Correspondence and report on a conference to resolve a
labor-management conflict over piece work rates. 1940,
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November 22, 1940

Nre George Duval, President
Western Elestric Employees' Association, Inc,
Kearny, New Jersey

Dear Mr. Du¥al:

gonfirming our conversation of October 235th and
subsequent telephone conversation of October 30th, the request~
ed pisce work rate conferences between Msnagement represent-
atives and representatives of the labor Organizations re-
presenting employees ln the Manufaéturing Department will bw
held in Chicago on Wednssday, January 8, 1941, at 9:30 A

It was agreed in our discussion that the subjects
t0 be considered at this conference will be confined to the
following piece work questions which were brought up by the
Labor representatives at the October 1llth meeting of the
Naetional Committee.

(1) That the 154 increment on plece work be a minimum ¥
on all jobs in a work group.

(2) That employees in a piece work group who may be &<
on development work should not share in the
piecs work earnings, but should be paid average
earnings by the Company while engaged on such
workse

{8) Vacation pay to piece workers should be meade on .~
the basis of June average earnings and not the
fiscal month preceding that in which piece
workers take their vacations at other than
shutdown periods.

(4) It was contended that piece work jobs are
permitted to run for a consgiderable period s
before piece work rates sre established and
until the individual employees in the group
develop skills and short-cuts to such a high
degree that there are little incentive earnings
left to be realized., It was therefore contended
that piece work rates should be established by
the company for a work group earlier than hereto-
fore. '
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Mr. George DuVal - 2: November 22, 1940

(5) The “avei'age operator? used in timing an operation Lo
should be one who has not developed these skills and
short-cuts out of long experience in a work group
prior to the establishment of piece rates.

(6) A joint Management and Labor committee should be seb -

up to approve the established piece rates, to be
Tollowed by a 30-day trial period to determine re-
actions of employees to the change and to promote
confidence in changes made.

(7) It was held that the set-up time on jobs where small I G
lots are turned out is not covered in piece work rates,

(8) Minor changes in operation or methods should not lead 7
t0 a change 1in plece work rabes, L

(9) Operators on operations where output is machine-
controlled should not participate in group piece work
earnings, as therse are no incentive earnings to be b
realized. Management should therefore pasy such em-
ployees average plece work earnings,

(10} It was proposed that duplicate copies of time analysis
sheets be available to representatives of the Labor
organization in each department.

(11) Delays should be eliminated in handling grievances LA
involving piece work matters.
(12) sSome people prepare jobs before starting time and e

after quitting time, Some employees take home parts
that they and their families work on to faecilitate
work next day.

As I pointed out during our conversation of October 25th,
the Management representatives will be authorized t0 negotiate with
the group appointed by the Labor organizations on matters of piece
work policy affecting more than one location. They will not be
authorized to negotiabe regarding questions of local application.

Yours very truly,
(Signed) W. P, Hosford

Vice Presldent

UNIVERSITY OF WISCONSIN - MILWAUKEE



cory

¥R, D. IEBVINGER
Information.
W. ¥, Hosford

WESTERN ELECTRIC EMPLOYEES ASSOCIATION
November 25, 1940

Mr. W. ¥, Hosford, Vice President
Wegtern Electrie Company

195 Broadway

New York City

Dear Mr., Hosford:

Replying to your letter of November 22, 1940, we
wish to add the following subjects which pertain to
eonpany policies end piece work:

1. Rates ghould not be out on johs which have L
only changed code numbers and where job
remains materially the same,

% 2+ Only part of job or operabion changed should &7
% be restudied with the purpose of changing a
\ rate, (It heving been decided after dlscussion
\|  with the Labor Representatives just what the
\ pert affected rsally is.\

{ B« Whers new plece work jobs are introduced it .
i must firset be agreed by Representatives and
e { Management that the expectéd hourly output
can be met by an average experienced op-~
erator bhefore a rate is accepted,

., 4» W¥here a group of employees object to the —
pies introduetion of piece rates on their job,
or Jobs, this objection be sustained.

5. Whers piece rates have bsen rejected
g&fi"'" Menagement will not use bogies established L
on same to act as speed-up system,

6« Msnsgement will refrain from any attempt to

e influence any individual or group on piscs
work except through the Labor Representatives,
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Mr, Y. ¥, Hosford -2 - Novenber 25, 1940

7« ‘Average earninge to be paid employees during
o period of bargaining between Management and
L3 Association on job being changeds

40 B8 Employee must be giveipiece work layout.

"These subjects were presented to Mr. H, Beal, Kearny Works,
for agreement but he suggested that inasmuch ag these subjects
pertain 1o menagement policies on piece work, they should be pragented
at the National Committee Piece Work Conference to be held January 8,
1941 at Chicagos

