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; NOTATION OF THE POINTS OF VIEW AND SOCIAL
/ INTERRELATIONSHIPS OF DEPARTMENTS AT
HAWTHORNE THAT ARE DIRECTLY CONCERNED
WITH WAGE PROBLEMS

(The following notations on the social interrelationships and
points of view of the wage. depariments have been based upon g
two weeks visit to the Labor Grades, Time Standards and Wege
Incentives Departments. It is realized that some of the assump-
tions made and conclusions drawn may be inaccurate and lack sub-
stantiation, However, the purpose of this report is $o note and
to arrange in an orderly manner the information gained during the
two weeks visit., The noting of the following information was
considered necessary at this time in order that the—eégrm-&en
wsimed might be recorded while it is still fresh in the mind, and
bafore it becomes confused with other informstion., If visits and
interviews are to-be arrenged with the Piece Rates and Operating
Departments, no doubt many of the following statements can be
substantiated or -shew-eam-be shown to be incorrect. The attempt
has been made not to let subjective opinions enter in, but to
make authentic statements of the points of view and social inter-
reletionships of the departments visited.)

The ensuing discussion is msde in the following order.
Each of the three depsrtments

1 - Time Standards

2 - Labor Grades

'f’: N 3 = Wege Incentives

is taken in and a discussion is made of the ac;cial interrelation-

ships existing between it and each of the other two departments

and also with the Piece Ratesg-@psrating Departments., Also state-

-
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ments are made concerning the attitude of the three departments
toward the Industrial Research Department. In conclusion a dis~
cussion is made treating with the points of view of each of

the three dsepartments.

Time Standards Dggartment

Notation of the time standards depsrtment's attitude
toward the Piece Rates Depsriment will be made first. The
standards department assumes rather a superior attitude toward
the piece rates department, and yet they make s concerted effort
to maintain a friendly and cooperative relationship. The atti-
tude of superiority may be attributed to the follewing ceuses:

(a) The two departments are engaged in similar work, so the
guality of their work is being continually compared by=khe
Tine-sbandenrde-Dosnrtmeet cnd the standards department feels
that its ccmpleted'work is very much superior to the piece
retes departments results.

(b) The personnel of the standards department feels itself to
be superior in background and treining.

(¢) The nature of the Time Standards Work. The standards
department is & mtﬁ the staff organlzetion Engineer
of Menufacture. They are engaged in redoing the work of the
Piece Rates Department. This naturally shows up many
inaccuracies of the Piece Rates Departments work.

(d) The results of the Time Standards Department's work is
passed on to the Piece Rates Organization to gulde it in
setting piece rates.

(a) The superior attitude may be partly a temporary and

artificisl one, since apparently the Time Standards Dspart-
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ment has not as yet had to concern itself with flat
rejections of its work. In other words it appears
that the acid test for the time standards department is
yet to come after its time standafds aré literelly applied
at the work level, and the department is called upon to de~

fend their exact epplication face to face with the plant

operators., T¢ date not mepy time gfandards are in fbrizgw~vJL Aﬁ%ﬂz“
BT At Lot /W MZ“

‘2&1& At f«u&éf;:k
The following manifestations of this superior attitude ~

toward the Piece Rates Organization were noted:

(a) Direct statements and mennerisms of the Time Standards
Engineers regarding the quelity of work éﬁgiéhprogressive-
ness of the Plece Rates Orgenization.
(b) They take specific and conscious steps to develop the
good ﬁill of the Piece Rates people. The piece rates de-
partment is looked upon as Semeons :;;i;ust be treated in
such a manner thet thuy may be used to aid in carrying out
the objectives of the Standards Department.,
(¢) Although they want to employ:three or four more time
standards engineers the standards department diplomatically
refuses to selact anyone from the Piece Rates Department.
(d) standards engineers are careful to inform the workmen
in the plant that the standards engineers are not to be
confused with the Piece Rates engineers.
(e) There is almost no informal social intercourse during
the day between the t wo departments although they are both
located in the same large office and sere separated only

by some filing cablnets., pwhenever interdepartment visits

are made it has been from Time Standards to Piece Rates. kY

4:?0 pecsh C{*-—-,.,, {T&c@,ﬁﬁ'ﬁ“a 3 o, 7 ﬁ»—fw g"‘j ' éfu
€ n«uM, {/’ /"” B A X 12 u‘-.f/”xw**:.lj{g&ut?:, e *wmlii/«{ '

“W”"‘r L‘ﬁ g "‘L‘KTW g-ﬁtu ”%. F o WM L “&Lééf cx); LL Lw,g,cf'*m‘\

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



4.

In predepression days there were some intense antag-
onisms built up.between the two departments, The present, newly
established time standards departuent is doing its best to dis-
sipate these antagonisms., It is probable that some ill feeling
still exists. A better picture of it will be achieved after some
time is spent getting the Piece Rates attitude toward time stan=-
dards. Mr. Nelson gave evideﬁce that the mutual understanding and
cooperation of the two departments is not complete, when he asked
the writer to tell him of his resctions as to the attitude of the
Piece Rates Department toward Time Standards. {Ehis request for
information cn the Piece Rates peoples! attitude was made when the
writer informed Mr. Nelson that he might spend some time in the

o Piece Rates Department to gein en insight into their work.j The
following ressons are listed as some of the ceuses for the antagon-
i=zm bhetween the two deparitments:

(a) Time standards were formerly too complicated, not clear
and coneciss.

