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THE COLLECTION OF RAILWAY REVENUE.

INTRODUCTION.

Human nature is the same everywhere among
civilized men. Their weaknesses and virtues are
alike, as are their methods of accomplishing good
and evil. Under like conditions a given number
of men who have to do with Fiscal Affairs will
go astray; a given number will keep in the
straight and narrow path. Those who are re-
sponsible for the Collection of Railway Revenue
are especially concerned with what the former
class will do. The latter occasions them no
uneasiness. We know what men will do by what
they have done, and what methods will keep
them in check by the methods that have kept
them in check. This book is, in a measure, a
treatise on such matters, as they affect railway
revenue. Its object is to suggest safeguards that
may be advantageously thrown around the col-
lection and transmission of such revenues. While
the mechanical details suggested will not con-
form to those of many railroads, the principles
and methods pointed out are everywhere ob-

served, substantially, where good usages and
(ix)



% INTRODUCTION.,

authoritative and effective methods are employed.

There are many different ways of keeping the
accounts of railroads. Some companies require
partial returns daily, some weekly, some monthly.
These differences are referred to in the book
treating of General Fiscal Affairs. Whatever
the differences may be, they do not affect the
principles that must be observed in handling the
earnings of railways in order to secure due
responsibility.

While the principles and methods herein out-
lined have been found to work effectively in
the affairs of railway corporations, I do not the
less on that account submit them with hesitation
to the consideration of those interested in such
matters.

CHAPTER I.

OPPORTUNITIES AND REQUIREMENTS OF THOSE WHO
WORK FOR RAILROADS.

A great bishop, when asked if the church had
any difficulty in getting ministers to serve it,
said that those who now seek employment with
railroads and other great corporations would,
fifty years ago, have sought entrance to the
church or the army or the civil service of the
government. Many men of the highest capacity
for affairs have no genius for making money, or,
if they have, it lies dormant. They would like
to possess wealth, but neglect the avenue leading
thereto. Their thoughts are elsewhere. If one
would make money he must think money; must
scheme constantly to acquire it. The officers and
employes of railroads are to be numbered among
the non-money-making class. This is why they
seek employment rather than proprietorship.
They have no particular regrets that they are
not successful as money makers. Thisis because
we do not miss a_luxury until we have possessed
it. Moreover, their minds are occupied in build-
ing up the fortunes of their employers. These

laborers for others are the men the good hishop
(11)
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referred to. Napoleon commanded an army of
men devoted to his fortunes—talented, enterpris-
ing and courageous. Similarly to-day, the great
corporations of the world have their armies, but
not like his, bent upon the destruction of man-
kind or the material wealth of the world, but
interested as one man in patriotic purposes; in
contributing something to the common good; in
adding to the comfort, convenience and wealth of
the “Wmmunity; in building up mankind. In
reference to the rank and file of railroads, the
distinctions that exist are quite as marked as
those of an imperial army, from the marshal down
to the cadet just entering the service. DBut the
lowest in both cases, receives the same respect in
his place as the highest; this because the service
demands it and because the subaltern of to-day
will be the superior of to-morrow.

One man is as necessary to the service of rail-
roads as another, and all alike must be constant,
industrious and loyal.

As the good of mankind suggested corporations,
so it compels capitalists more and more to con-
centrate their wealth in such ventures. It is
probable that from this growing need men fitted
to serve such enterprises will find an increasing
rather than a diminishing need for their services
in the future.

The servants of railroads, while they work for
private employers, must and do consult the pub-
lic good in everything they do quite as much as
the army officer or attache of the civil service.

