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On Sunday, May 19, 1968 Mr. and Mrs. Austin

- Cushman gave a dinner party at their home honoring

me on my retirement as a trustee of the Sears

Profit Sharing Fund. All trustees and their wives

were present except Mr, David Kennedy, then in

- ‘Puerto Rico.

-After the excellent dinner, Joe Cushman. asked

Charley Kellstadt, formerly chairman of Sears board

and later of the Board of Trustees (and whom I had

hired many years ago) to "present" me. He did so

graciously and generously, after which Joe presented

me with a Steuben glass Leaping Trout - perfectly

‘beautiful. It is a treasure, of which I am very

proud.

After thanking our hosts and all those honoring

- us on this ‘occasion, on behalf of Carol and m%self,

b spoke about as follows:
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It -was 41 years ago - thls merry month of May ‘when I came to Work for
..Sears Roebuck and Co; ‘
On that May morﬁing Sears had in operation eight retail.stores; Five
- of them were in the;then'five.mail‘order'plants and in addition there was
. the Chicago North side store; the Chicago South side store and Evansvilie.
It ‘had taken two years and’three'months’to establish these eight'Stores.

' My first job was to merchandlse five divisions in these stores. And
to.do so there was an occa51onal opportunlty to v151t them, espec1ally |
'.Evansv1lle, the black sheepvof the so—called-chaln. Several times that
bhot summer of 1927 I accompanied General Wood on an inspection of that
wobegone store. By that time I had the impressive title of Retail Mer-
chandlse Manager so was free to walk through the. store and make suggestions
in all departments. These suggestions consisted mostly of recommending
that winter clothing, blankets, etc;; be removed from prominent places of
display and in their stead, seasonable items such as lawn mowers, garden
hose and washing machines should be brought;out. In the meantime the
“Ceneral would be sitting in the'manager's office interviewing each head
ofIStock and taking copious‘notes of unsalable.items; failure of supply,
.out-of-stock numbers of wanted items --—- and smoking eigarettes; (ihose
were his before-chewing eigafette days.) Once.ﬁe ﬁere Startledﬂat heari?g
the fire engines outside the store. The General had tossed a‘half burned
Camel. cigarette out the upper window and it had landed on an awning and
set it afire. L1ttle damage resulted and the General. kept right on with
his interView1ng; These notes of hls, by the way, formed the basis of
. countless memoranda:to the.Superv1sors which Miss Richardson dispatched -
ia arhdrrj onbthe'Generaifs.retUrn to Chicago.

But the eight stores'then'Operating’formed but a small part of my

job for we were planning the opening stocks for two stores in Los Angeles,
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.rfwo in Detroit, two in Cleveland, two in St. Louis and others to be opened
'later'inithe'Year; It was aiheétic:period:'Aane:bf us knew our jobs; we
could do only the best we could and down'right1fati3ue~tontributed’to thé

; ﬁﬁwitting érrors so frequeﬁtly made. J- i . |

I remémbef'repbrting to the General after a visit to some newly
»openéd}store that the office was so far behind.that the store was not
disﬁoqnting its bills to outside vendors. I thought this was monstrous.
But thé General merely said "Now; the time will come when failure to
collect the 27 cash discount will be & major sin, but right now, there
‘are more important matters to give attention to." I 1earned;

By .the end of 1927, there were 26 stores'in being and many more on
the fire, Be it noted; that all these.stores were in, or to be in, our
large cities. They were to create plus business to our catalog sales.

As the youth of the farms;—alwayé.ourvfuture growth prospects,-moved to
tﬁe large industrial centers We>must follow that movement, if we were to
enjoy the business which the yoﬁng people of the country would geneféte;

Then, eafly in 1928; thoSe of us.in'thefnew'retail énd‘of Sears,

‘feCEiVed a severe jolt. Mr: Kittel, the president of £he éomﬁany, WhO;
had reported for duty on the same day General Wood came with the’Coﬁpaﬁy
as Vice President, suddenly died. Coming to Sears from the'iailfqad, J
industry;'he“had found the mail order business qﬁite technical and quickly
‘latched on to the-new retail enterprise which fhe General was so enthu-
siasticallf pushingl He could learn that'from.the'bdtﬁom'up along with
~all the rest of us. ﬁr; Kittel's support of retail, topside, was of
_ tremendous help in an environment whére support of the rétail’eipansion

was by no means universal.




