- excess of $300,000 during 1925. This was in addition

~ averaging $9.00°to $10.00; 8 made no bonus.

-
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- the proper material incentives to the major executives

-$9.80 iin bonus.

- did not make bonus.
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‘gamzatxon will not run as it should unless we offer The methods by Wthh this sharing of econofmes is
handled is extremely simple. TFirst we determine a

of the’ ‘business. g.‘
XIV. Trend toward the realization that a tremen-
dous amount of education of executives is needed
and that this is a continuous problem. Yo6u can never
expect a perfect organization with the ideal man

filling every position.

in the established unit. : Then we determinei} what
_ production we oug]it to expect as “standard” a
what ithe maximum of production can probably be

record, time study, and. a good deal of experience,
and what we hope is common sense, we determine

“standard” and the rate of sharing of economies over
the standard which we will offer to our employees.
“Standards” must always be at a point which when
achieved will yield a gain to the company, the rate
of sharing must be determined on a basis fair both

.paid to employees more than $300,000 as their  ©© employee and to the company. Standards once set
hite of the economies which they created and announced are never changed unless basic con-
é ; 36 ditions change

‘through productio} increasgs. For 1926 this figure = . . .
will be larger. Of the 5,000 persons upon our payroll, ', Requxrementsl of Economy Sharing Plan
about 3,500 have at the present time an opportunity to
share in the ecoriomies which they create.

‘The financial gain to the company through the
operation of these ecofomy sharing plans was in

Production Incentives at the Curtis
Publishing Company*
» By Walter D. Fuller?
URING 1925 the Curtis Publishing Company

Any plan which looks to the ‘mutual advantage of
company and employee must be considered in view
of certain basic principles, for example: !

I. Theﬁ?lan must be defined in advance. This is
a first principle, and one easy and practicable to

to the amount paid, to employees. '
develop

The amqur[ts paid(to individuals are usually sub-
stantial—for example, during a recent week a Bindery/ 2
Machine Operator drew in borius $11.73. There are perien
170 employees on these machines; 162 made bonus,
A Hand
Slip Sheeter, for the same week, drew in bonus
$10.30. There are 73 employces on this work, 68
made a bonus averaging $8.00 to $9.00; 5 made no.
bonus.. A Folder Operator, for the same week, drew
There are 299 employees on this
work; 267 made bonus, averaging $8.00 to $9.00; 29
A Phonograph Typist, for the
same week, drew in bonus $7.27. There are 32 em-
ployees on this work; 19 made bonus, averaging $5.00,
13umade no bonus. These operators, however, are
paid under a plan which provides for'salary increases
when productlon consistently stays above aQ\certain
point.

The relation of the bonus to the basic. wage varies
with the class of work and with the wage. Generally,
we 'plan to pay in bonus to good producers an average
of from 25 per cent to 33 per cent of their wages.

correct training, workers can materially increase their
output. This is true upon widely different activities
and it checks with the experience of other institutions.
Any concern may take its present payroll and consider

¢ it as potential money for economy sharing. " Discount

" this materially, remember that the size of the force
eligible for such earnings will be reduced propor-
tionately with increases in efficiency and it will be
obvious that there is a very large, adequate and sub-

_ stantial item for economy sharing and for increased
company profits.

3. The plan must be simple. ~ Economy Sharing
is the simplest and most elementary idea for the
‘sharing of a common gain. It is an idea that the
most ignorant worker can understand. There is no
-vagueness or indefiniteness. ' .

4. It must promote individual efficiency. It is
obvious that Economy Sharing does this efficiently
and directly. Other plans secure this result only by
association.

lAbstract of an address at a meeting of the Phlladelphla 5. It must promote length of service. Economy
Sharing does this and in doing so, it works to retain

“Secretary, The Curtis Publlshmg Company, Phlladel A
the truly efficient..’

13 ia, Pa.

‘Vol. XI, No. 2+
unit of production and keep a recorgl of production '

With this information and by a mixture of past

Ordinary wage payment methods’

. taken to the Departme t

v assocnation .
7. It must build goodwill.

