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closely, Hunter considers the simple and semi
technical factors such as fatigue, boredom, lighting, 
rest pauses and hours of work. From this it might 
appear that a simple or at least a direct correlation 
between variations of these conditions and output 
might be established. But at once the Hawthorne 
experiment springs to mind, apparently proving that 
the effect of such variations, if any, can be completely 
masked by the simple fact that the working group 
was stimulated to higher effort by the evidence of 
management interest in their work. 

The first difficulty in producing a science of 
management is that the material to be handled 
insists on taking a hand in the experiment. More
over, there is little evidence that this reaction will 
itself be regular, or predictable. The shop steward 
may be flattered or co-operative, or he may decide 
that the whole experiment is designed to save man
power and will endanger his job. 

Hunter then goes on to consider the nature of the 
knowledge which the psychological scientists in 
industry bring back to the manager who employs 
them. 

The psychologists discover that healthy rivalry 
can increase production, and advise the introduction 
of merit rating and merit awards. Perhaps this 
succeeds ; but perhaps it does not, and instead 
produces jealousy and suspicions of favouritism, in 
which case another scientific investigation will pro
duce a new diagnosis - that there is too much 
competition and jealousy due to merit rating. They 
discover that fear plays an enormously important 
part in determining behaviour; that a suppressed 
fear may have results not apparently connected with 
its cause; for example, a man in fear of unemploy
ment may suddenly be rude to the foreman. They 
discover that men have a sense of dignity and will 
react unfavourably if this is affronted, that praise 
and blame work better than indifference, and that 
natural loaders appear in small groups and may lead 
in good or bad directions. Experience of individual 
psychology should warn us that the method of 
detailed analysis of unique cases cannot possibly 
produce a system of scientific rules applicable to 
industrial groups. Each group is, to begin with, a 
collection of unique individuals ; each group will be 
coloured by its own unique history, that of the 
factory or its social environment ; each will be 
affected differently at different times by current 
social and political attitudes absorbed from the 
general atmosphere of society. Possibly a year's 
work by an experienced team of investigators might 
unravel a great deal of the psychology of a group in 
the machine shop, and describe it in a book of con
siderable length. Industrial management, however, 
cannot possibly work at this rate. 

The manager's job in industry, as that of the 
military commander, is to get co-operation from a 
group as a result of hundreds of different personal 
motives and influences of history and tradition which 
analysis might discover among any single group. 
Moreover, he must succeed not only with the machine 
shop but also with the typists and with the whole 
factory, composed of many utterly different group
ings. Analysis cannot give him these answers. The 
history and experience of human leadership will, 
however, tell him what qualities he must show to 
obtain the same good result from widely different 
groups. 

Hunter believes that the search for 'scientific 
management' is a search for the lazy man's way of 

doing the job, for a book of rules which any manager· 
can use. If there is such a book it is one which tells. 
of the personal qualities which the manager must 
sho\\ ; of the self-discipline, the imagination, and 
the love which he has somehow to create, very pain
fully, in hirr,self in order to lead others. 

In conclusion, Hunter insists that he does not want 
to abandon observation of industrial situations or to 
cease experiment on organization. The excellent 
work which has been done on methods of selecting 
foremen or of drafting joint production council 
constitutions, the analysis of absenteeism or the 
organizational chart-all these have been of high value, 
since they provide a better channel through which 
leadership can flow. But he also insists that they 
will never provide a science of management, because-
there is no such thing. T. H. HAWKINS 

FOREST POLICY IN AFRICA 

UNDER the question of policy and legislature in 
the annual report of the Forest Department of 

Uganda for the year ending December 31, 1949*, the 
following appears : "African Local Governments are 
being encouraged to play an increasingly more active, 
part in forestry work, especially in areas which have 
been declared to possess adequate forest estates or 
which are within appreciable distance of attaining 
that objective. As time goes on District Forest 
Officers will act less and less in an executive capacity 
in so far as local reserves, Crown Land, and , the 
supervision of local Government Staff are concerned, 
and more and more in a true advisory capacity." 

Such a statement is all right on paper, but its 
practical implications must be considered. Forestry 
is rather different from other branches of administra
tion in that policies must be thought out for centuries 
ahead ; merely changing, for political reasons, an 
administration from British to African in no wa,y 
alters the true relation of the forest to the country
side or to the local economy. The only way to 
preserve forests and to improve and restore those 
which have been badly exploited is to place them 
under the direct administration of a staff trained in 
forest methods from the highest ranks to the lowest; 
and they must know their job and be granted 
annually adequate funds to carry it out. For forest 
work entails adequate and constant supervision from 
the time of obtaining the new young crop of 
trees until the day they come to maturity-50, 100, 
150, 200 or even more years later-as is being prac
tised in France under modern conditions. Rotations 
may and will be shorter in the tropics. But more 
rapid growth entails closer supervision and in many 
cases a larger staff. 

From the beginning of this century some of the 
Colonial administrations have given in the annual 
forest reports statements of their forest policies ; but 
it has been little more than words. The matter now 
becomes more serious. If the Africans are to enjoy 
in future more executive authority in charge of 
forests, it becomes essential that the proposed 
position of the trained forester, and what his authority 
within the forest consists of, should be closely and 
clearly defined. Otherwise the deterioration of the 
African forest estate is certain. E. P. STEBBING 
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