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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

(x)



X 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 bishop
an
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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 community; 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. But 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.
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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 mect opposi-
tion. The breech cloth when it first made its
appearance was, without a doubt, similarly de-
nounced as circumscribing 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
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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 Caesar’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 merchaut
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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 sb 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
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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 thislast respect that educated and
uneducated men differ. Added to thisthe latter too
oftenlook upon knowledge asabulllooksuponared
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-public, 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.



CHAPTER II.

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 upon 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.
@)
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Where defalcations are of common occurrence,
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 accrues 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.

LSX PRI
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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 undersuch
circumstances. 1have 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 I 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
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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 collec-
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-




PRINCIPLES AND METHODS OBSERVED, 27

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 1is 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 education, 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 minutie 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 beappointed. 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 instinct in man to do right. After
a man has occupied for a 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. Honesty 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 uwppointed 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 station. 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 te take the first dollar
he collected. He resisted, but the temptation grew upon him
from day to day without his being fairly conscivas of the fact.
Had he been an older and mor® experienced man he would
have been Rble to resist; @8 he had no particulsr use for the
money. If he could have been carried along in s Subordindfe
capacity for & few years, and thus become accustonred ¥o the
exercise of, offices of trust of a minor tharacter;, hé 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-
surred 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 circum-
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 fllled the office of agent with-
out scandal to the service or discredit to themselves.
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Where defalcations are of frequent occurrence,
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.
8 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 speculatives 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
1 seek to achieve.

The intentions of men must be scrutinized.
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 discredit upon his employer
and himself. That is apparent. Personal in-
terest clouds the understanding of men, and too
often renders them incapable of judging nprej-
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
everyman 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
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cases the labor is greater than the agent can
perform and at the same time observe all the
technical requirements of the service. It is un-
avoidable that much of the work at stations
should be done in a manner that a skilled ac-
countant would term rude. Shortcomings of this
kind must not, however, be criticised too severely.
Intention is to be considered, and the widest pos-
sible distinction made between errors and omis-
sions that result from inexperience or lack of
education and those resulting from carelessness,
neglect or design. Those disposed to do right,
no matter how far short they may come of reach-
ing that standard, must be treated with the
greatest gentleness and consideration. In the
majority of cases, if properly instructed, they can
be made in time to perform their duties satis-
factorily. On the other hand, the indifferent and
vicious, who would make a pack mule of the
company, should be treated according to their
deserts. The traveling auditor is the good genius
of those who are well intentioned, but lacking in
facility, either through ignorance or inexperi-
ence. He visits them from time to time, and
balances their accounts and puts their affairs in
shape. He will find much to vex him in these
visits. The instructions that he has previously
given will only be partially fulfilled; many new
cases of complaint will have arisen; little or no
progress will seemingly have been made. He
must, however, accept these disagreeable experi-
ences good naturedly, and endeavor, by what he

.
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says and the way he says it, to stimulate the
employe’s ambition to do better.

In matters relating to accounts nothing is to
be accepted as right until it is proven to be so.
There can be no supposition about it. Nothing
can be assumed. Every calculation, quantity,
rate, extension and amount must be gone over a
second time, and, if possible, by a second person.
All returns must be systematically examined at
headquarters. Wherever errors or omissions are
discovered, notice must be sent to all affected
thereby. These notices must not be accepted as
right, however, by those who receive them until
they are proven to be so. The absolute correct-
ness of every account or statement is capable of
demonstration if proper patience and skill are
exercised. In the case of railroads, the results
involved are so momentous that there can be no
conceivable circumstance where an officer or em-
ploye will be justified in assuming that an ac-
count rendered him or by him is right without
investigating to see whether it is so or not.
Every statement or account received from an
officer should be critically examined by the per-
son receiving it. In the same way every state-
ment rendered an officer should be subjected to
the most careful and intelligent scrutiny by him.
In this way accuracy is gained, responsibility se-
cured, and the esprit de corps of the service main-
tained. Without such general and systematic
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examinations, objectionable practices will
quickly creep into a service. When an error is
discovered, no matter what its nature, it should
be righted forthwith. It is not a thing to reflect
over or speculate upon, but a service to be per-
formed instantly, and should be so thorough as
to reach all the various books, papers, state-
ments and returns affected. In all cases of
doubt, reference should be made to some author-
itative source. The making of corrections, like
the giving of advice, may be well meant and yet
mistaken. Good judgment must therefore be
exercised. It is very important, in order to pre-
serve harmony and continuity of accounts, that
care should be exercised in making corrections
to follow them through all the books and papers
affected, making the changes and explanations
in every case so clear and full that there can
never be any subsequent doubt about the mat-
ter. There is nothing that costs so little as ink
and words, and an accountant who attempts to
economize either in writing up his books or in
correcting the same makes a mistake discredit-
able to himself and fraught with danger to his
employer.

The disposition is strong, when anything goes
wrong, to assume that it is something in which
the whole community participates. Railway offi-
cials are prone to take this view of matters. When
anything transpires that does not meet their
views, the impulse is strong upon them to correct
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it by a general order, issued broadcast. This
habit, when wisely restricted, is good, but when
unduly indulged in, is harmful. Moreover, a gen-
eral order should never be issued except in those
cases where its observance is assured. To issue
it under other circumstances is to encourage
insubordination.

No fault of a local nature should be generally
considered. Personal sins must receive special
attention if the wrong is to be corrected and the
person in fault benefited. It is largely in conse-
quence of the disposition to visit the sins of the
unjust upon the just, that many otherwise good
agents are inclined to view with languor, if not
with indifference, the innumerable orders that
are sent them from time to time. Neglect to
observe them is hardly considered an offense. The
order is glanced over and put away, quite likely
mislaid, and is thus lost or forgotten. This is
especially the case in regard to circulars. The
number of circular letters of instruction that
the average agent receives is prodigious, and
however zealous he may be at the start to exe-
cute the slightest wish of his employer, his zeal
is too often dulled by frequent and unnecessary
calls upon it.

In view of the indifference (not to be too
severely condemned) that often attends the re-
ception, custody and execution of circulars and
letters of instruction, it becomes necessary to
adopt orderly and effective measures to secure
their observance and preservation. The constant
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changes of staff that occur at stations renders
this especially important. These circulars and
letters in cases of new agents not only afford
needed instruction but are matters of historical
interest and afford required information of a gen-
eral and special character. Books should, there-
fore, be kept at every station in which circulars
should be fastened in the order of their receipt.
It should be the duty of traveling auditors to
see that this work is thoroughly and systemat-
ically carried out; also, that the station force is
familiar with the circulars and instructions. All
changes and orders in regard to tariffs should be
attached to and become a part of the tariffs
proper, so that in studying the latter they will
not be overlooked; such notices can hardly be
classed as circulars. All circulars proper, how-
ever, whether printed or otherwise, including
letters of instruction, of a general nature or ex-
planatory of methods of business or accounting,
should be filed in a record book for preservation
and used when required.

The books and papers of a company are val-
uable for various reasons and serve various pur-
poses. In the first place they present a classified
and accurate record of business, written in the
order in which it occurs and in a manner easily
understood. They are necessary to the agent to
enable him to write up his accounts, and afford,
moreover, evidence of the reliability or otherwise
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of his acts. In the event any question comes up
in reference to business or methods pursued, the
records afford the information required. Records
of goods transported, and the acknowledgments
of the delivery of property, are especially val-
uable, and should be preserved with scrupulous
care until all inquiry in relation to the business
they cover has ceased and until claims for dam-
ages have become outlawed. The cash book and
the record of overcharges are also especially im-
portant. The ticket and baggage books, records
of drafts, details of cars handled, copies of returns,
evidences of remittances and other statements
and records are all in their turn of particular
value and their preservation important and
necessary. All completed records, books, papers,
statements and accounts should be filed away.
where they will be secure from molestation or
harm and yet easy of access. When they are no
longer of use inspectors or traveling auditors
should make such disposition of them as is prop-
er. In no case should they be sold or otherwise
disposed of except under the direction of a proper
officer.

Accountants have innumerable methods of ar-
riving at the same result. Each system has its
accoucheur, nurses, sponsors and advocates. All
of them are good. Men adapt themselves easily
to forms, no matter how grotesque. A particular
device executed under the eye of one man, how-
ever, accomplishes good results, but when directed
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by another fails utterly. Success is dependent
upon the measure of capacity. When, therefore,
we hear that a particular system has succeeded
we turn our attention first to the official, after-
ward to the method. If the former isall that he
should be the latter will somehow succeed, no
matter how inadequate or absurd it may be.

The time and manner of sending traffic re-
turns, instituted by different railway companies,
illustrate the prolixity of forms I refer to.
There are daily, semi-weekly, weekly, semi-
monthly and monthly; upon one road the bulk
of the work will be performed at the stations;
upon another it will be transferred to the gen-
eral office. The advocates of each method are
tenacious; each is unable to absorb the idea of
the other, or see wherein it is valuable. Possi-
ble weak points, however, they will not be slow
to observe. This is unfortunate, for each
method has, as a rule, many excellent qualities
that might be profitably engrafted upon the
other.*

Forms and records depend largely on the
amount of business done. This is especially so
at stations. Thus, where business is so small as
not to justify the expense of a copying press with
its attendant paraphernalia, copies of returns are
entered in books provided for the purpose. This
is illustrated in regard to abstracts of way bills.
If a station has a copying press, all that is needed

*1 have discussed this subject fully in another book, viz.:
“General Fiscal Affairs.”
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is to take an impression of the abstracts. If,
however, there is no copying press, the details
must be written in the record. Where the vol-
ume of business is comparatively heavy, the ab-
stract book is required to be written up daily;
in other cases it may be done at the close of the
account. The necessity for freight abstracts or
abstract books is not, however, everywhere ad-
mitted. The returns of agents, it is claimed,
may be written up entirely at the general office,
and results determined without asking the
agent to make abstracts of traffic forwarded or
received by him. Abstracts, when made by
agents, should be carefully examined at head-
quarters, as they serve to confirm the accuracy
of results.*

When abstracts are waived and the work is
performed wholly at headquarters the labor at
the latter place is greatly increased. When
made at stations the work may be performed
from day to day when the force is not otherwise
engaged. The system requiring agents to make
abstracts of their business is effective and has
many advocates. The abstracts thus made are
examined in detail at headquarters, but need not
be written up again. There is consequently no
duplication of work. The utmost care is re-
quired to be exercised in compiling abstracts and
returns of traffic. The results derived from them

*The method of treating the returns of agents and others

upon their receipt at headquarters is described in the book
“General Fiscal Affairs.”
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determine the balances for or against agents, and
any inaccuracy benefits the agent or vice versa.