OPPORTUNITIES AND REQUIREMENTS. 13

This grows out of the fact that the relations of
the railroads to the people are so interwoven in
a material sense and of so public a nature in
other respects that the needs and prejudices of
the public must be regarded in everything that is
done. The officers and employes of railroads
study the likes and dislikes of their patrons in all
things. Those who frame the tariffs of railroads
consult, in addition, the material interests of the
public. In this way railway men become adapta-
tive public servants. But this, instead of lessen-
ing, adds to their usefulness to their employer.
It makes them more alert, quicker to discern his
opportunities and the responsibilities which
attach to his position. So marked is the atten-
tiveness and courteous forbearance of those who
work for railroads that I leave it to the com-
munity to judge as between them and those who
work for the government, as to which are the
more anxious to please; which the more courte-
ous and amiable in their intercourse with the
public; which the more obliging; which go the
further out of their way to serve the patron. And
when they have considered this aspect of the sub-
ject they will be able to answer the question, as
to whether the public is likely to be better served
by corporations operated by governments or by
private owners. Governments care little or noth-
ing for individuals, while private corporations
are as alert to oblige an individual patron as they
are a great community. The fashion of denounc-
ing corporations is mere wind. Nothing new
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ever presented itself that did not meet opposi-
tion. The breech cloth when it first made its
appearance was, without a doubt, similarly de-
nounced as ecircumseribing the movements of
mankind and lessening the liberty of men.

If, then, my anticipations are correct, the op-
portunities of men to find employment and
achieve distinction in railways and other cor-
porations will be greater in the future than in
the past. Advancement will not, however, be
achieved on the same lines. Other things will
intervene. But those who win permanent success
must be, in the future as in the past, industrious,
talented and faithful to their employers. The
man who can do the most and the best work will
achieve the greatest success; him the employer
will seek out. However, aspirants must be armed
with other qualities than those enumerated;
qualities in the nature of accessories. A railroad
is like a government, and while those who work
for it may not be courtiers in exactly the same
sense that men are who hover about a throne,
they must possess certain faculties in common
with them. They must, however, not only be
able to please their superiors, but the public as
well. This last does not necessarily attach to the
aspirants of courts. They must also possess the
adaptability which enables men to work with
others; to amalgamate their ideas with those
about them; also to be courteous, forbearing and
generous to their associates. A man who insists
upon everybody conforming to his views, no

OPPORTUNITIES AND REQUIREMENTS. 15

matter how able or forceful he may be, cannot find
a permanent place in the service of corporations.
Nevertheless, the tendency of men to grasp every-
thing and to seek to crowd out real and imaginary
rivals, is the same to-day that it was in Casar’s
time. But it is modified in the case of railways
because of the interest of owners. These last
must protect all their servants. So that while
they have their agent and allot imperial power,
they so circumscribe his authority as to measura-
bly preserve the safety and freedom of the officials
about him. If they did not do this, the loyalty
and interest of the latter, it is manifest, would
quickly be transferred from the owner to the
agent. The proprietors of corporations consider
their force as a whole, never individually or apart.
In no other way could they secure or retain the
interest of their servants, and without this the
value of their property would be greatly lessened,
if not wholly destroyed.

Only men who can sink their personality in
that of their employer are fit to work for corpor-
ations. In olden times men said to their boys
when they entered the counting room, “Make
yourself indispensable to your employer.” That
was well, because the merchant was there to look
after his own interests and to prevent his subor-
dinates usurping his prerogatives. But all this is
changed in corporate life. The stockholder is
absent. He only sees his property through the
medium of public exhibits or the reports of serv-
ants. He must have safeguards the merchant
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does not need, among others, concurrent knowl-
edge and co-operative action upon the part of his
representatives so that there shall be no break in
the continuous and profitable operation of his
property. The interest and fidelity of all must
be secured. And because of the necessity of
continuity of effort along particular lines in cor-
porate life, the man who seeks to make himself
indispensable to his employer is looked upon asa
wrecker. Corporations live on forever, while the
lives and usefulness of particular men are but as
a day long. Railroads built, therefore, upon the
personality of particular men decline with the
fall of such men. The cases of many great cor-
porations might be cited that have been ruined
or greatly crippled to prove this. This form of
autocrat is, however, happily becoming extinct.
His motto was that of Louis XIV.,“ After me the
flood.” When he died the corporation he man-
aged was found to be moribund. The service had
been so denuded of able, self-reliant, manly men
and the individuality and self-respect of the rank
and file had been so crushed and its interest and
loyalty so deadened that no part of it could be
depended upon to go ahead to perform even
the simplest constructive duty. Officers and men
alike waited inert for some one to command
them. Thus a new autocrat was necessary, but
the process of building him up was long and tedi-
ous, and while it was going on the decadence of
the property was marked and rapid. This be-
cause it requires years to become acquainted with