Yours truly,

(Signed) G. DuVal, President
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i I HEsEY CONTLG NOT: O TTOT RGN

From en wxerinstlon of the ftemg listed on the ngendm for
the forthoomiang ounlerents on pisce vajes, twy obsorvations may be
mede. The first ix thnd the menner in which some oF the jtoms are
statad oyrgeets that Vhe sesocfetlon bes ot insdeguate uwnderstending
of 4he sfrootures and funetion of the piece work systen. Jome of the
topion overlsp or cover Lhw esxe ground, obthers apparently heve not
bean thought through ewty fave It appeers sa thouk the resseistion
s siziving to pressut o strong esse withoubs guite knowing how %o 4o
%5+ It also Jooxe as though muat of the items on the sgends cowld
be dlaposed of rether wesily 1 teken at thelr fece value end srgwed
at thet level.

The seound obsaryaticn coneerns the smwbtlonsl tone Iin
vhlch some of %he ltems are worded. The langueps wsed and the kindx
of dempnde which sre made asen to rafisct an wttltude of an¥sponism
whish mny 0ok be sonduelve to 5 sonfersnes discumsion. Certainly
sugk Inngueps doss not reflest n xtats of wind which would be very
vegaptive 30 = 1ogtesl pressntation of evidsnse by Namagemsns how~
ever well Dreparved 1% might be.

These two obserentions sugrest the fellowling conslusions:
First, that sny atiespt 0 deal with the ivems Listed ad thelir faee
¥aloe mighs 12 effsat be takiag sdvanioge 07 the ‘ssoeiction's lmek
of dissersment in pressnting its ssee, st lesst it micht be o e~
strwed By theme 8 & romilt, the emotionrl resistuncs olresdy notwd
on their part might be fusreased rether than diminished sad the son~

forans sonld get sovhare in sueh an giwnapbare,
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The ssocond conclusion sugposted I8 that 1P Lhere i to bha
a real meating of mindg, the yroblem needs to be resitated, Joms in~
sight aeeds to be geinad into the neture of the problem the urgency
of whieh hesg prowpbed the 2ssooistlon 46 ask pot only Por spesific
polictes vepgarding prectice bub nlsc for a control whiah quibe obyi-
onaly would meke 1t excesdingly di1fficult to keop the shop in mu
efiiclent eporsting sondition.

I on effort o provide o basis for o stsiement of thie
probiem, the personsel coutsslors were ssked o seloct osbservations
bened on thelr sxporience with euployess, lower line swmervisors,
and cescelebion mapresontatives siied threow 1dpht on pisce znte disg-
turbances, 1% 1g felt that this woprosch hea provided o dssmeription
of somm of the besic problens In our plece rate situebion whiah are
265 rendily apparente. The analysis alsy supplles soue clues which
My e useful In workiog out s sound position for NMansgemsnt in con™
ducting tho sonferonce. This saterisl will be prwsenied in the
rewe inder of this vepord. Ue have Talt 14 nessssary to include
good deal, of desariptlive material iz oxder to elsrify the poluots
devaloped ond bring ond somxe of the significant trands leading up
+0 the pressnt dsy situaiion. However, a ganersl suwsary will b
found on pages 13 to 1S5. The meterial is orgenixed under the fol-
lowing general hesdings:

ls Conditioms under whleh somplaixts about plece ates arize,

2, Effest of piess rutes nrokleas upon relaiicus hetween em-
ployess, supsrvisors, s ‘fssoeistlon repressnietives,

3. T dewslopwent of present day attltuvdes Soward plsoce
rates,

Swesary = Gtatemat 3 the proviex.

r

§e Implisatiems fer the sonferunes,
$. suggestiens fer Iumriher study of e probles.
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lniots Lboub Piege Iutes sriue

lel T7The sos¥ pronounsed disturbanses goour whenever ¢ new rate
in intooduced whieh meberielly aiters the agenstomad work
hepites of mn employes or group., TFeelings of umessinoss be~
gin w8 soon ex the employee lesrns that his Job is to e
studiad ox restudied and they persist with vevying intep~
aity watll outpul or sarnlsgs ave resstsblished s% o Jewml
that iz sablyfectory 40 sil somcenned. Sritienl attitudes
a¥e prriicularly noticenble whensver » plece rate is inkro~
duced ingo » situation whdch is 18 the protess of ad usting
0 & »ejor feelniesl ehange. With thie conblianidon of
chunges, the disturbsnces ofien dwenlop 6 a point whers »
group falls o make sn offort to improve pexforssncs snd
effact the sdjustment whish e necessary o bring sbosk an
improvesont ix purformances.

The more serious types of disbwrbamse often exiasxds beyosd
the ampioyes proup thed is speoifionlly offested. Rxpress
sioms of synpeily and persimal cosesrn are oTien oderyed
in o¥her sopleyes growps thet are closely sssosicted with
the growp affected, 7They ave also ocesssiommlly ckserved in
the ismediste supervissry group ss the supervissr's probles
of petting the work sut is seriously affested.