To secure satisfactory results, methods of ac-
counting in great institutions must be adjusted
with the utmost nicety. The importance of the
various parts are not the same, but no one of
them can be omitted, or perverted, without in-
jury. A perfect organization has never been ef-
fected upon a railway. The accounting officer is,
from various causes, prevented from realizing the
full fruition of his hopes. One of the greatest
obstacles is the inertia of inexperienced men that
has to be overcome. Such men infest the service
like ants, and the horizon which they overlook is
not greater than that of their prototype. Yet the
very contractedness of their vision makes them
confident in suggestion and fearless in execution.
Unable to see more than a fragment of a subject,
their action is characteristic.

Inability to comprehend the value of forms
necessary in the operation of railroads is clearly
evinced by the class of people just referred to
in its estimate of the freight way bill and the
checks that should surround its use. This im-
portant blank is as useful as a bank note or draft.
But in order to insure fidelity in its use it is nec-
essary that certain things should be observed, just -
as they are observed in connection with a note or
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draft. Important among these are the securing
of its preservation; the recording of it upon the
books and in the returns; also the insuring of its
correctness. Of these the preservation and re-
turn of the way bill are vital.

It is not necessary to say that the way bill will
be suppressed, or that it is sometimes suppressed
by parties who gain thereby. It isenough to say
that where proper precautions are not observed
there is no reason why it cannot be suppressed.
All that is necessary, in many cases, is the co-
operation of two men. Suppression, when it
occurs, means the destruction of an evidence of
indebtedness against an employe. The loss is
supplemented by demoralization of the service.

The way bill exhibits the details of each con-
signment; the particulars connected with its car-
riage. It is the carrier’s note of hand against the
agent who collects the earnings, and unless its
safety is assured all other methods of accounting,
connected with the freight business, are incom-
plete. To secure this result it is desirable that
each loaded car should be accompanied by a way
bill, numbered and dated, and containing a cor-
rect list of the property in the car, the quantity
thereof, to whom consigned, the rate charged,
the earnings and the amount of advances made.

The way bill passes from the agent making it -
into the hands of the conductor. Before it
reaches its destination it has, in the majority of
cases, been seen and handled by many people
unknown to each other, and between whom
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concert of action, for improper purposes, is ex-
tremely difficult. Any one of these people may
make a record of the bill and contents of the
car for the information and use of the account-
ing department. Thus a safeguard may be
thrown around the business. The consciousness
that it is so tends to prevent any effort to sup-
press a bill. The risk is too great. Thus the
good faith of the parties making and receiving a
bill is in a measure assured. In no other way
can a safeguard be attained. But the way bill
or an equivalent must in each instance accom-
pany the freight. This provision, so necessary to
insure trustworthy accounting, is, however, habit-
ually disregarded. Various excuses are given for
the omission. The one most generally made is
that there is not sufficient time in which to make
a bill before the loaded car is hauled out of the
yard and sent on its way. A way bill may, in
the majority of cases, be made during the time
the goods are being examined, weighed and
loaded; each consignment may be billed as it is
loaded. It is not necessary to wait until the car
is. full. The trouble is that the way bill, as a
rule, is not commenced until the car is loaded.
The work should progress item by item as the
property is placed in the vehicle. To render this
practicable, a shipping ticket may be required
with sach consignment, upon which the ware-
housemen may enter the weight of each class
of goods as they are loaded. He may also
enter thereon notations as to condition or other
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particulars that affect the charge or the responsi-
bility of the carrier. As soon as a consignment
is loaded the shipping ticket can be handed to the
billing clerk. Thus the loading and clerical work
will progress hand in hand.* If some such simple
method were observed, the excuse that a way bill
cannot be sent forward with the car without
delaying the shipment would not possess the
great importance it now does. The reason, too
often, that the way bill cannot go forward with
the car, is not that there is insufficient time, but
that it is not insisted upon or proper adminis-
trative methods are not provided. The difficulty
is exaggerated by the disposition to hold on to
old forms. Among others the so-called tally

"book, in which consignments are entered as they
are received at the warehouse door, is retained.
The check clerk keeps possession of this record
until the car is loaded and it is not, consequently,
accessible to the bill clerk until late.

Formerly every way bill clerk was expected to
familiarize himself with the classification and
rates. He extended the charges at the same time
that he made the entry on the bill. Now the
clerk in charge of the loading of freight in many
cases does the classifying and experts are em-
ployed whose sole duty it is to enter the rates on
the way bill.

* Where shipping tickets are used they should be consecu-
tively numbered, and after being used by the bill clerk should
be collected and bound for preservation. They thus become a
consecutive record, quite as valuable as the blotter.

4 Vol.
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It may be that the results sought to be achieved
by the use of shipping tickets may be impractic-
able in some cases or can be obtained more
effectively in other ways. The form is not
material; the object is everything. What is
needed is some method whereby a properly num-
bered bill or substitute therefor may be sent for-
ward with the car without detention to the latter.
There is no insurmountable obstacle in the way.
It is simply a question of ways and means, and
need not necessarily involve additional expense.

One obstacle in the way of the simultaneous
making of the way bill with the loading of the
freight is the distance the bill clerk usually is
from the car. The time lostin sending the books
back and forth is too valuable to be wasted. This
fault will be remedied as business increases and
the necessity of rapid and harmonious action be-
tween the different parts of the machine becomes
necessary. The bill clerk and the tally clerk may
be brought together and the work in all its parts
carried forward simultaneously.

Instances will arise where car loads, or even
train loads, of -freight will be delivered at one
time by connecting lines, to be forwarded with-
out reloading. Insuch cases no previous knowl-
edge can exist in reference to the property,and
no bill can, consequently, be prepared. To hold
the goods until bills can be made would in many
cases cause detention. Instances of this kind,
while exceptional, will occur. The remedy will
be to have the freight billed through by the
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delivering company, or, by co-operation between
the lines, adopt such form of transfer statements
as will permit the company receiving the prop-
erty to use it as a way bill. The best way, how-
ever, is to have the freight billed through.

Under the most favorable circumstances there
will be cases where it will not be practicable to
send with the car a way bill of the usual form
containing full particulars of the property and
the charges thereon, without delaying the freight.
For such cases a substitute should be provided.
This substitute should, however, be a permanent
record, easily identified,and should recite the par-
ticulars of the car it refers to. A blank of this
kind is provided and fully described in the book
entitled “Freight Business and Affairs.” It is
at once simple and effective and is called a loaded
car ticket.

The methods I have suggested for meeting the
difficulties connected with the billing of freight
are, perhaps, not the best. Others more effective
will very likely in course of time be devised. But
they are practicable, and in the absence of some-
thing better, afford a solution of a difficulty that
impairs the system of railway accounts, and
threatens the revenues of carriers,

The one essential thing is that a regularly
numbered way bill, or an effective substitute
therefor, should be forwarded with each car. The
way bill or substitute must be ready in time to
prevent delay. It must be numbered and a per-
manent record of it must be kept at the forward-
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ing point. The practice of sending what is termed
a memorandum way bill (i. e.,, a way bill that is
not numbered and does not contain a description
of the property and amount of charges) with the
freight—the way bill following later by passen-
ger train —should not be permitted under any
circumstances.

The return made by the conductor of the num-
ber of each car in his train containing freight,
and the record that he may make of its contents
and of the way bill, or that may be made by any
one of the many persons through whose hands
the car passes en route, will serve, as already
pointed out, to prevent the way bill being tam-
pered with or suppressed.

When a way bill reaches its destination, it
should be at once entered on the proper records,
and when the goods are delivered to the con-
signee a receipt taken in the place provided
therefor. Thus, a record of the way bill at the
starting point, in the hands of the conductor,
and at destination, with glimpses of it as it
passes through the hands of yardmasters, trans-
fer agents, clerks and others en route, is secured.

The theory accepted and acted upon by many
that the check of one agent upon another is suf-
ficient, is absurd. The fact that only one way
bill or ten way bills are reported by an agent, as
received from a particular station, is not conclu-
sive evidence that others have not been received
unless proper measures have been taken to dem-
onstrate the fact. The most important safeguard
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that can be devised in connection with the pres-
ervation and return of the way bill is a statement
from the conductor of the cars hauled in his
train, and the way bills (or substitutes) accom-
panying the same. This return, however, is not
always practicable. It involves considerable ex-
pense. But if not carried out in every instance,
it may be enforced at infrequent periods. Or
similar reports may be exactéd from yardmas-
ters, transfer agents and others as to cars pass-
ing through their hands. These tests will serve
to demonstrate whether way bills for freight are
duly returned by agents or not, also whether the
way bill contains a correct account of the prop-
erty and the charges thereon.*

In those cases where the way bill is forwarded
apart from the freight (the car being accompa-
nied by a loaded car ticket, as suggested) the
former will, if sent by passenger train, often
reach the receiving station ahead of the freight.
This is an advantage. The receipt of the way
bill before the goods will enable the agent to
make the necessary receipts (freight bills) and
records in anticipation, so that on the arrival of
the property it can be delivered much earlier
than would otherwise be possible. This gain
in time and facility is of benefit, and, in some
mnneotion it is proper to say that agents and
other subordinate officials are not responsible for the condi-
tion of affairs that permits the forwarding of a car without a
way bill. As a rule, they use to the best advantage the im-

plements that are provided them. If these implements are
inadequate or defective, they are not to blame.
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cases, a saving in expense to the carrier. It af-
fords the receiving agent abundance of leisure
in which to perform the clerical work incident to
the receipt and delivery of freight, and in many
cases at a time when he would otherwise be com-
paratively idle. He can thus utilize his force to
the best advantage. It is a matter of great im-
portance at large towns where time is a con-
sideration and facilities must be utilized to the
utmost. At smaller places it is of less conse-
quence.

Where the practice is observed of writing the
accounts ahead of the arrival of goods, especial
care must be exercised in correcting apparent
errors or omissions. In some cases agents are
not allowed to act until the freight is received.
This is wrong. Where bills are received ahead of
freight they should anticipate its arrival in the
manner described, and thus secure to the carrier
and to consignees the benefits arising there-
from.