(b) The future jobs of the Piece Rates people were threatened
by the Time Standards Department activities,

(e¢) The gquality of the standards engineers;their work was not

/

satisfactory.
(d) The Time Standards were forced on to the Piece Rates Orgeni-
zation without giving consideration to the opinjons and criticisms
advenced by the Piece Rates People.
The struggle between these two departments was ended by the depression
when the Time Standards Department was disbanded, TUntil the discontinu-
ance the Piece Rates peoplé.uaed certain defensive tactics to combat

the Standards department. They refused to uss the time standards
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after they were presented to them and closed their minds to a
reasonable analysis of the standards., Also, they spared no words
in eriticizing the quality of the standards,

Profiting from past experience the present time standards
department realizes the necessity of establishing and maintaining
friendly relations with the Piecs Raées people. Their procedure

in doing so has evidently been quite successful. The standa?ds

' Department is anxious to maintain a friendly reletionship because

the Piece Rates people have charge of the application of standards
in the operating departments. The piece rates people may refuse
to acecept standerds as presented to them. It is apparent that a
friendly attitude between the departments would meke the way much
snoother for the appliceation of standards. The piece rates pecple

are resaliy between two fires. Thers is pressure from the work

Fl:'é‘c@ ; s I o
groups for looser ocukpat rates, while the time standards people \ Y . e
psvalil ' o Q:»;
stand back of their work andqcall for an exact application of the ! ‘;ﬂﬁl@-
| e
standards. It appears that the group that can achieve the greater \‘F‘ PR

degree of intimate social relationship with the Piece Rates people
should be the ones to swing the balance in their favor. Mr, Nelson | \
says that there is a much better feeling being built up betwsen

the two departments. As evidence of this opinion the plece rates

veople now often agk the Time Standards people to establish time
standards and to aid in the settling of more accurate and unitorm

rates, The reasons for the increasingly more friendly spirit may

be listed as follows:
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l. A more diplomatic anﬁ-éh--gh department head is in charge of
the Time Standards Department.

- 2, Time standardization work is much more thoroughly and capably
done than formerly.
3. Predepression time standards have been thrown overboard. This
serves to eliminate the actual objscts toward which Piece Rate
antagonism was directed.
4, Plece rates organization can reject the time standards if
they are not suitable to them.
5, Time stendards now are clear, concise and easy to gpply, thus
eliminating much misinterpretation and misunderstanding.
6. They are more and more realizing their community of interest, [[I
7. The initial threat to the jobs of the piece rates department
has passed and the employees still have their jobs. In fact, the Piec<w Rates,
Personnel has recently been considerably increased, which makes
the old employees feel more firmly entrenched in their jobs.

Beyond the above mentioned‘&'easons, there are certain

extraneous conditions that may have tended to bring the two de-
partments closer together.
1. Employee representatives are reflecting a more and more ques=-
tioning attitude on the part of the workers tc know more details
about rate setting. If the Piece Rates people can back up the
rates that they have set with evidence of the thopough methods
that the time standards psople use, they will feel much more

confident of their position.

*
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2, The?progran1of rate equalization must be done quickly and

capably. In the shirt over to product type shops some piece rates ﬂdrhétdezy
- are too“loose"while others are too“tight." As long ae the

different piece parts worked on do not shift out of a department,

the unequel rates tend to even out, but with the shift over to

product shops many combinations of piece part manufacture will

be broken up and new combinations for a group to work on will be

arranged. In order to save a good deal of confusion and the

exposing of poorly set rates, the Piece Rates Department must

hasten to reset rates before plece rate pay is reesteblished in

the new type shops.

3. Piece rate earnings over the base rate have been climbing

over the past years. Eventualry the Piece Rates Department has

to face the issue of the increasing discrepancy between dey rates

and piece rstes., Time standardization study offers them one wey .

of stopping this undesirable upward curve.

4, One of the co-founders of time standards study at Hawthorne,

Mr, G, M. Fullarton, now heads the Piece Rates Division. This

should permit time standerds ideas to gradualiy filter into

Piece Rates Division,

UNIVERSITY OF WISCONSIN - MILWAUKEE



8.

The social relationship of the Time Standards Department

to the Wage Incentives Department will be given consideration next,.

e

The two departments appear to be bound by a triendly and coopera=-
tive spirit. It may be we}l to restate here that these two
departments are of equal rank in the Engineer of Manufacture
Statf Organization. Evidesse of this friendly relationship is
shown by both the informal and official borrowing of engineers
in one department to aid during a rush in the other and
informal conferences between the departments during the day.
In accounting for the friendly feeling between the two depart-
ments the following reasons are listed:
(a) Nature of the work, both are concerned with the wage problem
but difterent parts of the same problem.
(b) They view wage problems from almost identicael points of view,

Almost every man ‘in both departments is, I believe, a
college tra?ned engineer and there is a very noticeable tendency
for both departments to see a wage problem from a typical engineer-
ing viewpoint,

In comparing the functions of the'two departments it
can be sean that the wage incentives department may be placed
in a rather superordinete relationship with Time Standards. No
evidence was accumulated which pointed to the existence of such
a relationship other than Mr., Snelil's general attitude-toward
his departmental function and by his general rather smug
mennerisms, However, the personal attitude of one man is not
sufficient basis to declare that this superior position does

exist, So, at this tize the possibility of this relationship
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only will be recorded, In this manner the possibility of this
relationship may be investigated as study of the wage problem
progress. The VWage Incentives Depariment is instrumental in
formulating and putting into effect managemeni policies on the
wage question. TFor instance, it was the Wage Incentives Depart-
ment that made formal recammendatidns to the Engineer of Manu-
facture to purchase micromotion cemera equipment and also to
Legrerny o~ SheR Fealle
establish the mot ionAm courself ’ So, because this department
makes proposals thet may intfluence directly the course of pro-
cedure for the Standards Department, also because wage incentives
is probably accorded certain prestige by their face to face re-
lationships and discussion of general wage policies with highest
management officials, it appears that the basis may be present for
this superior social position in the Plant, However, as stated
previously, there are also good reasons for an equality of re-

cfetinits
lationship, so noaconclusions can be drawn at present,
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o The social relationships between the Time Standards and
Labor Grades Departmente Wit b= dis cussed hev T

