dvaritage of. €ach, and thirdly, a3 business men looking aft
fourgpown interests,
K‘t te**lu
Jlr\ch “when wages were high and business - good,
ad hen conditions of unemployment bad.
When-I had done those things in regard, to the L\hm
ation then *L would tutn to the stde of production, (nu]
.ﬁ ould conside

but i

itput socially possible: at any time. “Absolutely getting ot
F lim ation of output, it seems the first ‘thing

he sc]lity* departiment as nearly as possible td a stater ¢

';\t plant through propex sllusman\lu]\
B perienge that frequently: the selling side of the lmsmcss\
ft to be organized until long after the factory  side he
ahized. At the end when you have your selljr

tion eompleted in this new factory, then I, would

'11 my* planning \\orl\, and all the systém for maintenance i
,chcdu cand all kinds of work analysis: T think before }l
)[otmu and!Time’ people get,on the job, e&lme things shouly
ée congidered, task matters should be mmulucd B
i Then-I would shift the lower costs to the heading -calle)
[IThe "rights of the Con;umer in the Business”; and there

ould lay out the maximum conditions of, the business.
ould not wait for the law to reach me—I would have nf
vatered stock, restricted dividends, ho v,conccnml managy:
ent salaries—and T would see that the
¢ good; and ‘then T would say, that it is dué ta me an
the consumer for mc to_get my unit cost lower and lowq
B d lower. !

{ fection) and study' the flow of orders that will comedingo

3 I there \\ere‘comc labor union men; in llns meeting |I
kA

houl\l take pleasure in
o (le1] with the um\msvdnd this of coursc would be eas
n a perfectly new l'll(‘(‘ltd]\lll‘l, rather than in an old -on
 Ithough it is practical in both—T could still."
1gle thing that a najority of you 1»(0(»](‘ in this room woul
clare. to he legitfimate scientific madagement:; that T coul
t by every xvaI; clement, because the whole business o
lationship,~ between employer, and employe  would  hav
en shifted from the violent method of adjustment -to
fonstitutional basis, and the whole list of crimes now con

labor unions and by employers also would havi

1,
4 Discussioi}
KENDALL: \lr Valentine has niade

uggestions.  Heghas touched on one signil
ctor of organization—lifting the employment department t
equal status with that \\'high has to dg with the produ
n, with machinery, with sales, and other parts of th
ganization.. T think that too little attention is_gjfen {
e (m[)k)\'m(nt feature in any industrial concern. “The: ol'
rm of puttm" that 'work up to the foremian, to lhire dr
discharge, to regulate wages, admmlstcz discipline .is fas
 econting archaic. ’
4 1 am-not ready ta accepfMr. dentmc
L ch a man on the same status as the other partnership men
g rs in the, business. . T do, not Know where such men ca
:ecurul at the present time. Tt is a sth proposltmn t
‘et by a Board of Rirectors, too, T am- znfnurl T feel sur

lowever, “that that sort of thing is toming.
 The matter of the regularization of employment is a ques
1011 of the utmost 1mpoxtancc to the American pcoplc I
L a part of this questlon ol ‘non- emplnyment no\v gurgm

that you take some kind of. interest] In
work, <o the state would not be going into !tl :

there “everything. that deals with individid!
'Ipacily and intits relation to securing the g,xmtut possible

to develdp

It “has Deen ady

anitary conditions

saving that where [ had arrange|

et by every

lhmr» of puttinjy

t
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" Svientific

T to cd-operate in every way.

X

-

Bulletin of the Sau}t‘y to Promote

the Suenre Lof ﬂlaﬂugement “

« throughout the country, in the- different cities and- different
states. I feel that for any management to impress the people
‘they must organize, by industries, and force a-change in.the
“customs of the country that affects scasonal employment.  One
of the greatest drawbacks: in' the business in*which .I am
engaged—that is the printing and thé:binding .0f school books
s that it is a seasonal employment.
Septemberi and - public school boards never adopt the books:
until theirf,last meeting i June; it brings the business of
‘furnishing these books into a few months and prevents the
manufacturers from knowing in the winter time what they
can manufacture,” - There is no reason why pressure should”
not be-brought ‘on {he public authorities' to compel _s¢hool
boards to adopt in January the books for their next scason’s
hugin And yet that custom is one of ‘the causes in the
book hysiness for seasonal employment.
artd coplover must work to meet these conditions,
In the second part of his paper, the “Posgible Rely
Management and Labor Unions™ T feel “that
a ‘rank theoris The whole hfpothesis of dc
in industry Jis all 1t s a working ]\}polheam
“are some of us, llg)\\'c\'c-','wlm are engaged in one
single eross section of industry. \\'@ have to think of the pay
roll for next \\KL]\, how lalmr opposition will dﬂullnur
sdk\ ne \[ mnnlh, and how this Ln\ \\1II al»mrh our surplus,
ion. That

Valentine

i and we are powerles;
thé whole problem. -
. I do not knbw - that T should I»dﬂiﬁ that new industry
“which Mr. Valentine speaks of in exactly the way he would.
I dhould have too muchy fear ‘that in some Lommum(ms with

