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four hundred and seventy-nine dollars was ‘due to
lack of help; and fifty-six dollars due to repairs.
When a carding machine is idle on account of re-
pairs, its” depreciation, thie rent, the interest on the
money we borrowed to buy it is going on all the
same. Look at the record of spinning; run seventy-
-eight per cent.of capacity; had twelve hundred dollars
for idleness, due to lack.of work, lack of hélp, lack
of material and so forth. [t is the same all the way
Look at the weaving record; run cighty-three
per cent of capacity,”and had twenty-three hundred
idleness, twelve hundred dollars due to lack of work,
and so forth, .

Let us see what this means: look at thie column
headed “lagk of work,”—the machine is idle because
they haven’t got work. That,is a question between
the management and the selling department. . Can't
we sell the capacity of the mill?  What
trouble? Why don’t we keep the mill full? Is it
due to the incapacity of the selling people, or to a
‘wrong policy by the selling department. If it is a
wrong policy by the selling department, it has noth-
ing to do with the workingman. It is a question of

- the management. | ~ - . .

The same with lack of help. What is the trouble?
Why can’t we get help? Why don’t we get help? It
is either inability on :the part of the hiring depart-
ment or a wrong labor policy. That goes straight to
the management and not to the workman. .

Again: lack of material of various kinds. - Here is
lack of material for the spinning department. - That

~ probably was due to lack of bobbins, lack of help in
twisting; they were not getting the yarn off the bob-
bins fast enough to get them back to the spinning
- department. In this case of twisting, through lack
of help they. had not been able to get the work done,
and a lot of this work had piled up in the twisting.
The. bobbins had to go back to the spinning depart-
merit.  This lack of material was due to lack of bob-
bins there. .

Refer now to weaving: lack of material due to
lack of help in spinning, and of the purchasing de-
partment for not ordering harnesses on time. The
harness is one of the tools used in a loom for mov-
ing threads up and down. They had work, but they
“di(l ot get the harnesses to set up the loom to keep
it running. .

Repairs: These machines were shut down ‘for re-
pairs. In this case the repairing and maintenance

" department has two hundred ‘and fifteen dollars
worth of poor planning. They had the work, the
materials and machines and everything, but did not
arrange it right; did not get there on time; the or-
ders were there; the materials were there but they
did 'not operate the processes on time. All of these fac-
tors together are the fault of the management. That
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amounts to fifty-four hundred dollafs; probably con-
siderably more than” the loss due to the inefficiency
of the workmen that did.the work.

- In one case, when one of these charts was shown for
the first time to some people who owned a mill—they
were two brothers—one of them figured up and he
said, “Bill, do you realize that we lost as much money
last month due to our machinery being idle as we
should have lost if we had had two hundred men
standing idle in the plant a whole month?” We would
“raise a Dbattle cry if we had two hundred men
standing around idle, but nobody fsaid a word abou
the machinery. It comes right straight back to th
management. That is where to begin, to measure thd
efficiency of the management. If we caii measure the
efficiency of the management and make them effi-

s cient, the problem is easy. With an efficient man-

agement there is very little difficulty in making the
rest of the mill efficient:; but without an efficient man-
agement, you cannot do it to any considerable extent,
and even the little that you do accomplish goes to
pieces as soon as the management makes some fool
decision, as they always will do.

Mg, Care G. Barti:' I will say that, in a broad
sense, I am delighted with both Mr. Gantt’s and Mr.
Coburn’s discussion of Professor Drury’s paper, and
that I share entirely Mr. Gantt’s idea that the man
to talk about is not the man at the machine, but thd
man higher up. * S : d\

I think, however, that Professor Drury’s book on‘ '

Scientific Management has done a great deal of good
in spite of Mr. Gantt’s condemmation of it, and in

| spite of the fact that I have greatly resented that Dr.

Drury published some things about myself that are
not true, and that he did not show the decency and
good jsense to refer them to me for verification, for
T .was still alive at the time. ’

I am also indeed delighted that Mr. Gantt so fully
and beautifully cleared up the uncertainties about how
Mr. Taylor first entered into this work, and the man-
ner in which he briefly followed up the essential
parts of it, up to the time when Mr. Gantt’s intimate
association with Mr. Taylor ceased. .

While T wish to say sometging more, I am no
going to try to philosophize about these matters, but
will merely point out the mistake both Professor
Drury and others make in principally judging sci-
entific manageﬂlel’lt by the work done 'by numerous
mediocre or fake workers in the business, instead of

- by that of the real leaders, and the basing of so many

of their arguments on the results of the work.
These mediocre and fake workers see but little in
scientific management except time study and rate set-
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ting,' and some of them from sheer ignorance, others
pecause they have not the backbone to”insist upon the
right course being pursued by the management, often
hegin to practice their elements without any prepara-
tion "in the way of repairs and standardization of
machine tools and other equipment, or of standard-
ization of methods. A couple of illustrations will
serve to make my contention clear.

