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tt !]RJANIZATION AND /l/F:r.HODS -~URVE'l " 

I/- INTRODUCTION 

"Organisation and Methodstt is not completely a new part of 

business management. In former times, systemee and procedures of 

organizing were applied in every organization. However, they were not 

studied carefully and we paid too little attention to them, or we 

followed them as a tradition, not to be changed or improved • 

In this scientific era, while the Governm.ent,s activities 

are growing in scope and in complexity, we need an effective, a 

scientific system • 

However, the system is not tough. It has to be changed if 

necessary . The more complex the Government's activities are, the 

more the system must be improved in order to get suitable results. 

A today•s effective system might not be effective two years 

hence . So, organizing, reorganizing and applying new methods is a 

never ending process • 

II/- ROLE OF THE ORGANIZATION AND METHODS EXAMINER 

The field of Organization and Methods is very large. Work 

in this field requires a wide range of knowledge, embracing manage-

ment, clerical procedures, forms, records, and office machinery 

and equipment • 

The role of an organization and methods examiner is to 

advise on the organization, to help those taking part in the opera-

ting line to carry out the job effectively. He is an adjunct to line 
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advise on the organization, to help those taking part in the opera-

ting line to carry out the job effectively. He is an adjunct to line
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management, and helping th with impro ent ot 

- organizational plans 
- work simplification 
- paper work .management 
- work measurement 
- worlt methods instructions 
- forms control 
- correspondenc 
- records management 
- office l~out , and 
- use of oi'fice machinery 

The organization and methods examiner recv;w;~ .... u:ds im.prov ent 
methods to the head of operating units . 

On the other hand, th organization and methods examiner needs 

to know how to go about his job, how toapproach people, how to get and 

record information, how to sort and classify it, how to build up his 

conclusions , and bow to earn acceptance with line perso:matk & executives. 

He also must help to install hi reco endations and f1nally to 

follow up the application of the new syst in order to find out if the 

changes are suceessi'ul and ii" they are getti.ng the results anticipated. 

He does the job of knowing and thinking. Be knows the deficiencies o.f 

an organiza'bion, a syst or procedures and thinks about the ethods of 

improvement . 

llI/- ATTITUDE AND APPROACH OF AN OIDANIZATION AND METHODS F.u?~R 

The organization and methods examiner is an advisor. He isn•t 

on the line position. lie has no authority over oper ting persons . So the 

most important factor in his work is to know how to gain cooperation or 
operating people when he goes into their jobs , wh n be interview th • 

Because operating people should not want to be annoyed by his interfe-

rence . They doni t want an outsid r to make a change of his met ods and 

procedures . Your work should be recogniz d as a work improve ent study 

and not thought to be a fault finding expedition. 
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management, and helping then with improvement of :

- organizational plans
- work simplification
- paper work management
- work measurement
- work methods instructions
- forms control
- correspondence
- records management

and- office layout,
- use of office machinery

The organization and methods examiner recommends improvement
methods to the head of operating units.

On the other hand, the organization and methods examiner needs

to know how to go about his job, how toapproach people, how to get and

record information, how to sort and classify it, how to build up his

conclusions, and how to earn acceptance with line personnel & executives.

He also must help to install his recommendations and finally to

follow up the application of the new system in order to find out if the

changes are successful and if they are getting the results anticipated.

He does the job of knowing and thinking. He knows the deficiencies of

an organization, a system or procedures and thinks about the methods of

improvement.

III/- ATTITUDE AND APPROACH OF AN ORGANIZATION AND METHODS EXAMINER

The organization and methods examiner is an advisor. He isn't

on the line position. He has no authority over operating persons. So the

most important factor in his work is to know how to gain cooperation of

operating people when he goes into their jobs, when he interviews them.

Because operating people should not want to be annoyed by his interfe-

rence. They don't want an outsider to make a change of his methods and

procedures. Your work should be recognized as a work improvement study

and not thought to be a fault finding expedition.
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the advantage of .freshness and detach ent fro the organization he is 

making the survey. He is in a better position to range around and link UJ 

activities in one place with kt: those in another and h Jl1S\1 chances 

ot improvement quicker than the persons who is doing the job. Being deta­

ched eyerarchically fro the organization he is aking the survey, he can 

have no prejudice :i,n favor of th established practi ces . 

However, in order to get success, to expect the best results, 

there must be a c1ose collaboration of operating people . The special 

contribution of an organization and methods examiner need to be com­

pounded with the operating officials ' s knowledge and experience of the 

subject matter and of management . Th O &: M examiner' s he1p should be 

Ulco ed by the operating officials so that his mission i understood 

and in addition o:r that , cooperation must be gone on with all operating 

1evel • 

The head or the unit st create a right atmosphere by explai­

ning the object of the survey, the purpose of the organization ~d study 

to his subordinates . During the course or the survey, the O &: M examiner 

will have evezy opportunity for developing a tight understanding with 

the officials of the unit where the organization and methods work is 

being done . An 0 & M examiner Will never c e into contact with a branch 

or section except through th head of it, with wham he will try to set 

up a cordial understanding . 

Besides that. individuals at all levels should be encouraged to 

make suggestions or proffer opinion . The operating officials mq know 

much more about the subject matter than he does and with their experience 

in their job, they ean give him good suggestions, and opinions, and it is 

otten on the good will. of the persons who will actually operate a syst 

that success o:f the new operation depends . 
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But on the contrary, the organization and methods examiner has

the advantage of freshness and detachement from the organization he is

making the survey. He is in a better position to range around and link up

activities in one place with it those in another and he may see chances

of improvement quicker than the persons who is doing the job. Being deta-

ched hyerarchically from the organization he is making the survey, he car

have no prejudice in favor of the established practices.

However, in order to get success, to expect the best results,

there must be a close collaboration of operating people. The special

contribution of an organization and methods examiner needs to be com-

pounded with the operating officials's knowledge and experience of the

subject matter and of management. The o & M examiner's help should be

wilcomed by the operating officials so that his mission is understood

and in addition of that, cooperation must be gone on with all operating

levels.

The head of the unit must create a right atmosphere by explai-

ning the object of the survey, the purpose of the organization and study

to his subordinates. During the course of the survey, the o & M examiner

will have every opportunity for developing a tight understanding with

the officials of the unit where the organization and methods work is

being done. An o & M examiner will never come into contact with a branch

or section except through the head of it, with whom he will try to set

up a cordial understanding.