SN . T
as an individual plant “to affect

e, cl@sed ¢hop- prevailing, and the labor union leader who

~‘cmlI(] hardly be (Ih(lnvlnshul from the ward boss polit
anfl there are such—whether sucly an nl(luslly could - &ven
st started, to say” n(\thlnn of holding its. own' later on.
Those are pmnlcmb which a man viewing the cross section
¢ might well hesitate to_take hischances on.  °
There are always vther factors \vhich‘coinro]llzﬂmr unjons
than merely the local fgi}onp’. Your local* group in ‘the city
may be entirely in sympathy with your enterprise and willing
The national upion and the
affiliated -unions may have the opposite view. The que<110n
s whether you can view a [mrticu]:\r;imhmt_; , OF your par-

too cloge

_ ticular job-for the next five years as the basis for the whole
" theory of industrial democracy, or the cross section of jt

which will touch you in the next five'years; will you not
have fo view it as a cross section, but with the understand-
ing and &\mm(h\ ‘m(l bchef which \nu should hd\c for the
whole 1)r0hlcm .

‘\”y. C.'B. I‘HO\[PQO\ »V\’iti\ Mr. ancntinc's main
point, the .necessity of recognizing and co-operating with
f)(\rg;mizv’d labor, T must of course agree: - ['have been preach--

s polgy continuously for two years'and I proposed a
e method of co-operation between employers and-
ofganized - labor _at the, Clncavm mcetmg of the Western
' apnomic Society early in 1013,
. Tt seems to me, however, that. Mr.’ V'\Icntmes suggestion
has ditted once vital thor Assuming that sooner or later
we \\lll -have:to work with labor unions, what are we going

o do"about their policies of rcstrlcuan of output and equal-
¢ Both" these policies are ‘of course denied by
abor union leaders but their existence and constant
practice are matters of every-day obscrvﬁtxpn

some

As schoéols open in -

Fach manufacturer,

If we must

P

January, 1915

sooner or later 4chpt coll&:txve bargaining as a 1)ol|cy of
Scientific| angcmcnt ‘our bargain must include somie |
specific dnd  definite pr@vxsxon for the applicdtion of these
-principles of Scientific’ Manafement which are not inhar-
mony with restriction of outpitt and equalized pay for un-
equal effprt. There must be p ’vision for the establishment
and enfgreement of a proper ays work and for the; char-
deteristic| application of the bonus.

ROBERT T. KENT: Scveral years ago [ proposul
‘that unigns should "radc their own workmen according to

this " little element gf emocracy is ‘infused into the'niove
ment, the unions . willNfleal with you as a group, The mca
inent the union is recogtized, the level wage is the worst thmc
that they can have.
SANTFORD E. THO"\/IPS,ON Not long agé’ in cmcag.
La [imminent labor* leadpr said that he Dbelievedn i
ciples of scientific management, so far as they applied £
the climination of unnegessary operations and of, unneces; :{r
work for the employes. More -recently I was talkmg W‘tt
the president of one of the strongest ldl)or orgamzat jonk in th, ki

their ability; that a $4 a d'w man ‘-110!-1[(1 get a card show-/, country, ap{Nle ‘agreed that if a two. dollar man; could re_

a $3 a ‘day- nian should get a
.The cmployer could agfee

ing that{he was a $4 man;
card shopwing fim to be a $3 tnan..

with the| unjon that if.he wanted a $4°a day man the union’

_(vuul(] shipply him with “such a man. Today, if we get a
union man [in the shop, we: cannot be sure that the union
Iu\\ supplied us with” the kind of man we want. The.union
Jinsists that v we pay the luuon rate, whcthex or not the. man
“is nothigg n orc‘thau a.$2 a day man.: The fact that he
carries 4 union card entitles him, “sol¢ly by. virtue of that
card, to [demand the union wage. If the émployer coulfl be
-sufe in getting a unjoil man ‘he- would not be paying $4 for
‘a $2 mafi, there would be less opposition to union shops.

I beligve that the Brass Workers Union of England has |
‘adepted |this scheme, of grading its men according to théir
ability; “that a” man, unsatisfied, with his wages could, apfply

“for exatimation before a joint .board selected by the em-
ployer, - the unions and the town authorities. “The man had
to demofistrate tl]qt he was a better man in his trade than
the rating assigned to him c’\’ied for. If he failed in the
examination he- lad to abide by the r‘&tmg he had, and he
was debprred: for six ‘months by the uhion from applying
for an anmnntwn to rtgn(le him, If tg? union \Iwould
take a_s cp like ‘the Bmv; Unjon in England is repjrtcdg to
have taklen, we would have lgss “difficulty ovet the question
of closed and open shops.

" C.N.LAUE .+ Mr. Valentine qhted that in startmg A new
industry [We \muld discuss his problem with the tra(lc: unions
in the lomhtv What would he- 1cc0mphsh by that except a
closed shop? . .