OPPORTUNITIES AND REQUIREMENTS. 17

the needs of a great railroad, and when it is ne-
cessary to await the acquisition of this knowledge
upon the part of a particular man the enterprise
suffers accordingly. Because of this danger rail-
road corporations have been led more and more
to place their civil service on an impersonal basis
—that basis which allots to each official his duties
and responsibilities and respects him in their per-
formance.

In railway service a good education will be a
much greater factor hereafter than in the past.
Fifty years hence railways will be directed only
by men of high educational as well as high execu-
tive qualifications. Such men not only bring their
own resources but the acquired knowledge of
others. It isin this last respect that educated and
uneducated men differ. Added to thisthe latter too
often look upon knowledge asa bulllooks uponared
rag—as something menacing. In England, where
the governing class has been highly educated for
many centuries, scholarship is welcomed not less
than experience and native talent. Beaconsfield
and Gladstone would have been looked upon as
literary hacks in the United States. The fact
that they were authors of books and wrote for
magazines, would have been an insuperable ob-
stacle to their progress in practical life. Amidst
environments suited to man’s highest develop-
ment, they became the rulers of the greatest
nation that ever existed. That is the tribute cult-
ure pays to knowledge. Their literary ability

did not qualify them for official position, but
2 Vol. 9
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when it was found to supplement executive
talent, it was recognized and rewarded as an ac-
quisition. In a new country it would have been
despised. The successful railroad man of the
future will be, other things being equal, he who
has the greatest fund of acquired knowledge.
Our universities, it is probable, will some day
have a department of transportation, as they now
have of law and medicine, where its practices will
be illustrated; its principles in all essential things
are already summed up in the laws of political
economy; for nothing can be more certain than
that the true relation of railroads to the people,
as it affects the best good of all, works out its
ends with inevitable certainty without special
intervention.

To be highly successful railway men must be
talented, industrious and conscientious servants;
and because the service is semi-publie, they must
possess amiability and tact in dealing with the
people; and, in so far as they are required to act
harmoniously with others, they must be able to
sink their individuality when it clashes too sen-
sibly with that of those about them. Moreover,as
they must get on amicably with those above them,
who in some cases will be unfriendly, they must
also possess diplomacy, the art of agreeable eva-
sion, and with it a courageous understanding.
Those who work for railroads, morever, should
supplement what they have experienced and seen
with what others know. For this last source of
information they must go to the only storehouses
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there are, namely, the books, periodicals, treatises,
addresses, pamphlets, and experience of those
fitted to teach.



CHARTER 1.I.

PRINCIPLES AND METHODS TO BE OBSERVED IN HAND-
LING THE REVENUE OF RAILWAYS,

The facility and certainty with which the rev-
enue of a company may be collected depend
largely upon the character of the agents who
handle the receipts. If agents are selected with
care, the duty will be comparatively easy. If
not chosen with especial reference to their trust-
worthiness, the responsibility and labor that will
devolve upon the officers in charge will be very
great.

The conditions most favorable to the easy and
sure collection of railway revenue cannot be
found in perfection npon any railroad, nor can
we ever expect to find them until appointments
are governed by the same principles that operate
in the case of individual firms, namely, careful
investigation into the antecedents of applicants
before appointment; retention during good be-
havior, and promotion as opportunity offers.
These conditions we have in a measure. They
will be better with time and experience. The
railway interest is still in its infancy, and meth-
ods of management are consequently somewhat
crude. They will continue to improve with

greater understanding and appreciation.
(20)

PRINCIPLES AND METHODS OBSERVED. 21

Where defalcations are of common oceurrence,
it is more than probable that known losses are
less than the hidden ones. The visible defalca-
tion is the outward demonstration—the tumor
that indicates the malady afflicting the patient.
The remedy for such a state of affairs does not
lie wholly in exacting increased guarantees, but
partly in reorganization.