1.2 Tiegs rates are often eritisised when a drep in sarnings e~
onrs wnlens ke ohangs ir undersianiable and asesptadle %0
sll somsermed. It iz ef¥en felf thnt reates should be se¥
$hat sompensaie 0 the shanied sonditien.
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%e also note eriitlosl sttitudes whenswer the earaingx of
one Eronpy sye lower than the sgrivings of anotbey group
dolug sdmilur work op sher dte ssployee or a group of ave
ployess Teols thot they have worked hurder than they aid
during the prev¥ious wonth ond yet Find thypt they are o bhe
paid lasse
148 Employnoa who s parstnelly unsiable tend o be very out~
spoken In their complaimts. Thoss pevpie sre likely to be
disturbed by aay changs that mey have ocourpyed in thelr
pereonnl situetion, suoh a¢ Cinencdnd $rouwbles, family
ircables, downgradings, vechnleal shonge, otc. Howwer,
we bavs sbsorved thet vhenewer theass peopls are looaisd in
pisce work groupa they siuoed always foclude ﬁﬁﬁ{ﬁaiiﬁi
that relats dlvestly %o the plese rate In thely expreasiom
of dismatizfaction,.
To sumarise brisfly, wa find compleinte couming from & wa-
Maty of souress, zone of them arh relwted direstly to the adminis~
$ration of the pless rate syaton but jeny of them ariss Lfrom sourvees
$hat are aot at all relsted to it. some of thess diskurbences Sesm
%0 be buasd s speaifie thimgs Pht ¢ould he ohauged but the sourse
of meny #Ff Shem is so indefindtw that 1t would e Aifficult to make
sy shenps In peliay Shat would mabexially nlter them.

(fless of Pleas i hlvse Upon Rels '

Supeyvisers, sid fssvelgtion Representatives

Rl An might be sxpesisd, ¥he relation Datweer $he smployes and
1is immedinte supervizey is mest likely o hesoms dinturbed

vheasver & piase rabe prodblam seeurs. Thess disturbomees
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vary considerebly but they sre mowt pronounced whenover the
supprvisor Sevelops porxonml feelines of Lhnsesturisy in the
progess. This kind of wmsertainty comes ahout from indioe
thons that e s ot meking & satisfestory showing and that
his superios i Mansgeoent nye expecting sore progress
then he iz qble to showe 2% bhose times he is Iikely either
¢ isshs » grest mewy diveet orders that resnld in opsn ap»
tagosiene or tv Teel conpelled 4o muks changer in the work
wid Ip the persounel in the bope that somwihing will bring
abouk en improvement. Ue £isd him becoming & styist disel~
piinarien lusuing oxders adrwpsly such as *Hon't leeve Lie
Jobsr *ponvt twlkpY *Hiurt prompilys” and "ok '3l guiv-
Ying timea.” In other cases he may Teel the uegsisity of
pasning on Goders “varbeatim® thereby wosonselously diselaim-
ing say yersonsl responsibilisy for tham. Az migkd de ex~
peated, this kind of ohetge in behavior ofkss tends o in-
sreass the disturbanes ax it lesvex the wmployes fanling
ot his Lromskicte supervisor 40 ukwilling to 4o anytileg
%5 help hime In some ecses alno, the aupervisor tsnds to
kesp An the eukgyeund a5 300n u¥ She swpliyse has taken
e problax t0 s Lxsosiation, This shaxge in bebavier is
ive nokiveakie 10 empieyues and 1% leaves them Zesling
bt Shay bave only the Zssocistion te look %o for mupporke
2.2 Tha supervizer's relnkiens with kis superior and with other
suparvisers also $eid £° bestene disturbed in the sane makther
a8 his relations with smpleyses. ¥e iz lilmly %0 besene
guite asiive, 48 make oxcessive demanis Tor sosperation amd
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to be unduly eritloal whensver auybhing brixgs adout dolays
in the works

Bef  In the employse greup itself, the perscnnel stunsslors slso
shrerve conslderable chunge whon o plece rote problem cgours,
fie nobte o atronger type of internsl organizeticn = x Tendency
0 fopm styong sliques which bring pressore on othex swploy~
ooy and & tendensy to setratize sayone who trlcs $o muke the
rute. They ack guestions and demwnd explanstlions for active
ftles that ordimsrily would pass without notlce. 7They seem
to gt Libtle setisfaebion from their work ohd thely pexsi~
wisw generally developw into Zaelings of having hesn dagraded
pr let dows by someone or smeihing,