“Who was to foilow in the“presidency?v Would tﬁe‘cld::egimé-takeﬂover'v
| and if so what would be‘f the fate of the rét'ail? These were troublesome
questions to those of use tho had thrown in our lot in the retail end of

‘the business.

,,Our,conéern'was disposed'of completely when the announcement was
made that Genéxal Wood'waé‘to beithe'new'president; That meantvﬁcharge"v—a
and charge we'did. ” |

Not many months later; a second block buster startled the organiza-
,vtion. It is difficult; in this day, to realize the'rivalry-thenAeﬁiéting
between Sears and Wards. Catalog competitions was keen to the éoint in
many cases of being bitter: Ward had chosen not to go into retail selling
ektept for a few outlet stéres'for discontinuea lines, etc. But of course
Ward had been watching our eipansion in retail and under a new administra-
tion, Wards came out with the startling announcement that they were about
to go into retail selling and proposed a ;hain of stores to be located'iﬁ
towns down to as small as 5000 population: I think the énnouncement men—
'fioneA'as many as 1500 stores but maybe my memory serves me wrong and that
this Qaé‘the number of cities and towns at that time héving.a‘populatidn
larger than 5000.

Be that as it may; Ward was going to put stores in mail order terri-~
tory and not head for the large cities where we were becoming esfablished;
Did this mean that Ward was prepared to divert.its‘catalog.bﬁsiness into
.over-the-counter selling and if'so; was it not 1likely that Such.étéres'
‘would capture some;'and maybe. a large’amount,vof our catélog buSiness’in
' those same store 1ocalities?i How were we as a company to react to*this

.new'ﬁélicy'of Wards?
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~I+want to.tell you of this very historic incideﬁt which has been
‘largely forgotten in the'remarkable developments of Sears‘retail in the
past decades. |

- I.must give you this bit of background. Cehcurrently with the
‘General's aeSuming the‘presidency_of the company, Mr. Otto Doering the
s tough and capable operating vice president of the company retlred as did
Mr. Max Adler the merchandise vice president. Lessing Rosenwald became
operating ViCe'president.but would continue tO'make'Philadelphia his |
headquarters. With the exceptlon of Mr. E, J. Pollock, that grand old
man in finance, the General: had a new crew around and below hlm.

The great qrganlzatlonalrstrength of the company was at that time
(and alweys will be) in its merchants. For the most part these heads of .
departments they were old tlmers, many of them approachlng what we now
- consider the age of retirement. They were strong minded, arrogant, suc-
.cessful men. Many of them were rich“ and some very rich: They operated
independently of each other and were subject to little dlrectlon. They
- were lords almighty and for the most part they little relished the'ad&ed
ﬁork and responsibilities of the retail selling about which manyfof.them
.ﬁere.strangelyvignorant:' |

At this crucial moment, following the Ward annoﬂncement; the new
President of the company called a meeting in his offiee of these~Division.
Heads, later‘called'SuperVisors; and now National Merchandise Managers.
I had hever‘known'of avgathering of these men --.for there was little
reason for doing se -~ and I had never heard of them being called together,

' certainly.not.in,conneetion with a matter of grave company policy.
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I 1like to think back on the composition ofithis group on that

historic occasion: | | ‘ |
: Findiey'—vof furniture -

Metzenberg - jewelry

Asher - stores

Walters - of whbm Mr: Barker told the famous Belt:story.- (I could

. tell others;) ‘

Reynolds -

Felsenthal -

Gilbert Alexander - one of the First friends of retail

»Steafns -

Mr. Hoke - the grand old maﬁ of paints

Kuchel - 6f modern homes

McCarthy - of plumbing

Stambaugh - of farm implements

Channcy Williams - of pipes; corsets and millinery

Westrich - of tires and batteries
These are some of the warlords who céme to mind. Let no ome think they’
were not men to reckon with as they sat before their roll?top‘desks while
keeping'a young man such as I waiting in their dufer office as they
finished reéding their trade journalS; .

When they were aéSeﬁbled in a circle of chairs brought in for the
purpase, the General stated‘the'sifﬁation brdught abbut by”Ward's'announge—
ment. How;’asked'he;'should Sears respond?