The objective point of railroads is the revenue
that acerues from the business transacted. It is
for this that proprietors contribute money for the
construction of railroads; it is for this they are
operated; it is to protect this that men are ap-
pointed to fill their offices of trust; it is for this
that intelligent safeguards are thrown around
the business, and that systems of accounting are
introduced. If by any means the revenue of a
company is frittered away or lost, the object for
which it is operated (from the proprietor’s point
of view) is not attained. The community also
suffers in such event, for the reason that through
its patronage it furnishes money to operate and
maintain the property, which purpose is not
attained.

Under circumstances attending the conduct
of a private business, each participant depends
largely upon his own experience and observa-
tion for protecting himself. Except in a very
limited way he does not derive benefit from the
experience of others. In the counting room
he uses the processes he has observed or that
his talent for business suggests. He makes no
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permanent record of his conclusions or practices,
and when he dies only an imperfect record is left
of his methods. His successor takes up the thread
not where he left it, but where he began. Thus
experiences are acquired and lost.

The successful merchant or manufacturer ex-
emplifies the truth of the survival of the fittest.
He pursues his vocation with greater zeal, intel-
ligence and determination than his fellows, and
in so doing reaps the margin of profit they fail
to gain. He works with his own capital, or with
credit, which is the same thing. The methods
he employs are his own, and however crude or
ill adapted they may be, concern only himself.
It is different with the operation of railroads.
While the money used in their construction be-
longs to individuals and is contributed for pri-
vate ends, the general purposes these properties
serve are of a semi-public character. No interest
is more closely allied with the public welfare
than the railroad interest. Railways are the
arteries through which the tide of commerce
ebbs and flows, and nothing can clog these chan-
nels without embarrassment to the community.

The revenue of railroads is so great, its ramifi-
cations extend into so many different channels,
it is governed by so many peculiar and excep-
tional conditions, and is dependent on the fidel-
ity, experience and zeal of so many agents, that
those who can suggest more economical, simple
or effective methods for collecting and handling
the vast sums of money owe it as a duty to do so,
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It goes without saying that everyone connected
with the operation of railroads is morally and
logically bound to use the most effective meth-
ods at his disposal. The attainment of this object
necessitates study, disinterestedness, wide knowl-
edge of methods and great practical experience.
Publicity of methods has this useful purpose, that
it serves to familiarize the officers and employes
of railroad companies with different systems and
appliances.

The collection of railway revenue, from being
an uncertain and hazardous process, has, under
the methods that have been discovered and ap-
plied, become comparatively stable. It is no
longer necessary to calculate that a certain per-
centage of revenue must be lost. The shortages,
at one time so frequent in the history of rail-
roads, were the result of bad appointments, lax
administration and poor appliances. Defalca-
tions may always be expected to occur under such
circumstances. 1 have observed the collection of
railroad revenue under every circumstance, and
while the process is difficult and attended by mis-
haps, it is comparatively free from losses under
favorable conditions. I may be pardoned for
giving a practical illustration of this here. Many
years ago a corporation, with which 1 was con-
nected as the accounting officer, had suffered from
many and grievous defalcations, finally culminat-
ing in simultaneous delinquencies, amounting in
the aggregate to forty thousand dollars. The
executive sent for me, and after expressing his
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annoyance and apprehension, asked who was
responsible for the collection of the company’s
receipts. I replied no one, that the treasurer,
accounting officer, general traffic agent and man-

ager, exercised a joint supervision, and, finally,

that the superintendent, who was responsible for
the physical operations of the road, had immedi-
ate charge, and reserved the right of exercising
his discretion about dismissing those caught steal-
ing the company’s money; that the responsibility,
in fact, rested upon many different officers, each
of whom was personally zealous and intelligent
in the exercise of his duty, but each was ham-
pered in his action by conflicting considerations,
not the least of which was a proper delicacy in
regard to the duties of others; that instances
were continually occurring where the officers
named were in doubt as to their duties and
responsibilities, and hence acted hesitatingly or
not at all.

