
MANAGEMENT
by Executive Committee
« Twelve of du Pont's top executives are more than enthusi-
astic about their company's committee-line system . . . they
believe it would work as well for any other large producer of
diversified products as it does for du Pont.

By William H. Mylander

t What are the advantages, and the disad-
vantages, of committee management for the
modern American husiness corporation?

C At what point in a company's growth, or
product diversification, should consideration be
given to committee management?

C How does committee management work,
and what kind of people are required to make it
work successfully? *

Questions of this kind were put to 12 of the
top executives of E. I. du Pont de Nemours &
Company, which has pioneered in using the
executive committee form of organization, and
this article represents a composite of their re-
plies — their expressions of judgment based on
the test of experience.

Form of Organization

Du Pont, now in its 153rd year, hegan as a
manufacturer of powder on the hanks of the
Brandywine Creek near Wilmington, Delaware.
Its 72 plants in 26 states produce some 1,200
chemical product lines with a sales volume of
close to $1.7 billion in 1954.

Until 1921, du Pont was operated with the
customary line organization headed by a presi-
dent assisted by vice presidents in cbarge of

specialized functions such as finance, produc-
tion, and sales. Then, under the farsighted
presidency of Irenee du Pont, now honorary
chairman of the board, the company adopted a
committee-line system regarded as unique in
American industry.

At the top is an executive committee of the
hoard of directors consisting of President Craw-
ford H. Creenewalt and nine vice presidents..
These men devote full time to the company's
affairs, although relieved of day-by-day func-
tional responsibilities. As a committee, they
meet each Wednesday, and oftener if necessary.
The bylaws provide that between the monthly
meetings of the board the executive committee:

". . . shall possess and may exercise all the
powers of the Board of Directors in the manage-
ment and direction of all the business and afEairs
of the company . . . in such a manner as the
Executive Committee shall deem best for the inter-
est of the company in all cases in which specific
directions shall not have been given by the Board
of Directors."

The only other limitation on the executive
committee's powers involves certain financial
decisions which are reserved for the board's
committees on finance, audit, and bonus and
salary. The executive committee constitutes
about one-third of the board's membership, and
is, in effect, a daily "working board."

Strangers in Wilmington sometimes are told
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that "the executive committee runs the com-
pany and the general managers run the husi-
ness." This is because du Pont operations are
decentralized below the committee level into
ten manufacturing departments headed by gen-
eral managers witib full authority to run their
businesses as they please — so long as they
observe over-all company policies and earn a
satisfactory return on the investment of plant
and working capital entrusted to them. At pres-
ent these departments are electrochemicals, ex-
plosives, fabrics and finishes, film, Crasselli
chemicals, organic chemicals, photo products,
pigments, polychemicals, and textile fibers.

Du Pont also has fourteen staff or auxiliary
departments. Twelve of these — advertising,
chemical, development, employee relations, en-
gineering, foreign relations, general services,
legal, puhlic relations, purchasing, traffic, and
economist — are headed hy directors who are
appointed by and report to the executive com-
mittee. The other two are the departments of
the secretary and the treasurer, who are elected
by the hoard and report to the president and the
finance committee.

The company principle that "authority must
be commensurate with responsihility" extends
to the staff groups. The directors organize and
run their own departments. In serving the
manufacturing departments, their relations hy
and large are similar to those of outside agencies
selling specialized services. There is no rule
that requires a manufacturing department to
utilize du Pont's staff facilities, but it is rare
when a general manager prefers outside counsel.
The staff departments also provide institutional
services for the company as a whole.

The general managers and directors hire their
own personnel. Each selects an assistant who
must he approved by the executive committee
since he should be capable of taking over in
event of illness or disability of the general mana-
ger or director. "It makes you a little more care-
ful in your choice," said one general manager.