£44 In oopeidsring shanges which ocour in the iscoeletion repre~
ssnbrtivats relgtions, we Cind him feeling tnder consdderable
prassure and he I8 Likely to appesr 1o bs opsnly anisgondstle
in his velotions with smployses, mipervisors, sud often with
Menagewsnte This changs oppeers o e dus to tThe fallowlig
seguanye of wvenis whish oscur in connestlon with nearly svery
pines rxie dpmplaink,
The lssosintion repressnbstive more often than not rsceives
stasiments of ¥he problems from smployess thek are conflied~
fxg and 20 vagualy stated that they nre not very uwsaful.
Tanir prodblass as sxprosesd must then be restaisd In & way
S50 that the rgnosiasion san present the compleint to Menege=
wend, This weuxlly ixvelyss sensidexadls tims snd affors
fa2 b et presexs his sase Liret to $he issmistion and
ooxvines them that it is sownd and Yhem sesurs their help
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in bergeining with Meuspesent. 2fter this i8 done he fasls
obiipated 4o obinln suse concemsion thot will be avosplable
to the snployene. Durisg the time thet he 48 bsrgainiog, be
mest aluo de ready st eny time to wivise employees an to the
progress he is making. 1In this sort of o situstion, saployes
demands are wlunys i% exoess of yhet the repressninitives fonle “
e enn asccomnlish as Yhet he must either appesr openly en~
togonistle to Yanspenent or be in s position to tell wwploy-
asp that thelr complsind In not fustitied, 2o might be
srpested, i tsuslly fivnds thet Nanegement bas e battay
wndurstanding them he hes of Yhe condivions usder which the e
rake smn ash and thet 1% 1x exoesedingly difllayit to £find
Plaw 1n thelir Jogie. Adse, I teams of the somplajnt, vhe
answar Be reosives is wrually usswtisfestorye Yhis means
that he cammot get snything with referance to the complaiat
that be asn saryy bask ¥ his conmiituentis. e alss node
that beomuss of the sise of the represextubive's terriiovy,
that he is ordinerily invoived in » goed dexl of this akiiv
itye FHe fiads himsel! frequantly faesd with the problem of
siiher taking smployes soupisints regerding pises ro¥es wp
the lise or telling Thew that they do 2ot have a esss. This
is partinnlarly setissadle wiih refsvemce o wawbars ol ihe
Toaad of Giresters why ast as advizers in osmmesiion with
Mat smpleyse compleints.
The shove shesrvations indisate that plees rats dlsturbanees
bring shout a xkiseadle shangs in e relations s almest everyoms
iwvelved. The tendensy on ide pary of the ewplayes tanard defenslive
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bebayiop oraates adniuistretlve problecs for the supexvisor so thed
in souwm ansss ot lesst I iz &ifTienit o secure wn efficiency thed
will bering sbhouk an sdjustnent. The supervisor, while faslling the
sulee responsibilivy for effeeting dmprovesnents in effisiency, hends
t0 Teal Jass responsible Zor securing either an mdinstment in the
pisve rata itself oy some sonseselion thet wili be sstisfestory o em~
ployoaes while they are learning %o work with them. 5 lavge pert of
this remponsibility Hes hesn teken over by the ‘apseistion. Tus to
the lack of sufbority in the 2saoeintion vepresenbatives! reletions
with employess, thelr 4ifflenitier in stating the employee ovmplaind
to Taanngenant end the problems lnvolved 1n bringing besk s gouges~
alon that will appear satisPeatory to employess, their position has
frequently bssome unsetisfuotory to employsss, supervisors mpd them™

peiven,

Ye *I’hc mnlggsﬁm of Fresent

3o Tar we bave atbespieod to develop the following poinis:
(1} There ars uswelly disturbances of varying degress of intemsity,
depending wpon soaditisne, wienever tew ploos watss ure introduced,
(fﬁ hat u gohd sany complainbs shouk plede rates sare mMeslly nt con=
ssrned with the Diess rats as wuslh asx with other conditions. (3)
That Shere has bean a sarked shange in the relstions bekwesn supervi-
sox and smployes and bBatwssk employss and ‘escoliatlion repreasenstative
sush that the represaniaiive zow bears the brunt of wployes dinsat~
infasstion In this srea, {4) That the Fesoeistients demends for mors
soatrel with refersnss ke plecs rabes grows out of ike pPrwssures the
reprsesntatives are wnder in mesting the dmmends of their semstitn-
onin, {5) That e supsrviser na leagsr fumstions effectively fa
relation te pises rvis diskurhenses.
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Eo oue opluion, ths most outstending point 4o be consig~
ered, aconcerni the supervisorts poslticn ax deseribed shove. hat
hat Brovght sbout tYhis change In his feeling of responsibility for
pisas rokes probless which arise in hie organizationy Iu opder o
answay this queation, it lo secegsary to g0 busk o few years andg
sketelh in zoms of the oosnees 1a prectice vhish seem to bo dlrseily
related 4o this problem, Thess chenges in pesotice hove been intoo-
dnoed within the sxpsrisnce of many of our longer sspvice smplovess
and spperyicors. They are presented more ov less in shronolopieal
order in o ite of the Paet that setually thers was some overlapping
and $hot moet of Yhe shenped ware Introduced gyuduvally.

