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C O P T 

JTovember 22, 1940 

Hr # George Duva.1, President 
Western Electric iEmployees* Association, Inc. 
Kearny, $ev Jersey 

Dear Mr. DuTe.1: 

confirming our conversation of October 25th and 
subsequent telephone conversation of October 50th, the request
ed piece work rate conferences between Management represent
atives and representatives of the Labor Organizations r e 
presenting employees in the Manufacturing Department will be 
held in Chicago on Wednesday, January 8, 1941, at 9: SO A,M* 

I t was agreed in our discussion that the subjects 
to be considered at this conference will be confined to the 
following piece work questions which were brought up by the 
Labor representatives at the October 11th meeting of the 
Hational Committee* 

(1) That the 15$ increment on piece work be a minimum " 
on a l l jobs in a work group* 

(2) That employees in a piece work group who may be <£MV 
on development work should not share in the 
piece work earnings, but should be paid average 
earnings by the Company while engaged on such 
work* 

(8 ) vacation pay to piece workers should be made on *S 
the basis of June average earnings and not the 
fiscal month preceding that in which piece 
workers take their vacations at other than 
shutdown periods* 

(4) I t was contended that piece work jobs are 
permitted to run for a considerable period \s 
before piece work rates are established and 
unt i l the individual employees in the group 
develop ski l ls and short-cuts to such a high 
degree that there are l i t t l e incentive earnings 
left to be realized* I t was therefore contended 
that piece work rates should be established by 
the company for a work group ear l ier than hereto
fore* 
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Mr» George DuTTal - 2: November 22, 1940 

(5) The "average operator" used in timing an operation 
should be one -who has not developed these sk i l l s and 
short-cuts out of long experience in a work group 
prior to the establishment of piece rates, 

(6) A joint Management and Labor committee should be set 
up to approve the established piece rates, to be 
followed by a 30-day t r i a l period to determine re
actions of employees to the change and to promote 
confidence in changes made* 

(7) I t m s held that the set-up time on jobs where small tri*— -
lo ts are turned out i s not covered in piece -work rates* 

(8) Minor changes in operation or methods should not lead 
to a change in piece moxk rates* 

(9) Operators on operations where output i s machine-
controlled should not participate in group piece -work 
earnings, as there are no incentive earnings to be ^ 
realized. Management should therefore pay such em
ployees average piece work earnings* 

(10) J t m s proposed that duplicate copies of time analysis ^ 
sheets be available to representatives of the Labor 
organization in each department, 

(11) Delays should be eliminated in handling grievances —. 1 

involving piece work matters* 

(12) Some people prepare jobs before starting time and ^ 
after quitting time. Some employees take home parts 
that they and their families -work on to faci l i ta te 
•work next day. 

As I pointed out during our conversation of October 25th, 
the Management representatives wil l be authorized to negotiate with 
the group appointed by the Labor organizations on matters of piece 
work policy affecting more than one location. They will not be 
authorized to negotiate regarding questions of local application. 

Tours very t ruly , 

(Signed) "W, F, Hosford 

Vice President 
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Information, 

W. F. Hosford 

TOSTEM ELECTRIC EMPLOYEES ASSOCIATION 

STovember 85, 1940 

Mr« W# Hosford, Vice President 
Western Electric Company 
195 Broadway 
Hew York City 

Dear Mr* Hosford: 

Replying to your le t ter of November 22, 1940, we 
wish to add the following subjects which pertain to 
eafcpiny policies and piece -work: 

Rates should not fee out on jobs which have 
only changed code numbers and -where job 
remains materially the same* 

Only part of job or operation changed should 
be restudied with the purpose of changing a 
rate* (It having been decided after discussion 
with the Labor Representatives just what the 
part affected really is#^ 

Where new piece work jobs are introduced i t 
must f i r s t be agreed by Representatives and 
Management that the expected hourly output 
can be met by an average experienced op
erator before a rate i s accepted* 

x 4* Where a group of employees object to the *-*^ 
H^vv introduction of piece rates on their job, 

or jobs, th i s objection be sustained* 

5* Where piece rates have been rejected 
Management will not use bogies established 
on same to act as speed-up system* 