While careful to preserve the independence
of the departments in personnel matters, the
committee keeps a watchful eye on the training
of managerial talent. Potential executives are
noted usually when they are in the early thirties
and have been with du Pont from five to ten
years. Those who show ability are given the
opportunity to round out their experience by
taking a hand in aU aspects of the business.
They are moved across functional fields, such

as from research to production or sales, and are
even transferred from one manufacturing de-
partment to another, in order that their develop-
ment may be furthered.

The general managers have their own tech-
nical, production, and sales divisions, and such
others as they deem advisable. They, along with
the directors of staff departments, report regu-
larly to the executive committee on their opera-
tions. "Our general managers," said one vice
president, "have substantially as much power as
the average company president."

Origin of the System

When Irenee du Pont and his associates con-
ceived the executive committee-line system of
management under which the company has
grown and prospered for 34 years, they were
seeking a better way to deal with the problems
presented by product diversification. The old
line organization had been adequate when the
company was just making and selling explosives,
hut by 1921 a deliberate program of expansion
into the broad field of chemical products was
well under way.

Product Diversification
As early as the turn of the century came the

modest heginning of du Pont's now famed pro-
gram of research. Pending the time when its
own laboratories would create the present steady
flow of new and improved products, the com-
pany had hought chemical concerns with know-
how and experience in various lines here in this
country and had purchased patents and scien-
tific knowledge abroad. Consequently du Pont,
with a sales volume in 1921 of $55 million, was
suffering growing pains with the new products.

It was one thing to make and sell explosives
and quite another to make and sell paint, as
du Pont's centralized sales and production divi-
sions soon discovered. The salesmen who knew
explosives and how to sell them knew little about
paint. Unfamiliar sales and production prob-
lems also stemmed from other new products,
such as plastic-coated fabrics, dyes, pigments,
and the "fibersilk" now known as rayon.

Most chemicals are sold to other industries
rather than directly to the consumer (consumer
purchases today account for less than 9% of
du Pont's production). The successful chemical
salesman, therefore, not only must know his
own wares, hut must be familiar with the needs



and problems of the industries to which he sells.
He must be able to demonstrate how a chemical
can be used to improve the end product manu-
factured by his customer. Obviously it was de-
manding too much to expect the sales expert in
explosives to be equally expert in dyestuffs.

The centralized manufacturing department
encountered the same troubles as the central-
ized sales department. But unfamiliarity with
new products was not the only headache. A
veteran of those days recalls an instance when
the manager of a paint plant insisted on turning
out all the white paint he could make because
he knew how to make it at a good profit. The
salesmen, however, discovered that the puhlic
wanted colored paint. They reported the de-
mand for colors to their manager, who passed
the word up the line to the vice president in
charge of sales. This vice president in turn took
the matter up with the vice president in charge
of manufacturing, who sent die word back down
the line to the plant manager. But by the time
it reaehed the plant manager and production
had been geared to sales, tbe inventory tanks
contained an appalling amount of white paint.

"Our principal difficulty," recalls Walter S.
Carpenter, Jr., now chairman of the board, "was
tbat when trouble occurred anywhere in the
organization, it had to filter all the way up to
the top and all the way back down again before
it was corrected."

Company Growth

All the executives interviewed felt that the
need for the new organization stemmed pri-
marily from diversification and complexity of
products, although company growth in itself was
a factor.

e "There would be far less need for an execu-
tive committee," said one, "if a company had only
one product line regardless of its size. But even
then, the committee might be valuable in consider-
ing broad trends and developments without having
to be tied down with live issues."

C "It would be impossible," said another, "for
any one person to administer such diversified opera-
tions as we are engaged in. It is necessary always
to think in terms of what is best for the company
as a whole, rather than for any one of the various
components."

C "When a company is big enough," said a third,
"complex enough or diverse enough to need more
than one man to see the sum of the whole, the
committee system should be given consideration."
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C A fourth simply observed, "Ten heads are bet-
ter than one."

How the Committee Operates

The vice presidents sometimes tell the gen-
eral managers: "You are the bosses, and we are
the philosophers." No one in du Pont, however,
and least of all a general manager, would make
the mistake of attributing top company authority
anywhere but to the executive committee.