Besides that, individuals at all levels should be encouraged to

make suggestions or proffer opinion. The operating officials may know

much more about the subject matter than he does and with their experience

in their job, they can give him good suggestions, and opinions, and it is

often on the good will of the persons who will actually operate a system

that success of the new operation depends.
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IV/- HO TO CONDUCT AN O & f SURVEI 

The first thing that an O & M xaminer must know in conducting 

a tiurvey is the principles . What steps he is to f'ollow and which one is 

the most import.ant . 

The 0 & M examiner who will conduct the survey should al.Wlzy's 

understand how the decision to call upon the service of O & M arose, 

who was the initiator, and whether a problem is supposed to exist . A 

thorough initial understanding of what the assig ent is e.xpected to 

cl)ieve will help him greatly in his Sllbsequent wol"k . 

PR!JfJIPLES OF CONOOCTL'll A SURVEY 

I - Planning 
2 - Fact finding 
3 - Analysis 
4 - Devel.opement of recommendations 
5 - Written presentation 
6 - Oral presentation 
7 - Instal.1ation and follow up 

I - PL.ANNINJ THE SURVEY 

In every wotk , planning is needed to go first . Planning is 

the visualization and fonnulation of proposed activities designed to 

achieve certain resul.ts . Planning is the preparatory work used as a 

guide. Planning makes you know i"orward the basis ot the future action, 

what possible course of action appears in order to carry out the Sllr!Vgy. 

Like the explorer who uses the comPCJS to find the way, planning is use-

.rul for an a 0 & M examiner to walk into his survey. 

It is desirable to make a reconnaissance or preliminary survey 

ot the ground to be covered. It will provide a JJ10re thorough understand­

ing of the nature of the problems involved. It will also assist in esti­

mating the extent of tact gathering necessary in the various fields as 

well as the order in which sections of work should be examined. Bof ore 

making this survey, some study should be made of current. documents which 
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IV/- HOW TO CONDUCT AN o & M SURVEY

The first thing that an 0 & M mexaminer must know in conducting

a survey is the principles. What steps he is to follow and which one is

the most important.

The 0 & M examiner who will conduct the survey should always

understand how the decision to call upon the service of 0 & M arose,

who was the initiator, and whether a problem is supposed to exist. A

thorough initial understanding of what the assignment is expected to

achieve will help him greatly in his subsequent work.

PRINCIPLES OF CONDUCTING A SURVEY

I - Planning
2 - Fact finding
3 - Analysis
4 - Developement of recommendations
5 - Written presentation
6 - Oral presentation
7 - Installation and follow up

I - PLANNING THE SURVEY

In every work, planning is needed to go first. Planning is

the visualization and formulation of proposed activities designed to

achieve certain results. Planning is the preparatory work used as a

guide. Planning makes you know forward the basis of the future action,

what possible course of action appears in order to carry out the survey.

Like the explorer who uses the compas to find the way, planning is use-

ful for an are 0 & M examiner to walk into his survey.

It is desirable to make a reconnaissance or preliminary survey

of the ground to be covered. It will provide a more thorough understand

ing of the nature of the problems involved. It will also assist in esti-

mating the extent of fact gathering necessary in the various fields as

well as the order in which sections of work should be examined. Before

making this survey, some study should be made of current documents which
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give background infonnation about the office and its activities. You 

must get a clear written definition 0£ objectiv: s in each of the £ields 

0£ work to be studied. Obtain and check over a list or .functions or 

duties relating each item to the dei'in.ed objectives. You must know what 

t.he objectives or the survey a.re , what i th purpos of the improving 

stu~. Decide for whose use the end product is being prepared. Determine 

the scope of' action, to know where the survey work will be spread. 

Detemine the methods. techni£!ues , tools , skills and facilities required 

for conducting the survey. Establish a time schedule by which you deter-

mine when you have to start a step, which part of the step st be done 

before the others and tor how long . Decide a term or reference of your 

survey. easutlng sueh a survey will demand how much time to be achieved 

Planning the time is the necessacy- part for the O & M examiner to accom.-

pllsh his wortc . 

Finally the o & M examiner presents the proposals to the head 

or the O & M Division. The O &: M examiner and the h ad or the O & M 

bnplch should meet regularly and review the results obtained, diseuss 

provisional findings and decide upon lines of further enquiry . Sometimes 

it may be decided that i'u.rt.her fact collecting in certain fields is not 

necessar,.v or the gathering of' certain £acts may give improved understand 

ing of the objectives ani lead to a change in the direction or fact fine 

ing . 
2 - FACT FDi'DINl 

The methods o:r £act .finding var.r with the character of the sur-

vey but are usually a mixture of the following 

a) Stuey of existing records, manuals 
b) Personal observation 
c) Interview and discussion 
d) Writt tiue-stionnaires 

The 0 & M examiner must know the purpose in collecting inform­

ation and tr,y to make sure that his information is reliable and useful. 
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give background information about the office and its activities. You

must get a clear written definition of objectives in each of the fields

of work to be studied. Obtain and check over a list of functions or

duties relating each item to the defined objectives. You must know what

the objectives of the survey are, what is the purpose of the improving

study. Decide for whose use the end product is being prepared. Determine

the scope of action, to know where the survey work will be spread.

Determine the methods, techniques, tools, skills and facilities required

for conducting the survey. Establish a time schedule by which you deter-

mine when you have to start a step, which part of the step must be done

before the others and for how long. Decide a term of reference of your

survey. Measuring such a survey will demand how much time to be achieved

Planning the time is the necessary part for the o & M examiner to accom-

plish his work.

Finally the 0 & M examiner presents the proposals to the head

of the 0 & M Division. The o & M examiner and the head of the 0 & M

branch should meet regularly and review the results obtained, discuss

provisional findings and decide upon lines of further enquiry. Sometimes

it may be decided that further fact collecting in certain fields is not

necessary or the gathering of certain facts may give improved understand

ing of the objectives and lead to a change in the direction of fact find

ing.
2 - FACT FINDING

The methods of fact finding vary with the character of the sure

vey but are usually a mixture of the following :

a) Study of existing records, manuals
b) Personal observation
c) Interview and discussion
d) Written questionnaires

The 0 & M examiner must know the purpose in collecting inform-

ation and try to make sure that his information is reliable and useful.
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probl s have been recognized, the collecting of information can 

be orientated around those probl. • Don't plott on 

without thinking about t.h i.r implications. It should be ste.M and mq 

result in the accumulation or a mass or intonnat.1on which is st d1£f1,... 

cult to a.11aqze and it can e the survey be co plicated. 

Don't collect info ~tion with general stat nt which often 

wrap up into one parce1 • and o cure - matters which b.ould deilt 

wl.th separa.tacy. Lacking the detail knowl e of th part.icular circum· 

stances the O & e.xmnin rm~ interpret it quite incorrectly. 