As can be noted on the organizational chart the two de-

i

partments have equal ratings in the Compeny. However, the Time

o £eM yarhey
Standards DepartmentAreferspdeprecatingly to the work of the
Iabor Grades Department. This opinion is not expressed openly,
of course, Apperently the reason for this opinion is found in
the methods used to establish lebor gredes. As may be judged by
formael report or the labor grades procedural plan the method used
for setting labor grades rather outrages an ebgineer's sense of
accuracy and preciseness. The method used is more fully discussed
elsewhere. The adverse criticism is confined to speaking rather
lightly of labor grades methods. When Mr, Nelson was asked whether
the objectionable method of labor grading may not reflect back
on his time standards, he replied that after all labor gradss
were pretiy accurately set, and that it was beyond his jurisdiction
to have anything to do with labor grades. Although it is up to the
Piece Rates Organization to apply both labor grades and time
standards, dissatisfection with labor grades which might be
registered by the Operating Departments will probably be directed
at the entire wage system. It is doubtful whether a body of

Lt he ~

workmen wouvld eitheer takeqthe time or be able to determine the

exact ca ot wage discatisfaction. It is apparent that the

determined quantitative anslyreis of putput possible

is rendered velueless if a pecorly arrived at q&gﬁ%?ﬁgssme nethod of .
f(?u.d,‘ B YV
crading a job is uced.
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&3 Social Relationships of Time Standards and Operating Depariments .
Thepe—metorttonsitys can be visualized at the present time
only as a result of time spent in the Time Standerds Dep.riment.
later, if it is possible to have interviews with workmen to see
the relationship from their point of view, a more complete and
guthentic picture of the interrelationships can be had. The
Standarde Department does not have direct anthority over the
Operating Departmentc, b they do have continusl fege to face
relationships with them., There is little evidence of intimaey
between the time stundarde snginesrs and the laboring force,
However, the Standards Department is somewhet sympathedic with
the operating personnel (elaborsated upon under Point of Viow of
Standards Department) and they wish to maintain friendly relstions
with the worl force. There are arparently three cutstanding
reasons for this desire for frendliness:
1. The Standards Department perconnel are human beings in face
to face contacts with the work force, sc for a purely personal
desire for amicable :xIxix social contacts the friendly spirit is
desirable.
2. The operating force is really the work lesboratory of the
Standards Department and at least overtly friendly relationships
are necescsary.

3. ‘Torker cood will is necessary in order to apply the completed

time standards to the ®OEESNELIMAGE i;z&ﬁfpéla;fy 5£J$fua¢£IQzaa2§
f
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Following are notations ot evidence indicating the socisal
relationships between these two departments is not very friendly
and cocoperative: ‘

l. Time Standards people say that a multiplicity of timing
and laboratory tests are nescessary in order to cope with the
restriction of output phenonenon.
2. IExarples are cited where operators ovenly objected to coopera=-
‘tinB with Time Standards ZEngineers,
3
(&) s girl who =aid that she could not work under the

new method,

N
(b) S sutomatic screw machine operator who refused

to cooperate to the hest of his . bility.
LI ETF « ﬁar
3. The Time Standards Department M has 4taken

adequate cognizance of the fact that many operators have special
N " .} N -“. < Y
self-made jigs to aid them in beating a rate. dtm sl o "‘“} fir “"“‘“*}
4, They are apparently oversimplifying the problem that is oc=~
casioned by the introduction of time stendards, which call for
huynam
chanzedAmotions and higher outputs. (Elaborated upon under Point

of View of Time Standards Department).

These social relationships will in all probebility con-
@S/Lg frrced ¢ §
tinue to be rather distant, unless Afhe Standards Deperiment meets

Frepcted
a great deal of worker opposition in. conducting the maw motion

study course. It will be wvery interesting to watch the progress
¢ PP o Ve

of this undertaking/‘fto see 1f the course will serve to bring

the engineers closer to an understandine of the attitudes and

sentiments of the work forecs.
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Point of View of the Time Standards Departument

First it might be said that they are possessed with a
typical engineering point of view. The personnel consists almost

entirely-ef ex—sec-‘b;on_ ,agr ex-department chiefs or new carefully
@’%luersu—gmmkﬁe,}

it

sélected/(engineering iy gradustes. The men are selected with
great care by Mr. Nelson and rather thanzghance getting an inef-
ficient snd incapable engineer, he is building very slowly. The
men proceed almost entirely on their own initiative while on a job.

They were unusually frank in discussing their work and
were glad and anxious to lay their brocedures aﬁd'.w

exavalmatiol
time standards open for wuiudey. They are very much sold on their
work and feel that they are well able to defend their ¥elwl stan-
dards.

They are aprarently satisfied to let their method be
proof of itselt., They rely upon multiplicity of timings, their
own laboratory stud%as, and their own personal conclusions in
setting standards. (It seems that if they should have an ob=-
jective test of some sort to check their work against the

rhe ve W1t Mgl
results, be more trustworthy).

The time standard men as mentioned heretotore have
continual face to face relationships with the work men; however,
after spending some time down in the work departments with

. thre? time standards engineers, there apparently is little show
c?;';;‘riendship or intimsey. Down in the arc welding department,

one of the time standards engineers was subjected to some joking
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about his immaculate dress and white hands and was invited to
help prepare a“frame"for‘welding. The engineer good naturedly
complied and was subjected to further kidding because he was
unable to do the required work, It was quite obvious, however,
that he did not enjoy the situation and when asked about it later
he said, "Well that sort of stuft is necessary if we are going
to have the men's ccoperation.”