Responsibilities

Fundamentally, the committee exercises three
important responsihilities:

(1) It determines the broad, basic policies for
the operations of the company.

(2) It selects the men to carry out these opera-
tions.

(3) It maintains a continuous review, and seeks
to make an honest and objective appraisal of the
conduct of the business to make sure that the men
selected are doing a good job.

The opinions of the committee memhers com-
mand the respect of general managers and other
executives down the line. Each member is rec-
ognized as an expert in specific fields, which
gives to the committee as a whole a prestige
seldom possible for a single individual to attain.
If a weakness appears in a department, the com-
mittee is quick to assist the general manager in
determining whether the trouhle is in sales, re-
search, or production. When the weak spot is
located, committee experts in that field help the
general manager to find a solution.

The Wednesday Meetings. Each manufactur-
ing department presents a monthly operating
report, which the committee usually considers
on the first and last Wednesdays of each month.
In addition, the committee averages one meet-
ing a month in a ehart room, where the per-
formance and forecasts of sales and earnings for
each department are reviewed with the general
manager. (A series of departments is consid-
ered each time, with every department aver-
aging ahout four reviews a year.) If there is a
slump in either performance or forecast, the
general manager is expected to provide a satis-
factory explanation and to discuss with the
committee the steps which should be taken to
bring operations up to standard.

Capital expenditures or long-range commit-
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ments of the departments which are ahove cer-
tain amounts must go to the committee for
approval, and those above higher limits must
be approved by the finance committee as well.
This insures committee scrutiny of projects such
as new plant construction, plant expansion, or
new commercial ventures. The projects, how-
ever, are initiated by the general managers.

The committee passes on agreements and
contracts proposed by the departments. The
staff departments present annual budgets for
approval. The operating departments and the
chemical and engineering departments present
their own research budgets. Construction fore-
casts are presented four times a year by the en-
gineering department.

Decisions on operating schedules, prices, in-
dividual salary raises, and other day-by-day
operating problems are left to the general man-
agers, but are subject to the policy framework
estahlished over the years by the executive com-
mittee. However, if a department gets out of
line in these respects with the rest of the com-
pany, the committee quickly calls in the gen-
eral manager for a talk. It should he noted that
such talks are rarely necessary.

"The heart of our operation is the Wednes-
day meeting," said President Creenewalt. "We
spend the rest of the week directly or indirectly
preparing for it."

Each Friday afternoon, committee members
find on their desks a stack of reports two inches
high which they are expected to read and digest
prior to the next Wednesday. "We are supposed
to have time to think," said one vice president
indicating the stack. The members, however,
do find it helpful to study a proposal in writing
before taking it up in oral discussion with the
officials concerned.

In the Wednesday meetings, each memher
of the committee has one vote, including the
president, who usually votes only to make or
break a tie. Split decisions are uncommon.
Five members constitute a quorum, and four
affirmative votes are required for the adoption
of any resolution. Occasionally the memhers
of the minority ask to have their opposition re-
corded. Otherwise the action is simply noted
as taken, or as taken unanimously.

The practice in some eompanies of requiring
unanimity for committee action finds no sup-
port at du Pont. Eaeh member pays careful
attention to the views of the others when a ques-
tion is debated, and minds have been changed

by debate. The members feel, however, that it
would be stultifying to have to go along with a
decision if they sincerely helieve it to he wrong,
and they pride themselves on being "rugged
individualists." A showdown on important ques-
tions usually is postponed until all members
are present, although, as stated above, five con-
stitute a quorum for ordinary business.

As chairman of the meetings. President
Creenewalt has the usual presiding officer's
responsibility to see that there is opportunity
for full debate, to narrow the issues to their
essence, and to call for a decision after adequate
discussion. Other members praise his objec-
tivity as chairman, although they know he does
not hesitate to speak his mind and express his
own views when they differ from others. When
fuller explanation of a decision than the cus-
tomary "advice of action" is warranted, he calls

E X H I B I T I . AGENDA FOR A WEDNESDAY M E E T I N G

CHART ROOM

1. Fabrics and Finishes Department regular report for
January.

2. Grasselli Chemicals Department regular report for
January.

3. Photo Products Department regular report for Janu-
ary.

4. Pigments Department regular report for January.
5. Foreign Relations Department — annual report and

operating budget.