Jel Some tive s whelt most of the work wos on straicht plece
work or definite group plses work, the followlwy sondidjons
axistods
8, Plecs prates sers sither sstadlishod by comparison or

moys dfrectly wpon vhe astusl timings of tims sbudy
Mmen thew st pressnt. This enabled smployees silther
to b satdeting with u rats basauss of previous sx~
parience with a simller tale or 0 see n divest re~
Intiom Detwesn the time 13 Sook thew o 40 o job when
he JoB wne Timed end the pisve rade. Inployes attli-
tudes toward (ke rTake, good or hed, were largely de~
tarniwed by thene ohservsilens,

by Mot yiesm rades wore set om essh operskiva. This
farh smplayees and supervisora somaihing thet they
falt wan dofinite 0 $alk abeut wheneaver s rate wms
hought ta de toe law,

6. Jaxy rate sekieds wars sslesied Trom the shop =nd be~
sxong o thelx shop experiance wers nble 10 sstaklisk
relations wkish Yanded te Jeke smployess fesl that
e Sindngs were fuir sl dhat Swy Mad allowd for
difrisultion Thsi She smpleyes sxperisnesd in dolng
the job which were not observable 0 9ae who was net
Lfamiline with Yhe works

4, Pmployes semplainis shext Diese rates were taken i~
rossly 4o ¥de superviser who than felt respomeidle
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for sither showing sn employee how a2 Tate 2onld be
vt or In takisg she prodlisw to the plese rele met~
Fors  The adjustument which was finally sfiscted came
phowt rredusily but ducing the entive blos the e~
Ployer sonld get someibing definive from the super-
yisor regurdiag the sistus of his complsint,

#s Duping this Lime, Decause of “fat ratenr whioh re-
slted in inefTiciongies und mbuormelly high saonings,
it won 48TMiauly o vove snployees from one. job to
another hemcsuke movensut wmally resiited lo a Sempo-
rexy loss ln earnings, Veristions in possible sarn~
iogs nnde gortein jobs deairsble und others widesiyr~
able «nd supsrvisors oftan had to force suployees fo
work on wudesiveble jolw. ZBececuse of thds, consider~
able feoling devalopsd that supsryisors were partiel,
thot they showed faworitism, eto, In dther words,
many of the gomplsinis whitleh might have twen direeted
towsrd the plece rste nystem wers dirested towerd the
aupervisor,

Guring this sarly period, complainta sbout plecs roles
were oopparakively onimportent snd sdjustments were usunlly worked
ouk through the copbined afforts of the supervisor =nd the plees
rete selter, BHBowevar, othey dilfigulties were orested involving em-
ployes sfficiency, oot and other diffieulties inm the sdminiatration
of the sysbem. Hue to these probdlams, gooup plecs work wes Isbreduced
snd movs amphadis wan Placed on movirate Timings,

o2 The following obsarvations axe covasernsd with the ssrly
phase OFf proup pless wark:
%s The hourly rats besams lmporiant 4o smyployeas and us
ihe hourly rafe new deberaimed she wastint wn smoloyes

eduld exrs, 1% soen replessd aversps sarnings ax a
synibel of status,

¥e 2% Fant time wogeys ware st by the asupsrvisor ssgord~
ing S0 wiat e Telt employses esuld produse, and thus
+he begey repleswd the pless rute a8 nn odjeet of com~

platnt.
6o During this peried, piess Tate setting begams nore
seientitie, time stendards were ixirodwsed snd retes

Wgan 5 Be sat an a ¥ial asseshly 8y s combinetion
of spevniisns, Mers sareful stuidies were maids iz an

offers %5 20% rates whish weuld yield s wmitorm re-
™.
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8» Jupsrvissrs begen to feel mors end more reaponsible
for kesping earmings steble and less xespoawible for
seeln  jhet esch rate wis pight. They Fawid ales,
sbant shis tlwe, that the Lime study man 214 n0% et
the rate sxelusively fzom tiwms xtudiza, In nany
auses their Anterpretation of these chunges were in
wffeet hnt tiwe study sethods hud bscome #0 domplex
that eomrlulnks okeut aten wors 4iffieult to sdjust
sstlalsetorily, They also Iousd thed thelr compleints
gometines reaxiulied In inefflcienvien belng soied on
Yie ok Por whioh they falt responsible., 211 of thoase
sotivities mnde 1% dunperounsv end AALL1eul% $o saxwy
on b mebfeity whieh they forwerly handled.

