total
number of approved types only seven,
which was considered ample to care for
all needs of the consumer.

Conclusive proof of the relative ease
with which the elimination has been ac-
complished is afforded by a report of
the National Paving Brick Manufactur-
ers Association dated March 27, 1923.
In 1914, the seven varieties which are
now retained and approved by the indus-
try constituted 57% of the total ship-
ments of brick. Since that time they
have shown a constant gain, and in 1921
constituted 85.8% of the total of all
shipments. That both industry and
public are better served is obvious.

The 55 types eliminated in Novem-
ber, 1921, constituted. In 1914, only
40.9% of total shipments. That is to
say, 11 types out of the whole 66 which
existed in 1914 made up 59.1 %• 01 the
total quantity of bricks sold. In 1919
these II types constituted 81.6% of
all bricks sold, and In 1922, after the
stamp of approval had been put upon
them by the Industry, made up 94.8%
of total sales. The ^^ types discouraged,
In November, 1921, thus made up only
5.2% of the total shipments for the
whole brick industry in 1922, showing
there was little need for their retention
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by the manufacturers who wished to
concentrate in production and market
their product most profitably through
the elimination of purposeless business
practices.

VI

This, then, is the thing termed sim-
plification: a philosophy which strictly
discourages all unnecessary motions in
business. It has its basis in both the
multitude of diversified products and
the great number of highly differenti-
ated manufacturing methods and dis-
tributive practices that, in an advancing
civilization, result from increased pro-
ductivity and ever-widening markets.

Quite properly, in its pioneer stage
each commodity runs the gamut of vari-
ous types and patterns, shapes and sizes,
in finding those best suited to its pur-
pose and market. After these are es-
tablished, however, useless differentia-
tions tend to persist. As we swing into
each new field of production, that field,
for the time being, gives play to the
human desire for ostentation, variety
and luxury; but as time goes on, those
desires center themselves in new devices
and commodities, leaving behind a num-
ber of types and varieties of product
which ordinary economic processes only
slowly, if ever, eliminate.

This development is paralleled by
needless complexity and indirection in
production methods, marketing prac-
tices and the general minutiae of con-
trol. Unnecessary motions become
imbedded all along the routine of mak-
ing and selling. There results a possi-
bility for a dual combing process, and
it is in it that the opportunity for real
simplification lies. To obtain an in-
creased output from fields already being

worked, and to free our productivity
for enterprises in new fields, a conscious
overhauling is periodically required.

On the one hand those types and va-
rieties which have been demonstrated
ineffective should be weeded out as rap-
idly as possible. -Once the pioneer stage
in the production of any variety or type
of a commodity is past, it should be sub-
jected to a scrutinizing survey, rather
than to wait on the slow processes of
natural elimination. On the other hand,
all unnecessary practices in connection
with manufacture and sale—in purchas-
ing, in fabrication or processing, in stor-
age, in shipments and deliveries, even in
finance and accounting—should be dis-
countenanced with equal vigor. As the
conditions of trade or manufacture
change, scrutiny should be repeated, to
detect again any unnecessary motions.
Finally, all new steps proposed should
be carefully examined and critically
challenged in the light of whatever
added complexity to operations or proc-
esses they may entail.

So far as diversity of products may be
involved, simplification is not hostile to
any styles or varieties of product which
appeal to the public fancy. It aims,
first, only at eliminating those varieties
and types which do not serve even a
semi-frivolous purpose; and it aims,
also, at giving to the non-frivolous ele-
ments in the population a chance to
purchase articles of sound utility at
minimum prices. And, secondly, by
eliminating all unnecessary steps and
practices in the productive, distributive
and facilitative activities of each plant
or store, simplification aims, further, at
giving to the entire community an in-
creased volume of goods and services
and a higher standard of living.
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