MR, VALEN.FINE: -You .wpuld have a closed shop with
the union working with you "ifs cad of opposing you. The
only -difference betw redn fa prcfuentml and a union or closed

. shop s the method of' getting thé men. - The preferential

" shop arrives at the closed shop with ‘the door dlways open
to get p;‘ople from outside if-tlte union cannot supply men

who are \np to the standard, and the union must accept: your -

standard, Those who claim ‘that there is an ultimate dif- -
ference Hctwceh lhe ¢closed and 1 1eferentnl shop are wrong.
Tor the union to ﬂhtc tlnt it will m'\ke a closed shop is violent,
vhere'\s '1 prcfcrcntnl shop is headed for the closed shop by
tl:xc cducntmnal method, which feaves cv eryone in better shape.
LWL T ‘z‘\]‘)’\M . What (Ioes Mr. Valentine mean by co-
opcr'\tmgt with cmp]moq to fcqmct output for a (Ieﬁmte
period; What is accomplished by that?
M VALT,NTI\_]‘
to d 41 \V1th unjons;: or. with forms of association,- T would
cons rkr’ut wl)qolutely necesgafy as a practical method for
the’ 1[1[01] in order to retain) its .membership And get rez\dv
for Ehe ultimate redults .which will come 'from group action,,
to insist' on ﬁroup 1cnon and ‘equal wages. Otherwise their
org:nlmmlinn drops. - /\7J in war; /thev must present a steady,
unhroken| fighting line. . As ("as the necessity of fighting
for. their life as an msq'm ion is removed, you will find ,
s the{umion assisting yoyl differentiating labor..” But until

' ‘1\$sumgz that a concern was r_efusing

place a three dollar man’at 4 machide, S0, that the thre;
(I’O]lar man. could ‘he employed elsewhere 1t a hlghcr clas,
of’ work for which he was fitted; it would be (.(lvantageou‘
Such indications show a téndency toward the. acceptaﬂce] 0
some of the fundamental, (':C]OHQIE}IC prmcnples‘ referrbd to! b[
WMr. Valentine,

One of .the primary (ll(ﬁuiltxes with many Ial)or union me

“is" the belief way down deep in their -hearts’ “that’ there 1,

not” work enpugh to go dround: imless ‘they work - slowi\
This of courpe is another way: of expressing belief ini th
Imutatmn of output.” " This point' was, brought forcibly
attention the other day by a member of the Department’ l
Public Works of a province of Australn He told.me, th
the- leaders of the unions  there iwere takmq the dcﬁm(
stand that there- was not work. enough for. their” mcu unles,
" they worlxed slowly. With this in mind the anklayers hav
Jimited the;r output t0450 bricks per day on "ﬁl «lasses ¢
work, although even- withi the. larger sized’ l)nck that 'nn
used in the United ﬁtatea they could readily l1y twice th
-aumber in many cases. As a. result of this stand, the ¢
of Imlldmg operatlons had mcnuscd he said,” so’ much- g,
“to greatly retard con\tmcnon{

The matter of seasonal omplox ment brought up::by M ¥
qu!entme I consider one of the most vital problc,ms fror, -
the standpoint of .the. workm" man’,and, in f'xct for a,
classes of wage earners—a’ problem much tore serious tha
that. of the minimuin weekly wage!- A very intetesting litt’
hook lias heen .written, by the, Misses Clark and Wyatt o
“Making Both Tnds Meet.” ’}’hex hring out in a thost i1 .~
“teresting manner- and very fairly the difficulties met Ty wag
éarnérs - through ~irregularity .of employment, * The j rever
_tion Of qea<oml idleness must involve,in miany cases -a reac’
‘justment of wages and '1]90 a readjustmcnt ‘of pncci for
‘margin of profit is essential in any industry if \t-is xto liv
and in ‘many cases the nnrgm i 0 small that a s;\d\c.

 change would simply cause a :hut( 0\\11 \\Ingb \\ou]d “thro

. the f'xctonec., entirely out of business.
Recently a Committee of the Boston - Ch’tmber of Con
merce, ¢O- nper'\tmq with the American \sao‘cnnon for Lab¢

. Legislation and the Anierican Asociation on ‘Unemplo; men +

has been maKing an investigation of seasonal employmen .
and while no final report has. as vet Deen p'resentéit\ som: -
tentative suggestions” have ‘heen- formulated. "I_‘hese il
trate the -effect of irregularity of work upon both:the ma
ufacturers and the employes. As the: suggestions so far ¢

T know haveappeared simply in the publication of the Bor
ton Chamber of ‘Commerce,- “Current Affairs,” and they mz:
be of interest in this connection, and T give them, as follows

1. On' the basis of records aveful calculation of expecte
output should be made in factories at the beginning of each vea
and this output divided as equally as possible amang the diffarer
nmnths—ad\eltls!ng buying and 4semn<* being dxrectod to th
end.

2. A olow connection should be maintained’ in f‘\ctmuﬂ e
tween the ‘manufacturing and selling departments, and the -

. of the sales department should-thoroughly understand the mant
f’wtmmg end of the blrsiness :md organize m,s <ellmg force &




