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PERSONALISM IN RAILROADING

H, W, Jacobs, gencral engincer, in an arlicle in the Engincerting Mayazine,
Orings out sone ideas well worlthy of e altentlion of those intercsied in rail-

road scrvice,

Sonie have the quality of idcaliza-
tion or imagination without the crea-
tive or practically constructive force;
their ideas ave still-born and fail fo
survive from want of ever
living expression; others have quali-
ties of patience and slow persistence
bringing into real being idcas or pur-
poses which are set before them; but
few combine these qualities in success-
ful degree and the few that do arc the
leaders and masters,

Aost men in charge of modern en-
terprises, however, are not true lead-
ers or commanders; as in our poliitical
schenie, so also in our industrial or-
ganization, the men arce executives—
they approve or veto, they sclect, they
give form to and execute the ideas of
the staft, of others. And go it must be;
thiec manager must hold the wellare of
the business entrusted to his supervi-
sion—-as {t may be advanced by aunv
policy, its source—ahove a
versonal egotistical valuation of his

receiving

whatoever

A large portion of this wrticle is herewith presented:

own originality; and the lesser man
of the staff, who is eniployed for his
good ideas, bhut who perhaps has not
the other qualities essential to an ex-
ecutive (since he has not earned the
managerial position) should
and be glad in thie opportunity aiford-
ced of having his ideas elaborated into
conercte, living, useful daily realities,
rather than stand to one side and
think “I, I contrived this thing, but

weleome

others, Dbecause they have money to
eruploy me, get the credit and the
henefit,”

The value of ideas, lies in the abil-
ity to use them constructively and to
execute them, Day-dreams are gen-
crally of less value than the time
spent in building them,

In  industrial enterprises — manu-
factories, shops, transportation com-
panies- the sympathy and  co-opera-
tion of the foreman and ofhers most
immediately  directing  the actnally
productive labor, is most essential for
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the successful introduction and appli-
cation of progressive and useful ideas
and methods.

I have known foremen and en-
gineers, who, when it was first sought
to introducc improved 1ethods and
devices or advance types of loconio-
tives, thought it was their duty to try
and defeat the object of these devices
and new designs by failing to run the
jig or to operate the tool and engine
to their best advantage. This is do-
structive criticism of the worst type,
because it cheats those who employed
these men, as well as because it is dis-
honorable to those engaged in putting
these tools and idcas into cffect.

In the niotive-power operation of a
railroad, a road foreman
more than any other man, should he
the evangelist aniong engincers and
cexpound the new methods of progress,
and like other reformers, s“ould be
able to paint with a broom the object
to be attained.

An engineer on the road should be
as supreme on his cnginc as a captain
on his ship; undoubtedly it is true
that many “engine failures” are due
to the fact that in soine cases engine-
men are directly opposed to the shop-
man and their work, even being cn-
couraged in such an attitude by some
of the officials, such as road {oremen
of engines, to report engines for un-
necessary work, in order to burden
the shop men needlessly, or to show a
disposition not to assist in keeping an
engine going when some delect de-
velops, so as to throw the hlmwe for
this condition upon the shop men.

Tt is a road foreman’s duty to crit-
icize and to have corrccted any im-
proper donce in the shop. No
one who is not supersensitive objecls
to eriticism that brings out weak spofs
in any uicthod or plan, as criticism of

of engines,

work

thig kind is far more helptul than un-

due praise which makes a man feel

that he could not make a mistake if
There
which
giver nor the recipicent; the kind that
is destructive and not constructive in
the least. Truce, it may set the origi-
nator thinking that perhaps a certain
potut may be improved, but there is
no hint ol the critics ideas on the
subject, nor indecd whether he
any. It is one thing to look over un
innovation, such ag a mecthod, or tool,
or pracfice, and to give ont the uncall-
ed for statement that it is “not as it
should be,” or that “one would not
have done it in that way™; and it is a
thing to be presented
with a problem and to be asked to de-
vise a method of putting it into cffect
and  practical operation. In many
cases the critic has offered no suggoes-
tions in the heginning and only con-
demned the work that has heen put
into practice to show that he knows
that it migihit have heen made or done
differently.  The conception and put
ting into eifect of tools, mecthods or
practices requires a certain amount of
which that
ig lacking in a critic of the destructive
ITe can see a moethod after jt
has been thought out and put into ef-
fect, and he gets the idea that a (dif-
ference here or there nmiight be bettor;
hut when it comes fo crit-
icisni, making a suggestion of value,
the destructive critic is all at sea, The
constructive critic on the other hand
has suggestions for improvement that
are real, points out ways and means
of making desired changes and is a
real helper rather than an irritating
fault-finder,

Then there are those oppose
unew policies, but who do not openly

he tried. is also a kind of

criticism hielps  neither  the

has

very different

imagination, is a ouality

type.

creative

who
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object to them, These men in refer-
ring to some advocate of an improved
method will admit that man’s bril-
liance, or ingenuity, or peculiar abil-
ity and will follow up this apparently
friendly attitude with an apology (in-
dulgent perhaps and a little patroniz-
ing) for some supposed weakness of
character, bad habit, incapacity, relig-
ious belief, of the person under dis-
cussion, couching the expression in
such terms and selecting the particu-
lar defect that is to be enlarged upon
in such a way as most to appeal to the
prejudices of the hearer.