The O & M examiner is concerned to gather proof's which he can 

draw conclusi.ons about the ef'fectl. ss or complication of the e.:d.sting opt 

operation and roco end im.prov ent • On the other hand, he must know ho1 

to utilize the information in his survey. 

a) STUDI OF EXISl'ml RECORDS, MANUA!.S 

It has been suggested th.at part o.f the preliminar,y ~orlc, 

document gi · t e background information should be obtained. The 

material. to be colloc Il'lQStly conoem : 

- laws, prineiplea, administrati orders, instructions, 
directives or regul.ations., 

- Objectives description or th unit 

- the organization struct re or the unit, organization chart, 
de .... cription relationship between the units 

- the tu.nct.ional. chart.. Description o~ duties and respons1bi­
lit.i s alloted. Position distribution chart. Worlc distribution chart. 

manuals, phlets, publications 

et, funds 

... reports 

- correspondenc fil.es 

- forms 
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When problems have been recognized, the collecting of information can

be orientated around those problems. Don't plott on collecting facts

without thinking about their implications. It should be wasteful and may

result in the accumulation of a mass of information which is most diffi-

cult to analyze and it can make the survey be complicated.

Don't collect information with general statement which often

wrap up into one parcel - and obscure - matters which should be dealt

with separately. Lacking the detailed knowledge of the particular circum.

stances the o & M examiner may interpret it quite incorrectly.

The 0 & M examiner is concerned to gather proofs which he can

draw conclusions about the effectless or complication of the existing ope

operation and recommend improvements. On the other hand, he must know ho

to utilize the information in his survey.

a) STUDY OF EXISTING RECORDS, MANUALS

It has been suggested that as part of the preliminary work,

documents giving the background information should be obtained. The

material to be collected mostly concern :

- laws, principles, administrative orders, instructions,
directives or regulations.

- Objectives description of the unit

- the organization structure of the unit, organization chart,
description relationship between the units

- the functional chart. Description of duties and responsibi-
lities alloted. Position distribution chart. Work distribution chart.

- guides and manuals, pamphlets, publications

- budget, funds

- reports

- correspondence files

- forms
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Sometimes an official list of duties and responsibilities is 

available but , this InB3" be inaccurate and inadequate . You must check it 

back. because they may be a dif.fec-ence between the dutie 0£.f'icially 

alloted and those actually carried out; this is sometimes due to the 

needs o:f the job. 

b) PERSONAL EXAMINATION, OBSERVATIO 

- To review the work o:f each post . Examine all the worlr.4 done 
by one individual 

- To follov action from starting point 

- To ascertain the extent and .treauency of reference to indexei 
registers or other records. 

- To examine some completed cash or files or other reeords or 
business such as minutes of meetings . 

It should be explained that the processes, rather than the work 

of 1ndi vidual.s is to be examined . 

c) INTERVIEW Al.IID DISCUSSION 

As indicated above, a great deal of the organization and method 

examiner success will depend on his ability to deal with people, to 

gain their cooperation. This is an important .factor. So , first , you must 

set up a plan to know in advance whom you expect to interview, bout 

what matter. what infonn.ation you want to have. And then, when you apen 

the interview, the first thing you must gain from them is to let 1la them 

have an impression that you come to help th , not to find their fault . 

Try to do your best to explain clearly the purpose ot your visit and 

the objeatives of the survey and to reassure them that their position 

will not in any wa:y be defined. This is a psychological probl • Certai.E 

1y, in every survey you make, the persons interviewed will greet you by 

a big suspicious question mark in their mind . So, if you conduct the 

interv12ew without discretion, the persons you interview could misunders .. 

tand you and think what they will s;q might cause their job to be abo ... 

lished. 
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Sometimes an official list of duties and responsibilities is

available but, this may be inaccurate and inadequate. You must check it

back, because they may be a difference between the duties officially

alloted and those actually carried out; this is sometimes due to the

needs of the job.

b) PERSONAL EXAMINATION, OBSERVATION

- To review the work of each post. Examine all the work done
by one individual

- To follow action from starting point

To ascertain the extent and freauency of reference to indexe-

registers or other records.

- To examine some completed cash or files or other records of
business such as minutes of meetings.

It should be explained that the processes, rather than the work

of individuals is to be examined.

c) INTERVIEW AND DISCUSSION

As indicated above, a great deal of the organization and method

examiner success will depend on his ability to deal with people, to

gain their cooperation. This is an important factor. so, first, you must

set up a plan to know in advance whom you expect to interview, about

what matter, what information you want to have. And then, when you open

the interview, the first thing you must gain from them is to let ta them

have an impression that you come to help them, not to find their fault.

Try to do your best to explain clearly the purpose of your visit and

the objectives of the survey and to reassure them that their position

will not in any way be defined. This is a psychological problem. Certain

ly, in every survey you make, the persons interviewed will greet you by

a big suspicious question mark in their mind. So, if you conduct the

intervhew without discretion, the persons you interview could misunders-

tand you and think what they will say might cause their job to be abo-

lished.
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Sometimes. beoquse or the vanity. they resi.St to chang ot 

their ha espun procedures, to outside inter.terence. Tho attitude that s 

sec to ~ i " we no help, can carry o t our uwn pro'b 

They desir to hang on to the old .. Be p :t.ient, court. sy 

in dealing with them, do your best to d th into the survey rk. 

stress the L"l.pOrl..ance or their contribution to the ccesa or th SU'1"V83'. 

T17 to conVinc.e them that you have an int rest in helping th through 

the survey• and that th iJ w.Ul protit the result of the n ins-

tallation. which will help th t.o carry out t ir job easier. quicker., 

more effectively, without overtime 4Jld without backlogs. 

you should not criticize t.h , you are finding t et. only. Encourage tha 

to :make suggestions and ask t tor advice. Co ider their good sugges-

tions and advic s. 

,,\.8 indicated earlier, the operating personnel don•t e the 

almess in the general orga.ni.Zation but they may know th 1r job ch 

ore l'-..an you do, so that they can give you good 

concems their job. 

·est ions about 

It 1s often worthwbil.e to give person who 1s to be interview-

ed some advane notice of t kind of' question to he • etimes 

rough not of the interviews should be taken and :t:mitted to th per on 

interVi - ed. for comment and review. This will ensure that there is no 

misund rstand.1ng, it also giv the op rtunity to c1arif'y a doubtful 

point and i:t ma,y avoid possible eontrov rsy in th .tutu • 

Sometime , if exact. info ation cannot b given ediately. i.:f 

question which require so t.honght, the person intern will gi:v e 

you writing information. and then discus!! wit.h him i.t you. want him to 

clarif'Y som !'acts. I:f possible, us special fo !or jott 

inf'omation. It might be more clear and you can save time. 