In order to prevent the suppression of way
bills and otherwise verify the accuracy of returns
traveling auditors should, as opportunity occurs,
make careful record at intermediate points of
way bills accompanying cars loaded with freight.
Afterward these records should be compared with
the returns made by agents. Such tests should
also be made of loaded car tickets and other de-
vices or substitutes for way bills. Full particu-
lars should be given by traveling auditors, and
if possible the contents of the car examined by
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them for the purpose of ascertaining its charac-
ter. The information they obtain should be at
once communicated to the proper accounting offi-
cer, to be by him compared with the returns of
agents. Whenever expedient returns of cars pass-
ing particular points may be similarly reported
by local officials. These returns should show
what the cars contain, where from, where to,
date and number of way bill, and, in the case of
regular way bills, the amount of the charges; also
whether the contents of the car apparently agree
with the way bill. Reports of this kind may also
be exacted at pleasure from conductors for prop-
erty hauled in their trains. If returns of this
kind are occasionally exacted, and afterward
compared with those made by agents, it will
serve to prevent suppression of accounts, or
make known the fact in the event such practice
is indulged in. However, the most thorough way
is to exact returns from conductors of way bills
and the contents of cars. Such returns, if com-
pared at headquarters with those made by agents,
will (if supplemented by reports from other em-
ployes, who have access to the way bills) throw
around the business a perfect safeguard. But this
system is cumbersome and expensive, and the
- same results may, in a measure, be achieved if
traveling auditors will exercise vigilance and tact
in procuring information and the accounting
officer skill afterward in applying it. The oppor-
tunity afforded for acquiring information from
freight conductors and others is very great. This
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information may be supplemented by returns
from agents or yardmen at transfer and other
intermediate points. In this manner the same
results are, in a measure, achieved that would be
accomplished by a continuous and elaborate sys-
tem of returns from conductors of every way bill
they handle. When practicable, however, the ac-
counting officer should exact returns in reference
to way bills from conductors. They should be sup-
plemented by returns from employes at switching
yards, junctions and transfer points. -With such
a system the suppression of a way bill will be
practically impossible.

When a way bill reaches its destination it
should be carefully examined for the purpose of
ascertaining whether it is right in all respects,
especially as regards quantity, condition, classifi-
cation, rate, charges and footings. This exami-
nation must be intelligent and searching. Agents
and their assistants in consequence of the com-
plicated nature of the work, and the frequent
changes that are made, are often lacking in
knowledge of the rules of billing, the application
of classifications, and the proper use of rates. In
consequence of this it is necessary that traveling
auditors should possess a practical as well as a
theoretical knowledge of such matters, so that
they may be able, so far as opportunity permits,
to explain the classifications, tariffs, rates and
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methods of handling business. But as it will be
impossible for them to familiarize the agent with
every detail, they must explain the matter gen-
erally, so that he will know how to apply the
rules and regulations governing business. The
necessity of the agent studying the classifications
and tariffs so as to be familiar with their minutest
requirements must be insisted upon in every
instance. Without such knowledge the interests
of a company are constantly jeopardized. This
fact is so well understood that it first suggested
the practice of examining the classifications,
rates, extensions and footings of way bills at the
headquarters of railroad companies. To enable
this examination to be made without delay, the
official at headquarters requires the forwarding
agent to send him by the first passenger train a
duplicate of each way bill that he makes. Where
a copying press is used a tissue impression of the
bill is all that is required. Upon some roads
duplicates are not asked, but the receiving agent,
as soon as he has examined and recorded a way
bill, sends it to headquarters, where the necessary
investigation is made. Where the last named
practice is observed, duplicates will perhaps be
required in the case of way bills destined to points
on other roads. Many companies do not pretend
to make any examination at headquarters of way
bills for freight.

There are so many reasons why an examina-
tion of way bills should be made at headquarters
that it is not possible to enumerate them. In
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the first place, classifications, tariffs and partic-
ulars of billing are so complicated that much
time and skill are required to instruct agents.
The traveling auditor, whose visits at stations
are few and far between, and necessarily short,
cannot do more than outline the work. Technt-
calities, upon which immense differences in earn-
ings hinge, cannot be even hinted at. Moreover,
new agents are all the time being installed, many
of them lacking in practical experience; their
knowledge of the peculiarities of the station to
which they are appointed is meager and in all
cases superficial. They are oftentimes not quali-
fied to make a way bill of the simplest descrip-
tion. It is possible that a bill, if going to a
station where there is an experienced agent, may
be properly examined and corrected if wrong.
But suppose that both the forwarding and re-
ceiving agents are inexperienced. In such an
event the error would be overlooked and would
thus, perhaps, form a precedent. It is only by
examination at headquarters that mistakes of
this kind can be remedied. Where examinations
are thus made they compel the receiving agent to
exercise constant vigilance in correcting errors,
for the reason that undercharges not detected by
him will be discovered by the examining officer
and the receiving agent required to make the
amount good. He is thus forced to be efficient.
In the event examinations are not made, it is
hardly to be supposed that undercharges will in
every case be discovered and corrected by the
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receiving agent; direct incentive will be wanting
and much labor will be saved by neglect of duty.
This neglect will never be known, as shippers
will not report errors that inure to their advan-
tage. On the other hand, we may be certain they
will report those that operate against them.

Examinations of way bills must be continuous,
not only to keep agents advised, but that the
examiner may himself be posted. The freight
traffic of a railroad is like a thread that must be
followed continuously if we would keep our-
selves informed of 1its details and the countless
changes that follow without a moment’s cessa-
tion from one year’s end to another. If the thread
is lost or broken we can never feel certain that
some necessary detail has not meanwhile been
overlooked or forgotten.

One useful purpose served by examination of
way bills is to prevent errors in footings. To be
sure, such errors might inure to the benefit of a
company. But they may inure to the benefit of
the agent. In the former case there would be
a direct personal incentive to correct the mis-
take; this incentive would be lacking in the lat-
ter case.

Neglect to examine way bills at headquarters
multiplies greatly the number of overcharges to
be refunded by vouchers or otherwise. These
swell the work of the claim department and serve
to harass shippers, who are naturally impatient
of errors of this kind. A suggestive thing, too, is
that for every overcharge a carrier is called upon
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to refund he may be certain, according to the
law of averages, that there has, in the case of
other shipments, been an undercharge (involving
a direct loss to him) that will never be corrected.

Neglect of carriers to examine extensions of
way bills at headquarters is based upon the
theory that, in the event the person making the
bill errs, the mistake will be discovered and cor-
rected by the receiving agent; but if the latter is
ignorant, incompetent or neglectful, the theory
falls to the ground, and we may be certain, from
the innumerable changes that are occurring, that
this conjunction of circumstances will be of fre-
quent occurrence. It presumes, moreover, that
work will be voluntarily performed that may just
as well be avoided. It also overlooks the fact
that local officials are often inveigled into con-
struing tariffs in the interests of shippers, to the
detriment of the carrier, without their—the local
officials—being conscious of the fact. In racing
vernacular, it is the company against the field.
Still other reasons might be given, if necessary,
why carriers should examine the details of every
way bill, with as little delay as possible. No pos-
sible expense attending such labor can warrant
its neglect for an instant.

There are many services performed by railroad
companies, in connection with the handling of
traffic, that are not covered by the printed
schedule of rates. These services are incidental
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to the transportation of property, but not com-
mon to it. When they occur, therefore, they
constitute an instance, a special charge. These
charges form what is termed “ Miscellaneous col-
lections.” Many of them are wholly dependent
upon the watchfulness and fidelity of the agent
and his assistants. If overlooked or knowingly
omitted, the neglect will never, it is quite likely,
come to the knowledge of the company. If, for
instance, it is proper to exact a fee for switching
a car, or a charge should be made for car service,
trans-shipment, loading, unloading, cooperage,
watering or other attention to live stock, and the
same should be omitted, shippers escape payment
of dues to which the company is rightfully en-
tifled without, in a majority of cases, the fact
ever being known by the carrier. All of these
charges are proper in their place, but wide dis-
cretion or trust is unavoidably reposed in the
agent. If he is watchful and conscientious they
are enforced whenever circumstances permit. If
he is inattentive or neglectful, the contrary is the
case. The fact that this large discretion is per-
mitted should stimulate him to exert himself to
the utmost. If he is in doubt as to the propriety
of making a charge, he should refer the matter to
the proper officer.

Every company loses more or less from neglect
to enforce the collection of miscellaneous charges.
Whether this loss is occasioned by neglect or
otherwise, it is the duty of the traveling auditor
to determine. Careful investigation should be
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made by him to this end. It does not, perhaps,
fall within the province of his office to determine
arbitrarily when such charges are proper and
when not, but it is his duty to note all seeming
omissions and report the same to his superior
officer for investigation.

The enforcement of the charges and fees that
come under the head of miscellaneous collections
have always been looked upon with disfavor by
the public. It may recognize them as abstractly
right, but as wrong in practice. It seeks, there-
fore, to evade them in every way. In conse-
quence of this employes are subjected to unusual
pressure, and in many cases may gain greatly in
personal popularity by neglecting their duty.
These facts must be remembered, and every
effort made to strengthen their hands.and build
up their interest and zeal.

One of the most difficult things in connection
with railway accounts has been to devise a
method that would enforce the collection of and
accounting for charges for extra baggage, load-
ing, unloading, storing, switching, car service and
similar things. The practice of making extra
baggage charges payable at destination, and
many other devices, bave this object in view.
The introduction of unpaid and prepaid columns
for miscellaneous charges in the freight way bill
is designed to secure a better check on collections
for loading, unloading, switching, car service,
storage and kindred items incidental to the
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transportation of freight and live stock. No par-
ticnlar trouble has been experienced in securing
faithful accounting for unpaid and prepaid
freight charges. The reason is that the shipper
or consignee holds a receipt for such items. It is
the possession of these itemized receipts by the
public (corresponding to the transaction as it
appears on the way bill and in the accounts)
that makes the accounting for such charges so
simple and effective. The introduction of similar
items on the way bill and in the attendant receipt
(freight bill) is designed to secure the same check,
to throw around these collections the same safe-
guards. When there is a miscellaneous charge
of any kind connected with a consignment of
freight, the amount of such charge should also
appear in the receipt. It must not be aggregated
with other charges, but must be specific and
clear.

Many of the receipts given to shippers pass
. into the hands of the officers of the railroad com-
pany in connection with the settlement of claims
and for other purposes. When thus received the
railroad company should immediately compare
them, item by item, with the returns rendered
for moneys collected by the agents signing the
receipts. The likelihood that these evidences
will pass into the possession of the railroad com-
pany, and that the above comparisons will be
instituted in all cases, will have the effect to
secure faithful accounting where in some cases
" it could not be attained in any other way.
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It has been the practice generally, in the past,
to group all miscellaneous charges in one item
in the receipt. Thus, if a charge of two dollars
for switching charges was made and a dollar for
demurrage, they were not specifically entered in
the receipt. Sometimes no receipt at all has
been given, or the charges for several cars have
been aggregated, a receipt being given for the
whole. These practices rendered it difficult to
ascertain whether charges collected on particu-
lar consignments were accounted for or not. If,
however, collections are specified in detail on
the receipt for the particular consignment they
affect, and are embraced in the returns the same
as carriage charges, it will be easy for the rail-
road company (when the receipt comes into its
possession) to ascertain whether the particular
amount has been returned by the agent collect-
ing it or not. When a receipt passes into the
possession of a railroad company it should be
compared with the returns, as already suggested,
so as to verify the correctness of the latter. It
is necessary that the importance of this, like
other requirements surrounding the collection
of railway revenue, should be rightly understood,
and all needed devices for securing faithful ac-
counting carefully observed.