COMMITTEE ROOM

Unfinished business
6. Engineering Department — operating hudget.
7. Motion picture program hased on the Company's

programs re "How Our Business System Operates."
Joint report from Advertising, Employee Relations,
and Public Relations Departments.

New business
8. Organic Chemicals Department regular report for

January.
9. Appropriation project covering partial design, pro-

curement of long delivery equipment, and prepara-
tion of construction cost estimate New River Pump
House, ash and waste retention facilities. Old
Hickory Rayon and Cellophane Plants.

10. Appropriation project — replacement of worn-out
pirns, Waynesboro Plant.

11. Credit appropriation — additional power facilities,
Spruance Rayon Plant.

12. Appropriation — project for synthesis gas via coal
partial combustion — Step # r . Belle Works.

13. Adjustment of permanent investment — QY cata-
lyst facilities, Arlington Works.

14. Supplemental report on accomplishment — second
year's operation — continuous polyvinyl alcohol and
monomer process, Niagara Falls Plant.

15. History, present status, and future prospects of the
"Elvanol" polyvinyl alcohol business. Report from
Electrochemicals Department.

16. Miscellaneous items.



the general managers together and does the
explaining.

The agenda for an executive committee meet-
ing averages at least 12 items. The regular
required reports from the manufacturing de-
partments provide the framework, and either
the departments or members of the committee
can initiate additions. "In a live organization,
the agenda will take care of itself," was one com-
ment. (See EXHIBIT I for a sample agenda —
typical in breadth and variety though not neces-
sarily in specific suhject matter.)

"Court of Appeals." Since the manufactur-
ing departments compete with each other as
well as with outside rivals, and the staff depart-
ments have their own differences of opinion,
the executive committee is available as a court
of last resort to settle intracompany disputes.
The committee does not like to be placed in this
role, however, and this fact is emphatically
made known to the disputants. When all con-
sultation and mediation fails, the committee if
called upon will step in and resolve the issue
— and die disputants will resolve never again
to let it go as far as the committee.

Review of Department Projects. Members of
the committee helieve that the system functions
at its best when they are able to stimulate and
encourage the initiation of ideas and projects
from down the line. They do not hesitate, how-
ever, to inject their own proposals when they
believe them to be for the hest interests of the
company:

C "It is rare when a general manager is turned
down on a project," said a vice president. "He
knows his proposal will be reviewed by experts; and
since our general managers are able men, they don't
bring anything to us unless they are pretty sure."

C "Sometimes we don't agree with a general
manager," said another, "but it is better to let a
mistake be made than to order a general manager
to act against his judgment — unless too many
people would be hurt."

C "We err on the side of letting the general
managers run their businesses according to their
own lights," said a third. "When I was a general
manager, they let me spend half a million dollars
playing around with superpressures without get-
ting any results."

There is a readiness among the vice presi-
dents to concede that du Pont has made mis-
takes — "some of them beauts" — but they do
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point out that the initiation of projects by the
departments, followed by executive committee
review, provides a built-in weeding-out process
which disposes of most ill-considered proposals
hefore they ever reach the action stage.

Long-Range Considerations. The committee
feels strongly its obligation to look into the future
for national trends, and in 1939, for example,
it anticipated a country-wide pattern of wage
increases. The general managers were called in
and encouraged to grant increases promptly
in the interest of sound employee relations. It
took some convincing in certain departments
where general managers were reluctant to cur-
tail department earnings, but the result was re-
garded as worthwhile.