InterVi the ons you deal with in order to find th 
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Sometimes, because of the vanity, they resist to a change of

their homespun procedures, to outside interference. The attitude that s

seems to say : " We need no help, we can carry out our ouwn problems?

They desire to hang on to the old. Be patient, courtesy and sympathetic

in dealing with them, do your best to draw them into the survey work.

Stress the importance of their contribution to the success of the survey

Try to convince them that you have an interest in helping them through

the survey, and that they to will profit from the results of the new ins-

tallation, which will help them to carry out their job easier, quicker,

more effectively, without overtime and without backlogs. Remember that

you should not criticize them, you are finding facts only. Encourage the

to make suggestions and ask them for advice. Consider their good sugges-

tions and advices.

As indicated earlier, the operating personnel don't see the

weakness in the general organization but they may know their job much

more than you do, so that they can give you good suggestions about what

concerns their job.

It is often worthwhile to give a person who is to be interview-

ed some advance notice of the kind of question to be asked. Sometimes a

rough note of the interviews should be taken and submitted to the person

interviewed for comment and review. This will ensure that there is no

misunderstanding, it may also give the opportunity to clarify a doubtful

point and it may avoid possible controversy in the future.

Sometimes, if exact information cannot be given immediately, if

question which may require some thought, the person interviewed will give

you writing information, and then discuss with him if you want him to

clarify some facts. If possible, use special forms for jotting down

information. It might be more clear and you can save time.

Interviewing the persons you deal with in order to find the
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necessary facts for your survey is an art . You can develope that art 

best by practicing it . Your skill in interviewwing oft.en decides your 

success or failure . You cannot analyze the data and build up sound 

conclusions if you did a poor job ot fact gathering . 

d) WRITTEN Qt!ESTIONNAIRES 

The written questionnaires has a very limited use 1n O & M work, 

There is always great difficulty in framing questions which will be 

interpreted in the same way by everyone . Only use written questionnaires 

in the cases when the person interviewed is living f'ar from the place 

or the survey, when the information required involved macy persons and 

when you find that. the information llillst be given under questionnaire 

fonn in order to pennit easy tabulation. 

QUestions used should be br ie!, understandable, not be confu­

sed, not complicated and easy to answer. If possible you should use 

questions that the answer ean be yes or no . And when you send out the 

questionnqire send also a tranmuittal letter or put a notation in the 

questionnaire itself' explaining clearly what 7ou want , what is the pur­

pose of the questionnaire and how to complete it . 

Finally it should not be f'orgotten that the results or a quest­

ionnaire may not be sound unless a fair perc ntage of the questionnaires 

are compl.eted. 

J - .ANALYSIS OF FACTS 

This is the phase of building up the skeleton, the fr e of 

the survey. You have the necessary toqls and matel"lal 1n gathering infoy 

mation and finding facts. Now with these tools and material , build up 

your survey . This is the phase where a great part. or your knowledge . 

your experience and your imagination will be used. Because if your 

knowledge and your experiences are good, you can search for igns and 
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necessary facts for your survey is an art. You can develope that art

best by practicing it. Your skill in interviewwing often decides your

success or failure. You cannot analyze the data and build up sound

conclusions if you did a poor job of fact gathering.

d) WRITTEN QUESTIONNAIRES

The written questionnaires has a very limited use in 0 & M work

There is always great difficulty in framing questions which will be

interpreted in the same way by everyone. Only use written questionnaires

in the cases when the person interviewed is living far from the place

of the survey, when the information required involved many persons and

when you find that the information must be given under questionnaire

form in order to permit easy tabulation.

Questions used should be br ief, understandable, not be confu-

sed, not complicated and easy to answer. If possible you should use

questions that the answer can be yes or no. And when you send out the

questionngire send also a transmittal letter or put a notation in the

questionnaire itself explaining clearly what you want, what is the pur-

pose of the questionnaire and how to complete it.

Finally it should not be forgotten that the results of a quest-

ionnaire may not be sound unless a fair percentage of the questionnaires

are completed.

3 - ANALYSIS OF FACTS

This is the phase of building up the skeleton, the frame of

the survey. You have the necessary tools and material in gathering infor

mation and finding facts. Now with these tools and material, build up

your survey. This is the phase where a great part of your knowledge,

your experience and your imagination will be used. Because if your

knowledge and your experiences are good, you can search for signs and
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symptoms of weakness easily and quickly, and if you have a good imagi-

nation, you will have a great skill and judgment in finding the new

methods of improving.

In the study of facts, it is useful to clarify and sumerize

information. Tabular statements, charts, graphs, etc... are often helpful

in presentinf information for study in this way. Voluminous notes may be

summerized or a short series of comments boiled down to a short essay

about a situation. The 0 & M examiner will try to find a way of summar-

izing and condensing his facts so that he can see the whole picture in

the form of a " relief map " showing the main sets of facts in the right

scale and relationship to one another.

Analysis is assisted by subjecting facts to formal questions.

The questions asked are # WHAT, WHY, WHEN. WHERE, HOW & WHO, and the

approach is from the g eneral to the partácular part. The questions are

asked in relation to whole sections of work, to phases of work, and then

tom detailed operations.

Ask WHAT is done. What is the operation, and what does it

achieve.
WHY the operation is necessary. What are the compelling

considerations ? Can as good a result be obtained without it or a tole-

rable result be obtained with less of it.

WHEN should the operation be done. Is it in the right

sequence ? Could it be done more economically earlier or later in the

procedure ? Is the job done at the right frequency ?

WHERE the operation should be done. Is the physical layout

sound ? Can it be done easier by changing location of staff or equipment

should do the operation? Is it more logical to give the

job to someone else ? Are skills used to best advantages ?

H
should the operation be done ?
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This fonn of ca.thechism is applied to all kinds of work and to 

organization as well as method; it should not be omitted for example 

because work is described as technica1 and is difficult to understand . 

The eathechism will reveal many of the !'actors of c se and effect. rt 
will lead to O & M examiner to explore the existing situation and alter­

native 'W'ey"S of achieving the objective of improvement . 