Taring this period, »s nots g gradusl shitt 48 smoloyow
and supsarvisory thinking from the pleos rate to the howurly rete, the
bupgey sud the fmpordsnce of maintaining stsble exrnings. Us nloo ob~
served wore selentific methods being empluyed in settiog plece yaten
which deudad to make 1t more AIfTiewlt for the smypervisor fo sessure
sdinetments. This resalied in » lecssning of his effopds or, In
other words, & withdrawsl frem his former posiition.

e  Hors veqently tie following ehenges ssem signivicent:

%o Vikh the development of thw Produet Shop snd the resent
sativity in introdusing lumpreved methais, we oiscrve
siplayees hesoming mipe aud move consernsd abowk piess
ratess In pard khie chasge iz atiitude is due $0 the
smovas of the physiesl shange that wen bhedexsary sad
She iy sew rates that wers msquived. Bod, in adai~
tiom, 1n the Dumetiomal shop a wejor shange In design
munk that the smplaysss affesied by daw relos were
seatiered throughowt awvsral ahops o shas the only
greup arffested makerinlly was the final asssmbly. e~
dor Sha Preduat shep sei=up, e groups allssied wre
nors Josniized amdt therelore developing astisiactory
elwens on rokes Medwne woxe dLffieull ax sswsral sesu™
petions s¥e involved. Certain seall groups of emplery~
oen becomn s dreg e 3he Balsuss of the groups, there-
fowe IFrisiien etwesn smpleyses sross wiish resulied in
protests regariing tLe rades, -

b Duxing ¥his sime nlse it was found Shet the bHogers su~
pervisers sei wers mot dased ox saything Sengidle se
fhat whonsver now rabes wore sst they bagan to use the
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sxpected hourly oubpub fisure whilch was bamed on the
pisve rote. This meeit thet with ssch shamge 1k rate,
the sznloyew wes glven the mew sxpestoed huurly sutpuk
ks Ak wight be sxpested, wmahy of thede wers thought
to be wyong and tharefora the rate was considersd wrong.
A8 g resels of ¥ulx, meany enployess hove had recent ex-
perianses in woriing on “wiong rates” when whst reslly
bathered them was the dogey,

& ith rellerence %o supsrvisory astivriiy, the trend noted
In the provious sectlon sppesred Ho cootinge. Foweray,
during this tiawm the supsrvisor-employss relabions were
affantod in swky shops by fthres Yavel supsrvision. The
wuperyizar fousd thed he hed Jess tine 4o spend with
amloyuen s 1% sany saeex thelr sonbeets tonded tu hev
oune more formel aud a8 & conssquence thelir snewers 4o
snployae eomploints abond pises rates botase lons sstis~
fagkory ¥o wxployest. The smployee In dwan begsn o
depend wore snd more upon the jApeoslation repressnisiivee

de  In sdiition, during this tise, $ime vefes repleced noney
raton and while notually Shis chenpe 414 no% lavelve
plece rates, sur sontrol of labor cost whioch Zommerly
ander money rades Involyed only ke plees rwie, now de~
pended upon meintaining n sbable balante in the aversgwe
bourly rate. Supervisory effmids to muintain this bal~
asgs browght about sowe modifienbion in formmer practics,
These nodifieations ware slossly assoeiated in enployes
thinking with pless rate prustiess 2o fhat they Sevwl-
oged a ftendensy 9 eomplaln whanevir savihisg Bsppeasd
wiloh adversely affected their ssrnings,

In this ssetion attention hav besn onlled {0 sertaln séras
fural okences in our situstliox whieh wers importent ix reletioex to
oarrent eaployes sad supervisor stbltudes towmrd ylese rsaten, the
problen Hetune zml'itmuﬂ by the introdustiom of the Froduct Shop
aad the wes of the sxpeshed hourly outputs whlsh ware determimed by
$ime study methods in plaee of the nore fnformsl dogey set »y he
supervisor. Thres level supervision made It mors 4ifTieuvlt for the
xNperviade 40 sainbein intimete persona) relatioms with smployess

sl time rates remulied in yestristiess in setting the hourly raie
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which helped to Tordhe? sgeravate plsce rote disturbanoes wnd to
#iroet mors atbention to saythisg which adversely sffeoted suraings.