CHAPTER IV.

COLLECTIONS AND CREDITS AT STATIONS.

It was, at one time, the generally accepted

rule that charges for freight should be paid on
delivery of goods. The rule was inconvenient.
Shippers did not have the money, or they had
other uses for it, or they wished to avoid the
labor such settlements involved. They there-
fore, one and all, urged the carrier to allow them
to pay their bills weekly, semi-monthly or
monthly. The persistency of these demands
and the practices of rival companies, real or im-
agined, had the effect to undermine the custom
of requiring charges to be paid on delivery of
goods. The effect of this has been to increase
enormously the working fund that a railroad
company must put into its business. The prac-
tice, moreover, has had the effect to increase its
bad debts. Such losses cannot be recouped.
The practice is every way objectionable. The
service is much simplified by cash payments. It
is extremely desirable, therefore, that railroad
companies should return to. such practice.
Where the custom of allowing credit is the out-
growth of rivalry at competing points, effort

should be made to reconcile the differences.
6 Vol. 9 (65)

-
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Where customers have been allowed time in
settling their charges the withdrawal of the
privilege will be esteemed a hardship, but it is
certainly more proper that men should pay their
individual debts as they accrue than to unload
them in a mass on the owners of railroads. In
the routine of business a list of uncollected
freight bills is required to be made by agents
when they render their accounts current. It is
a necessary statement and invites the careful
scrutiny of the company. It is valuable for
many reasons. It shows in detail the persons
who owe the sums that make up the aggregate
of unpaid bills. It shows also exactly how much
of this is made up of local earnings, how much
of advances, and how long the bills have been
running. In the last respect it evinces the meas-
ure of capacity and zeal of the agent. Without
a list of the uncollected freight bills it is impos-
sible to determine one of the constituent ele-
ments that go to make up the large balance that
stands on the books of every railway company
against agents. But with it and the station
agent’s account current the accuracy of the bal-
ance can be fully demonstrated and its necessity
determined.

For a long time after the practice of permitting
freight to pass out of the possession of the carrier
without payment of charges had become estab-
lished it was confined to competing points, and
was much restricted even in such cases. The
tendency, however, to enlarge the privilege has
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been growing. Pressure upon the carrier for
accommodation is universal and persistent. If
the agent cannot be influenced or cajoled appeal
is made to his superior. No device is left un-
tried. The stereotyped form of claim is that it is
inconvenient to settle for each shipment. This
is true. But every species of business involves
more or less inconvenience. In many cases, how-
ever, consignees depend upon the proceeds of
sales of goods to pay the transportation charges
thereon. It is here the difficulty mainly lies.
They want the company to fill the dual office of
carrier and banker. Where it is inconvenient to
pay, or merchants have not sufficient storage, it
is not unusual for them to ask permission to take
such freight as they urgently need, leaving the
balance as security, or until they can find room
for it. This practice should not be permitted.
It takes unwarranted advantage of the carrier.
It is, moreover, more than doubtful whether the
property remaining in his hands can be held to
secure payment of charges on goods delivered.
The custom of extending credit for transporta-
tion charges should not be encouraged. The car-
rier not only loses the use of his earnings, but
also loses the use of the advances he has made
. on the property. These latter amount to a very
large percentage of his gross receipts,and in some
instances greatly exceed his earnings. He is,
moreover, subjected to the annoyance of keeping
an open aoccount where it is exceedingly incon-
venient; and what is important, subjects himself
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to great risk of loss. Every railroad company, it
is probable, is embarrassed by the practice of ex-
tending credit, but acts hesitatingly or not at all
in applying a remedy, lest its rivals should thereby
gain advantage. The perpetuation of the prac-
tice is based mainly on the mistrust that carriers
have of each other. It is the duty, and a very
important one, of traveling auditors and others,
to ameliorate these conditions whenever possible,
not only by individual effort with local agents,
but by co-operative effort with the officers and
agents of other companies.

The impulsive and overzealous agent allows
credit unnecessarily in order to increase the pop-
ularity of his company; the incompetent does it
because of ignorance, indolence or indifference;
the unfaithful for personal reasons; the conserv-
ative only to meet actual requirements of busi-
ness. Whatever the reason may be, patrons
acquiesce, not that they are always benefited by
the concession, for they are not, but the mere
fact of its being granted affords gratification. If
there is one thing more noticeable than another
in the lives of corporations it is the desire of in-
dividuals to secure some concession or privilege
not generally extended to their fellows. They
seem to feel that it is necessary to demonstrate
their status or superior capability. The combat-
ive man is averse to every regulation, however
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proper or necessary, simply because it is a regu-
lation. Its existence irritates him as red cloth
does a vicious bull. 4

It is essential in giving an order in regard to
the collection of freight charges that all the con-
ditions incident to a traffic should be understood.
The necessities of business and the effect upon
the company are alone to be considered. If the
latter is benefited by allowing credit, well and
good; if otherwise, the practice should not be
permitted. There cannot be any negative ground. |
Either the company is benefited or it is not.

As already stated, extending credit increases
the risk and deprives the carrier temporarily of
the use of his money. These conditions in them-
selves should be sufficient to prevent the practice
where there are not good reasons for it.

As a rule it is a good plan, and one to be gen-
erally observed, that credit shall not be extended
without consultation with the proper officer. But
as the conditions of business are always chang-
ing, it is not possible for an officer to decide a
question of this kind, except for the moment.
Hence the general principles that govern should
be well understood and followed.

Wherever doubt exists as to the propriety of
delivering freight without collecting charges, a
special report should be made by traveling audi-
tors and agents to the proper officer, so that he
may examine into the merits of the case.

It may be generally accepted as true that
where good business usage prevails credit will
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not be allowed for freight or other charges ex-
cept to meet the action of competitors. The
peculiar nature of a business or its isolation may
make it necessary. But such instances will be
exceptions. In cases where merchants settle in
bulk daily for charges due from them, such ac-
commodations cannot be called credits. Daily
payments are, to all intents and purposes, cash
payments.

Where credits are allowed, frequent reports of
the facts attending each case should be made to
the financial officer of the company, so that by
constant reviews risks may be minimized and the
custom restricted within the narrowest limits.

When the conditions of business require that
credit shall be granted, diligence should be exer-
cised in collecting at the time agreed upon. In
extending credit, wise discrimination must be
exercised. It is purely a matter of business. Its
object is to create and to facilitate traffic. Itis
not desirable that credit should be extended to
unfit persons. Reasonable risks, the natural risks
of business, may be assumed—where such risks
cannot be evaded—but good judgment should be
exercised at all times. The practice of giving
credit, like every other practice, quickly assumes,
to the officer of the carrier as well as the patron,
the guise of necessity, while it may be only a
weakness on the part of the former. Credit, like
every other favor that comes from a carrier, soon
ceases to be regarded as such, and is quickly
looked upon as a right. A patron whoisallowed
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a week or month in which to pay his bills will be
quite likely at the end of the specified time to
ask, as a favor, for further time, the original con-
cession being looked upon as a right. The ex-
_ tending of credit does not, in the majority of
cases, insure prompt payment at the expiration
of the time agreed upon. However, additional
time should never be allowed except under spe-
cial advisement. The line must be drawn some-
where, otherwise the credit system will soon
absorb everything the carrier has. When losses
threaten a carrier through the granting of credit,
or otherwise, action should be instant and effect-
ive. In the collection of doubtful debts, the man
who acts promptly and vigorously succeeds,
while his more dilatory brother is left in the
lurch.*

In order to break up the practice of granting
unnecessary credits, it is necessary to harmonize
the interests of competitive carriers. This can
only be done by their acting in common; by their
having a common collector at competitive points.
Thus, at Cincinnati, where so many railroads
center and where so many interests conflict,
economy would be secured, risk avoided and
promptness attained by establishing a common
collecting agency, paid for by all the companies
interested and acting under their orders. The
agency may be incorporated in order to make it
effective and limit the risks and responsibilities

*For specific rules governing the collection of freight
charges, see the book, “Fiscal Duties of Agents and Conductors.”
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of members. Such an agency would simplify
matters very much and restrict credits to the
minimum. Thus, the manager would be in a
position, in the event the standing of a shipper
was doubtful, to apply such remedies as might be
necessary, without loss or the disarrangement of
the traffic of any company. He would be able
to cut down credits to the minimum without
injury to the business of particular carriers,as he
could and would prevent shippers playing off one
company against another. Moreover, a common
collecting agency would be a convenience to the
patrons of railroads, as they would be able to pay
their bills in gross to one collector instead of
being harassed by the visits of many. Methods
of accounting could be adopted in connection
with the collecting agency that would render the
risks attendant upon the handling of large collec-
tions much less than under any other system.
Collections should be turned over to the com-
panies to whom they belonged daily. Also a
list of the uncollected bills, so that each com-
pany might keep its affairs checked up. The
collecting agency might also be made to facilitate
settlement of local accounts between railroads.
Concentration would save carriers expense.
Where a collector for each railroad now visits
shippers for the purpose of collecting bills, one
visit for all would suffice.

The collecting agency should be managed by
a board of directors, consisting of a representa-
tive of each company. It should have a president,
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secretary and treasurer. It should be under the
immediate charge of a manager. He should be
responsible to the board of directors.

The relations of the manager and his employes
should be of a strictly confidential nature. They
would sustain to each company the same rela-
tions that local agencies now sustain. The power
accorded the manager (in the interests of the
railroads) would be such as to enable him to ac-
complish, without effort, objects of advantage to
the roads that they could never hope to achieve
singly. His knowledge of the situation and the
fact that he represented the railroads collect-
ively as well as singly, would make it impossible
for shippers to deceive him or take unfair advan-
tage of the companies he represented.

Descending to details in regard to the collect-
ing agency, the duties of the officers connected
therewith may be briefly summarized, as follows:
The president, secretary and treasurer should
perform the executive offices required by law
and the conveniences of corporate existence,
such as calling meetings, presiding thereat, pre-
serving the records and lists of members, caring
for the money of the corporation,and so on. The
chief duty of the agency would devolve on the
manager or chief collector. Appointed by all
the railroads, he would have general charge.
Clerks and assistants would be appointed by him.
All matters connected with the business of the
various companies handled by the agency would
be entirely confidential. It would be the duty of



74 FI1SCAL AFFAIRS.

the manager to collect all bills sent to him by
the various members of the agency, and to pay
over to such members daily the balances due
them, rendering, besides, such statements of their
affairs as might be required. All bills for ex-
penses would be approved by the manager and
apportioned to the various companies interested
in the agency, but he would not be empowered
to incur any obligation not specifically author-
ized by the board of directors. The manager
and his assistants would be required to give
proper bonds for the faithful performance of
duty.