6, Management will refrain from any attempt to 
influence any individual or group on piece 
work except through the Labor Representatives* 
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Mr* W, P* Hosford - 2 - November 25, 1940 

Average earnings to be paid employees during 
period of b argaining between Management and 
Association on job being changed* 

^ 0 8» Employee must be given piece work layout« 

"These subjects were presented to Mr. H* Beal, Kearny Works, 
for agreement but h© suggested that inasmuch as thsse subjects 
pertain to management policies on piece work, they should be presented 
at the National Committee Piece Work Conference to be held January 8, 
1941 at Chicago* 

Yours truly 

(Signed) G# DuVal, President 

U N I V E R S I T Y O P W I S C O N S I N M I L W A U K E E 



. G Y R O , 

Irm m «K»j*iaati6* of the i taas listed m the s,g«»da for 

tl«* fdrtheoaiag eaafereaee on pleee rates-, two observations m»y b* 

attfi** fhe F i**t i* tlia* the mm& in wMe& «on)» of the Itawt 

*tatad <m«3»sts that t t« ^ssewitttioft h»» as inadequate xmiBa&famtoN$ 

pf the structure and fuaetioa of the niece work syatew. 39s» s£ the 

topics overlap or ewer the mm ground, others apparently have not 

laeesi thought through very far. I t appears as though the association 

is striving to present A strong eaas without quite kmmim now *© to 

so* I t also looks as though wont <a£ the* items m the agenda cotild 

he disposed af rsther easily if taken at their face v«lue end argttftd 

AT taut level . 

'i'brt *6AOM obswrration aoa«ern» tho •wtionpl ton* in 

rhich «o«E of TFAFT £t*#s ate worked* ffca laH^TSIF.S osed ;t»d the kind* 

of DWBENDE wfciofc nre made **•» TO reflect am att i tude of a&tagonisn 

wfcieh May not BE eondueive to & eonftrasee discussion, certainly 

sueh LANGIAMS* does not reflect » STATE of mi»A w&ieh would be v*RY 

reoaptlve to a logical presentation, of evidence by Ms*«e««eat BOR* 

EVE# well piwpared 1% might 

these two ofcie»V«tio*» msggest the fellowin^ aawlusio**: 

f i r * t f that any attest** to deal with the items l isted AT their *AEE 

value ndrht i a effeet *E takis« advantage <MT the ssoeiatie*** le tk 

OF dissensMeAt in »re»E»tii*« i t s ESSE, «t LEAST i t HE SO 

stmed EY then* C resul t , the eaotie**! resists*** already WRTW* 

em their *E*t aif.fct s* ^stressed rather than diaiiisbed SAD the eon-

FEREIEE E««LT get SEWHERE im sash am atMoesbere, 
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Tm seooad mm%mim ««gg«8teu is that 1* ther« i s to M 

a real Meet-lug ot mind*, the- proMe* seeds t* i>e restated* Seme iaar 

sight meeds to ©* £aine& INTO the astura of the problem the argeaey 

of •which hm PRMFPTEA the Assoaifttia* to ask not only for speeifie 

policies regarding prsetiee Mt ol«o for a control wiilob quite obvi

ously would make i t exeeediaglar difficult 'to keep the shop t& tm 

efficient #peratirg cunaitioa* ' 

2u a» effort to |>r«v$&* a basis fur & statement o-f this 

problem, the per«ea«keX counselors were «sfce& to select ofeservetioa* 

based on. their experience with e3»$L©ye**f lower lifts au|/©rvi«5ora» 

«a& z.mmtMm 3N*pr#«e»ta*iv«s WFTFCFFE throw-' l ight on $i#e* rate dia-

turbeaee*. St i * fel t that th is approach has provided % description, 

of soma of the basic %m%%wsB £» our piece ra te situation whiek «#*. 

slot readily apparent* fhe analysis else supplies sens CLUES which 

Hay be useful I M working out * SOUND position for SdsBageanptt in con

ducting the EOUFEREAEE* This a r t e r i a l WILL BE presented lu the 

REFFIAINAER of t h i s REPORT* £•> have fel t i t UEEESSERY t o INCLUDE ft 

good &««J. of DE*»RIPTIV* material in order to clarify the point* 

developed end BRING out *o*» of the signifieeut TRENDS leadisg up 

to THE PRESENT eUsy situetino* HOWEVER, A GENERAL sumtery will e* 

FOUND an l a te 15* $HE ARTERIAL is ORGEUIXED UNDER the FOL-

l**im GENERAL fc**DI»*T: 