TIdqually vestrictive to the inftrodue-
tion of any new device or systeni on a
railway is the extreme element of con-
servatism that has such a stroughold
in the minds of the average railway
official, from the heads of departments
down to the foremen and even to the
men in the shops; a conservatism
fostered by years of unbroken habi-
tude and firmly established by follow-
ing devoutly the recurrent routince of
daily duties, Trom this conservatism
itself, coupled with a fear of dis ap-
probation should a mistake he made
in the adoption of some method or de-
vice differing from the old and estab-
lished regime, springs a destructive
criticism  which, though it wmay be
given with the object of self protec-
tion, often results in an irreparable
loss, both the object of criticism and
to the criticiser.

Most railroads arc continuing to use
almost exclusively the simple engine
of half a century ago, modified only
in its size and power, bhut employving
the same cssential design; and Ameri-
can railroads have been behind other
engineering progress in questions re-
Iating to the mechanism of their lo-
comotives. The marine cngine had its
real development during the identical

period in which the steam locomotive
has so potently changed the face ot
the land and the destinies of its den-
izens, “Fulton’s Folly” was a simple
side valve engine operation upon a
transverse shaft and the locomotive
of today is little more, But the ma-
rine enginc soon turned to the screw
propeller, soon adopted the economical
compound cylinder type (largely stim-
ulated by experiments in the United

States navy) furlher extended this
principal to the use ot triple and
quadruple expansions, of twin and
quadruple screws and has lately

adopted the still more efficient and
facile sfeam turbine. And the art of
marine motive power will nof stop
here. Already plans are scriously dis-
cussed looking to the application of
some form of gas or oil internal-com-
bustion 1motor on shipboard; indeed
these motors already propel the
swifter, cheaper and miore convenient
power hoats of smaller size.

What parallel to this can the rail-
roads show? True, in fifty years our
locomotives have increascd from
thirty tons to two hundred and ninety
tons, total weight, but in the same
period steamships have increased
{rom eight hundred to forty thou-
sand tons displacement and marine
engines from three hundred to seventy
thousand horse power. But where
the compound cngine was early adopt-
ed on shipboard from reasons of econ-
omy of operation and space occupied
per power unit developed, those rea-
sons, still more important in the nar-
row confines of rail traffic, have not
until recentlv been effective in rail-
road circles in America in making
success of the compound Jocomotive.

There is nothing the matter with the
compound locomotive; the only troub-
le with the use of these enginec in the
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United States is that they require a
greater aftention, a greater detailed
supervision of their finer mechanism,
than is the case with simple engines

which are cheaper to build, perhaps
cheaper to maintain (though not on
a performance-Unit basis) and cer-

tainly less efficient in the usc of pow-
er and in the haulage of loads.

As proposcd by one engincer, we
sliould have today, instead of siniple
engines and boilers whose greatest ef-
ficiency is demonstrated to be at about
180 pounds pressure, supcrheated and
turho-gencrators transmitting power
to all wheels of the locomotive unit
through eleetric motors; possibly even
we should have gas engines, driving
throught a similar electric arrange-
ment or through a mechanical trans-
Juission.

Since the advent of the common
spike vears ago no important step has
heen taken to replace a deviee admit
tedly wanting in qualities most to be
dosired in a gpike, holding power and
preservation of the tie; yet the com-
mon nail spike has such a firm place
in the minds of the conservative that
it is only recently that the screw
spike has received any attention,
though admittedly the screw spike is
far superior to its competitor in every
respect, as its extensive use in Kurope
where lunmber is dear and labor cheap,
has demonstrated conclusively,

There are many other examples cas-
ily called to mind which only scrve to
bring out more strongly this element
of conservatism, The old adage of
“T.et well enough alone” has been a
slogan on the American railway, but
it is fast losing its convinsive power.
One can almost distinguish  with
clearness a dividing line springing up
among the employes of American
railroads—the old and new Dblood, the

man whose convictions are not to be
modified and the man who is “willing
to be shown,”

An analyst of railroad conditions
while speaking of the application of
intelligence and mcthodical system to
the problems met in the course of or-
dinary and extraordinary experience,
and the influence they may have in

improving the workaday opportuni-
ties, has aptly said:
“This element of pride aund self-

glory malkes the ordinary maun ot au-
thority plant his feet and balk when
system is proposed. He wants to do
cverything himself and gets all the
glory. If record and system arc ap-
plied rigidly enough the proper course
will be as plain as the channel into a
harbor marked with lighthouscs and
buoys. Columbus is more of a hero
than the sea captain of today who
courses the ocean with charts, light-
houses and buoys which mark the
channels through which the man in
authority should sail his affairs, This
man, however, realizes that his per-
sonal glory dwindles when he sails in
charted seas. Hence “No
systeml for me.”

e says:

Of course it is apparent that the
thing for such a man to do is to seize
the opportunity and make charts
where there are none, so that not only
will he more certainly and swiftly ai-
rive at his objective port, and avoid
treacherous shoals and reefs by the
way, but also achieve the distinction
of providing charts where there was
only wind and water bhefore, and of
piloting the way for the more timid
who follow.

No event of life is trivial; no task,
however humble, is bencath the dig-
nity of the high soul.—Richard Wight-
ML,