The cost of such an agency as this could not be
as much as the aggregate cost of making collec-
tions where the work is performed by each com-
pany separately. Not only may expenses be
lessened by an agency such as I have described,
but many of the embarrassments, complications
and unnecessary losses that enter into the strife
of carriers at common points may be ameliorated
or entirely done away with.



CHAPTER V.
STATION WORK—DELIVERY OF PROPERTY.*

To prevent the warehouses of a company from
becoming blocked with freight and the accumu-
lation, in consequence thereof, of large sums of
unpaid charges, agents are required to exercise
the utmost tact and decision in inducing patrons
to remove property promptly upon its arrival.

In order to escape responsibility as warehouse-
men (after the expiration of the time for which
carriers are legally bound to care for property),
it is necessary, in some cases, that consignees
should be notified of the arrival of their goods.
In order to secure prompt removal of property
and payment of charges thereon, something more
than a perfunctory service is required of the
agent. Wherever necessary he must interview
shippers and by personal effort secure the object
sought. The superior worth of experienced and
capable agents over inexperienced and unfit men
is especially noticeable in the resources they dis-
play in securing the prompt and hearty co-opera-
tion of the community in their efforts to facilitate
the easy and rapid discharge of business. In one

* For specific rules governing the delivery of property by

agents, see book “ Fiscal Duties of Agents and Conductors,”
()
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case everybody willingly helps, in the other case
obstructions arise in every quarter.

Agents should be carefully schooled in regard
to the necessities and possibilities of their office
in this direction. In many cases important sug-
gestions can be made. If the agent, in conse-
quence of his youth, inexperience or habits of
service, is lacking in tact and politeness, the fact
should be pointed out to him. These qualities
are especially valuable in the servants of corpo-
rations. Without them it is impossible to secure
the active co-operation of the community so nec-
essary to facilitate business. If an agent has
urbanity, tact and firmness, the patrons will
cheerfully comply with the regulations that he
may point out to them to be necessary. If he
does not possess these qualities they will be in-
different, if not actively hostile. In order to
secure the prompt delivery of freight and the col-
lection of charges thereon, and otherwise facil-
itate business, it is of the utmost importance
that agents should possess and cultivate habits
of kindness and good breeding, without which
they cannot become favorites in the community
in which they live.



CHAPTER VI.
STATION ACCOUNTS AND AUDITING.

Where credit is extended at a station or freight
is delivered without payment of cash at the time,
the work of traveling auditors is rendered more
difficult. In such cases it is necessary that they
should compare the amounts due with the
debtor’s books. In no other way can the amounts
be properly authenticated. Patrons may know
and may admit that they owe the agent, but it is
only by comparing the bills with their books
item by item that such statements can be ac-
cepted unqualifiedly. Where there is any reason
to suppose that an amount claimed to be uncol-
lected is not so, the examiner should visit the
so-called debtor alone. In other cases he may be
accompanied by the agent. Instances will arise
* where there is an understanding between ship-
pers and agents that the former will accept and
make good any amount the latter may claim to
be due from them, so as to tide over the examina-
tion of auditors, the amount to be refunded after-
ward. Such cases of collusion are rare, but their/
occurrence teaches the necessity of caution.

In all cases tact must be observed by traveling
auditors in their examinations so as not to com-

promise unnecessarily the character of the agent.
@n
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It is not only important that he should have the
confidence of the carrier, but that the public
should believe that he has. There is nothing in
the periodical examinations of auditors that need
disturb this belief in the case of trustworthy
employes if discretion is exercised.

When there are uncollected bills outstanding
at the time of examination, it is desirable that
the traveling auditor should collect the same if
possible. If anything is wrong, this will be likely
to elicit the fact. If there should be good reason
to suppose that conspiracy exists between a ship-
per and an agent, by which the former is to make
good temporarily the amount due from the latter,
the agent should be relieved. The shipper will,
in such cases, hardly care to advance money and
take the chances of collecting it back from a per-
son out of employment and no longer able to
accommodate him in return. Where collusion
between agent and shipper exists, the shipper
does not usually suppose he is furthering the
agent in any criminal act. It is represented to
him that it is an accommodation, simply, to re-
lieve the agent from a long and tedious examina-
tion. On this ground he consents to advance
temporarily the sum needed. Great circumspec-
tion must be exercised by auditors. To relieve
an agent unjustly or unnecessarily is to greatly
injure him, and is, therefore, to be carefully
avoided.

Not only must the traveling auditor verify cur-
rent uncollected bills, but the list of uncollected

L]
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bills embraced in the last account current of
the agent must also be investigated and verified.
The accuracy of amounts due at the time of the
investigation may be determined by comparing
the uncollected bills with the freight on hand, in
the case of property undelivered, and by com-
paring the freight bills with the books of shippers
in other cases.

While making inquiries of shippers in regard
to current items it will be possible, in a measure,
to verify the awthenticity of sums that were
claimed to be due from them at the time of
making the last balance sheet. But it will not
be advisable to acquire information in this way
in regard to uncollected charges shown in the
last account current when such inquiries will
excite comment.

Leaving out of the question this manner of
testing the accuracy of uncollected charges, as
returned in the last balance sheet, the return in
question may be verified, first, by comparing it
with the freight still on hand, and second, by
comparing the items paid since the account was
rendered with the cash book and freight received
book, thus fixing the date of payment, and acquir-
ing such other particulars as the records afford.

The uncollected freight account affords one of
the most convenient places in which to hide de-
ficiencies that exist in the cash accounts, and for
this reason every opportunity should be taken
advantage of to verify the accuracy of the
items of which it is constituted. Whenever it is
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necessary to refer to patrons of the company for
information in regard to the accounts or for re-
ceipts or other papers, it should be done by the
agent upon the ground that such information is
necessary to verify his books. In visiting the
patrons of the company for this purpose, the
traveling auditor will accompany him, but should
act impassively except in those cases where it
may be necessary for him personally to interro-
gate parties or take other actlon

In examining the accounts of a station the list
of uncollected charges on freight not yet deliv-
ered must be carefully examined with the view
of ascertaining whether or not due diligence is
exercised by the agent in making collgctions.

The date of arrival of undelivered freight
should be noticed, and if the time within which
the company is legally bound to hold the prop-
erty has expired the traveling auditor should
visit consignees with the agent, and if possible
secure delivery of goods and collection of charges.
If the charges have already been paid, this inves-
tigation will elicit the fact.

Neglect to notify consignees of the arrival of
freight will be found to be in some instances the
occasion of failure to remove goods and pay
charges. When this is the case the fact must be
noted and the fault corrected. As the railway
system enlarges and business increases, negli-
gence of this kind becomes more and more
embarrassing, not only occasioning the carrying
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of large balances, but involving unnecessary
claims for loss or damage to property. Hence
the necessity that agents should act energetically
in securing the prompt removal of goods.

It is the disposition of consignees, in many
cases, to allow freight to remain in possession of
the carrier as long as possible. They thus avoid
the inconvenience of storing and also escape
payment of charges. These are inevitable con-
ditions of business, and however objectionable,
will be found at every station. Their avoidance
or modification requires tact and firmness on the
part of agents, as I have shown. The station
houses of railroads are not adapted for storage
purposes. They are too small and too much
exposed to fire and the depredations of thieves.
They are intended merely as clearing houses for
examining, weighing and transferring property
back and forth between carrier and patron.

Where due diligence is not exercised in taking
freight away, it is the practice in Europe to charge
for storage; there this custom, which is both wise
and salutary, is rigidly enforced. However, the
general belief of the public in the United States,
that the rate for carriage covers every species of
service, including storage, makes it difficult to
enforce a distinct charge for the latter accom-
modation. It is, however, the only alternative
where consignees do not exercise due diligence.

Itemized receipts for all moneys received, save

for passage tickets, should be given by the recip-
e Vol ®
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ient in every instance, whether asked for or not.
The practice is in accordance with good business
usage. The possession of a receipt is necessary
to protect the payee, not only as against the pos-
sibility of being called upon a second time, but
to enable him, at his leisure, to scrutinize the
items or charges made in connection with the
service performed. Thus, if there is any error
in the amount of local charges, advances, fees for
loading, unloading, storage, dockage, switching,
car service, cooperage, feeding, watering, care,
etc., he will have in his possession the informa-
tion necessary to enable him to discover the
error, and by forwarding the receipt to the
proper officer of the company, with an explana-
tion of the facts, secure redress.

It is of very great importance that the rule
requiring receipts to be given should be carried
out in good faith, and practices of a company’s
agents, in this respect, should be scrutinized
with the utmost watchfulness.

The possession of receipts by the public for
moneys paid by it is of great value to the car-
rier as it serves, with other devices that are en-
forced, to protect him (partially if not absolutely)
against suppression or falsification of accounts.
In the innumerable differences that arise be-
tween the carrier and the public, and the claims
made upon the former by the latter, the receipt
is the evidence required by the company that the
charge has been paid as stated. Every receipt
given is liable, at any moment, to pass into the
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hands of the carrier, and as it is the duty of offi-
cers to compare the receipts coming into their
possession with the returns made by the agent
who originally collected the money, errors or
omissions in the accounts of such agent will
thus be instantly discovered. This practice has
a most salutary effect and serves a threefold
purpose: it strengthens and supports the em-
ploye (as every valuable safeguard does), guards
the public, and protects the carrier, in a meas-
ure, against unfaithful servants.

The protection afforded the carrier by the re-
ceipts in the hands of the public for each specific
payment first suggested the application of a sim-
ilar rule to the collection of cash fares by con-
ductors. Thus, duplicate blanks, consecutively
numbered and bound in book form, have been
provided for the use of conductors; in these
blanks they insert the date and amount col-
lected, and the points. from and to which the
passenger has paid fare. The labor requires but
an instant. The original is torn out and given
to the passenger, and the duplicate left in the
book. At the end of the trip the latter serves
the conductor as a memorandum for making up
hisreturn of cash fares collected. It isafterward
forwarded to the proper officer, who, when he
has compared it wit’s the conductor’s return,’
files it away for subsequent verification with the
original receipt, should the latter ever come into
his possession. The forms are very ingeniously
contrived 80 a8 to save labor, and yet afford
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sufficient information to make them a valuable
memorandum for the conductor’s use in writing
up his return, as well as an auxiliary to the
company in its methods for securing accuracy in
accounting.

Receipts should be delivered the payee at the
time the money is collected.

In the case of freight a bill should be made as
soon as the property has been received and com-
pared with the way bill and the correctness of
the latter assured. But it should not be dated or
signed until paid.* Until so dated and signed it
is merely a memorandum, and enables the agent
or examiner to determine at a glance the amount
of uncollected freight charges. When paid, how-
ever, the date of payment should be inserted and
the receipt signed.