He listened to this explanation, and closed the
interview by directing that the accounting officer
should thereafter have sole charge of the com-
pany’s accounts and the collection of its receipts
and that officers and agents alike should conform
absolutely to the regulations he found it necessary
to make. Under the arrangement thus entered
into he collected over a thousand millions of dol-
lars of revenue without the loss of a cent. Some-
thing of this freedom from loss was attribut-
able to effective methods of collecting, but still
more to the integrity of agents. This integrity

PRINCIPLES AND METHODS OBSERVED, 25

was carefully and intelligently fostered (as every
virtue should be), and those who exercised it
knew that its practice was observed and appre-
ciated.

It thus pecame apparent that it was possible
to collect the revenues of a railroad without loss
to the proprietors. Before that it was generally
believed that every great corporation must lose
more or less each year from unfaithful agents,
and this is true where comparatively untried
men have charge of the handling of the funds,
but in general if common sense governs appoint-
ments, and proper authority is given the collect-
ing officer, and he possesses sufficient courage
and force and has the co-operation of the execu-
tive, defalcations will not be important.

The efficient collection of railway revenue in-
volves an impersonal organization of the force
employed at stations. Only capable, and above
all faithful, men must be appointed. No method
or trick of accounting, no collecting officer, no
corps of assistants and inspectors, no matter how
capable, can prevent losses, unless fitness is made
the test of appointment and retention. One un-
faithful agent will require the constant surveil-
lance of an alert inspector to protect a company
from danger. This is the expense that corpora-
tions must expect to pay for the employment of
unfit men if they wish to escape the loss by theft
of their money.

To sum up, it is essential to the efficient collpo-
tion of railway revenue that unfit agents shall
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not be appointed, and that if they creep into the
service they shall be promptly removed; that
experience and intelligence shall characterize the
organization of the accounts; that watchfulness
shall be exercised to see that the accounts are
faithfully carried out; and finally that the officers
in charge shall be capable and resolute, and pos-
sess needed authority.

The number of men who have to do, directly
or indirectly, with the handling of a railway
company’s money, is much greater than is gen-
erally supposed. The number of heads is not
great, but there is subordinate to them a large
number of clerks, cashiers, ticket sellers, baggage-
masters, collectors and assistants who handle
cash, and must be taken cognizance of. It is not
desirable or practicable to disturb the authority
of the head, or relieve him of responsibility for
the acts of those under him. Every man, how-
ever, who accepts pay from another is directly
responsible to his employer, and the fact that he
acts under a person higher in the confidence of
the owner than himself does not lessen the re-
sponsibility. It is less direct in expression, that
is all. This fact must be considered in deciding
who shall furnish security and who shall not.
The burden (if the giving of security is a burden)
ought to be proportionate to the position and the
wages paid. The mere fact that one employe is
called a clerk and another an agent should not
relieve the former of accountability to the em-
ployer, especially as in rendering that account-
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ability he relieves the agent of a burden not
properly belonging to him. The pay of cashiers,
ticket sellers and collectors is often greater than
that of many agents and others of higher rank.
It would, consequently, be grossly improper to
fail to exact from clerks or cashiers security for
their acts, if security is exacted from any.

The practice of exacting security from all has
moreover the effect to weed out untrustworthy
employes, and in so far as it does this heightens
the character and self respect of those who remain.