Hesitantly, at first; onevafter'another spoke up: The enemy had
. challeﬁged'us;- We must meet that challenge és we always had. rFight firé

with fire, was the burden of the concensus. If Ward was prepared to




jdivert ﬁheir mail ordef'sales'into retail; we muét ﬁrotect,our catalog
business and if this meant we must have retail stores to compete with
Wafd's'refail stores then so.be.it.:
The_ﬁeeting broke up in a fighting'Spirit. The General had a clear .

mahdate'from,the’great merchants of the company to meet the competition
~on.its own'ground;

. I had a feeling that the motivation in many; if ﬁot most cases, was
a defense of their own mail order businesses: They'wéuldnft.tolerate.
this going to Wards: There‘Was little.realization; at theé moment, of what
.was involved in the way of finances; Qrganization;.personnel'and hard work
if We.weré to ekpand in retail as Ward had indicated'they.weré planning to
do. - . |

And I had another impression; I sensed a joining up of forces; an
‘impliéd'need'to unite in a common cause that mail order'hadn't required
But that retail demanded.

I tell this story for its historic significance. It is possible
:(later.confirmed) thaf there are now living only two peo?le who were
present at thatvmeeting -- General Wood and myself.

The Sears as we know .it toda& was born of the vision of General Wood
and this fighting spirit genefated'at’this méeting;

In.the days that followed, the General called together the small
- group of us then concerned with the'retail; This was a more Somber
gathering. The taék before us was éutlined‘énd the ‘battle lines drawn.
We, better thanvthe'merChants; were aware of what was involved; and
. dealings with these very mer'chanté was part of the problein.

' vAﬁ this point‘may I digress: In my dealings with these men oﬁ mer;

chandising problems, I sometimes reached the point of desperation. I




“FJust couldn't budge 'them", and if I did',' I found they would circumvent me
in ways they weré master of. I would appeal to the General and he in~

. variably caimed'me down: How well I remember his saying- "Penn, the smart
ones will learn how to operate with the retail; those th'don't; we'1l
.retire;' But remEmber; they can prevent us from'making'grave éfrors in the
- markets."

By the end of 1928, we had 192 operating refail.stores‘and:in the -
spring of<1929 there Wgré timgs:when'we were opening ;.storg a day.’

Ward showed their hand quickly;_ They had a standard retail store —-
standard front, standard layout and standard merchandise assortments.

It was a mad scramble to see which company would get whére first:. Had
they; or we for that matter; known What_kind of a store the American

.public wanted of us, certaiﬁly'Ward's plan of repetitive units was the
most éfficient way of getting started; But they'didnft know and qoﬁnt—
less mistakes followed from which that company is suffering even today.

With us;,scarcely two stores were alike as I knew in tryihg to pre—
‘pare opening stocks;' Each'héd,to be tailored to the size of store leased
or.its location: Bud Gray;'thé'preéEnt distinguished chairman of Whirlpébl,
then one of my assistants, came to me pleadiﬁg to have an investigation
‘made of each town finding out about COmpetition,‘needs, etc.; before we
planned opening sfocks: Here I had to calm him by saying that of course
he was right, that such was the only rational way.to go about opening a
Sears’ store but that there just‘wésn't.time.f ThiS’Qés-war;-we'd.haVe to
correct our mistakes as we went along.

-‘Tﬁe story that Mr. Barker told a few weeks ago, picks up the“retail'
: scéné'at thisbpoint. Chaos eiisted'certainly; 'Gradual;y we téok dﬁt the "~

six brassiers from a hard line store and added somé more numbers of hammers.
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iThe Supervisors had finally come to iife and:each-wantéd‘his iine rep;
resented in every store-#—.regardless_of size:”.Eventually the stores’
became c1assifie&'(theY“hadn't been at first) into A; B aﬁd'C and then
: vafiations.added: We learned that a store must'haVe a charactér in each
community -- a place where you could eipecf to find certain lines of mer-
dhandise only: The wanted items just had tq‘be'in stock, which too often
| wés nof the'Cése; .

I must n§t @well longer on these reminiscenCesl

The depreSSion of the early 30's served a great need for we had to
slow up; iook‘at ourselves; correct our faults and get'established, com-
.munity by community; on the'rigﬁt’basis for progresé and profits. To
the eveflasting credit of the organization, this we did.

