which are not of its essence. It is\precisely this which
both the most earnest advocates of Mg Taylor’s principles
and the most earnest advocates of labor had failed to do
up to the time of Professor Hoxie’s work. If Professor
Hoxie can complete his work through digesting the ma-
terials he has gathered, and also through m]aking- an in-
vestigation of labor in its relation to SCiTtiﬁc management

’ . ' o
and to try to solve it in its ptrity apxt‘from considerations

as he has made of scientific management|in its relationl to
labor, we shall begin to be in a position where we .can
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will on its production side proceed to organize everyssingle
one of its activities in relation to-every other activity, That
is the essence, of the whole matter. That is the essence
both of plénning‘ and of .action in a shop. That is the es-
sence of work analysis, of stores keeping, of the lay-out of
equipment, of routing, of functionalizing and of costs flow-
ing steadily and thirteen times a year into the profit and
loss statement as a by-product of the management practice
itself. . . oty

In such a process of organization all former standards

get at the question of scientific management in a truly sci- ; are. revalued, all. precedents are fearlessly analyzed; no

entific fashion. . ,

Our Problem Today.

Our immediate task together is to see whether we can
begin at the present time to get a line on that genuine ap-
plication of the principles of scientific management which
is beneficial to society as against that alleged application |
which is dangerous to society. I shall try today merely to !
lay the grounds for ‘the discussion of what I believe to be
one basic standard of judgment. If we try to state the -
problem cleaﬂyfl Jbelidve that we shall be able to formu-
late this standard. The standard by which to judge is to
ascertain whether any particular application of the princi-
ples involves the ¥ecognition of a _tyuly indepe{nden@ and
organized consent .on the part of the workers. :

By my statement of the ‘problem I shall endeavor to, show
that the standard as above stated is a primary Stan’dard by
which to judge all managemerit,

N The Efficient Shop.

Let us begin by getting clearly in our minds a picture of
an efficient shop @ we can easily construct it out of the
principles laid down by Mr. Taylor and even out of the
present attempts to apply those principles.

I shall picture this shop only in outline because you are
all familiar-with the details of the picture. I simply want
‘to be sure that we do. not lose the proportions of the main
outlines in the particular interest which any one qf us_may
have in certain particular aspects of the picture. In my
description of this shop I shall, for the moment, ignore the
human element entirely as it actually exists in the shop and
describe the people handling ‘the operations of which I shall
speak as people who, whatever they may be outside the
" factory, are “while in the factory simply animate machines,
" people .who; have either been trained or trained themselves,
it matters not ‘which for-our present purpose, to do their’
work with all the prgciéion of the most marvellous enginel
and with all the automatic delicacy and grace and perfect
adaptation to environment of the poised bird on the -wing.

In such a shop first of all we shotld find Mr. Taylor’s
principles applied to the financial and sales end of the
organization. These applications I shall not pause to con-
. sider here (because, for simplicity’s.sake, we shall deal only
‘with the strictly production problem) further than to point
out thlt in any really efficient organization .the high .spots
all along the line must be secured as to their efficiency be-
fore th more minute details are highly developed. A great
deal of|the scientific management in use at the present day,
whether’ in sales, finance, production, or personnel, is simi-
lar to the situation in which a great deal of money ight
be spent in curing a person of flat foot who had some disease
of the knee which might lead to amputation. This lack of
co-ordination is an excgllent illustration of|one of the basic
inefficiencies which penetrates the whole world today.

Assume, however, that the ideal shop we are picturing to
ourselves has avoided these insults % common sense. It

—
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process which has been improved upon is retained a moment
longej than is necessary smoothly to install the better process.

he crafts and trades as we have known them are pro- .
* gressively: broken up under this process; work is ever more

~and more specialized and the steady tendency throughout,
_ because of the fact of this specialization, is to need at any
particular point‘bE_ any particular bperation the thinking,
juﬂgiug humah being less and less, so ' that the mechani-
‘cally and casily-trained human being more and more is
»usbd, and more and more tends in his turn to give way to
inanimate machinery. At the same time that this tendency
is going on, the brain of the shop, as has been aptly said, 151
developing in the planning room until the shop is becom-
‘ing as perfect an organization of relationships between brain
and nerve and muscle as is the human body.