The department maintains the attitude that they wish to
give the workers a Iresk, Mt they insist that their standards
are scientifically set and~wdbe rather closely followed.

They frankly edmit that the time standards that they are setting

cannot be met by every worker picked off the street. In setting A LA
;‘w\ X F,zc‘" -

‘ L 5
g

the standards it is assumed that some inefiicient motions must 3 #jl@%'
be eliminated by some of the operators before they can reach

the output standards which are set. The standards are set in

the anticipation of improvement in output for which TEEE’gprkers ?
are not yet properly instructed. Efficiency appears to be one

of the great objectlves which they wish to achieve in the work
force. The limits o etrticiency possible or the taking of a more
inclusive and fardghted point of view has apparently not been
considered., They gave no evidence of coping with the possibility
that a workmen msy be forced to high activity to the injury of

cavie
himself or that it may be a emeeder of unrest and the bringing

YiheY
of outside censure and internalpdisturvance at Hawthorne. ¥4

wili-bhe-very-interentineg-bo-fallow. tha reguliz.sf~the-new-mebion
study~eourse, Iagking-et-tHo-sittatien.lron a. sociplogi-eed-nod-ats
a:-w&awgi} eppears that the introduction of new time standards
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Z—f?Q 757‘(& ,“,”"@59@‘
and i%s seeseeisted motion study course mey be in for a good deal

amé Yeg VI e Tmeneg
of worker resistance as its effects,‘become more generally felt,.
It seems that success of the time standards program will cali for
generally speeding up the operators and the shaping of operators?
motions into ome mold, This meking over of operators' motions
will probably be regarded by the workmen as a serious imposition
into their personal habits and mannerisms, It should be very
interesting to follow the progress of the plan to study the reac~
tions and attitudes of both }vage department people and the workmen,

Mr, Nelson ma?et;:;g;tradictory statements concerning his
attitude toward the work force. One day he advanced the idea
that loose piece rates encourage restriction of output and on"b"ther
occasion he said, ifw ¢/can show the toolmskers where they can meke
twenty~-tive cents an hour more, they should certainly respond to
the incentive provided by putting their work om a plece rate basis,
In his first statement he apparently thought that the' chance to
earn more money was no incentive and in the second instance he
thought that workmen will respond at once.

All of the#® standards formulas are very carefully
worked out, but it seems that all of the detailed and painstaking
work is often rendered very inaccurate, This conclusion is
based upon the fact that a standard five minute period per hour
is allowed for tatigue and personal time on every plant operation

e T~ HS

no metter what its nature. So, after calculatingpfo hundredths
of a second, there is slweys in the end a flat tatigue allowance
ot five minutes per hour. This provision is a Company policy

émmgé&l’f?
though, so it is beyond the,control of this department. The only

apparent reckoning that the Standards Departmsnt makes of the
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problem is to say that five minutes per hour is too long.

Mr. Nelson said that the workers in general are quite
efticient and that they work hard. But he also has the attitude
that menagement has always leaned over backwards to give wage
and other monetary favors to the workmen. He seemed to be

rather critical of management on this point,

Wage Incentives Department.

Attitude Toward Operating Departments
The work done by Incentives Department permits it to
be in & decidedly superordinate position iﬁf?elation to the
Operating Departments., The Incentives Department is in a position
7 to affect the operators! work situation very grsatly. Intimete
face to face relationships with the operators is rare.
r. Snsll entertains the idea that the work force must

be held in check with reference to né‘rallowing them too much
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leeway in carrying on work in the Plant. Spesking of the dis-
continuaixce of the "A" groups in the operating Deperitments, his
corment was, "Give them an inch and they taeke a nmile."

The wage incentives department is very much inclined
to assume the position of looking down from the heights at labor
wage problems., Charts are constructed, outside surveys made,
etc. The general attitude is one of a formulator and interpreter

+he hUumman

of Company policy, and not one interested in .« Simgie sreup-oP-&

winwiewwegs problem,

Relations with Piece Rates Department

The incentives organization assumes a superior attitude
Staved
toward piece rates also, due probably as,‘bei'ore to the fact that
incentives is a staff department and its proposalsmay directly

intluence the work situation for the Pigce, Hates people, From. - v )
ol @w Xk o e Dl (Tt 5

talking to Mr. Snell, there was nothing Tntimacy of™ '

IgSakdemeiip between the two departiments.
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The relationships between the Incentives Lepartment and

Time Standards and similerly its relationships with Iabor Grades

A 1 I t
is discussed under Iebewedmedes, .o 484l Ww.]

Point of view of the Wage Incentives Department

The title of the Department "Wage Incentives™ is a very
good indicator of the point of view entertained by this ?part-t A
/\.ug,m.gixz! J';IZ?QL t?f%’»«@jw'f R
ment. The words "Wage Incentives" appears to be cwecwed ivbh
rather sacred cualities. That is, the theory back of a wage
incentive plan should not ve open to question.

Sseveral instances may be noted wherein the humam angle

is disregarded in the recommendations of the Tage Incentive%o,w, 6?5/ .57{;&
. /&OZ' :ﬂ'f/&d w6l ' tﬁ 5[ ..

Dep rtmenta"ybcim;@wﬁ%/‘/‘ - s et & T4 trsedline
e el cpre e o T Frrcintiog,
(1) The first evidence of this disregard is noticeable in the
theory of wage incentive payment ieelt, The following criticlsms

)
of the point of view of the deperiment may raise doubts as to the

soundness of the theory underlying incentive methods.

M&;W’é@’;ugf
(a), Vage incentive methods meke monetary gain an end .
ae T Eiin, ' 3 Py Ay - ves

in itself rather than/\pride b?l work, loyai’cy, to0
the Company, etc.