1* CONDITIO** UNDER WKIELI SO*«PLAI*TE aeeut piece rate* ARISE* 

* * BFFEET OF * I E * E RETEE i»re»l*** **** RELATION* FCETWEEM ear 
PLOYEEE, SUPERVISOR*. «ai MSOEIATIE* R*PRE«en**.tiT*S« 

3« * N # AEVELOPIMAT EF * * * * * * * AMY ATTITUDE* TOWARD PIEEE 
* * * * « • 

4 * EIE—iiiTy - £TOTE»*FTT EF THE *RO»L*», 

i» INELISETIEMS FER IFE* EEEFEREAEE* 

ft* A * t * # * T « * S FER FURTHER STUDY OF T I * PROBLE*. 
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Opn^ltione smder, .IFFIFTFFE, 9a*Plftlats about t PIECE. L&ten Arias 

X»X fba mm* presim»!i#i dieteltensee ooenr i&saever « new #*TT 

i s I ^SNDNE** silsiem ateterielly al ter* tn» accuatoaea work 

NSJFCTT* #£ AN estplaye* a* eronp* feline* of U****tne#* 

gin na saoa th» employee Xeern* I K ! bis job i s to b# 

B%\MM m restudied end tfesy persist witfe varying iatenr 

Altar watll output w earnings are r^s teb l iehe i &t a 3*F*L 

that is, satisfactory to ALL eaaaeraed* GVITI&AX a t t i tuto* 

«re pertioularly notieeeM* whenever a pise* m i e i* Intro* 

duced into * situation which is in tae pro**** of ft4J*J»tlag 
T<* n an Jar teefcaieel ehenge* Mth tuie eu»biaiitl**n *£ 

enenge*, TK» dlaturbsaaea often develop to n point wh«R* * 

«r#wf FELLS TO .make «A effort to improve pwtasneue* an* 

#ff*@t the ed^netaieiit waien i s neeesaary to brin^, ABOUT *n 

lapr«Tf>»M»at 1% jwrfo«R«nc«. 

Th» ntat* SERIOUS TYPE* ° ^ DISTURBANCE often EISENDE BEYOMD 

ta* **pX*Y*E GRENP taet i s SPEOIFIEELL-Y EFFECTED, sxpree-

ELANS OF SYAPETNY end PEREONSL EONEEM ere often OSEERWL 

in OTHER ea*PL*Y#S GREMJW tnet ERE ELESELY **«o*i*TED WITFC 

to* GROUP EFFECTED. #ti*Y ERE else OEEEEIENELLY «E**RV*4 I N 

tne fc***DI*T* SIIPERVLEERY «R*UP NE TFC* *UN**VI**F«* »RE»3«* 

OF SETTING T&* WURFC OUT I S STRIOUSLY *FFE*t**» 

U s n*OE M T E * ERE OFTEN TRLTL*I**4 WNEN N DREP I N EEXNINFN 

«MR* ISUL*** TA* EKNNG* I S U*4«**T*JMl«Ble * N * EEEENTEELE TE 

ELL EENEEMEFT* I T I S EFTEN FELT that RETE* SNONL* EE SET 

THAT EEETPENENTE FER THE ENNNT** EOEDITIE*. 



m a t o minimi attitudes n$k»mmv the <$ariif%a ®t 

doiag ftlmlte* work or wfe*& dm employee or a group of em

ployees feels that they safe worked harder thaa they did 

teiug th# pmviom mn%% «M yet find tha t they **• to ha 

poid lass* 

1«S &»plGy«&* who ar« parsaaally uaet&hle tand to bo very oat-

ifc th^ir eomplaiitit*. fhese ffeflple a** likaly to he 

di«turh«& hŷ  «ay ^at«^*e tbasfc asar have «»«mr»»d ia thair 

personal s i t s» t ioa t such «« fltteaciai troubles, f&aily 

troublta, dcwng^dinee, technical ohao^e, » t a , H©w*v*rf 

w* have oossrvsd that vjiieaever t&ase people are l«mt«d in 

piae* work grottps they #lmast always inclua* eoaplaist* 

that rtlf.tz direetly to the piece ra te i a their ^spyessiaa 

of dissatiefaotia*. 