4 - DSVELOP!.fim'l' OF RECO:z.t.1ENDATIONS 

You have found the methods of im.provement ey analyzing the tactJ 

Your tact finding and analysis have made you very knowledgeable about 

the condition in which the job must be done. ow develop you.r rec en­

dations about the problem, decide what is the best way to achieve the 

objectives. In the develop:nent of recommendations , use the possible of 

your judgment and this judgment must be firmly based on ve-ry cle and 

solid facts . An O & M examiner must guard against l tting either his 

own or other people ' s prejudices dominate him . He can now set. about ex­

e.x:perimenting by setting out the various a1ternativ course of action 

and considering and rejecting until the right solution is found .. He 

shou1d be ~-:rinati ve and think of wider issues such as the removal of 

legal barriers to improvements or abandonment of traditional "WaYS• 

Don• t hesitate and be infiue.'1ced by these obstacles which can 

obstruct the improvement if' you find your solution is a better one and 

you can protect it by firm reasons . However, be careful in that point , 

because if an improvement installed does not bring back the best results 

expected, it may cause very serious consequences . The probl i.s to 

decide what is efficiency, what is the right degree o~ service, provi­

sion, accuracy, etc . • • for the circumstances and the right kind of 0 & 

for those circumstances . You must consider the standard of the work 

to be done , the speed with which it should be done and the cost of doing 

it . The cost or change-over should aJ..~s be estimated. 
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This form of cathechism is applied to all kinds of work and to

organization as well as method; it should not be omitted for example

because work is described as technical and is difficult to understand.

The cathechism will reveal many of the factors of cause and effect. It

will lead to 0 & M examiner to explore the existing situation and alter-

native ways of achieving the objective of improvement.

4 - DEVELOPMENT OF RECOMMENDATIONS

You have found the methods of improvement by analyzing the fact

Your fact finding and analysis have made you very knowledgeable about

the condition in which the job must be done. Now develop your recommen-

dations about the problem, decide what is the best way to achieve the

objectives. In the development of recommendations, use the possible of

your judgment and this judgment must be firmly based on very clear and

solid facts. An 0 & M examiner must guard against letting either his

own or other people's prejudices dominate him. He can now set about ex-

experimenting by setting out the various alternative course of action

and considering and rejecting until the right solution is found. He

should be imaginative and think of wider issues such as the removal of

legal barriers to improvements or abandonment of traditional ways.

Don't hesitate and be influenced by these obstacles which can

obstruct the improvement if you find your solution is a better one and

you can protect it by firm reasons. However, be careful in that point,

because if an improvement installed does not bring back the best results

expected, it may cause very serious consequences. The problem is to

decide what is efficiency, what is the right degree of service, provi-

for the circumstances and the right kind of 0 &sion, accuracy, etc

M for those circumstances. You must consider the standard of the work

to be done, the speed with which it should be done and the cost of doing

it. The cost of change-over should always be estimated.
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In this phase of develoµnent of recommendations , consultations ' 

with other persons, those in the organization and method branch, and 

those of' the organization involved in the survey are necessazy 1n order 

to discover weak points and to have .further suggestions . When the solu-

tion to be :recommended has been chosen, it should be written in draft 

report or outline in greater detail . Sometimes , the new procedure or 

organization is indicated in the dra:f't report side by side with the exis• 

ting so that the differences brought out can be judged. It is often 

worth to hold a conference attended by a group of O & M examiners , headec 

by the O & M Division head to review the draft report and discuss the 

problem before subnitting the fonnal report . Copies of the draft report 

are suppl.1ed in advance to each 0 & M examiner attending. 

5 - WRITTE!~ PRESENTATION ( Final report ) 

Before beginning to write the report , it is belpf\ll to make an 

outline, or framework of the ain parts 01· the report , expanded as far 

as the subheadings with notes on the object of e ch paragraph. 

The report is a document !'or action. It is written to of.fer 

advice and to provide information. So , it mu.st be a doc ent .from which 

the officials concerned can easily translate advice and inf onnation into 

action . To help the reader, the repcrt should be asshort as possible, cOJ 

consistent with the objective it seeks to achieve . Facts are the found.a-

tion of the reports . They shou1d be presented coneiscl.y with high.lights 

on the essentials • They should be arranged to point as clearly as 

possibJ.e to the conclusions and the recommendations . The reader should 

be helped by a clear structure in the report • by simple l.a.nguage, clear 

handings and coherent paragraphs; by making the report easy to read and 

handle, and by an attraction but not l.avish lay-out and make-up. The 

report is to lead the reader• s thought to a definite end, and it will 

do so most comvincingly if the matters at issue are presented unequivoc­
ally, 
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In this phase of development of recommendations, consultations 1

with other persons, those in the organization and method branch, and

those of the organization involved in the survey are necessary in order

to discover weak points and to have further suggestions. When the solu-

tion to be recommended has been chosen, it should be written in draft

report or outline in greater detail. Sometimes, the new procedure or

organization is indicated in the draft report side by side with the exis.

ting so that the differences brought out can be judged. It is often

worth to hold a conference attended by a group of O & M examiners, header

by the o & M Division head to review the draft report and discuss the

problem before submitting the formal report. Copies of the draft report

are supplied in advance to each o & M examiner attending.

- WRITTEN PRESENTATION ( Final report )5

Before beginning to write the report, it is helpful to make an

outline, or framework of the main parts of the report, expanded as far

as the subheadings with notes on the object of each paragraph.

The report is a document for action. It is written to offer

advice and to provide information. So, it must be a document from which

the officials concerned can easily translate advice and information into

action. To help the reader, the report should be asshort as possible, CO

consistent with the objective it seeks to achieve. Facts are the founda-

tion of the reports. They should be presented consisely with highlights

on the essentials They should be arranged to point as clearly as

possible to the conclusions and the recommendations. The reader should

be helped by a clear structure in the report; by simple language, clear

handings and coherent paragraphs; by making the report easy to read and

handle, and by an attraction but not lavish lay-out and make-up. The

report is to lead the reader's thought to a definite end, and it will

do so most comvincingly if the matters at issue are presented unequivoe-
ally,
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and if the statements made in the report answer specific questions . Tone 

of the report should be rest1'ained and impersonal , avoiding criticism, 

eX&J.geration or an appearance of laying dowi th law. The approach, and t l 

the amount of detail given should be adjusted to the knowledge and needs 

of the person to whom the report is adressed . On the other hand, appen­

dices should be included to make the report intelligible to the readers . 

These appendices must be carefully selected., simple but clearly• u.nders-

tood and the report should be related to them. A well constructed. report 

makes a valuable contribution to the success of O & M work . The art of 

writing the report is to make the reader understand the probl as the 

writer does . The reader should not have any unanswered questions in his 

mind as he reads . Usually the elements which make a good report remains 

first , good material , second good presentation, and third good style. 