(b) It is assumed that a workman will respond to a
monetary incentive as if he were motivated only

by economic factors.
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(2) There is too great a tendency to set wage incentives by mathematical
formula, which although they are models of mathematical accuracy, are
often rendered untrustworthy because ot the disregard for the human
factors.

A discussion of point aumber one will be made first, The
incentives deparitment makes the assumption that the worker will respond
to a moneta;y incentive as it it were an end in itselt. This assumption
is no doubt partiaslly true, since a good deal of sentiment is attached
to the acquisition of money for its own sake. However, to leave the
analysis here would be an o?er-simplificaticn ot the problem. TFurther
anglysis will throw light on the picture and as u result of the ensuing
discussion, a conclusion will be reached that a monetary incentive plan
tends to give the workman the wrong kind of encouragement for the best
interests of the Company.

In a wage incentive plan the assumption is often made thet
each worker will view the opportunity for monetary gain as if this were
a constant end in itself and that each workmen is in quest of this end,
As stated, the acquisition o1 money may be a relatively constant end for
a few people, but for the great majority the intensity of their desirse
for monetary gain varies greatly from day to day and hour to hour,
and many people do not regard monetary gain as an end toward which to
strive., Tor instance, it is difficult to see why a workman who has
no desire to build up é personal fortune should respond to a monetary

incentive if he has sutrficient funds to care for his immediate needs.
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Conceivably this workman mey be shiftless)l\with little desire to build
an estate, or his religious convictionSmay arrest his desire for the
acquisition of money., In other words, desire for money may hold no
influence over & man's life, and it may be only incidental to the
other forces guiding a Workzﬁan's conduct,

A person who needs money to achieve the possession of
some property such as & home or an automobile will not feel a constant
pressure to acquire money for the payment of his purchases., So it
seems apparent that if a wage incentive is in actuality to wor]igz ct /.S.

Coidlaig i
theoretically intended the desire for more earnings, and &i‘the rate of
output should veary as the intensity of the need for money varies. In
other words, if the demand for money is rather remote the worker will
not respond to the monetary incentive as he would if in immediate

need for funds, It is impossible for him to keep the goal of achieving

moneygPeE equal intensity all the time, there are t00 many other

factors in the personal situation of each workman, The wage incent *LJ
{ ex. 4t eimae Cov
exponent may say that the above stated unpreditabilify .
$of &ty zﬁ o Anrniis { fopolo
is sufficient grounds, putting .2 plant on f s, since the

1
workman should be allowed to shift for himself. This view may be valid,

but the intention hers is only to question the theory on which wage
incentives are based,

It seems, turther, that the encouragement to seek monetary
gain may be giving the workman a point or view unfavorable to the Company.
It arpears that the maintenance of quality may be becomiming more and
more of a policing job, calling for more rigid inspection and supervi-
sion. In encouraging the attention to monetary incentives,ikxix such

the
things as pride in work loyal.ty toward the Company and social codes
f"' ta i / ‘7'3¢f~wuw
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+he wevk
of “F=pgroup are being pushed into the background. The men are heing
encouraged to develop interests and loyalties outside the control
of the Company. With its monetary incentive plan the Company can
attract only that part of the personality 61‘ a man that does
respond to monetary incentive, and it is leit entirely to other
e e Cernflet L
Company functions to develop gw-_loyalties ot the worker for the
Company. To follow the thought further, the workman is encouraged
to put his faith into & transitory goal, if attention l1s turned to
money, Fluctuations in the value of money (evidenced by changing
éosts of living, rents, foods, entertainment, etec), fluctustions
in personal financiel conditions due to fortunate or unfortunate
investments, may be a very disturbing factor to the workman which
will be reflected in worker unrest. Of course the reply may be
made that the trend toward the independence of the worker is
inev";;!able anl one company can do nothing to halt this tendency.
This argument may be true, but it does appear that wage incentive
plans may have played thelr part in this liberation movement.
Whether a more complete personal independence of the worker is
desirable isaquestion by itself and cannot be considered here.
. ’h'\a‘ﬂez'é‘"f
In .summary it may be/,said that the desire for menbisdy gein is
t00 much of a rorcelees. or non-megnetic factor for many of the
workmen, and only one elem#nt in his perstnal situation. This
subject is approached framn another angle later in the reports
(2) The wage incentives department is too much inclined to ;set
wages by mathematical formulae, The calculations may be models

. of accuracy, but one phase of the muation in the wage situation

is not given adsquats doeision; nemely, the human factor.
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Follwoing are some of the recommendations th%t have Just
b Wos L > R :

been made or are up for We counsideration the/\department nowsg

l. Automatic screw machine bonus plan.

'hc-x;t’
2, Motion study course (recammendation n approved -~ the

course is now in the formative stage

A !Eﬁﬂu? o (’.”.‘ft‘w&" f,gwm‘,@ f"*ﬁ" é?;] Foe s au*’m*”
O/J{!“' (& TW& At

3. Recommendation for placing labor grading on a more scientific

P &
f (”’&Mw{

numerical rating basis.

4, Incentive plan for office workers.

5. Minimum individual earnings of en individual on group plece work
is now to be the "mean" figure of the group earnings.

6. Wage survey study.

7. Analysis of employee representation meetings by six month
periods.

8. HEstablishing output stendards for every job in the Plant (now
Yaing administered. (This program is to superseds the task and
bogey standards as set formerly by individual supervisors which
provided for no centralized supervision of the work.

9., New employee payment policy.