Reécently I got into a shop where some two (o
{hree years ago a bonus system had been installed -as
an incentive to the workers to increase the output of
{heir machinery. One bonus job was thus the mill-
ing of the flukes in a small reamer of which an enor-
mous quantity is consumed every year. At the time,
the worker was making mere money on this job than
would ordjnarily be paid for that class of work; and
still, inside of two hours after I looked into it, it was
Ieing: done with the feed of the machine increased

cighteen times. The explanation is a very simple -

one. The man who had taken the time anfl set the
honus production, turned .out to be utterly ignorant
of what the machine could do, and the work could
stand, and had merely timed the operation as he had
found it; namely, run with the finest feed the ma-
chine had, whereas|T found that the coarsest could be
used. In this instance no serious difficulty had arisen
bt you will all realize that this kind of ignorance
in a man entrusted with such serious duties as rate
sctting, might’have resulted in different conditions.

~ Some years ago Mr. C. Bertrand Thompson made
an investigation of numerous ‘shops that had under-
taken to install some kind of an efficiency system,
and among many interésting things that he learned
was the following: A shop in the Middle West had
engaged one of the large and advertising: efficiency
companies to install a premium or bonus system of
payment; and in a manner similar to that described
above, one of the representatives of this éfficiency

_ company determined a bonus ‘production as a punch

press of some kind, without in<any way improving
the, machine operation itself. ~After this was done,
the operator,, who happened to be a near relative of
one of the higher officials of the company managed
to have the speed of the press so increased that he
without difficulty turned out twice the expected num-
ber of pieces per hour. Needless to say that the pre:
tended efficiency man was dismissed at once.

To show younhow seriously T look upon this mat-
ter of beginning to make time studies, and set rates
by them too soon, I will mention that I still have two
client companies that I took on in the early spring
of 1913, and yet the time is only just approaching
when time studies may be made in accordance with
Dr. Taylor’s principles, and then rates of one kind or
another set by them. . .

It has taken all this time to bring the general man-

agement around and to get all the other preliminary
work done in the shop, without which timc—studie':.s
become worse than’a farce. | However, this prelim-
inary work has’of itself brought about such excellent
results that everybody is satisfied, and that ‘is why
T am still with these companigs. = | .
. Some of the results have been obtained by bring-
ing to the attention of the mahagement the utter folly
of merely getting after the lghor cost, while they re-
mained unconcerned about valuable machinery stand-
ing idle.for one poor reason i &t@r another. - With the
increased efficiency of the machinery we bring ahouit,
it is not always possible to procure work for it all.
Thus ‘nearly ten years ago.T was able to report to the
president of a certain company that after increasing
the production of a certain department over fifty

“per cent., we were nevertheless utilizing only fifty-

‘one per cent. of the average machine capacity.
Regarding the diagram Mr. Gantt has just shown
us, and which ‘he has devised for the purpose of
showing the management the actual, loss incurred in
dollars and cents through, idle machinery, T thini-g the
same is right nicely gotten up, hut I fail to'see in it
anything essentially new or startling. In facty it
does to some extent annoy me, as it has been r&e-
sented as something not covered by Mr. Taylor him-
celf, which is not the case, and it is not the first time
that *“Mr. Gantt has brought, as new matter, things

" that Mr. Taylor had fully covered in his production

and cost system, though in a somewhat different way.
The reason is that Mr. Gantt got away from Mr.
Taylor’s influence long before he had ‘had, the “op-
portunity to learn even approximately all that Mr.
Taylor had accomplished. He has thus never mas-
tered Mr. Taylor’s costsand accounting methods, as
is fully demonstrated by his attitude towards certain of
the problems that confront every factor-cost-finder
and accountant. . - e

By making these statements T ‘do not mean to be- |
little what Mr. Gantt is doing, but I consider it both
my duty and my pleasure to see-to it that Mr. Tay-
lor, as much as possible, gets credit for all he did;
and more particularly so, as some day I may claim
for myself and others the credit for some things’
that have erroneously been accorded to him. |

T am a ’great admirer of the broad manner in |
which M#. Gantt at times deals with his subjects, |
which it is beyond me to do, and I think it is-about
time that he became a member of our Society.

Mr. Warrer N. Poraxov:! T hope that T will not |
“take any more than ten minutes to deliver my discus- |
sion on Mr. Drury’s paper after hearing what Mry
Gantt said and several other ispeakers, the first
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