By presentation, the report should have a structure consisting 

of certain basic parts . These include the following 

- Title page 
- List of content 
.. Introduction 
- S\U'nmary of racammendations 
- Body o.f the report 
- Appendices 

The title page and list of contents are taken together because 

one is not often used without the other. They will fom the front and bru 

back pages of' the first sheet in the report . 

The title should be brief. 

The introduction should begin with a brief description of the 

subjeot of the survey, the reasons for the survey and its purp'.)ses . The 

main purpose of the introduction is to def'in - the subject more clearly 

than is possible in the short title and to set the read.er on the line3 

which the rest of' the report is going to follow ._ 

The swmna.ry or recommendations is not nscessacy 1n every O & M i 
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and if the statements made in the report answer specific questions. Tone

of the report should be restrained and impersonal, avoiding criticism,

exageration or an appearance of laying down the law. The approach, and th

the amount of detail given should be adjusted to the knowledge and needs

of the person to whom the report is adressed. On the other hand, appen-

dices should be included to make the report intelligible to the readers.

These appendices must be carefully selected, simple but clearly, unders-

tood and the report should be related to them. A well constructed report

makes a valuable contribution to the success of 0 & M work. The art of

writing the report is to make the reader understand the problem as the

writer does. The reader should not have any unanswered questions in his

mind as he reads. Usually the elements which make a good report remains

first, good material, second good presentation, and third good style.

By presentation, the report should have a structure consisting

of certain basic parts. These include the following :

- Title page
- List of content
- Introduction
- Summary of recommendations
- Body of the report
- Appendices

The title page and list of contents are taken together because

one is not often used without the other. They will form the front and bar

back pages of the first sheet in the report.

The title should be brief.

The introduction should begin with a brief description of the

subject of the survey, the reasons for the survey and its purposes. The

main purpose of the introduction is to define the subject more clearly

than is possible in the short title and to set the reader on the lines

which the rest of the report is going to follow.

The summary of recommendations is not necessary in every 0 & M 1



report.. It p;m'l1its the persons who don't have timtt to read tho report 

in de-tail to undel'\'!fta.nd t.he main .conelusions and reeommendstion"' in tho 

anal.ysi.s and evaJ.uation bringing to conclusions and neomm.endations. 

Of t.he information eolleoted during the assignment, only a pa~ 

will be ntteded 1n the report •. The rep.ort. -w-riter w.U1 have discovered an0 

answered cel"tain problems • and the pu:rpose of' W'dting the :report .is to 

present those problems and give the answers. What essen~i.al facts a.re 

nesded to a.ohie-ve this purpose,. and how can they be niost rorcJ..bly pre­

s.anted? Is the information used in tha report. t,0 lead tc a ccnc1rudon 01 

Is t-he in.fomatj.on needed to gire the :reader the necessary 

background infonnation to judge the so~ 0£ the ~tmdations? 

The information must be ac:reened vel"J' wrefully. l&a.t ini'orm.ation n~ 

and whi~h mu&t be used in th-e bocy of the report . and which must. be 

presented in appendices . 

However, in some eases. it w.Ul be ~rth to giv.e more detailed 

infornt.ation. For exa111Pla 1f the reoommoodati®S are eontroversial. or 

i.f t.he inf'omation may help to forestall an objeetion that may be raise. 

raised against a reco1il:Uendation or if information llla\Y have been obta:ine. 

on su.bjects on much it would not be appropriate to make recommendat.:ioni 

1'al.enee in the report is the relating of :means and ends- The 

spae., gi \.~ to various items or ini'om.ation and the calls made on the 

readers a:t.tention to absorb that information should be related to the 
' 

importance o.£ thQSe items in t-he report as a. wlwJ.e. A long statement of 

tact is best put into an appendix. for example. orgarruation ~harts and 
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report. It permits the persons who don't have time to read the report

in detail to understand the main conclusions and recommendations in the

body of the report; the 0 & M examiner presents his facts finding, his

analysis and evaluation bringing to conclusions and recommendations.

of the information collected during the assignment, only a part

will be needed in the report. The report writer will have discovered and

answered certain problems, and the purpose of writing the report is to

present those problems and give the answers. What essential facts are

needed to achieve this purpose, and how can they be most forcibly pre-

sented? Is the information used in the report to lead to a conclusion or

a recommendation ?

Is the information needed to give the reader the necessary

background information to judge the soundness of the recommendations?

The information must be screened very varefully. What information needed

and which must be used in the body of the report, and which must be

presented in appendices.

However, in some cases, it will be worth to give more detailed

information. For example if the recommendations are controversial or

if the information may help to forestall an objection that may be raiser

raised against a recommendation or if information may have been obtainer

on subjects on which it would not be appropriate to make recommendation

Balence in the report is the relating of means and ends. The

space given to various items of information and the calls made on the

reader's attention to absorb that information should be related to the

importance of those items in the report as a whole. A long statement of

fact is best put into an appendix, for example, organization charts and

lists of duties, procedure records, table of figures etc

Sometimes, in summarizing or quoting from the information
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in an appendix, for example by reproducing a few lines of figures from

a table, or a small part of chart, you can give the text of the report

a well balanced picture of essentials. The reader can assimilate it

easily.
The recommendations should be as short as possible and to the

point statements of what is to be done. They should be brief specific

points of action which can be immediately, and as far as possible,

completely accepted or rejected.

Appendices provide a convenient place to put graphical, tabular

charts, and detailed parts of the report. Only the information pertai-

ning to the essential of the report should be included.

Language used in the report is also an important thing. This is

the mean of communicating ideas from one person to another. Usually it

can be, end is, much easier to communicate orally than in writing.

Words can be spoken quickly, and the poor choice of worlds, the

awkward phrasing. the excesses and the gramatical errors quickly

become things of the propack past. The written report preservastham, thus

making the task of reading and understanding difficult.

Certain easily memorized guides, such as follows, should be

constantly used :

- Cut out unnecessary words and phrases.