And since this is a very personal evening. I may be eécused for
- going on with my career, if it may be called'such; from this point;

In the depth of the depression, Mr. Myron Taylor, chairman of the
U. S. Steel Corporation asked me to see him. After ponderous eiéhanges,
"ﬁe asked me to come to the head office of the corporation at a éalary
“several times what Sears was paying ﬁe‘after’several depression cuts. .
General Wood who had been kept informed of.these negotiations agreed
that this might be one of those raré opportunities which a man should :
risk taking. With high'hopes; but ndt great enthusiasm, I aécepted énd‘
in,1933 left Sears.

(At the end of a year I had become greatly disillusioned. I did not
find I was in sympathy with many of the'Corporatiop's:policies'and.attitudes;
~x Although my reiation5>with Mr. Taylor were extremely cordial and I hadh
‘fappoft with him; neverthelesé with the'great:mass of the-ménagemént I

found little in common, be it their attitudes toward Government, toward
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the public.and particulgfly toward the personnel of the‘drganizétidn,
both rank and file and ménagemEnt. T had about made up my mind to leave
~ when the General sent for me and'wanted'a'pyogress repoft. I had several
- delightful meetings with him. at his home and he'évenfuélly said that if
I decided to leave the Corporation and would let him know by a certaln
date, Sears would like to have me back
.Now thlS was not a usual héppeniﬁé and wheﬁ I left the'com?any to
join the'Corpération I knew it was for keeps as far as Sears was concerned.
My final ingeIView'With'the president of the U. S;.Steel’00rporationv
was amusing. “But no one ever resigns from the Cprporation;ﬁ hé said.
.

"Yes," says I, ."this is unfortunately true but I don't feel secure here."

"Why of course you are secure;" says.he;’ "No," says I, "I don't. feel
secure when I am not earning half my salary; I only feel secure when I
think I should be paid twice what I am getting." He said, he had never
heard of 'such reasoning and offered to take me as his.perSonél assistant.
And to be Assistant to the President of the U. S. Steel Corporation was --—
_and still is; I dare say -- not to be turned .down lightly; But I did
're31gn and after some 20 months I found myself back with Sears. F(But not
at my U. S. Steel salary!)

My next tour of duty with the company was as Superviéor~——‘and
Charlie (Kellstadt) has mentioned this period of my e%ﬁerience.'

And neit to our factories. Sears then owned many small'ménufacturing
plaﬁts-and,had a financial interest in'many more. I thlnk I can say that
from any organlzatlon point of view, they were Just about in as drastic

istate as»the retall stores Wer¢ whgn.Mr.'Barber commencedvhls_story;of

our retail operations. Many of them had ceased to perform their original

purpose and had to be eliminated, Others required reorganization. And
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Qour;relations with‘many,of the“important affiliated'companies needed
improvement. The General never failed . to- back me in- making or authorizing
"capltal improvements but more than this was needed to properly take . advan~
'tage of the great potential 1ﬁ a sound integratlon of - manufacturlng with
:'mass dlstrlbutlon; Fortunately; Ted Houser and I saw eye to eye on much
that had to be done,

Pfogresshwas made in‘creafing-souﬁd, low eost manufacturing units,
.be they wholly owned or .our great affiliated companies. We built on the
principal that Sears was not a holding company and that investments in
~manufacturing should be made only when'sﬁch investments served‘the.merf
chandise needs of the company as no.other way would. We insisted that
the merchandise price must include proper amounts for research and deveibp—
ment and for modern equipment and facilities: If the Generai was not
always enthusiastic about the’manufacturing‘profits he would admit that
it was best to permit the merchants to offer the best values possible,
thereby maﬁimizing consumer sales and hence factory salee with: the profits
._tokbe'divided.onea tough negotiating basis. I was interested in building
-equity in these properties and historyvhas shown that this was done.

With the coming of the war, we could and can take satisfaction that
-our manufacturing companies; owned and affiliated, were in‘shape to take
on our sh;te of the War's requirements and hundreds of millions of dellars
worth of goods were turned out for the country's needs;’and many E flags
earﬁed.