The source from which men occupying the re-
sponsible office of agent upon railroads shall be
drawn is one of great interest to them and im-
portance to the companies. The practice in-
dulged in, unavoidably in many instances,
during the earlier history of railroads, of picking
up men here and there without much, if any,
reference to their eduecation, experience or fit-
ness, happily grows less common each year. It
is no longer necessary. Such men are not so
likely to acquire the habit of performing their
duties fully and fitly as those who grow up in
the service. They lack habitude and the pri-
mary knowledge of business that can only be
acquired in subordinate positions.

It is from the ranks of men filling the lower
offices, consequently, that agents should be
drawn. Here is the natural recruiting ground.
In these minor offices the employe acquires
knowledge of the minutiee of the business both
from practice and observation. Here, under the
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eye of a superior, the habit of handling money
faithfully and skillfully is acquired. This habit
he carries with him when appointed to an inde-
pendent position. Upon every railway there are
many men of this character. From among them
minor agencies should be appointed. Such agen-
cies should be thus filled, just as superior agen-
cies should be filled by men who have occupied
minor agencies, Familiarity with business, in-
tegrity and promotion will all thus be obtained.

Men are greatly strengthened in the exercise of
correct practices by efficient safeguards. They
heighten the instinet in man to do right. After
a man has occupied fora length of time a position
of trust requiring him to handle money, he is not
so likely to prove unfaithful. There are excep-
tions to this rule, but they are comparatively
rare; a man is unfortunate, has a weak character,
urgently requires the use of money, is infatuated
with some woman, or has fallen into bad habits;
such conjunctions produce defaulters. The men
are not rogues inherently. If we would prevent
them from falling, minute, constant and intelli-
gent supervision of their affairs must be exer-
cised.

Men must not only beselected wisely, but must
be governed wisely.

In regard to appointments, applicants should
be passed upon by the heads of the bureaus inter-
ested. In order to do this intelligently, careful
inquiries must be made relative to the character
and antecedents of the applicant. No exception
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can be made, for the reason that every applicant
may sooner or later be placed in a position of
especial trust. In the event an investigation is
not satisfactory, the applicant should be denied
employment. After applications have been
passed upon by the various bureaus, they may be
forwarded to the head of the department for
review.

In investigating the character of those to be
intrusted with the handling of money, the pre-
vious occupation of the person should be consid-
ered. It is not reasonable to believe that men,
without experience, or principles fixed by habit
and association, can appreciate the nature of a
trust of this nature as fully as those whose char-
acters have been molded and solidified in the
actual conduct of such business.

Except in extreme cases (and these should only
be temporary) no one should be appointed to a
position where he handles money (unless under
the immediate supervision of an experienced per-
son) who has not by age and previous experience
acquired personal knowledge of the nature of
such a trust. Homesty is largely a habit. Men
observe its faithful exercise by others, and grad-
ually acquire the habit themselves as they are
called upon from time to time to perform minor
offices of trust. Those whose characters are
formed in this way generally prove trustworthy,
but the process requires time. Where young
men, whom neither age, experience nor ob-
servation has taught to exercise the office with
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fidelity, are appointed to handle money, especial
and marked vigilance must be exercised in their
supervision.*

A recognition that experience is necessary has
induced railway managers, in some instances, to
forbid the employment as agents of persons un-
der age. Such a rule will frequently involve
injustice, but is, in the main, right and proper, as
it excludes those whose habits have not become
reasonably well grounded or about whom little
is known. There are, however, many cases where
a man who has not yet become of legal age hav-
ing filled such responsible places as ticket seller,
collector and cashier, is better qualified and every
way more worthy to fill the office of agent than
a man much older, who has not had his experi-
ence. The rule, therefore, should not be to