All receipts should be signed with pen and ink
by the agent, cashier or other authorized person
at the time the account is paid. Afterward the
receipt should be stamped with the station stamp,
in which is specified the date, name of station
and name of road. Stamp signatures should not
be used in acknowledging the receipt of money.
The blanks used for receipts provide (or should
provide) for entering separately the various classes
of charges that arise in connection with the car-
riage or handling of goods. These items should

*The “ freight bill ” is an itemized statement of the charges
due the carrier for his services and isrendered tothe consignee;
it is analogous to the invoice for goods sold given to his cus-
tomer by a merchant. When the charges are paid the agent
receipts the freight bill and delivers it to the consignee.
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be written separately in order as they occur and
for the exact amounts as shown on the way bill.
It is sometimes the custom to enter amounts for
even sums so as to facilitate making change.
This practice is wrong, and should not be in-
dulged in. It prevents accuracy in accounting,
and renders it impossible for the agent to verify
the correctness of his cash account, and is, more-
over, liable to develop abuses not necessary to
mention here.

Whenever payments are made by a carrier for
overcharges, rebates, losses, damages or other
purposes on account of property, the amount
thus paid should be plainly written across the
face of the receipted freight bill before the latter
isreturned to the claimant. The bill thus be-
comes a complete history of the transaction, and
the notation across its face serves to prevent
duplication of claims, as the production of the
receipt is, or should be, in every instance a pre-
requisite.

Systems of railway accounting must be scien-
tific. Methods require to be carefully considered
and necessary safeguards provided. A system
must be such as to render it easy to do right and
difficult to do wrong. It must, among other
things, provide for the careful use and husband-
ing of forms in the hands of agents and others,
particularly those connected with the receipting
for money. In order to effect this, blank receipts
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should, when practicable, be bound in book form
and numbered consecutively by the printer. It
will thus be impossible for anyone to use a re-
ceipt without leaving a blank space to be ac-
counted for.

In the system of accounting that I invented
several years ago it is contemplated, among other
things, that receipts shall be thus numbered and
bound and that a record shall alternate with each
receipt, so that by placing a carbon between the-
receipt and the record the filling out of the
former fills up the latter. All this is done at one
writing. In some cases as many as five entirely
different forms are thus filled up at one writing
by the use of carbons.*

It is one of the duties of inspectors and travel-
ing auditors to see that receipts are properly
used and records duly made in conformity with
collections; that there are no blank receipts scat-
tered about an office that may be used without
record of the fact being retained; that agents
and others use the blank receipts embraced in
the various records in the order in which they
are numbered, and that all the receipts contained
in a book, or block, are used before the record is
filed away. Should it happen that any blank

* The method of accounting referred to is known as the
¢« Multiplex System.” Isome time ago disposed of it to the
American Accounting Company, of Chicago, who, taking up the
patents and copyrights transferred to them, have gone on and
added thereto. The system-of accounting is referred to more
particularly and at length in the book “Freight Business and
Affairs.”
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receipts remain unused when records are filed
away, such receipts should be formally canceled.

Advances on property should never be made
by agents, except in authorized cases and in the
manner prescribed. The law gives carriers no
lien for amounts advanced by them on prop-
erty, unless such amounts are for transportation
charges or for services or expenses incident
thereto. Loans made on goods will not hold as
a lien, and in order to enforce the same in the
event of dispute it is necessary for the carrier to
prove who the owner of the goods is and get
judgment against hiin for the amount. He can-
not hold the goods against a prior judgment.

Itis a well understood general rule that agents
shall not make advances except to cover trans-
portation services and expenses related thereto.
In this connection it is also a well understood
rule that advances shall not be made on perish-
able goods or property that the carrier cannot, if
necessary, dispose of for the amount of his charges
and advances. Exception to this rule is some-
times made where the amount is guaranteed.

Advances on property, even for transportation
purposes, should be reasonable in amount, should
conform to the value of the goods, and should not
be in excess, proportionately, of the revenue
derived by the carrier for his services. He re-
ceives no compensation for such advances, save
the carriage of the goods, for which latter he
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performs a bona fide service, equal in value to the
amount paid him therefor. He is bound, there-
fore, vo protect himself against loss from advances
or from the payment of excessive amounts, even
where the repayment is assured, as the advances
which he makes lock up money which he needs
in his business, and which is worth to him an
average rate of interest equal to or in excess of
that which he pays on his funded debt.

This may be considered an extreme way to
look at it, but as the interest and expenses on
advances and the losses connected therewith are
sometimes greater than the profit derived by
him from his business, the propriety of his ex-
ercising circumspection is apparent.

The greater the amount of accumulated ad-
vances and local charges on a shipment, the
greater likelihood there is that payment at des-
tination will be refused or delayed. This is a
reason, and a very important one, for discourag-
ing unnecessary or excessive transactions of the
kind described. The carrier not only loses the
use of his money, but his cars and warehouses
become blocked with accumulated property.
What is said here applies quite as forcibly to
advances on baggage.*

* I have always thought that a general law permitting a car-
rier to make slight advances on the baggage of a passenger
would be a great convenience in many instances to travelers,
and if a slight fee was exacted for the accommodation it might
be made a source of revenue to the carrier, but in the absence

of law legalizing such advances and making them a first lien
on the property, they cannot safely or properly be made.
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In the operations of business it sometimes be-
comes necessary to make advances for other than
transportation purposes. This is the case in re-
gard to agricultural implements and property
occupying kindred relation to the public and
the carrier. Such advances, however, cannot be
made except under specific instructions, and not
then unless suitable guarantees are offered that
the carrier shall not suffer loss. Regulations
governing matters of this kind are usually ex-
pressed in the tariffs, in accordance with the laws
and the customs and requirements of business.
The tariff with its attendant rules and regulations
should be carefully studied and observed. The
necessity for exercising caution is apparent; and
while it is perhaps true that the carrier cannot re-
fuse to make legitimate advances on property so
long as the goods afford adequate security, still,
within well defined limits his discretion is ample
and should be exercised. The suggestions made
here are not intended to supplant any regulation,
but to be supplementary thereto. They are
intended to explain some of the principles of
business, more particularly those affecting the
collection and handling of money.

Bills of lading are only given at authorized
stations and in accordance with prescribed forms.
Great importance is attached to their use. Agents
should be instructed particularly in regard to the
duties, obligations and risks of the carrier in sucb
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cases. Bills of lading are the drafts of the rail-
road company, which it agrees to honor by deliv-
ering the property called for to the proper person
upon presentation of the instrument at a speci-
fied place. Bills of lading often pass through the
hands of a number of people, the ownership of
the property changing conformably thereto, and
in order to protect himself against the possibility
of delivering to the wrong person, every techni-
cality must be scrupulously observed by the car-
rier.

All these things are well understood by-busi-
ness men whose duties require them to handle
property; but as many railway agents have little
occasion or facility for acquiring information in
regard to the rights and duties of carriers in this
respect prior to their appointment, and do not
often have occasion to exercise the knowledge as
agents, it is the duty of traveling auditors to
keep them informed in regard to the require-
ments of this phase of the service; to see that
the issuance of bills of lading is in accordance
with legal requirements and the instructions of
the proper officers.*

It is the duty of agents and others to take re-
ceipts for moneys paid by them as well a.sto give
receipts for moneys paid to them.

*8pecific rules governing the making and issuance of bills

of lading will be found in the book “Freight Business and
Affairs.”
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Receipts of this kind are necessary to protect
the agent and the company. If not taken, he
may be called upon a second time by the person
to whom the money is paid. Their possession,
moreover, enables him to verify, in a measure,
the accuracy of amounts claimed to have been
paid by him. This is of vital importance in cor-
porate accounting. The custom of exacting
receipts serves, moreover, to prevent petty ir-
regularities. No credit should be allowed where
the claimant does not hold a receipt, and then
. only for the amount called for by it. In this
way fictitious sums or additions to actual pay-
ments is rendered impossible, if proper measures
are taken to verify the authenticity of the re-
ceipts.*

In the examination of stations the amount of
advanced charges for which credit is claimed
must be carefully scrutinized. In the case of
money actually disbursed, receipts should be on
file for the amount. These receipts should be
compared with the amounts claimed.

This comparison will serve the purpose of veri-
fying the amount, but is not, for obvious reasons,
conclusive. A statement of the amount claimed
to have been advanced on each way bill must be
sent to the accounting officer, to be by him com-
pared with the way bill for the property. In

* 8peciflc rules governing signing receipts, making indorse-

ments, etc., will be found in the book “Fiscal Duties of Agents
and Conductors.”
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this manner any discrepancy between the
amount claimed and the amount actually billed
will be discovered. If anything wrong is discov-
ered by the accounting officer, the fact should be
at once communicated to the traveling auditor,
so that the latter may take such action as the
case requires. For similar reasons it would be
well if all statements sent to the various traffic
auditors by traveling auditors should, when veri-
fied, be returned to the latter with proper nota-
tions thereon.

For obvious reasons, it is apparent that a
comparison of an amount claimed to have been
advanced with the amount inserted in the way
bill is not conclusive. The fact is corroborative,
however. All that is needed to complete the
chain of evidence is to establish the authenticity
of the receipt and the bona fides of the transac-
tion, which can be done, in the majority of
instances, without exciting attention or com-
ment by reference to the shipper.

In order to facilitate the collection of freight
and other charges accruing at particular stations
but payable at other stations, the practice exists,
as already described, of permitting the agent
where the charge accrues to waybill it as
advanced charges to the station where it is pay-
able. The way bill may be called a collection
way bill. It is not different from other way
bills, only instead of covering property it covers
money to be collected; the amount is inserted in
the advanced charge column. By this process
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the billing agent gets credit, while the agent to
whom the amount is billed is debited. This lat-
ter agent collects the amount and remits it to
headquarters to his own credit. The practice
should not be abused. It is permissible only in
those cases where an amount is charged to the
agent of a particular station and is payable at
some other station. Its existence, however, neces-
sitates especial care in the examination of agents’
accounts to see that the practice is restricted
and that it is not used to further dishonest or
fraudulent purposes. It is the duty of the trav-
eling auditor to see that amounts billed forward
as above to other stations have actually been
charged to the agent making the way bill. Under
no other circumstance is the practice necessary
or proper.