Operating officials in their planning, too, are
encouraged by tbe committee to take into ac-
count long-range considerations of the public
interest. For example, du Pont is the sole sup-
plier of neoprene rubber for tbe free world.
When expanded production of this product
seemed advisahle, the general manager pro-
posed and the committee approved the con-
struction of a second plant rather than enlarge-
ment of existing facilities. Among other reasons
given in support of this proposal was that a sec-
ond plant would guarantee an alternate source
of neoprene for defense and commercial use in
case one plant should he shut down by fire or
disaster. As far as the company itself was con-
cerned, the enlargement of the single plant,
obviously, would have meant a greater return
on investment over the near term.

One of the ways in which the committee
seeks answers to its own questions, and stimu-
lates thinking in the departments, is by request-
ing "whither" reports. These are so named he-
cause they ask "whither nylon?" or "whither
titanium?" The studies involved in prepara-
tion of these documents dealing with the future
of specified products are enlightening to the
general managers as well as to the committee.

Study and consultation constitute a continu-
ous process at du Pont. In fact, most decisions
of the committee are reached only after careful
examination of all available facts and opinions
and consultation with everyone in a position to
make some contrihution.

Advisory Duties

In a secondary role, members of the com-
mittee serve as individual advisers in areas
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where they are hest qualified by skill, training,
and experience. But in contrast to formal com-
mittee deeisions in whieh they have a vote, as
advisers their influence is indirect, and they are
quick to say that they can't give orders as indi-
viduals "to anyhody but my secretary."

Although committee members advise, rather
than dictate, it takes a strong-willed general
manager or staff department director, who is
sure of his ground, to take counteraction after
soliciting counsel. This is not because the com-
mittee memhers seek to impose their will upon
management down the line, but because every-
one in the company looks up to them as ex-
perts in specialized areas. Thus:

Vice President Walter J. Beadle, a former treas-
urer, advises on foreign relations and legal matters.
Another former treasurer. Vice President T. C.
Davis, is adviser to the treasurer's department. Vice
President Charles A. Cary, up from assistant gen-
eral manager of the old rayon department, advises
on traffic, purchasing, and general services. Vice
President J. Warren Kinsman, up from general
manager of fabrics and finishes, the company's
largest direct sales area, is adviser on advertising
and sales. Vice President Henry B. du Pont, who
came up from engineering research, advises on
engineering. Vice President William H. Ward,
a former general manager of explosives, advises on
personnel, salaries, and employee relations.

Vice President Walter Dannenbaum, up from
general manager of the old ammonia department,
advises on manufacturing. Vice President Roger
Williams, who was chemical director of the am-
monia department and later was in charge of the
Hanford atomic energy project as assistant man-
ager of explosives, advises on chemical research
and development. President Greenewalt is the ad-
viser on public relations, and is also consulted
along with Mr. Williams on technical and scien-
tific problems. Vice President Robert L. Richards,
promoted last fall from general manager of textile
fibers, awaits his advisership assignment.

Executive committee memhers also serve on
other committees. Messrs. Beadle, Ward, and
Williams are members of the company's sub-
committee on "B" bonus, while Mr. Dannen-
haum is chairman of the "A" bonus committee.
Messrs. du Pont, Kinsman, and Dannenbaum
are members of a subcommittee on purchases
and sales, while Messrs. Beadle, Cary, and du
Pont are members of a subcommittee on con-
struction forecasts. In addition, some members
of the executive committee are directors of cer-
tain subsidiary corporations.

C "We give advice, solicited or volunteered," ex-
plained one. "There is no compulsion to follow it,
although we sometimes resort to tactful persuasion."

c "It is cooperation, contact, the development of
a common understanding, and talking out prob-
lems," said another. "The key to the company's
success is how the general managers run the busi-
ness. Our task is to create an environment which
will help them do a better job."

C "We should never attempt to exercise too much
power for that would destroy the autonomy of the
departments," said a third.

C "It is always desirable to avoid sending down
pronouncements from on high," observed a fourth.
"We try to get the viewpoints of others involved
and work out a mutually satisfactory answer."