* The force of this was especially impressed upon me in the
case of a young man eighteen years old, who was appointed to
take charge of a sfation. His familiarity with the telegraph
was one of the factors that secured his appointment, though he
had the necessary knowledge otherwise to perform the duties
of an agent. He conducted the affairs of the station very fairly
for a short time, when, suddenly and without any intimation.
he took all the money he could get hold of and decamped.
When overtaken and brought back he pleaded his youth in ex-
tenuation, and it was evident that he had not realized the
extent of his crime. He was tempted to take the first dollar
he collected. He resisted, but the temptation grew upon him
from day to day without his being fairly conscious of the fact.
Had he been an older and more experienced man he would
have been able fto resist, as he had no particular use for the
money. If he could have been carried along in a subordinate
capacity for a few years, and thus become accustomed to the
exercise of offices of trust of a minor character, he would very
likely have made a trustworthy man.
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exclude men because they are young, but to put
only those in responsible places whose previous
experience has been such as in a measure to fit
them for the performance of their duties. If a
fixed age is to be established, under which men
will not be appointed as agents, probably twenty-
one years is low enough,

It will frequently occur in the operations of
business, that men possessing necessary qualifica-
tions cannot be procured. In such cases recourse
should be had to those who have been in the
service and about whose character something is
known, even though additional expense is in-
curred thereby. Such a course will prove eco-
nomical in the long run.*

*I have seen this illustrated many times, In one instance a
young lad of unusual promise, but without previous experience
in filling responsible positions, was appointed agent. For a
time he did very well, but soon the remittances became less
frequent and grew smaller without any known reason. Finally
they ceased entirely. Upon investigation the fact was elicited
that he had launched into every species of vice that money
suggests. He had even gone to the length of giving away
tickets of the company, and in many instances had sold them
at ridiculously low rates to his friends. He was not an espe-
cially vicious or weak lad, but the sudden possession of money
and power, without previous experience, simply made him mad.
I remember another instance where a young man nineteen
yearsold, who was appointed to an agency under similar eircums-
stances, retained every dollar he collected from the minute he
was installed, and when called upon made all sorts of excuses,
and upon being pressed for the amount, attempted to run away.
If these young men had first been employed in some minor
office of responsibility where they would have been under the
supervision of experienced officials, it is possible they would
have made men who would have filled the office of agent with-
out scandal to the service or discredit to themselves.
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Where defalcations are of frequent oceurrence,
the known amount involved, as already remarked,
forms more than likely only a small part of the
losses that are hidden. The peculiar nature of a
railroad company’s business, the extended terri-
tory over which it is scattered and the opportunity
it offers unfaithful men, will, it is certain, be taken
advantage of wherever a service is demoralized
through imperfect organization or lax adminis-
tration. If a company is to receive the full frui-
tion of its enterprise, the esprit de corps of the
service must be maintained. Freedom from loss
is to be sought in preventing irregularities.
Where the service of a company has been allowed
to become demoralized, the protection afforded it
by the security offered by guarantee companies
is only partial. They may make good known
deficiencies, but the subtle hidden losses that sap
the resources and destroy the vitality of the
organization they do not and could not make
good even if the amount were determinable. The
security offered by bondsmen and guarantee com-
panies is necessary and valuable in its way as an
auxiliary support, but if a company expects to
escape losses it must supplement the protection
thus afforded by careful selection of agents,
thoughtful regard for their interests, approved
methods of accounting, and a wise, constant and
firm supervision overtheiracts. The agent must be
taught to take pride in a good character and educa-
ted to believe that want of honesty and loyalty
toward the company employing him is deplorable.
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The collecting officer of a railroad is largely
dependent upon his assistants, and in their selec-
tion and government he will display the measure
of his fitness. Having instituted his method of
accounting with such wisdom and experience as
he has, its efficiency will be dependent upon the
supervision exercised.

An object I have in writing this book, and the
main one, is to explain the salient features con-
nected with the efficient collection of corporate
receipts, to describe generally the duties of em-
ployes in connection therewith and to explain
the action that should be taken in emergencies.
These things are especially important, for the
reason that men are constantly being changed,
and if definite directions are not provided, more
or less diversity will quickly creep into a service.
This, while it may not be fatal, will, nevertheless,
greatly weaken its efficiency.*

In order to preserve proper discipline in the
operations of the financial department of rail-
roads, orders given at particular times and cover-
ing specific things must afterward be reiterated
in exactly the same terms, conditions and meth-
ods being the same. When a department is gov-
erned by traditions and verbal understandings,
demoralization more or less marked is unavoid-
able, and conflict of authority is a matter of
common occurrence. It was a practical realiza-
tion of this that suggested this book. The rules,

*This book, it is proper to say, was written in great part
originally for private use.
38 Vol.9
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regulations, directions, observances, hints and
experiences it contains were written with a direct
view to their practical value. They describe the-
ories and practices attending the collection and
handling of corporate funds, and may be used as
a manual, to be followed literally. They are gen-
eral in their scope and apply to one system as
well as another.