As might be sxpooted from the sbove, n steone feelimg of
sibagoniem hat developad toward pleve celes in the minds of apployes,
the supsrvicse?, ond the sssosietion. This antegonism de apparantly
mueh mEopre veal t0 the Assopintion then 1% lo to the employre and the
suparylieoy becwuse the enployess sa Lndividuale are pot so edntinu-
ally reguired to bring sbout wdjustments in o dieturbed situstion,
alsg R good desl of thelr disturbed fselin s can De dlssipatsd in ex~
pregsions of aloptniae toward Nanepsoent sk the rasoclation. Hosk
of the rasoeiation weprosentutives have besn Lorued ropeatedly o
reapond in sovm weay to seployes somplelints and sove offen thaw aot
they Tind thewsslves inadsguately eqeipped 4o bnrgein effsabively.
This inadeguasy hos developed to a podng wheto considerable feeling
of emslonnl frustretion iz sxpressed by mepresentatives snd soms
sployees feel that » strong webslde uniom woildd be more sffestive,
T 1tews on 'mt sgenka Indisake that the (sacoiskion feels {hw only
soluvien for dhwe is to fores Sansgement into a pewition iz wileh
they RNt sgTes e apenifis resiristion in practiess. They feal
at Mansgomext munt agree to prove that & rads is right whensver x
sonplaint Inx sede andl that Mamegement must sgres o glwe the “axesi-
sbion & Mettar eemivol vnd x batter Bargaining posisiom, Howswer,
sonsiderantion of the prodlem ek seswis ¥0 be indlested in the above
ohusrvakion mekes 1% sppenr quite obvieus thal semsessions in Shis

diresiion weuld only sgaravats the predlesm Wad sppears o exist,
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Thet problse mizght be stutad as folliows: & somsidsrabie
anyunt of ubeneiness and Inmscurity on the part of employmws snd
supervieurs has developed due Yo the fagt that o sysbem which wes

i<

originally inkendsd to compensste exployses adsquntely for services
resdered «nd o provide o stabdle oontrol of lebor ¢ost i now oper~
abting in & menner which tends 4o dirset a ¢onsidersbls smpount of
saployee and supereisory atdentlon towsrd the plece rate, The su~
parviaor who formesrly neted 10 keap fhings stable hop hecoms nope
ar less lmpotent. A% & rYekult we are now cbesrving a new Poice,

e lJosoeintion, sttompting to strengthen iimelt sufileisntly so
tkat 1t enn perform the stadilisiny fanefions in this eres Lforwerly
perforwmd by the supsrvisore Tt wus apperent thed the superviser
wai able o haudle the sdjsstment probdlaw under straight piess work.
It wax aleo ppparent that wben group plece work started, be was sble
ko operate St with somparatively few sexious complalnte about the
flews rates This wes zcoomplished prisarily becsuss the Logsy was
sntadlinked by She suparvisar snd {% wes uok dependent in any wey
uren the plece rate.

The prablem from sx sapleyss relations peins of view Yhen
ooomes thal of reversimg a irend wiish hsa been developing over ihe
past few yeszrs asd whish las remelted 1 the supsrviaor aeting as a
leas offeetive sponey ix adjusting plese raie disbwreness. It now
lesks a8 though 3t is necassaxry te restors him €0 a position se
$hak be san sst guiekly azd effsstively in esmmwetion with problees
Ahat arise. IT this change sould be offtcted we wouwid a% the same
tins reweve many of ihe pressuress that are smow being dirested towerd
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- the Asssolshion #0 thut it would heey fewsr onployes coeplainte, In
addition, 1% might be sxpegind thet the soanelation would teke the
somplaiata 1% doos baar Lo the Lmedlate supervisor for adjustment.
A6 a vesult, ws sbhould find vhmt the ssaveistion would be less in~
toresied in obinining the kind of sontenl that it is now ssking for.
8,

The forepoing anelyels of pur plecs retes sltuntlon sug=
gextd thet It wonld be unwise to denl with the ltens on the ngende
&% thaly fuoe value with the Lldes of knookivg them off one siter
anothar, Undoubbaily the Yopies will dheve to be discussed in order
bt the purpose should be Jiffwrests It would «lao appeser Lo b w~
wise £ meke any concessions or commilments g% this time. ‘The ehinl
aim of the ponfersnce should bs $lreetad towerd susamplishing the
Iollowlng results:

1e 5 Dekker understonding of the problems soufroatisg the
Hansganant by the ssoelabien.

Be £ battsr understanding of the prokliess aonfronking fhe
Assoniation ¥y the Wanozessat.