" revised and is aggin pre

_partment ‘of Commerce,

April, 1926

result frequentfy in the ldss off the best people and

the reténtion of the mediogr
comes this difficulty. f

e. Fgonomy Sharing over-

6. Tt should eliminate Wd;té ,a{nd improve quality. .
Economy Sharmg does this emrTatically. It also does -

it directly while other plans seqjire ‘the result only by

I_ﬁtelligerltly handled,

this is a certain result of [Econginy Sharing.

8 It must be timely. “Econ' my Sharing possesses

this further advantage

hich ig very great and pos-
. sesses it exclusively. With Egonomy Sharing it is

possible to.pay to each worlk

his_share of the savmgs
precedmg week, :

Curtis efforts along this
for years.

in his pay envelope
he flas made during the

lineffhave been continuous

The clerical |effortfinvolved is combined
with olir' Payroll and-Statisticaflwork and thus causes .

but slight extra expense

At [present we maintain a

staff group of four workers atgsalaries totaling about
$12,000 annually who give theigientire time to devising

index of worth, rather

not necessarily to spen
plant, Production and {
sidered) is the only sound
services. °

In installing such metht

is made to “sell” him the i
Usually this is succe;

must “sell” the manager)

effective—no plan is e

executive action.
' .

ANAGEMENT
for October 25 t
in Waste Elim
representing ‘the Taylor
national committeg, an
the Division of Simpli
is

.new plans, extending and rvising old ones and
straightening out difficulties. ’

It should be noted that our }
upon the factor of prodjictio
than 'pon service, wage or
.position, all of which are
recognition. We employ findiv

resent plans are based
fwhich is the only true

mejely indirect means of
als to produce goods,
hours within our
e (quality being con-

[ M

this year istscheduled
iThe subject is “Progress

" W. H. Leffingwell,
igty, is Chairman of the

Rayf M. Hudson, Chief of
fied Bractice, the U. S. De-

Sefjretary.

"establishment of the

- progress can be made.
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Balancxng Manufacturmg and Dlstrxbutlon‘ ;

How Merchandising Managers Coordinate Factory

and Sales Departments .
By Henry S. Dennison® ‘

N THE outstandmg thought of the discussion tlns

evening is to be the relation, of manufacturing

. to distribution. Unbalanced manufacturing and

distribution relations age bad and the solution is the
pZoper “balance.

‘The Dennison Company has worked out a method

of balarcing these relations and has carriéd it out in

fairly finished form for about twelve years and in an -

elementary fofm since 1906. Previous to this we

had all' the gap between the selling fand factory
departments that anybody wanted. At that time the

factory and sales department considered it quite a -

stunt to put something over on each other, but this
internal conflict between these principal divisions was
a serious matter as far as the progress of the business
was concerned. -

This gap is natural\however, because the work
in these two departments ceénters upon two entirely
different phases of -the business and calls for differ-
ent types of men. ,The lack of understanding is con-

tinuous and very real and is due to different processes

of working. This great gap between the two is found
in concern after concern. ' Considering, then, this
natural lack of undérstanding, how can we expect

* policies of coordination to be worked out' by just

asking the two to get together? A basis of mutual
understanding must be established'. before any real
This must be better and higher

than @ compromise or than the domination of one

department by the other.

Looking ahead into the future and. correctly gaug-
ing what is to come’is a vital part of mana«ement
Who is going to see to this, selling or factory?- The
powers of constructive imagination of both are practi-
cally used up in their daily work. Important steps
come through otcasional invention in the factory or
the buying of some timely article to create new sales,
but this does not take the place of systematic fore-
sight. . There must, therefore, be a third party to do

this looking ahead. This third party is the mer

chandising manager

1Abstract of a talk at a meeting of the Eastern Massa- 0

chusetts Section of the Taylor Society, Boston, December
12, 1925,

2President, Depmson Manufacturing Company, \Frar.nmg- :

ham, Mass.