- Prefer short words to long

- Prefer familiar words to unfamiliar

- Prefer conceete words to abstract

- Prefer active verbs to passive

The report must be persuasive, it carries the reader along

with you in your description, process of analysis and conclusions,

6 - ORAL PRESENTATION

This is the phase of selling your recommendations. The 0 & M
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wrk does not end When he suhnits the final report . Yet h must gain 

acceptance ot your reco endations untU the proper changes have be 

put into !feet.. This is also an import.ant part in dealing With people • 

.Although the acceptance will depend on the p sentation ot the report , 

however, it will also depend upon your oral present tion en you sul:m1t 

th report to persons interested.. R r that t key element in f'aci­

l44ting acceptance of proposal i t.o ake all persons concern be fully 

infomed about the probl and to und. rstand th objective. So, do not 

push for an immediate decision because, usually one ot th principal 

reasons :tor rejection 0£ recomm 

by tactual inf'ormat.ion. 

tions is that they are not supported 

However there .is profitabl 

phase or world.ng £or acceptance . That is t.h interviewing people during 

the survey work itself. B c e in dealing with people during this time, 

be ha had the opporlmn1ty to test their opinion, t ir ideas regarding 

the problem. Therefore, 'When he bmits the report , he might know in 

advance llhat are the causes of opposition. Thus, he can give special 

attention in the area of opposition in presenting the reoo endations . 

7- INSTALLATION AND FOLLOW UP 

Th O &: M examiner ' s responsibility does not usua.lly end With 

the sul:mission 0£ t.he final report and the acceptance of rec endations • 

.Although the responsibility for impleting the propos improvement belong 

to t operating unit under survey. th O & M exarntner's advisory func­

tions W\r continue until the proposed changes have been put into au 

S11ccessful. operation. He mu.st ass1.st the manag ent. help the line. ofi'ic1 

als to carry out th installation of th n organization, op ration or I 

procedure, to give them opinion and ditional info ation. 

Sometim s the 0 M unit mav be given the responsibility to 
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work does not end when he submits the final report. Yet he must gain

acceptance of your recommendations until the proper changes have been

put into effect. This is also an important part in dealing with people.

Although the acceptance will depend on the presentation of the report,

however, it will also depend upon your oral presentation when you submit

the report to persons interested. Remember that the key element in faci-

lating acceptance of proposal is to make all persons concerned be fully

informed about the problem and to understand the objective. So, do not

push for an immediate decision because, usually one of the principal

reasons for rejection of recommendations is that they are not supported

by factual information.

However there is profitable major for an 0 & M examiner in this

phase of working for acceptance. That is the interviewing people during

the survey work itself. Because in dealing with people during this time,

he has had the opportunity to test their opinion, their ideas regarding

the problem. Therefore, when he submits the report, he might know in

advance what are the causes of opposition. Thus, he can give special

attention in the area of opposition in presenting the recommendations.

7- INSTALLATION AND FOLLOW UP

The o & M examiner's responsibility does not usually end with

the submission of the final report and the acceptance of recommendations.

Although the responsibility for impleting the proposed improvement belong

to the operating unit under survey, the 0 & M examiner's advisory fune-

tions may continue until the proposed changes have been put into KICKX

successful operation. He must assist the management, help the line offici

als to carry out the installation of the new organization, operation or I

procedure, to give them opinion and additional information.

Sometimes the o & M unit may be given the responsibility to



- 17 -

supervise th installation of the new syst • ln such case, a in the 

survey itseU, the O & M examiner must carefully plan and chedu.le the 

worlc. A preliminaxy plan is a necessary guide to pemit t o & M exam­

iner to see 1n advance what steps to follow in earrying out the instal­

lation and what conditJ.on in.volved • . 
author 

AJs the O & M examiner is the i-a•U•• ,. ot the new met ods, he 

laloW$ much more det.ails than t.he operating o.f'ficials do, o he must give 

the 1atters the teehnical. guidance 1n the 1nstaJ.lat1.on process. Some.­

times , a special training is n eded to give the employees responsible fol: 

£or implementing the proposed improvement knowl e about the instal­

lation problem. 

While an O 4c M branch can not possibly keep in intim.ate touch 

with the detail. arising from the new intallation, it is desirabl to 

follow u.p the new methods install • after a su.i.table period, to assess 

the broad results achieved. This can provide a valuable contriblltion to 

experience, and is also a sa!egu.ard again t possible nsinterpretations c 

of' the recommendations or the introduction or modification without. due 

consideration which ma;y prevent t.he .f'ull achiev ent of the iluprovem.ents . 

Follow u.p is an essentiaJ. action for finding ou.t the advantages 

and disadvantages , the deficiencies, to hel.p in :tu.ture surveys. It should 

be carefu.ll;r checked by observing , interviewizng and reviewing of records .. 
and reports . Follow up mq bring on n ideas, new suggestions . " 

v / - PITF~ o AVOID IN nm CONDUCT oF A SURVEY 

In the above discussion, the various essential elements for 

conducting a survey are indicated. 

There are certain reasons for project failures. 

According to the outline di cussion p:repar by the United 

states Bureau of the BUdget ror conferences on O & M, there are £i ve 
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supervise the installation of the new system. In such case, as in the

survey itself, the 0 & M examiner must carefully plan and schedule the

work. A preliminary plan is a necessary guide to permit the 0 & M exam-

iner to see in advance what steps to follow in carrying out the instal-

lation and what condition involved.
author

As the 0 & M examiner is the of the new methods, he

knows much more details than the operating officials do, so he must give

the latters the technical guidance in the installation process. Some-

times, a special training is needed to give the employees responsible for

for implementing the proposed improvement a knowledge about the instal-

lation problem.

While an 0 & M branch can not possibly keep in intimate touch

with the detail arising from the new intallation, it is desirable to

follow up the new methods installed, after a suitable period, to assess

the broad results achieved. This can provide a valuable contribution to

experience, and is also a safeguard against possible misinterpretations C

of the recommendations or the introduction of modifications without due

consideration which may prevent the full achievement of the improvements.

Follow up is an essential action for finding out the advantages

and disadvantages, the deficiencies, to help in future surveys. It should

be carefully checked by observing, interviewing and reviewing of records

and reports. Follow up may bring on new ideas, new suggestions.

/ - PITFALLS TO AVOID IN THE CONDUCT OF A SURVEY

In the above discussion, the various essential elements for

conducting a survey are indicated.

There are certain reasons for project failures.

According to the outline discussion prepared by the United

States Bureau of the Budget for conferences on 0 & M, there are five



eneral. kinds ot pit.tall in the co 

They are 1 

I ) P1ttalls caused b.Y' inad 

2 ) lures to poor 

te p pa ion or 

th ring 

3 ) :uiaaec:tuai;e or 1neorreot anaq 

I ) PITFALLS CAUSED Br 

a) to finecl ~ 

b ) to bav a c :t uncier~t.nca;L"""Ut 

arding • its pupo 

the au t1nding:a . 

c ) ~ 0 ~,aw,.;a.aa 

th survey r orgazU.zat.ion being au1"Velhd 

d ) 

at.t. Ung t.o cover 

issa • 

ter front 

TO POOR 

ot 

t 

to r1al. b pre 

, 

id crit!. 1 • r.to att pt. to gath r 

ti.ans. 

tirst hand o sorvat ion, t sting. etc ••• will Si 

whi.eb tion • pl : 

sant.. con.1rer!1& 

t1onna1re • :tc ••• 

) Failure to curate, campl 

b d.epem:1ence on p1 

0£ g ral qu 

or 

-I8-

general kinds of pitfalls in the conduct of a survey.