Se 2 dafinits program for further stwdy of the proklem
whish will %ake inks sasount She probless brought owt
WY the Assotintion,

With peferense o tha Firsk two of thase objestivan, the
following nere deiniled suggsstions are oftered o8 ¥o Pt kinds of
statemants that might be made:

Re Tusoursge as mmek ¥alic an possikls regarding the mmjor
fwasion of a pives rwie Woihed o myment. IW anim is
sniy te (1) pey smplagues sdepaiely and in diress rela~
i %o She sIfort and sXill expenied, and (2) S» insure
sx offielonts shop,

b Poink sud shat ewployess working sa pisee work are Bow

otter paid $hax other pisee workers in the avea sl
Hat they are mwek bedtor puid thax sstpleyess woarkisg
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Loy other sonserns who are psid under x dsy wirk or in~
centive ayatone

€e In oxdar to saesure $his and 30 try Lo sysure o Telr weire
for all vey groups, 1% bas beun necesgary %O make = resl
sLLor% to set rales swenrxialy. ‘hesaver we full to do
his, proklisss Jevelep of one sort oy snother whieh ro-
sult i esployss eompladnts samd & A1fCioult bargsining
Job Tor the lesseiation.

da It is quite obvieus that we lave not yet found o way %0
do thiz thet 1s satisfectory, Ghave have besn Loo many
gompleints and there iz tou mudh varistion In the sarn-
ing poasibilities in plews raies.

oy In order the¥ we might be sora thet saployesss do not sy~
Tey uwiduly beoauss of thess mistekez ur bedsuse of tampo~
rary 410floulites wirich we kiow will soon be overeoms,
we heve paid sllowsnses, Thix method we know is not
snkirely seddsfasbory wut 1% Is wore prestienl then sny~
thisg slas thnt has bess supgestsd to date.

fo Ue wrs axars of the Tusht that the fasscistion s in a
dirfioudt positien with regerd to pless vede compleinte.
This SLLLioulty donen about largely bLecsuse Mpoegensnt
#nd fhe superyisors have not Lesk i svuscessinl ax they
wild like %o be In getbing u mew nte Inke sparmtion.

£+ Howwver, we sre 2ot sure as Yot that the ohanges In poli~
cies that dhe Assodiabion is asking Por axe the best way
out, If penmible, we wenld like the lfssoaisiion $o
elaborate wx thelir sugpestions and discuss the mamser in
waieh they wonld work if thelsr reguests wore praused,

Be dviss then shat Hopsgenent $x aboud resdy to make some
experimnts with regard o the sty in wiish piese
rakas are Lasrodused whiedh will b disgusmed in desall
with s Iesnl yeprescntntives so that the sxperiments
2y e obnerved by bath alidas,

1. So¥ un &xte Ler exetker sestlng 1in six mouika,

s estions for Furshar Study of ths Probles
Witk refervres 30 the third shjestive of ihs sonferenss
suggenied, nunely, thut of workimg sws a datinive yprograw for further
s¥uly, 15 appoars ¥ad sush a study shewld b aimed at rastering e
1ine superviser 0 & mexe offeskive position s regaris piess raies,
Sweh s sthady might best be thevght of us ar wperimsni, ¥he object of

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



1.

which would ba thet of inbroduning dsorrest retes fyom Menspemens's

viewpolnt and et the sane tiwe dissipating the aiffleulties the

sasosiakion how axperisness 1n securing sdjusiments on gouplainks

Bhist may axise, The syperiment should e Xeph entirely lu Usange=

wenkts Honds but the jespelistion should be informed of whet is belng

doum ond the district repregsatative in ke organiontion seludied

Tor experioent would, of ¢owese, be included in 1L,

fe

b,

e

L

L

fa

Ko

The Tollowing steps arve suggested:

dnlest o shop in whieh = donsiderabls cummt of $ime study

Arrangs Tor s sonference beiwesa the time study wan and

the Tirad lite suporviser $o discins iseffioianeiss in
senulaaturing process wilch are sppureat. Sesurs an sres~
went «» to the chanpes to be msde.

In that conferends, ths Sime study men should plan to glve
the muparvisor s rough 1dem of the probable sxpeeted ouk~
put un the Job Wuk ihe swperviser should w free to aed
hin owk Logsyse Polnk put Yhat b will probably be sbis
o gt more ovt of ene spsrotics sod less otk of snother
m;: thuk the rate o8 will we bused 9n thowe oxpested
Tiguaren,

Gend the final rate te ihe stupsrvisor for approvale. Ask
Bin %0 make 2 mevelul ohack o7 the Linsl rale 40 see thak
Ao mistaks i nade.

Iat the Jine ongunization sat the e whan e Mew roke
will de pud Axbo operakisn mo ¥hat koo owmeh of a lems in
sarnings dsmm et wewur,

Entablisk » definise polisy for the payssut Of «llewsvews
e ¥hat 2o loss i Wuiw-boms seurs ox 8 Job Shat s wn-
der devalopmany or whese sifislensy is swmsidexably helow
that whiish will be yequived Wy She 2ew rade.

tdvine She rosueiabisn dhat Ve seastion ani departmat
shiols o¥s $0 We respensidle Ler sesing ¥0 it Yhat retes
are righk and et allowenes yayments ave fair, Zsk them
o ey ix tewsk with te swperviser se that ke My b
given su sppervwmity o streighien ous axy eemplalnk they
got belows they tals 1% wp the lime.

AONNTDY
iyx/40
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