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a single factor. If the rate per standard hour is
agreed upon, all the various pleCE rates that may

exist—no matter how numerous—-vdre thereby auto-
© matically adjusted to the agreed level. ’

The simplification brought about by the state-
ment of output in terms of standard time has
made possible a combination of graduated time
payment with, piece payment in such a way that

‘ the full effectiveness of each form of incentive is

?

almost undiminished by ~combination with the
other. A gradua'ted time rate is used, but is not
paid for the number of chronological hours actually
worked; rather for the number of standard
hours of work that the employe completes. Under
thiss plan the long run rate -of payment is deter-
‘mined 'wliOlly, not merely partially, by the gradu-
ated time rate, while the immediate payment from
day to day depends as directly upon the quantity
of production turned out as if only piece rates
were paid,

The most recent de\elopment ‘of piece rates is

. the group rate. Its essential principle is the team-

ing of the employes engaged in making a common
product into groups and the payment of each
individual in the group in direct, proportion to the
group output. The group piece rate combines a
social incentive with the direct financial incentive.
Each employe works not’ for himself alone, but
for his group as well. Upon him, if he lags, falls
notbonly individual loss, but social disapprobation.
In those groups where individual variation is not
possible, the straight group piece rate, while being
as well adapted to lock-step conformity as the
flat time rate, provides an effective incentive to
the members of the group, while keeping step, to
quicken their pace. In those groups where in-
dividual attainment is desirable, it is customary
to combme the "group piece rate with graduated

_individual time rates, thus making it possible to

"their allotted tasks or their individual merit. In- ~

recpgnize whatever individual qualities it is desired
to stimulate. Moreover, different individuals with-
in a group may be given different shares in the
group total,- based ‘on the relative difficulty of

dividual production records may even be kept and

- used as a basis on which to adjust from month to

month, or quarter to quarter, the ratio that the

_individual receives out of the common earnings.

‘Thus, in one way or another the group rate may
be combined with recognition of the individual,

time -

and if this is skillfully done, the various ihcliviqlual
incentives are united with an immediate social one,
with little loss to, either.

The greatest merit of the group rate is not_ the
addition of social to individual financial pressure
as a spur to individual effort. It is the transfer of
employe  interest and attention from individual
attainment to co-operative outpit. Through' the
incentive of common interest, the employes w.here
group rates have been installed have developed
ways of co-operation that have brought about
economies and improvements and have led to in-
creases in output as surprising to themsclves as
unforeseen by the management. This last: step in
the development of financial meultnes indicdtes
not only how effectively the financial motive may
be combined with the other powerful’ human
motives in bringing about effort, but also how the
financial motive -may be utilized. to arouse and
direct upon the job such powerful non-financial
motives as the desire for social approbation.

Which 'Is Best?

These roughly are the major types of' financial
incentives in use today. The number of possible
—nay, almost of actual—minor variations are end-
less. It is impossible to’ say ‘which is best. None
is universally superior. As far as I know, none
is wholly satisfaetory,anywhere. There is always
room for improvement.
that some form of financial incentive works in one
shop is little evidence that it will work in another.
So much depends on shop conditions. Because of
the nature of the product, of the methods, of the
management, of the employes, even of the com-
munity, what suits one situation well and proves
eminently successful there will fail in another.
Moreover, figures of output or costs “before and
after taking” are not accurate evidence of the
value of an incentive, even under the conditions
where it is applied. Too many other variables
exist: too many other things are likely to have
changed while the incentive was being installed
and operated. Out of the studies incident to instal-
ling any form of direct financial incentive, for
example, striking improvements in methods, in
condltlons and controls are likely to have resulted.

’Incxdental]v, group payment permlts of the elimination
of. much of the handling and inspection between operations

.which is necessary when employes work and are paid

individually.
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which they are followed as a basis of payment,
and the degree to which they are understood by
the employes.

2. The introduction of precise direct-reward in-
centives must follow, mnot precede precise man-
agerial control. This in a sense is a corollary of
my first principle. If the shop conditions are not
standardized so that the amount of effort per unit
of output is roughly cbpstant, if the nature of the
item is such that the amount of productive effort
put out in making it iznnot roughly commensur-
able, to introduce production payment is to base
a variable reward upon conditions beyond the
employe’s control. This on the one hand will lead
‘to constant complaints and exceptions, and on
the other hand, to dissatisfaction and discourage:
ment. No step in the introduction of direct payment
by results is more important than discovering as
nearly as possible the ideal “one-best-way,” and
then seeing that conditions are maintained at that
standard.

Perhaps the most serious evil of introducing
piece payment before a sufficiently close approx~
imation to the “one-best-way” ideal has been
attained is the dilemma. of having either to pay
excessive rates or to cut rates. If the setting of
rates is followed by a rapid though gradual im-
provement of loosely standardized conditions, earn-
ings will rise to disproportionate figures without
equivalent increase in effort by the worker:s, and.
though the improvement qf conditions may have
involved substantial expense, no positive change
in method will be at hand| to point to as a basis
of setting a new rate. Even when great care is
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