They are :

I) Pitfalls caused by inadequate preparation for the survey

2) Failures due to poor fact gathering

3 ) Failures caused by inadequate or incorrect analysis of

facts.
4 ) Failures caused by faulty reporting of survey results

s ) Failures caused by inadequate follow through.

I PITFALLS CAUSED BY INADECUATE PREPARATION FOR SURVEYS

a ) Failure to define clearly the mission of the survey

b ) Failure to have a clean-cut understanding with top

management regarding the survey, its purposes, and the action to be

taken on the survey findings.

c) Failure to establish proper relationships between

the survey staff and the organization being surveyed

d ) Failure to put definite boundaries around the survey,

attenting to cover the water front instead of concentrating on the

main issues.

2) FAILURES DUE TO POOR FACT GATHERING

a ) Failure to study background material such as previous

surveys, budget document, outside criticism, brfore attempting to gather

facts regarding current operations.

b Use of superficial fact gathering technique when only

first hand observation, testing, etc... will give accurate information

upon which action can be based. Examples : too much dependence on plea-

sant, conversational interviews with supervisors, use of general ques-

tionnaires, etc

c) Failure to keep accurate, complete records of the
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facts gathered, properly arranged so that they can be intelligently 

studied in the later ph es of the survey . Poor work papers . 

3 ) FAILURES CAUSED BI llUDEQUATE OR I CORRECT ANALYSIS OF FACTl 

a ) Failure to discuss tacts with the organization surveyed 

or with others in a position to know to determine whether or not the 

facts reall.y mean what they seem to mean. 

b ) Failure to check the facts learned .from one sourc 

With the tacts learned .from other sources to be sure that they are 

properly integrated. 

c ) C on tendency to jump to conclusions and use pattern 

solution. 

d ) Tend.ency to :f'orm early prejudices and att pt to make 

later findings support these prejudices. 

e ) Failure to u e the st tools for integrating and 

interpreting f"acts , i.e. Process charts , organization charts, etc • • • 

£ ) Tend.ency to spend too much tim on the analysis, thus 

making the data upon which rec endations must be sold so out of date 

that th management will not have :t:'ull confidence that they represent 

current situations. 

4 ) FAILURES CAUSED BI FAULTY R!IB)Rl'ING OF SURVEY RESULTS 

a ) Failure to discuss freely survey recommendations with 

people who will hav to live with them, the management or the organiza­

tion su.rveyed . 

b ) Failure to convince these people of the benefits to 

be derived from the rec endations . 

c ) Tendency to deal in perconal1ties instead of with 

objective ma.berial.s . 

d ) Tendency of so.me survey te s to put their own pars.on ... 

all ties 
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facts gathered, properly arranged so that they can be intelligently

studied in the later phases of the survey. Poor work papers.

3 ) FAILURES CAUSED BY INADEQUATE OR INCORRECT ANALYSIS OF FACTS

a ) Failure to discuss facts with the organization surveyed

or with others in a position to know to determine whether or not the

facts really mean what they seem to mean.

b ) Failure to check the facts learned from one source

with the facts learned from other sources to be sure that they are

properly integrated.

c ) Common tendency to jump to conclusions and use pattern

solution.

d ) Tendency to form early prejudices and attempt to make

later findings support these prejudices.

) Failure to use the best tools for integrating and

interpreting facts, i.e. Process charts, organization charts, etc

f ) Tendency to spend too much time on the analysis, thus

making the data upon which recommendations must be sold so out of date

that the management will not have full confidence that they represent

current situations.

4 ) FAILURES CAUSED BY FAULTY REPORTING OF SURVEY RESULTS

a ) Failure to discuss freely survey recommendations with

people who will have to live with them, the management of the organiza-

tion surveyed.

b) Failure to convince these people of the benefits to

be derived from the recommendations.

c ) Tendency to deal in perconalities instead of with sin

objective materials.

d ) Tendency of some survey teams to put their own person-

alities
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personalities into reports to claim credit that does not belong to the 
---- which 

survey team; to claim credit/tkai:k does mik belong to the survey team 

but which might better be le~ unmentioned . 

e ) Failure to summarize properly and organize the net 

results o:f surveys in brief form so that management can take action 

without too much digging into detail . 

t ) Failure to use visual aids to explain the more 

complicated principles involved. 

g ) Failure to l!t!llB1CXmn! consider properly the personali-

ties involved. Sometimes better results will be obtained if no report 

at all is submitted and the whole matter is handled orally • 

.5 ) FAILURES CAUSED BY INADEQt!ATE FOLLOW-THROUGH 

a ) The common tendency and .feeling the survey staf .f 

should make recommendations only and should be completely divorced 

from responsibilities . 

b ) Tendency to concentrate survey efforts , the best survey 

personnel , etc ••• on current projects with the result that completed 

project are not adequstely checked to see that the recommendations are 

actually in effect in their intended form and accomplishing their 

intended purposes . 

c ) In some instances , survey teams err in the opposite 

direction by completely installing their recommendations, leaving the 

management of the organization surveyed out of the picture entirely, 

completely unprepared to maintain and support the changes made and 

usually unsympathetic toward them . 
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personalities into reports to claim credit that does not belong to the

which

survey team; to claim credit/that does net belong to the survey team

but which might better be left unmentioned.

Failure to summarize properly and organize the nete

results of surveys in brief form so that management can take action

without too much digging into detail.

f) Failure to use visual aids to explain the more

complicated principles involved.

g) Failure to survice consider properly the personali-

ties involved. Sometimes better results will be obtained if no report

at all is submitted and the whole matter is handled orally.

5 ) FAILURES CAUSED BY INADEQUATE FOLLOW-THROUGH

a ) The common tendency and feeling the survey staff

should make recommendations only and should be completely divorced

from responsibilities.

b) Tendency to concentrate survey efforts, the best survey

on current projects with the result that completedpersonnel, etc

project are not adequstely checked to see that the recommendations are

actually in effect in their intended form and accomplishing their

intended purposes.

c) In some instances, survey teams err in the opposite

direction by completely installing their recommendations, leaving the

management of the organization surveyed out of the picture entirely,

completely unprepared to maintain and support the changes made and

usually unsympathetic toward them.
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