While individual members of the committee
are frequently consulted in advance for their
views on special aspects of a project — for ex-
ample, Mr. Williams on the technical end, Mr.
Kinsman on sales, or Mr. Dannenbaum on man-
ufacturing — they are not expected to commit
themselves on the project as a whole. The
project, as a project, is considered on its merits
when the general manager formally presents it
to the committee, even though the financial,
legal, technical, sales, and manufacturing prob-
lems connected with it may have already been
discussed individually with the special advisers
in these fields.

Qualifications for Membersbip
In selecting the executive committee, the

board of direetors, in the words of one director,
"tries to create a superman by combining the
great breadth of experience represented by
the various memhers, so each can contrihute
his own viewpoint for the benefit of the others
and the group as a whole." Specifically, the
following qualifications are looked for:

Basic experience and expertness in one or more
fields, especially research, production, sales, finance,
or engineering, constitute a primary qualification.

A well-rounded background is desirable because,
as another put it, "when a man goes on the com-
mittee, he is not supposed to look at an issue from
the standpoint of his old department or activity,
but in the interest of the company as a whole."

Sound judgment, objectivity, breadth of vision,
and a willingness to cooperate are essential qualities.

The prospective committee member should be
well read, versed in industrial problems, and aware
of what's going on in the nation and the world.



He should enjoy good health, and be of an age
which will permit him to serve at least io years
before compulsory retirement at 65.

Other specifications as they were expressed
by the board members interviewed include:

• "His head should be screwed on right."
• "He should be an individualist — we don't

want go-alongers."
• "He should balance independence of opinion

with the grace to submit to the will of the majority."

• "He should have ideas but be willing to see
them turned down without waiting for an oppor-
tunity later to say 'I told you so'."

• "He should have a specialty and as much else
as he can bring with him."

• "He should be a self-starter willing to be an
adviser — with all that the term implies and all
that it doesn't imply."

• "We want men who won't be earth-bound by
logic but have the instinct or intuition to do the
right thing whether logical or not."

• "He should have forbearance, and recognize
that the other fellow has strong convictions, too."

• "He should have profound tolerance, and
avoid getting provoked."

• "He needs personality, a fine mind, and a
quick wit."

Two members of the committee separately men-
tioned "dedication" as a qualification. One defined
this quality as "a wiU to devote all your time and
interest to the company's affairs," while the other
remarked, "I told a general manager the other day
that coming on the committee is like joining a
monastery — you work 16 hours a day and get
your fun out of the job. You must be dedicated."

It is acknowledged that fate has a hand in the
selections. A man with all of the qualifications
may miss promotion to the committee because
there are no suitable vacancies while he is in
the proper age hraeket. One of the vice presi-
dents also suggested that "an individual might
he an excellent general manager and a poor
vice president, or vice versa."

The size of the committee has varied from
time to time. Asked why it numbers ten, instead
of five or fifteen, a member explained that it
was essential to have technical, financial, man-
ufacturing, sales, and engineering experience
represented. Then, he continued, it is better to
have two from each field, both to insure a
quorum for the weekly meetings, despite ill-
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nesses, vacations, or husiness trips, and to make
available the judgment of two experts, rather
than one, on specialized issues. Also, he felt
that ten could function as a committee without
the loss of individualism, but twice that numher
might lead to "herd thinking" or the develop-
ment of cliques.

"We need a good, wide spectrum," said an-
other, "but not so many as to become unman-
ageable."

All present members of the committee have
come up through the ranks of du Pont, which
practices a policy of promotion from within.
They absorbed the spirit and became familiar
with the theory and practice of the company
before assuming their present posts. Committee
memhers helieve that outsiders could be brought
in if neeessary and would soon become accus-
tomed to the system, hut they concede it might
take time and result in some dissatisfaction.

Advantages of the System

When questioned concerning the advantages
of the committee-line system, the executives in-
terviewed stressed the following:

1. The strength and security of group decisions —

• "We are less likely to go to extremes, since the
committee assures a balanced viewpoint on
every issue."

