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vJith this ultimate objective in vievJ these bodies frmm. upon any proposed 

consolidption of a combined gas and clectric company 1d th another combi­

ne.tion company or a straight electric company, until such time as these 

combination companies have divested themselves of their gas holdings. It 

is therefore necessary, as a part of this problem, to separate the gas 

fa.cilities and personnel, setting them up into workable corporations dis­

tinct from the electric companies .. 
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costs.. This improvement could have be·::n partially achieved under the com­

plex holding company structure that has been in existence in this system, 

but the requirements of the Securities and Exchange Commission are such 

that changes are not permitted unless they are accompanied by simplifica­

-tion of the holding company structure. 

This'consolidation rrr.ill eventually be in existence in all the 

districts of· the system.. At this time, how·ever, it ha.s progressed furthest 

in the Central District which 1dll be under discussion in this chapter •. 

The moves made in management organization here vd.ll thus serve as guide 

posts for similar action in other districts. 

There are indications of a parallel ·movement throughtout the 

nation by utility compa.nies, 't·Jhich have follmved a similar pattern of 

economic and raa.nagerial development., Although the circumstances of organ­

iza.tional problems of other utilities rrrill vary in many details from those 

of ·the New England Electric System, the type of management organization 

described here will have value either in trmole or in part as it may be 

applied to other electric utilities. 

In a problem of reorganization rrre are dealing not only with tan­

gible objects, but "t-Jith people.. These people are both employees and cus­

tomers" The reaction of people, 't'lfhen confronted with a proposed change, 

is largely governed by established precedent and tradition.. Therefore, 

any proposed change cannot be viewed in the abstract, by itself, but must 

be vie"t..red a.gainst background material made up of the traditions and cus­

toms of the industry., In its decisions management does not ahvays con ... 

sciously tveigh these factors., However, they are always there, and usual­

ly management gives consideration to them intuitively. Since it is felt 

43 

























seemed like good fortune on first observation revealed itself, upon analy­

sis, to be a logical sequence of evolution. The san1e needs and incentives 

that prompted the earlier moves to b1it the various operating companies to­

gether into a district, also prompted the eventual decision to consolidate 

those companies into a single company. As far as management line organiza­

tion was concerned consolidation wa.s not a change in the direction toward 

"t..:rhich these companies tfere moving, but was really a final step or crystali­

zation of tendencies which had been in effect for several years. 

IV. Manager and his Staff Organization - see chart 

These purposes did not pertain as far as management staff organi­

zation was concerned for this group was conceived at or about the smne time 

the decision was made to consolidate. In order to discuss staff organiza­

tion it is necessary.first to outline the activities of retail electric 

compru1ies, disclosing their organization divided by departments on a func­

tional basis. These activities are divided into five major departments. 

These are the Treasury, Distribution, Production, Merchandising, and Power 

Sales Departments., 

We have pointed out that one of the common problems of acquiring 

additional properties and consolidating them is that of standardization of 

methods, policies, and practices. No one man could possibly become inti­

mately familiar with the standard practices of the system pertaining to 

each of the above named five departments. Furthermore, although we refer 

to standard pt"actices, they are not standard in the sense that a specific 

well-defined, procedure has been worked out for all activities of each de­

partment. New practices are evolved from time to time and within limits 

variances occur in those practices that are well defined when for reasons 
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cedure to be employed. In this instance the gathering to­

gether in one office of a. la.rge volume of repetitive 1»1ork 

may offer opportunities for the use of special labor saving 

_machines, which could not be justified if this work were con­

tinued to be spread over many different loce.tions., 

c.) Standardization of collection procedures., 

He vmuld also be norme.lly responsible for cash estimates and 

forecasts required by the President., He should be very f&rriiliar v-Jith the 

operating practices and personnel of the Trea.sury Department in each of 

the various offices of the company" In order that he may function properly 

it is necessary that he be consulted before any changes are made which 

might affect his depa.rtment.. . 

The staff officer for the Distribution Department is the District 

Superintendent., His duties parallel those of the Treasury staff me.n quite 

closely, although there is one major difference., The District Treasury 

Representa.ti ve, in addi tj_on to reporting directly to the company President, 

also reports to a Treasury Executive in the Boston office.. There is no 

corresponding Distribution Executive in the Boston office to whom the Dis­

trict Superintendent of Distribution reports. The follo1dng are illustra­

tions of the types of problems worked on by this staff man: 

a .. ) Determination of size and number of the varj_ous line con­

struction cre'tvs operating out of each headquarters., 

b.) Changes in territories to be serviced by the various head­

quarters, if such changes csn result in economies or bet­

ter service to the publica 

c.,) General administrative studies and organizational planning 
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directed by the staff man who heads up the group than is true of other 

departments previously discussed., 

, A Personnel Director completes the staff membership of the man-

agement organization.. The Personnel Department functions in a different 
-

manner th.:m any others in that it incorporates both staff and U.ne duties .. 

In none of the offices except the central office are there any persons 

vJhose duties are devoted to personnel 'tvork alone" In the centra.l office 

there is a staff of p3. rsonnel officers whose duties extend to all offices 

of the company, but they do not attempt to perform all of the personnel 

duties for the lcJhole company. In fact the majority of personnel problems 

'toJhich arise are handled by the management of the various areas, but 1rJith 

the advice of the central office staff men. 

The Personnel Director serves in an advisory capacity for a.ll 

labor relation problems of the company. He attends grievance meetings as 

a member of the management representatives, and also acts as management's 

secretary of the meetings.. The total area served by the compa.ny from the 

standpoint of labor representation is broken dm-m into five parts (as shown 

in chart), each being represented by a union local. The Personnel Director 

attends labor meetings in each of these areas. Prior tc the date of the 

actual management-union 1neeting, there is a conference of management to 

prepare its case and decide 'toJhat attitude it Hill take., The Personnel 

Director also attends these meet1.ngs as an advisor., 

wben no such staff person existed it was common practice for the 

unions to play one office against another., 'li'Jhenever they 1rdshed anything 

to be changed, they livould try to find a. precedent v.rhich had been created 

in some other office of' the company and cite that precedent as the justifi-
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