The plen#for paying new employees will be examined here
to demonstrate a specific instance where the human angle of the
wage problem has been disregarded. Within the past year the
Wage Incentives Department recormended and had approved a plan

’ /{ee PiMg above dbrs-e Yare
for ~wednéng beginning workmen oft group pay,\ or two weeks and then
allowing them en inecreasing percentage of the group pay until the

ninth week when they begin to participate fulliy in earnings,
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(Temporary M.D.I. 10.07 2H 12/30/35.) This plen supersedes the old
three per cent additioral group allowance plan for groups wherein new
employees are introduced. Iao glancing over the M,D.I., it is immediste-
1y epparent thet the plan is & blankel one .gememedsy, that is, it
provides Tor the seme learning period for all plant operatf;ﬁg‘s It is
not feir to criticize the M.D.I., however, without understanding the
reasoning back of the plan. The depattment did reslize that the
learning period for different jobs does vary. But because of the
length of time mnecessary to study each job, the cost element inwolved
and because constant consideration would have to be given %o the
problem due to changing job requirements, they recommended that the
present plan be set up. The problem occesioned by the varying lengths
of time required for learning periods was dismissed with the provision
that supervisors could take special sction in case a worker showed
: < outPUL '

ability to reach group standardquefore the regular nine weeks period
is over. While, for practical reasons, these provisions may be de-
fensible, nevertheless some statements may be made to indicate that
the wage incentives department did not realize or did not care to
cope with the human problem thet confronted them.
l. The plan is superimposed upon reasoning that is unsound.
2. Efficiency records were used as a basis for judgment as % time
necessary for the learning period.
3. Special recommendations are made by supervisors,

The plan was based upon unsound data becszuse pest perform-
ance of a small group of workmen was used as the basis for the 1!,D.I.
recormendation. Obviously this study of past performence figures
does not give them insight into the problem at hand., The 1:.D,I. may

be criticized first becmuse of the amall sample of workmen selscted
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on which to base the recommendation. No attempt ‘:ff‘s made to study
the workmen ig—tie—sswsle personslly to decide whz;.t type of workmen
th'ey were. Perhaps the output data gnalysis gave them figures con-
cerning average output of beginners, but no anelysis of the person-
sglities involved was made. The worker was not contacted to get =n
idea of the effort required to achieve his output or an evaelustion
of the problems that he faced. Also, from the standpoint of the
large nunber of workers affected, the sample used was too small,
Criticism of the size of sample is rather & criticism of accuracy of
method rather than a neglect of the human angle, but the small
sample used does infer that the Incentive Department was not too
cognizant of personal disappointments or discouragements and possibly
dissatisfaction of employees who feel that they must pattern their
conduct to the provisions of the M.D,I. In other words, it seems
probable that often a new employee rather forces himself to the
mold prepared for him rather than achieving it by a more natural
development. It seems that more time might have been given to the
M.D.I. for™uUlatjeX .

Also, because the old three per cent group bonus was
abolished when the new plen was introduced mey be evidence that the
social relationships and unofficiel aids given to the beginner by

A Ple
members of the group was not given,\consideration.
Further, apperently nc attempt was made to acquire data
- reletive to the learning period or learning curves for plant opera-
tions. They seemed perfectly satisfied to base their conclusions
upon past performance with all its greatly varying plant mechanical

and social conditions. It seems that it should have been possible
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to make some study into the lesrning problem itself if sound decisions
were %o be made. Some embarrassing end rather unexpected things
happened when the plen was introduced. For instance, on one type of
simple unskilled work, the new workers would achieve the group out-
put almost from the first day. The result would be a skyrocketing
of the group earnings toward which the beginner had contributed.
The old werkers were, of course, elated, but after the nine weeks
were over, tl}eir earnings would again drop, all without effort on
their part.

Mr. Snell's reaction %Yo this incident was:

"Well, we didn't mind giving the old workers the extra pay but they
often complained when their earnings returned to normal.®
+he™

Some flexlbility was,kgiven to the plan by giving supervisors some
leeway in shortening the learning period.

Efficiency records (reported by the workmen themselves)
was used as a basis for judgment as to the learning period required.
These records mey have been correct, but on the basis of the Bank
Wiring Room Study, we know;: that day to day individusl output Mﬁs
were not dependable. During the learning period, also, it seems
that the workman might tend to have his reports confom to what the
Company expected of him rather than & true statement of his output.

The recommendation as to when a beginner should be put on
regular group pay is usually initiated by his immediate supervisor.
Also on the basis of the Bank Wiring Room Study, we know that super-
visors do not always act logically as provided for in the company
Technical Organization. Group, loyalties, prejudices against some

beginners, mey influence against making a reconmendation based on

Tacts alon@
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The words "WJage Incentives" although possessed with only

symbolie qualities, appears to be generally regerded as signifying
an ob jective, proved principle. Some other possible interpretations
of incentive plans by the workmen will be made 3, other then the general-
iy accep’oézf one that a worker will sutomatically respond to economie
incentives, The statement is made that under incentive methods oli‘
payment the quantity of output will increase. If this statement is
accepted as true {which in many cases it probably is not) there are 2/§@
other reasons that may bes stated that mﬁy account for the increasing
guantity of output.
1. The quality of the workmen, concerrivg-quentity-of-oudpul, may
be imprdving. This improvement might be caused by the increasing
efficiency in choosing the right type of person for certain jobs.
Also, it may be caused by the more or less sutomatic elimination of
slower men. If they cennot reach group stendards of output their
income will be cut and they will probably drift out of the plant and
intc jobs where output requirements are more essily reached.
2. Tﬁe higher quantity of output mey be achieved, not by motivating
the worker of his own free will but by foreing him against his will.
The worker may be desirous of meintaining his former income camgmeedsr
demends may be mede on his income because of rising living costs.
In instances such as these, it is very probable that the workman
expends extra energy to meet piece rate output stendards Lmesly

il against his will. In other words, rather than a plan which should
act as an inspiration to a mrkér, it may develop into one which
forces him to meat stendards,

3., The improved output may be dus to improved machine jor work place

conditions, the incentive itsels having little effect
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4, The improvement may be due *o improved work methods taught to
cheY Them the wagw tmeemrive.

the workmem{'a It may be said that the Wage Incentives Department ¢
apparently maskes no effort to prove the principle of its plen,
No attempt is made to segrefgate the varieble factors to arrive at a
true evaluation of the wage incentive principle.