To:turn,persoﬁal onceAagain: The reconstruction period was well
ealong>and the factories were doing well with great things ahead. I was
within four years of the'then'retiremeﬁt.age when again Ifwas'asked.to

leave. I loved my job; it was ever changing and relations with the




.merChandise depts were good (as'good as they can ever be betweenjseiier
and buyer!). =
This time it was the:MaSSachuSetts Institute of Technology who asked
'.me to establish there a new School of Industrial Maoaéement which generous
donations'from_Mr; Alfred'P:VSloan of the General Motors Corporation, was
. to make possible;' I had always malntalned close ties with the Institute
since my graduatlon and had served on many comﬁlttees and at one time on
the’ Corporatlon of the Instltute but to take an . admlnlstratlon post at
M. I. T. was about the last thing that ever had entered my mind. Later
on, I was,often asked by students why I had left a good job -— and it was
a good job -- to take on such an assignment. I found it a difficult ques-
tion to.answer; Perhaps, I would say, because it offered a greaﬁfchallenge.
A mountain which had to be climbed, or the attempt made.
I was as unprepared for what was ahead of me as I was when I entered
M. I. T as.a freshman nearly 50 years before. Certalnly I had no blue
‘print for a School of Management. I had never taught. I once said to
-Dr. Compton that maybe’ I might have been willing to enter a mew profession
"ten years before but wasn'r this too 1ate? He replied by saying that
'.maybe they wouldn't have wanted me ten years ago!
With the approval of most of my associates I made the change. I
-carried with me an abiaing faith: based on my own experienee,'largelf
4 gained' at Sears , that it should be possible in a school of management to
- pass on from one generation to another some of the knowledge about manage—‘
ment Whlch had been accumulatedﬂ to teach Ways of g01ng about thlngs- to
- go from the known to the’ unknown, which would enable young men 1nterested
.in management —- in getting thlngs done through people —- that would speed °

up their ability to assume responsibilities on their climb up the ladder
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of eﬁecutive'leéderShip. Management to me has élWaYs been a high calling.

With this faith I started, litfle knbwing the frustrations andidis-
appoinfmentS'that were bound to issue.’ Early in my days as Dean I set as
- my goals the following: Nothing but e%éellénée iﬁ‘the'faculty to be

choSénﬂcould possibly bring into being a school such as I had in mind.

'

 We would not build programs aimed at the first job the student might seek.

Rather we would build on what we'believed,would‘be'enduring and serve him

throughout his career. I squght'earnestly to.évoid the échooi acquiring

a label in some particular phase of management such as "operations research",

"finance", "production" or "labor relations". In my early days I had
learned the dangers of such labels as "scientific management"” and thg
disrepute which that cult under that slogan acquired was sOﬁething Iéwas
determined to avoid:

‘From small beginnings the School began to take'éhape and eﬁtendjits
influence and effectivenESS: Today; some years after I knew enough to
retire as Dean and turn over'itS’management to youth WhO'Would.provide a
second rocket to thrust fofward the Sateilite,'it is a great satisfagtion
to see the acceptance the”Schooi has attained'éé measured by thé'sucpess
of.its“graduateé'and the éVEr'increaSing number of applicétions for ?d—
mission at all levels: : j ;

I have had a very fortunate life. Luck has been with me. I hayve
'spent’most of my careef, if that it may»be called; with two great inéti—
tutions, Sears Roebﬁck‘énd M. I; T. These two have more in common tban
at first appears. Eéch of‘them'has been built on contributing tO’thé :
develoment of the Americén &ay‘ofylife;"Sears has succeedéd'becaus?’
of its contribution to the'Standafd of living of ouf people and in d%ing

so has earned its reward in growth and profits. M. I. T. has produced
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~men'capab1eﬁef develbping our great industrial seciety: Both'haﬁe thie
in common~ they have been headed by men of vision, who"dared to rlsk
who had courage and were hardworking. . And these were men'of chatacter.
In Sears there was General Wood whom I consider one of the ‘great men of
this age, and Houser and T. J Carney and E, J Pollock and many others.
,eAt M ~I. T. there was Karl Compton Jim Kllllan, Jullus Stratton and now
Howard Johnson; (Who, by the’ way, Charley, was another of my boys who
‘ maide  goodl). '

I have been fortunate fo have spent my life in the company of such
men, : | |

But thrqughoutvthese 41 years -- every one of them; if you scratched
.me, . out would come good; red, Sears Roebuck blood! | |

Someone has said there is a story book in everyone of us, were . it to

be told, Tonight marks the close of one of the later chapters of my "book".

Perhaps I have been too personal in telling of SOme of my eéperiences'with
Sears and elsewhere, and if so I plead guilty to taking advantage of this
‘captive;:but delightfula group on an‘cccaeibn‘which means much to me.

I thank you for listening to s6 much about Penn Brooks and for,the”

honor of this night.

E. P. Brooks

June, 1968