• "If one individual could always come up vrtth
the right answer, we would not need a com-
mittee."

• "When seven men out of ten — all intellec-
tually honest — can reach agreement, the
chances are that it is sound."

• "It may take longer to get action, but this pays
off handsomely in better decisions and ability
to follow through on long-range policies."

• "We reap the benefit of diversified experience.
One of the ten will think of some important
angle that may be a blank to everyone else."

2. Objectivity in decision making —

• 'The system permits discussion and considera-
tion of policy by men relieved of day-to-day
decisions. This means more than 'time to
think.' It means that nobody on the committee
will be influenced consciously or unconsciously
by the efBect of the decision on an operation
for which he is responsible, because we aren't
responsible for operations."

** "We all have more to do than we can get done,
but we do have time to concern ourselves with
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things we couldn't do if we had line respon-
sibilities."

• "The discipline of having to work out an agree-
ment with nine others promotes objectivity and
thorough analysis of the problems."

• "There is some duplication of effort, but we get
a combined judgment based on all considera-
tions and weighed without bias."

3. Continuity of administration —

• "The committee changes so gradually that our
management is always on an even keel, where-
as, when a dictator dies, there is no successor."

• "The committee assures the company of an
averaging-out of temperament and ability in
top management."

4. Development of personnel —

• "The system accommodates a greater diversity
of executive talent. There is a place for the
man who sings solo, and also for the man who
sings best in the chorus."

• "General guidance by suggestion through the
adviserships encourages initiative throughout
the organization."

• "Our advice always is so worded that a general
manager is free to disregard it if he wishes."

• "When there is decentralization at the top,
there is initiative down the line."

Other advantages briefly mentioned included:
increasing the stature of departmental manager, re-
lieving part of the burden which usually falls upon
the president or chief executive officer, encourag-
ing the resolution of problems at lower manage-
ment levels, and fiexibility.

Disadvantages of tbe System

The executives were at a loss for a ready
answer when asked to list the disadvantages of
the system. After some thought the following
were hrought out:

(1) A few who had come up through depart-
mental management mentioned a certain sense of
frustration.

• "On the committee you feel inhibited. You
move up to it from an active to an ethereal
field, and have to get things done by advice
and suggestion."

• "Men who have been on the firing line, making
day-to-day decisions, suddenly find when they
move up to the committee that they can't give
orders as individuals to anybody but their
secretaries."

• "There is diflBculty in making the transition
from line management to the committee, with
the danger that departmental allegiances will
stay in the picture."

• "Compromise isn't always easy, and expediency
must be paid for."

(2) Some of the others cited as a minor disad-
vantage the fact that outsiders frequently are un-
aware of the division of responsibilities at du Pont,
and expect the president and the vice presidents to
make decisions on sales or other matters which lie
within the province of the general managers.

(3) One of the more individualistic members
pointed out that ten people had to read every re-
port, but added that there is compensation in the
fact that one of the ten occasionally spots some-
thing the other nine miss.

(4) It was also suggested that in a small com-
pany an executive committee might not have
enough to do, that autonomy of the departments
would be weakened if the committee set up too
many rules, and that there might be room even at
du Pont for "something to fall between the slats of
responsibility."

On the whole, however, the members of the
committee were unable to cite serious disadvan-
tages, and two of them suggested that the ques-
tion be put to one of the general managers.

After some thought the general manager con-
sulted answered that with his title he did find
it a little difficult to compete for customers' at-
tention against the head of a competing com-
pany, who had the title of president, even
though his own department's total output is
five times larger than that of the competitor.

"But I just can't think of any other disadvan-
tages of our system," he said. "I would much
rather go to ten men with a project than take
my chances on one."

In conclusion, the 12 top executives stressed
that (i) they are not urging other companies to
adopt their committee-line system, (2) they be-
lieve unanimously it has been successful for
du Pont, and (3) they feel it should work for any
other large producer of diversified lines.