The charge cemnot be made that the department is not aware
of the human engle. However, on the basis of the tw weeks time
spent in the three depariments it seems safe to say that they disregerd
the problem sometimes and at other:(t;;;; gdo not cope with the problem
at all satisfactorily. TFor instence, in the amalysis of Joint Branch
Employee Representatidon meetings, the Wage Incentives Department
makes the statement that much of the employees objection to being
downgraded is in reality a protest sgainst not having special consig-
eration shown for long service, and that the workers are protesting
against being judged soleiy on sn output basis. However, the only
coament made is, "This may later develop into a ser.ious problem and
it will bear watching.® So, from the observations mede it seems that
the Waée Departments try to apply their logical mathematicgi!. formule

yame.s
hey are incl ined

not giving proper attention to the humen problemsd

: ‘g
to guard their strong position in the Company rather jealously. They % .

are instrumental in writing andi{interpreting management wage policy,
Yed ‘y

but before they can reconmendﬁin elligent executive action, they

should give more consideration to the point of view of the work force

- in order to round out their point of view.

LABOR GRADES DREPARTMENT

Attitude toward Operating Departuments. .
disT anT .
Thexre appears to be a very impersonal relationship between
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Iabor Grades and the Operating Departments. The reasons for such
a relationship are not difficult to see. In the first place, it

is the job and not the men who ars being gresded. In the second

place, visits to work departments ere infrequent, since jobs are vé(fﬁ*
graded mostly by comparison and not by a detailed or drawn oﬁt- aﬂpﬁ#pxaé“?u
analysis of the work situation. Also, the only time that a labor g&ﬁsigaﬁggwgi
grade is required, is when &n opeiation not now graded is intro- 0}}R3%“&4

o/
o
duced by the Development Depariment. %w)
The Relationship between the Labor Grades and Time Standards De-

partment has already been discussed so it need not be underteken

here,

Relationship between lLabor Grades and Wage Incentives.

Although the two departments are of an sequel ranking under
the same division head, it is probable +thaet the Wege Incentives
Department is accorded a supeiior position in the Plant's social
organization. This position is probably due, as stated heretoforé,
because the Wage Incentives Department often writes wage policy
recanmendations that may directly affect the Labor Grades Department.
For instance, at the present time, the Wage Incentives Department is
formulating a_QaEIE for placing a more precise and scientific
*numerical rating® on job characteristics to be used in labor grading.
Evidence of the Incentives Departments prestige is shown because

Mr. Snell often informelly borrows lebor grade engineers temporarily

to aid him in special work.

Iabor Grades and Piece Rates Department Relationships.

No evidence presented itself that might definitely be

construsd as an indication of the relationship between these
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departments. It is hoped that some of the relationships may be
revealed when the writer visits the Piece Rates Department. It
appears though that lLabor Gredes should be in s somewhat superior
position since they are looked upon as the représentatives of
menagement in establishiné labor grades? which the piéce rates

department uses in setting rate's., - — A

-

A\elbwusually permitted only a.few nminutes of conversation

and theﬁ suggested that some time be spent with one of his subor-

dinates. Mr. Vincent, the section chief, although very talkative,

was not at all consisteﬁt in his views. He apparently looked on

the task of grading a joﬁ as being one of hunting for specific

differences hetween jobs so that differentiation could be mmde

between a job and one in a grade immediately above or below. In

fact, he had listed in one of his personal files some stock

phrases that he listed as being good ones o uée in differentiat-

ing one job from another. The whole department sppeared to be .

rather on the defensiveALu.6Qé%aCL&4454;M} ;2§a‘fﬁ£;ﬁvu§224»m,j7'zﬁﬁf 44%?&;ﬁ,
"~ None of the men interviewed displayed an absorbing

interest in the labor grading problems, and none of them revealed

a far sighted or administrative viewpoint toward the job. It

was more an attitude of getting the job done from day to day.

Mr. Oberland,one of the labor grading engineers, after discussing

labor grading rather formally for awhile, discussed with considerable

enthusiasmagovernment surveying projeet that he had charge of up in

Wisconsin during the Western Electric depression lay-off.
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Point of View of the labor Grades Department.

The department apparently does not have a scientifie
method of conducting its labor grading work. Grades are established
by the engineers!'subjective opinions. New jobs are graded by find-
ing comi)arable, already graded jobs, with which to classify them.
Admittedly, it is a most difficult job to differentiate jobs further
than skilled and unskilled jobs and it is evident that in grading
5000 or 6000 jobs many arbitrary distinctions have to be made.&nd
because they are superimposing their labor grading system on a
genersl wage level that has never been proved as being the most
desirable one, mmises the job a very disheartening one possessed
with a great many obstacles. Wage establishment depends upon
management and worker sentiment and is not established on a logi-
cal basis.’

The departuent, however, does pretend to establish its

rvanl
grades by the various rating factors mentioned in thg’,\report,aa-

They wse %,%,A@m 7 "&‘L

very careful, however, never to permit themselves to be too

DRO-B AR trem ey Reile G e A YIS

definite about a specific job grading. The writer asked one of
the labor grade engineers if he could accompany him on an actual
grading job. The engineer was evasive and never consented to the
suggestion, Mr. Lavigne’ the depariment chief, did not permit

himself to be interviewed for any length of time.