In itself all this is gog,dg,and but the logical outcome of
the introduction of machinery. It means lower unit :costs
and more wealth. Any force of society which attempts to

fufn back this progress, or halt, or even slow it up is con- .

tending with the inevitable. Such a factory as we have out-
lined is unquestionably the type of the major production
_method of the near future throughout the wor;d under any
form society may take. . E '

Re-enter the\ Human Being.

So far we have no problem. -But the mioment that we
substitute in the ideal factory which we have sketched the
human béing as hé exists in the wqrld today, we have our
problem. People ‘who have been no less pioneers and dis-
coverers in the field of both,general and social psychology
than Mr. Taylor was. in the mechanics of business organiza-
tion, have found certain principles as basic as Mr. Taylor’s
and which spring from quite other roots. These equally
fundamental principles center in this statement: the days
of compulsion—the days of service without consent, are
In tremendous areas compulsion still exists. We
into the world. We are still in

over._
are still conscripted

great \areas of our lives the unconsulted objects of
_ powerful~forces. With ‘all our magnificent engineering

achievementd.and somewhat more slowly developing com-
mon sense, we are still individually and collectively the ap-
parent sport of earthquake or lightning. ~When we have
once decided to take passage on the sea, we have, so to
speak, enslaved ourselves to the possible storms at sea. But
in all those areas of life wherein man deals with man, great
breaches "have beert made in the ranks of compulsion. ‘We
find, however slowly and haltingly, through the dgbfxdes a
steadily increasing assertion of the right: both of the in-
dividual and of the individual in groups to give his con-
sent to that which from any other human quarter it is de-
. sired him to do.
Consent from the point of view of life in the factory
~has two main types: individual consent and group consent.
As to individual consent, in some cases it is of the type
of - the traveler who decides to t?.kg. ship, abandoning at the
factory .gate, as the other does at the dock, the: right of
&
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being cc lted by the
right of being consulted by the captain. In other
continuous rights af consent are still retained. .

As to group consent, it is'of.two kinds: .the consgnt of
. the factory group by itself; and the consent of the factory
group as a part of an inter-factory group.

The most casual study of the whole principle of cophsent
will show that it always tends to strike its roots int(T wider
‘and wider areas. It is the failure to recognizé this'princi-
ple, for example, which makes the present Rockefeller plan
in Colorado a sociological joke and in the future, as~id the
past, likely to hold a sociological tragedy.

I think there will be little debate among any of us as
to the general proposition that a free man—a consenting
man—is the more desirable worker. Where we have brokén
down in imagination is in failing to realize that- organizéd
consent as well as individual consent is the basis of a more
efficient group. We have been accustomed t'go much to

cases,

think of democracy as almost necessarily a mere crude ex- -

pression of untrained information through votes. Almost
nothing has yet been attempted to build up a finer texture
of democracy through self-training groups, constantly grow-
ing in strength through the consideration - scientifically
Jccurate data. f

Another error which we, have lazily accdpted as a failure
of democracy is the idea of life as a ‘fairly static thing.
This error is clearest seen in thé common Stdtement that
certain types of people, certain whole groups of people as
well as certain individuals “are not worth any more.” The
reason they are not worth any more is largely because:no
adequate educational process has been tried. The theory
is disproved by our immigrants when they are given the
right chance. It is disproved in the tremendous progress

_'the .children in our schools make over the status of their
‘parents. It is disproved above all. by the absurd implica-

* tion that human beings are less the field of the inveptive
organizer than mathinery. More than any other one thing,
life is an educational process and it is. only when life is
artificially restfained, artificially hampered, that, because the
educational process is lacking, we wrongly think of ‘life as
static and ‘of classes as efficiency castes.