The nature of the business of carriers, the re-
sponsibilities attending the same, the intimate
relations carriers sustain to the community, and
the fact that they may at any moment be called
upon to explain any one of innumerable trans-
actions, demonstrate their good faith, disprove
exaggerated or fictitious claims, or settle just
ones, render it necessary that they should pre-
serve a history of each transaction connected
with the transportation of property. In the bag-
gage department the surrender of the check and
the removal of the goods is an acknowledgment

“of the receipt of the property in good order. The
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extent of the business in this branch of the serv-
ice and the necessity of conducting it with the
utmost celerity has prevented the multiplication
of blanks or the signing of formal receipts. The
extent of the freight business, its peculiar nature
and the risks that attend it, in consequence of
the rude facilities available, make it necessary to
preserve a record of each article and consign-
ment from the moment it reaches the forward-
ing station until it is delivered to the consignee
at its destination. This necessity has called into
existence many forms of books and blanks, some
simple, others complicated, all of them, however,
adapted to the peculiar purpose they serve. It
is not the intention to refer here particularly to
all of these, but only to the forms used in con-
nection with the delivery of property by carriers.
Three kinds of books are in more or less general
use at delivery stations. One is a complete rec-
ord of the way bill with its attendant marks and
notations; another a receipt book acknowledging
delivery of the property; another not only re-
cords the particulars of the way bill but also
contains on its margin, opposite the consignment,
the receipt of the consignee.

The first two books are used at large stations
where it is inconvenient to consolidate the infor-
mation; the last named at smaller stations. It
embodies the information contained in the other
two books.

In consequence of the disposition of people to
pry into the affairs of their neighbors, special



STATION ACCOUNTS AND AUDITING. — 95

forms have been found necessary in some cases.
While the whole world claims the right to know
what every railway company is doing, and what
it charges therefor, the relations of carrier and
shipper are, or should be, confidential. The
former cannot divulge either the nature or extent
of the latter’s business without a breach of con-
fidence. For this reason access to his books is
refused to the public. But in some instances
consignees will take advantage of the simple
duty of receipting for their freight to observe
what their neighbors are doing. Thus the lynx-
eyed grocer on the corner, while signing the re-
ceipt book, runs his eye inquiringly over the
consignments made to his brother grocer doing
business in the middle of the block; notes what
he got, the rate he paid, and other particulars of
a like interesting and confidential nature. If
time were given him he would linger over the
record until all its contents had been stored away
in his capacious memory. This information he
uses in harassing his competitor or the carrier.

To obviate this disposition of patrons to pry
into matters that do not concern them, it is nec-
essary at many places to adopt a substitute for
the receipt book. This substitute is simply a
blank or book wherein each consignment occu-
pies a page by itself. Under this arrangement
the shipper can scrutinize his own consignment
at his leisure, but can catch no glimpse or hint of
the consignment of his brother; these substitutes
may be called special receipts.

A
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Every way bill immediately on its arrival is
entered in one or the other of the freight record
books. The record is valuable on several ac-
counts. It obviates inconvenience in the event a
way bill is lost. It also makes it more difficult
to suppress a bill. The footings of the freight
book are entered day by day and carried forward,
so that when the returns are made the footings
confirm or disprove their accuracy.

Receipts should be taken in ink, at time of
delivery of property, and should be made by the
consignee or upon his order.

Station records and receipts require to be suffi-
ciently full to protect a company in the event of
disputes in regard to identity, condition or deliv-
ery of property.

As intimated elsewhere, comparison of the
freight received and receipt records with the cash
book enables the traveling auditor to tell
whether cash is accounted for at the time it is
collected or not. A comparison of the freight
received and receipt records with the returns of
agents also serves, in a measure, as suggested else-
where, to verify the latter. By comparing each
consignment of freight, as receipted for on the
freight record or delivery book, with the way
bill, and the latter with the returns rendered to
headquarters, suppression of an account becomes
difficult if not impossible. This fact being un-
derstood, the importance of each bill being
entered upon the proper freight book or books
immediately upon arrival becomes apparent.
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Finally, the patrons of a company should be
taught that it exacts and issues particular forms
of receipts. These forms are such as the inter-
ests and safety of the carrier require. Having
familiarized the public with their use,any change
or neglect to use them will be instantly noticed.
This observation of the public, however uncon-
scious, is a protection, a safeguard thrown around
the business of the carrier.*

*Some years ago the author, in order to reduce clerical
labor, insure accuracy of accounting, and throw additional and
needed safeguards around the revenue in connection with these
records, devised and put in successful operation a freight rec-
ord that was transcribed simultaneously with and by the same
writing that made the freight bill. This device is fully de-
scribed in the book * Freight Business and Affairs,” and is

owned, with the other devices of a similar nature invented
by him, by the American Accounting Company, of Chicago.

7 Vol.9



CHAPTER VII.
HANDLING FREIGHT AT STATIONS.

At rural points, where business is done some-
what informally, there is danger that proper care
will not be exercised to prevent freight being
carried away by owners without the knowledge
of the agent and consequently without receipt-
ing therefor or paymg charges thereon. This
occasions the carrier annoyance and, what is
more to be deplored, frequently entalls loss. In
many cases goods are left on the platform where
they are unloaded by trainmen, or remain in the
cars on sidings to be taken directly from thence
by consignees. Such practices save labor and
are well enough when vigilance is exercised, but
not otherwise.

Freight should be compared, item by item,
with the way bill when unloaded, with a view to
seeing whether it has all arrived; also its condi-
tion. Tally marks should be noted on the face
of the way bill, for each package asitisremoved.
If an article is missing or damaged the fact
should also be stated. Notationsare made on the
way bill, first, because it is the original record
and is convenient for such purpose, and, second,
because this instrument should be a complete

_ record of everything relating to the carriage of
)
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the goods. All marks and notations on the way
bill should be copied on the freight record books.

It is desirable that property should be checked,
especially that unloaded by trainmen, at the
time the freight is unloaded. Goods should not
be allowed to remain in cars longer than is nec-
essary, not only because the carrier loses the use
of the vehicle, but because it is easier to ascertain
particulars of missing or damaged freight while
the transaction is fresh in the minds of trainmen
and others, than it is afterward.

It is a duty of traveling auditors to ascertain
-by examination of way bills and otherwise
whether vigilance and promptness are exercised
in receiving, unloading and checking freight.

The theory and practice of railway companies
are often wide apart. Forms are instituted and
orders promulgated that do not contemplate eva-
sion or permit of qualification. In actual prac-
tice, however, their observance is, in many cases,
the exception and not the rule. The laxity that
is permitted in connection with them fosters
neglect elsewhere. It is better, therefore, when
a principle is not involved, that the exact facts
should be soberly considered and frankly stated,
and acts made to harmonize therewith. This
will destroy the symmetry or theoretical per-
fection of many rules and regulations, but the
service will be benefited thereby.

In the actual operation of ratlways, every
department, branch and subdivision of the serv-
ice will maintain more or less that special
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latitade must be granted it in order to allow
business to be conducted expeditiously and in
accordance with the necessities of life. This is
partially true. Necessity, or assumed necessity,
for the exercise of discretionary power arises, in
- many cases, however, from ignorance as to what
is really required by the carrier, or from the
disposition innate in man to have his own way.
Both of these, in the operations of corporations,
have the effect of positive laws, and must there-
fore be considered with soberness. It avails
nothing to say that men must familiarize them-
selves with their duties; or that they must ac-
quiesce fully and heartily in methods devised for
their government, because they will not always
do so, although acquiescence would save them, as
well as others, inconvenience and labor. While,
therefore, we strive to institute perfect methods
and ways of doing business, we must remember
that success will only be partial.

The peculiarities and limitations of railway
service are marked in every department. They
are especially noticeable in the operation of
freight trains. Here, in consequence of frequent
changes, the severity of the labor, attendant dan-
ger and exposure, new men constantly succeed
each other. In the operation of these trains the
theory is that the men are always alert, that the
train is guarded unceasingly day and night, and
that when goods are unloaded the articles are
compared, item by item, with the way bill, and
in the event any omissions occur careful search
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is made for the missing property. Practices, how-
ever, are often otherwise. The train cannot
always be adequately guarded with the force
available, and when it hauls up at a station an
attendant plunges into the car, and without ref-
erence to the way bill or comparisons therewith,
seizes everything he can find marked to the place
in question. When a hurried glance satisfies
him that all the property has been unloaded,
marked to that particular station, he jumps from
the car, the door is closed and fastened, and the
signal given to go ahead. Sometimes priverty
is unloaded on the platform, sometimes in the
immediate neighborhood of it; time is often too
precious to carefully consider minor details of
this kind; a given distance must be traveled by
the train within certain hours, and certain meet-
ing and passing points reached at specified times;
neglect will involve a chain of delays and pos-
sible disasters too serious for trainmen to con-
template without concern.

All freight is not thus handled by trainmen,
but a great deal of it is; enough to invite atten-
tion and consideration in forming rules and regu-
lations. It is of no use to say that such practices
are wrong. That is apparent. They are not only
wrong, but any trainman who would neglect to
have articles checked from the car, item by item,
as they are unloaded, when he could do so, should
be censured. But not only is freight unloaded
without being compared with the way bill, but
at small stations it is quite likely that the agent
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will not be present when the work is performed,
being engaged in selling tickets, or occupied at
the switch, or elsewhere. He therefore does not
see the property until the train leaves, when he
makes such examinations and comparisons as he
is able.

When the articles on a way bill are compared
with the packages, item by item, as they are
unloaded from the car, many mishaps otherwise
likely to occur are avoided. Thus, freight that
is covered up with packages consigned to other
points will be hunted up and the cause of many
injuries sustained by property will become
known and recorded by the agent that would
otherwise forever remain a mystery.

Freight is frequently lost through being loaded
in the wrong car, or being entered on the wrong
way bill. If the marks on the packages are illeg-
ible, or have been obliterated, its identity will
very likely never be discovered. If everybody
were honest, and methods of tracing freight
were perfect, and goods were always marked as
they should be, property would never be lost, or,
if lost, would be found and sent to its destina-
tion. But these conditions cannot always be
expected.

Much of the property that is missing is stolen
outright by sneak thieves. In some cases it is
delivered to wrong parties. It is impossible to
afford adequate protection for goods at station
houses and in cars or upon platforms and docks.
Everywhere, and at all times, means of getting
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possession of goods improperly are being planned.
Many of the men who handle goods for car-
riers are unknown to them. They are hired
to-day and discharged to-morrow. The oppor-
tunities of such to do wrong are not great in
individual cases, but in the aggregate are start-
ling. Great watchfulness is therefore exercised
by carriers.

It is noticed that damages to property in transit
occur most frequently in connection with those
articles that appeal strongly to the appetite of
‘man—apples, oranges, candies, cigars, liquors
and kindred freight. Sometimes a package is
only broken; in many cases, however, it disap-
pears altogether. Losses occur both at stations
and on trains. _

Every effort is directed by the carrier to pre-
vent goods being damaged or stolen. He under-
stands the value of preventive measures. It is
especially incumbent on him, because damage
or loss entails not only expense, but demoralizes
the service. Patrons are also injured in their
. business. Consignees do not make reclamation
upon the carrier for every loss, or even perhaps
the majority of losses they suffer. The amount
is often too small when considered by itself, or
the bother is too great, or they dislike to appear
constantly before the carrier as claimants.
Shippers do not like to make reclamation when
the amount is trifling, but if the losses are fre-
quent they soon amount, in the aggregate, to a
great deal; the standing and credit of carriers
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are thus undermined and ruined. The result is
that whether the carrier is called upon to pay or
not he loses, the loss being greater perhaps when
he does not pay than when he does.