CHAPTER III.
FAITHFUL HANDLING OF MONEY.

This chapter is intended to explain some of
the more important principles that govern the
handling of the traffic of railroads, in so far as
they concern the accounts of agents. To explain
the theory of the business, in fact, and the subtle-
ties that underlie its various phases, so that those
identified with railroads may look at the subject
from a common standpoint and thus be able to
co-operate with each other upon a uniform basis.
It is also intended to explain incidentally some
of the more important interests that the petty
details of business involve and upon which grave
financial and moral interests depend.

Railway affairs have two phases, mechanical
and speculative. Railway men who have to deal
only with the practical are prone to look at one
phase of the subject only. To them a spade is a
spade, and nothing more. Its association with
the grave digger or the railway contractor does
not clothe it with new suggestions, nor surround
it with speculative fancies. They look upon the
selling of tickets as being as much of a mechanical
matter as the stamping of them, while as a matter
of fact the relation the former sustains to the

public makes it necessary to carefully study and
()
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arrange every detail. So it is with the handling of
freight, the manipulation of baggage and all the
other affairs of railroads where the public comes
in contact with the machinery of the carrier.
Moreover, it is necessary for officials of all classes,
in order to comprehend the value of particular
things, to understand them apart and in the rela-
tion they sustain to other interests. If we would
secure the highest efficiency in a department, it
is necessary that every subordinate should be
able to view its affairs from the standpoint of
the responsible head. When they are able to do
this they can act with greater unanimity, and
accomplish results not attainable if such co-
operative intelligence is wanting. This purpose
I seek to achieve.

The intentions of men must be serutinized.
It is not enough that an act is criminal or seems
superficially to be so. Where a great number of
men is employed, and differences of temperament
and understanding exist, as is the case on a rail-
way, surprising misapprehensions will be found
as to what is proper or otherwise. For instance,
it would hardly be supposed that a capable agent
could convince himself that he might with pro-
priety cash time certificates and vouchers issued
by his employer with his own personal funds and
charge a commission therefor; yet such things
have occurred and will occur again, not gen-
srally, but in special instances. An upright man
would hardly do such a thing if he supposed it
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was going to bring diseredit upon his employer
and himself. That is apparent. Personal in-
terest clouds the understanding of men, and too
often renders them incapable of judging unprej-
udicedly of acts that under other conditions they
would quickly interpret. It is not wise, perhaps,
to place undue faith in the good intention of
those whose acts belie such expression, nor is it
wise to hastily place too severe a construction
upon such acts. In matters of bookkeeping every
account is presumably wrong until it is proven
to be right; but in all things that affect the char-
acter and standing of men, it is a maxim that
every man shall be considered honest until proven
to be otherwise.

It is the duty of the inspectors or traveling
auditors of railroad companies to report any un-
authorized or irregular practices indulged in at
stations. This does not refer to acts wrong in
themselves but committed in good faith, believ-
ing them to be right; but to sins of intention, of
neglect, of omission and commission; everything
of a culpable nature; acts that disqualify persons
for the exercise of offices of trust, such as collu-
sion, using the employer’s funds, falsifying
accounts, cheating patrons of the company or
terrorizing them in any way; in fact, all acts of
a willful nature that are harmful to a company
or likely to bring it into disrepute.

The business of many stations does not warrant
the employment of skilled accountants. In many











































































































































































































































































































































































































































































































































































































































