The problem then is to combine, not through failure to
come to grips and not through hostilities, but in construc-
tively organized ways, the latest developments of efficiency
in production with the latest developments of the science and
art of democracy. ‘

A primary standard then' by which I should judge scien-
tific management would be to consider whether or not the
scientific manager and the student of social psyghBlogy,
who, in shorter terms, might be called “the man of affairs,”
were jointly| addressing themselves to the solution of this

problem—the relation - between efficiency and consent—in |

each’ particglar industrial concern; and whether they were
recognizing that, the ultimate ideal will be the consent of
the inter-factory group as the only one’ broad enough on
which to build stable conditions of efficiency co-operatively
with adequate safeguards to ensure that the human educa-
tional process shall not be turned back, stopped; or delayed
any more than efficiency shall be turned back, stopped, or
delayed. The educational problem is the fundamental probw
lem of statesmanship and it is a minimum demand of that-
statesmanship that industry shall be a school of citizenship.
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Conclusion.
,Threg points emerge clearly:

1. That craftsmanship in the old

sense of the term is
doomed. ’ :

t as the other does the

.upon us blindly.

e - X ’ g ; ‘ _'9‘

2. That as,craitsmanshib can n§ longer furnish the base

~on whiqh labor organization can' grow, unionism; group

action, will have to build itself up on a base as broad as
the whole educative: process itself instead of on the par-
ticular educative process of a particular craft. en today
the real strength of unionism’is that unjon§ a?ej&eﬁective
consumers’ organizations - with a primarily educational in-
terest. As this fact gradually sifts’through the minds
of employers and managers ‘they will gradually see that
the most inefficient thing they can do is'to fail to coroperate
with such a great source of enetgy. The organizations of *°
workers, on their side, can, when once that stand is taken,
he counted on to consent to all that makes for efficiency. '
They will do.lthis because in all legitinfate enterprises—
which are all enterprises where real service to the~public is
the test—the workers. and the management will be equally
concerned in perfecting the service. And at the samg time,
under constitutional industrial relations, they will tconi:st
the share in the management and the share of the product
between themselves and with the consuxﬁ‘er. , L .

3. That the inter-relation of the forces we Have‘_ tlined
—the forces of cffxciency and consent—is constantly} tékiug T
place in the world ‘today in all kinds of crude and unor-
ganized v(/a\ys. Here and there real elements of'infer'—organi-

zation between efficiency and consent appear. But for the

most part| the labor agreements in operation today are looked - -

upon by ‘employers as a necessary evil and by the workers
as steps in their assertion of their rights as consumers and
having little detailed relation’ to productian «processes. The
beginnings of something far better than this are seen in the
.agreements in the garment trades wherdin the manufacturers,
the workers and the public areall represented as pa;-ties;
and in certain kinds of organization which are being worked -
dut in a, few busiréss concerns. There is still too little
of real accomplishment in this direction’ to#enable us to”
predicate with any certainty what the course of the develop-
ment in details of organization will be by which efficiency
and consent are made continuously revitalizing agents for
each othtr.

Yet* I believe that the point has been reached where it is '
profitable to attempt to gather together such experience as
has been gained and relate it to the probable development
of the next few decades. .

With this purpgse in view, I submit the accompanying:
chart. § B !

This éhax”t, it should be constantly borne in mind, is
neither a dogmatic nor propagandist ldocument. It is merely|
a working hypothesis by which to test out the facts of busi-
ness as they eccur daily at the desks of managers and at
the trade union council tables, or in the occasional assem- -
blages of uhorganized labor. The wholé ‘aim of this" dis-
cussion, as I see it, would be falsified if we deluded our-
selves into believing thdt in any seeming array of facts, we
had - found the truth. The only unforgivable -thing would
be that we, as social scientists, neglect to take into considera- i
tion any facts of the moment connected with all the forces
that doexist; the only thing that scems to me axiomatic
is that when forces do, exist, they are better when organized,
trained, educated, developed and enlisted in an effective way
—anything you like—rather than allowed to play among and
!

The picture of these forces submitted. in this chart may
be summarily commented on, as follows. In every form
of factory there are human forces at work which, whether
they are lorganized or not, are of at least equal importance
with the forces governing sales, production, and finance.
These forces take the two aspécts of relationship to a grow-
5
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