If no property were stolen and accurate returns
were made for every article an agent reported as
missing, some other agent would report an article
over. One would balance the other. Actual
practices differ, however, widely from this.

So long as property is liable to be stolen pre-
cautions must be adopted accordingly. Safe-
guards must be thrown around goods while being
received from the shipper, while remaining in
the forwarding warehouse, while being loaded
into the car, while lying in the yards, while in
the trains, while being unloaded, while stored
awaiting delivery, and, finally, in the delivery
itself. In every situation ceaseless and intelli-
gent vigilance must be exercised.. Neglect at
any point will be certain to entail loss, for the
reason that acts of neglect are noticed and taken
advantage of.

In addition to losses arising from theft, there
are supplemental losses occasioned by neglect of
agents and others to make proper disposition of
missent property lying at their stations. Much
of the freight that is paid for by carriers as lost
remains in their possession, stowed away in some
neglected corner, or covered up by the debris
that accumulates about a station. Every exami-
nation of freight houses elicits cases of this kind.
To remedy them it is necessary that vigilance
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should be exercised, and careful and periodical
examination of warehouses made.

Shortages in the weight of goods (involving
loss to the carrier) are oftentimes only apparent,
being occasioned by errors in billing, or in the
schedule of property delivered by the shipper.
When the latter is the case the weight will be
found to correspond with the billing. If itisa
clerical mistake upon the part of the shipper, and
the matter is referred to him without delay, he
will quite likely remember the facts, or the nature
of the mistake may be determined by reference
to his books and papers. When, however, in-
vestigation is delayed, the result is less certain.
It is important, therefore, that immediate refer-
ence should be made to the shipper by comparing
the items entered on the way bill with his books.

It is for obvious reasons not desirable, in cases
of apparent shortage only, to call the attention
of consignees to the matter, except where the
case is likely to be elucidated thereby.

In the operations of the freight department it
is important that the utmost celerity should be
observed in forwarding notices of property short
or over. The latter oftentimes explains the
mystery surrounding the former, and thus saves
the carrier annoyance and expense.

In the operations of business greater trouble is
taken by agents to hunt up freight consigned to
their station that is missing than in discovering
the ownership and destination of property re-
ceived by them belonging elsewhere. In the
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former case the pressure is immediate and per-
sonal. In the latter it is indirect and at best not
urgent. The tendency oftentimes, therefore, is
to await results,

In reference to returns of unclaimed property
required by carriers to be made by agents peri-
odically, discretion must be exercised by agents.
Freight consigned to parties at or near the station
that it is likly will be called for need not be em-
braced in the returns. The form is intended to
cover freight that will not be called for, and about
which the company must, sooner or later, interest
itself.

Especial vigilance and promptness is required
in connection with damaged property, or prop-
erty of a perishable nature; first, by protecting
it so far as possible; second, by arranging with
the owner in regard to its disposition, and, in the
event it is damaged, taking measures to put it
in good order or prevent further loss; third, by
notifying the proper officer whenever necessary,
and, fourth, by such personal action as the rules
and regulations require and the law permits.
The provisions governing the handling of perish-
able property, if adhered to, are such as to pro-
tect the carrier from loss. It is only thus that
loss can be prevented. It is, therefore, hardly
necessary to say that neglect or oversight should
never be allowed.

It is the duty of agents to discover particulars
attending damaged freight, the place where dam-
aged, how damaged, occasion thereof, and so on.
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This attention is of the utmost value, because
carelessness is certain to be engendered where
it is neglected. Each employe through whose
hands property passes should feel that neglect
upon his part is certain to react upon him. It
will prove an incentive to duty, and will secure
“faithful and efficient action upon the part of
numbers of men intrusted with the care and
handling of property transported by railway
companies where a less personal penalty would
prove unavailing.




CHAPTER VIII.
PASSAGE TICKETS AND AUDITING SAME.

The passage ticket is analogous to the freight
way bill. It is, however, much more simple
though not so easily handled. It answers thor-
oughly the triple purpose it is intended to serve:
first, a certificate that the passenger is entitled
to ride; second, a receipt for the money paid;
third, a check upon the agent selling it. It is
numbered and difficult to counterfeit. Due ac-
count is or should be kept of tickets sent to
agents for use. When a ticket is taken up by a
conductor he returns it to the proper accounting
office, where careful investigation is made to see
that it is duly reported by the person selling it.

In this examination tickets sold between par-
ticular points are arranged in numerical order to
see that there are no duplicates. In the event
there are any tickets missing a record is made
and due notice taken when they finally reach the
accounting office.

In the operations of ticket accounts it is desir-
able, first, that passengers should purchase tickets
before entering the cars; second, that tickets sold
should be numbered consecutively and stamped
with the date when sold; third, that tickets

should be canceled by conductors and forwarded
(108)
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forthwith to the accounting office; fourth, that
tickets, when they reach such office, should be
compared with the returns made by agents of
tickets sold on the dates specified; fifth, that the
numbers of missing tickets should be recorded
and afterward the date upon which such tickets
were returned noted in connection therewith;
and, sixth, that neglect to report tickets sold,
errors in rates, amounts, footings or recapitula-
tions should be discovered and correction made
by the accounting officer without delay and notice
forwarded to the agent in fault.

Such is a brief summary or outline of ticket
accounts. Many of the more important partic-
ulars by which results are achieved are noticed
elsewhere. To attempt to give every detail would
be to fill volumes with information impossible to
accurately convey or correctly understand.

The number of men filling positions of trust on
railways who are unfaithful is very small com-
pared with the total number employed. The
permanency that attaches to positions, the rea-
sonable wages paid and the pride men take in
their business, make them honest and self respect-
ing. Fear of losing a position and the support it
affords sometimes causes men to perform im-
proper acts. There should, however, be no reason-
able ground for such fears on the part of those’
in the employ of railways. Tenure should be
during good behavior. Aside from this, however,
unfit men will sometimes gain access to the serv-
ice, no matter how carefully its interests are
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guarded or the character of applicants scrutin-
ized. It is this circumstance that renders neces-
sary the safeguards that are thrown around the
handling of corporate funds and that make
methods of accounting a labyrinth of concerted
forms and devices for preventing wrong and for
discovering and correcting it when it exists.
These methods are universal in their application.
The leader and the wheel horse alike are observed
and guided. The rank and file require to be
drilled and subjected to necessary discipline.
Like restraining influences govern the staff. - If
rigid enactments must be enforced to prevent
employes neglecting their duty their superiors
must also be subjected to wholesome influences.

The methods of accounting that have been de-
- vised for securing authentic returns in regard to
the handling of corporate receipts by subordinate
agents find their counterpart in measures taking
note of every act of the management.

Difference in degree of employment between
officer and subordinate is not important in the
eye of the employer. Responsibilities may not
be the same, but the proprietor makes no dis-
tinction in the measure of fidelity and loyalty
they severally owe him. Treasurers, comptrollers,
auditors and managers generally bow their neck
to the yoke with willingness and dignity. They
expect those subordinate to them to do the
same.

Impersonality is a distinguishing characteristic
of corporations. It should mark all their affairs;
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not only their intercourse with the public, but
the organization, training, management and pol-
icy governing officials and operatives. Where this
high principle is observed the prosperity of an
enterprise is assured and its affairs are con-
ducted comservatively, soberly and effectively.
Changes in management do not disorganize it,
nor does the value of its securities rise and fall
with changes of men and measures. It receives
the benefit of the concerted wisdom and harmo-
nious action of all its parts, and is honored alike
by the public and those who serve it. Where,
however, this principle is disregarded, the affairs
of an organization become bound up in the per-
sonal and selfish ambitions of particular men and
their methods, temperament, and likes and dis-
likes become dominant factors, and the service a
bedlam of discordant purposes. Questions are
decided autocratically and men are promoted or
ostracised without reference to personal worth.
Such forms of management were much affected
formerly. They are now rarely to be met with.
With time and opportunity for observance, it has
been discovered that the self-respecting action of
many men is to the wisdom and unselfishness of
one man (no matter how great), as the glory of
the sun, in its warmth and light, to the fitful
flashes of light that dart hither and thither when
a thunderstorm envelopes the sky.
Responsibility characterizes the acts of the
highest as well as the lowest officials connected
with corporations, and the safeguards necessary
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to make this responsibility felt are, or should be,
enforced in one case as much as in the other. If
the conductor understands, as he should, that
rigid safeguards are thrown around money in the
hands of the treasurer he will be less impatient
of restraint. Every man connected with a cor-
poration must feel that safeguards are thrown
around the office and not around the man who
fills it; that prevention, not punishment, is the
object sought; that action is impersonal. These
truisms are suggested by the measures it is neces-
sary to adopt to protect the passenger traffic of
railroads.

The ingenuity of man has been exercised ever
since the first passenger train was run, to pre-
vent any portion of the cash collected on trains
from being diverted. Exactly what need there
is for these precautions is a matter of surmise.
Those who immediately handle the receipts ex-
press the greatest desire for the enforcement of
such salutary safeguards as will protect the em-
ployer and relieve the employe of suspicion.
They claim, and very properly, that so long as a
loophole is left by which the carrier may be
defrauded they will be suspected of taking undue
advantage.

In attempting to provide effective safeguards
for protecting passenger receipts, many obstacles
are wet. The greatest is the haste which neces-
sarily characterizes everything done in connec-
tion with the work and the imperfect appliances
available in consequence. Thus, the duties of
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the conductor are so active and his facilities for
performing clerical work so restricted, that it is
impossible he should be able to do more than
render a meager account of his transactions.
To obviate this so far as practicable complicated
yet simple devices have been introduced from
time to time to enable him to record each fare
collected, and not only record it but furnish the
passenger with a receipt for his money. These
devices generally take the shape of tickets, in
duplex form, so arranged that the conductor
may, by simply punching the ticket in the places
provided, indicate the date, points from and to,
and amount of fare collected. Both the ticket
and the duplicate are punched at one and the
same time, and in exactly the same manner.
The duplicate is given to the passenger; the
original is sent to the company. Many such
devices are in use. Their value, however, is
largely dependent on the disposition of the per-
sons using them, and the measure of vigilance
exercised by the company.

In the devices introduced to guard the collec-
tions of conductors, it is sought to make the
passenger an auditor. This is done by compel-
ling the latter to give the former a receipt for
the amount he collects. The difficulty in en-
forcing such regulations is the indisposition of
the public to co-op