G e Attitude of Wage Incentives, Time standards end Labor Grades toward

. W e S~ e e e . R e o

S N

J (Vm:”" Industrial Research.
F
/[‘ J ny The general opinlon ¢f the sbove dspartments towerd

Industrial Research may be briefly summed up by stating the gensral
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attitude of all three groups: They think, "We are enginears,
.grappling with concrete problems, engineers are the key men in the
Western Blectric Compsny end have been for years and it is from
our renks that administrators should come. Industrisl Research
is an unproductive department, dealing in ;ntan'gibles. They are
useful in smoothing out a few rough spots for us in our reletions
with the work depertments.™ The three‘ departments evidenced very
little of_ the ) g:nt of view of the Industrisl Research Department
and af’;j?‘\lg%fiige:;ested in ascquiring it.
A few specific indications of the attitude of these
deparigmsnijs toward industrial research follow., Two times standards
bons are cited first. Mr. %‘th, a Time Standards Section
Chief, when informed that the Industrial Research program was again
underway, made the following response, “Have they started that "dam"
thing up again? I hed a lot of those interviews dumped in my lap
for my study when I was over in the Inspection Department.® As 1£he
second instence, an opinion of Mr. Nelson, Department Chief, is cited,
| when it was suggested that the Industrial Research Department might
be of service to his department when Time Standards are introduced
into the work departments, respgnded, "Yes, you can be of great serv~
ice to us. We would like to have you explain to the workers that our
time standards are fair and accurate.™ He apparently took no cog-
nizance. of our Industrial Research Depertment®’s knowledge of employes

attitudes and behavior. He assumed that time standards spplication

pu
offered no serious human problem. However, the Time Standards Depart-
' seer beeasd T "b& L
ment di %2? to make a favorable impression, thirnking it would be
| ~ ‘a S —— /l
. carried :an to the work force.i.. ,(/éc A A

, . ’ 'g't'b:fi(; R !?.‘. r-e:f/y:..‘-_&&
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Indications of the attitude of Wage Incentives are considered
next. Mr. Snell stated that because of unsettled national labor con-
ditions another wage survey is being undertsken ot this time. He ap-
peared to be somewhat of the opinion that to prevent Hawthorne labor

cgﬁéﬁ&ﬁﬁf" AR AL Al :
unrest, vwomghelhdeiere anothe® wage survey. When Mr. Bushler, one of
Mr. Snell's two aséistants, was asked whether he thought that a
representative of the Industrial Relations Department might not be
of service in an advisory capacity in the Output Standards Setting
program now under way at Hawthorne said, "I don't see where'he could
be of any service." At the present time the work is under the direc-
tion of the Producti®® shop superintendents, the Operating Results
Organization having detailed charge of it. Tabulating Department
representativés, Operating Department Chiefs, a Wege Incentive
representative and Business Methods representatives, are on a committee
that meet once weekly to settle questions relative to the operation
of the program.

A speciel fatigue study was made several years ago under the
direction of the wage departments. It was & typical action of the
wage departments to employ an industrial engineer for this study.

One of the principle attitudes displayed by Mr. Snell was
his extreme reticence to-permit the observation of some work of his
department and especially the problems now before department. In
reflecting on the probable reasons for this reticence some possibil-
ities are noted. A poor job of interviewing may have been done so

that his confidence was not gained. Secondly, it appears probable
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that some of the work done is strictly confidential and that higher
authority has instructed him to strict seerecy. A contributing
factor is also the personality of Mr. Snell. He is very reserved and
agsumes an ~aamews manner of considerable importanpe. Also, suffi-
cient time waé not given to interviewing Mr. Snell. He was extremely
busy at the time of the rkweemeexs visit to the wage departments. It
was considered more advisable to try to establish and maintain a
friendly unprying relationship rather than risking the loss of good
will and the closing of his department as a source of future wage
informetion. It is also possible that his reticence mey be due
partly to a reluctance of heving the work of his department sur-
veyed by anyone but an engineer. He may feel sensixive to having
his work judged from the Industrial Research point of view.
To illustrate, when the writer asked him for a lisgt of
the recent problems worked on, his immediste attitude was defensive.
He queried, "what are you going to do with the information?® Also,
he appearéd to be very interested if the writer would joX down notes
at any time while interviewing the engineers. He was also desirous
of knowing whether a report covering the two weeks' visit was to be
written and when informed that there would be one, he at once ex-
pressed a desire to see it to be sure that no misinterpretations or
untrue impressions were gained by the visitor. It is hoped that
more specific informastion can be gained concerning the attitude of
- his department. This information should develop in the future,
since it is belisved that a reasonable favorable impression was

created in the department.

UNIVERSITY OF WISCONSIN =~ MILWAUKEE



54,

0 specific attitudes of the Labor Grades Department toward

/g%mJQA;fE[ é?ﬁﬁ&hm&dl&

s were recorded, other than the general opinion as al-

ready previously noted. The most apparent attitude was ore of
evasion when attempts were made to really discuss the "human side* of

the wage question as they termed it.

Gewelenzinn .
There was considerable evidence of a desire on the part of

the ~three departments to present a good front and create a favorable

AL erlapne ﬁ igg, -
2;%&&3:7‘ It might be reasoned thet the Industrial Research i s
A/vfl.""t. 'wfwci ;m
is regarded as being on the "side" of the workers, so t0oo much edn
not be rev%gled and yet they do,wish tq, create+a [favorable opinion so
Lo e hd T IR 080 ,lejzéf
thet it ‘&adbo-carrgﬂgagack to the workers, and so that the Industrial
Research Department will not criticize their work in any reports
written to manasgement.
' It should be restated that meny of the assumptions mede in
this report lack adequate substantiation, however, the report is
written more as a means of recording informstion and impressions
gained during the two weeks! visit. .In this way it will be easier

to substantiate or disprove these assumptions as more information

is gathered in visits to other depertments.
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