To SUIKARIIE ftrt*C2Y, w» find oowpl*lut« aoaing from a W 

rle ty of sources, mmm of them arte related diraetiy to the admlmis-

tratioA of the piece rate ny»%m but »nny of them »rls» from sourees 

'that ate not at a l l related to I t* ;JO*S of thase disturbances seem 

f* he h*«eft en *j«elfi* t&iSlis TFAGFC could he hut the souree 

•f may ef thest i s to indefinite that I t would t* difficult to metes 

amy TKCFCFT in seliay that weale materially a l ter then* 

** fffr- y»»YUBB» tfeo* Srtitfiey Between ^ G L W » « > 
3RWRRU»*« . aaa /M»«lati«« R»w«»t«TLTS7 

1*1 M might »• •xsostea, *** relation betweea t*e employee amd 

his immediate- supervise* is meet lifeely to fceeome disturb** 

wfceaevsr a wise* rate sreolem oeeurs. Hieee distwrsaseee 

U N I V E R S I T Y O F W I S C O N S I N - M I L W A U K E E 



fary &mmt&&m'bZ? *u* titty isost 3?amwttod «to««v*v tfr* 

m#**RIF£#or d#f»i#2>* jparsoaai t»#i.iai** of i a s ^ r t t y m t i» 

proasss. thin k&aA of aaeertaiaty o©is#* ftfeoi&t Draft imolee** 

TTOBW that fe» i t acts mkim a satisfactory si&Mlag SAID t&at 

liia M&mk&» ttsA titoto&m&to am mxpaeti**. warn prograss 

tfea& lis is abla to ahm. At tbe*e times be is likely eitbar 

to issua groat osmy ardors t»at result ope* AM-

tA^oaiffset OR to fool compelled to- ISAIM ia tbe ««*K 

aim* i» the |>ersami*l im tb* iiope tfcat soamtbisg will brine 

afcatxfe ea i»provaa»tttt $* find bi» becomiag A »triot discl-

pliaariaa issuing orders abra#TJAR »ucit as "Dean leeva tfet 

| o o | w * W t 1*Jtfcf* "Start f«mw*3?|* and «SOJSTE ojdlr 

t ine tim*#* l a other oases he may feel t&e aeeessity of 

Sfctaiass on ordora Verbatim* thereby tnoeo»aeioitsiy dlselel*-

itfg eay j*r#an#l reepcmsibiUty for tktsu M mica* be ear 

peatod, tfei« kiad of ebsa&e in betatviox* oftem toads -TO ia~ 

•reat t the D£*tapfeta*e »s i t let*** TBT *Rployee fe»llm$ 

tJvst tils iwietalate supenrisor i s tmwilliag to do aaytblmi 

to h#lp bin, I* sons oases also, tbe saserrisor tends to 

feteo Im tmft aeol«*o«aa as see* a* tao employee bam takom 

t ie |#oMm* to tke /\s*eeiatio* f This ebaamt im bebavier im 

omit* aottteablo to employee* aaa i t leavea tbem feel!** 

that tbmy baym oaly tb* £a*ooittioft t e look to for support* 

2*£ The *a$e)vvi*er*e relatione witk mis anterior aad mitk etnt? 

«a|M»nrisers also toad to aeoome disturbed la tbe asms memmer 

ma bis relatiome « i a employees. He i s l iaely to beeeme 

emit* aotlv*, *• *a*m exeeeatre demamia for eoeoaratioa ami 
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to toe e r l t i ea l nh®m<mv anytftUtg b*l«e» *fco»t &*2«y* 

in Wm werfc* 

0*3 $a tfc* employee, grenj? i tself • tn« personnel ##OT*£or» olso 

ofc»*rv^e«»#M*r«M* ejtaag* «?n#a a #i*o* problem oeenriu 

i# note a stronger type- of internal *j*&&ljmti€R& *• « tendsaey 

to t a m strong e l i t e s wmien Wing ^pentose on ot&ar employ* 

sen aai * tenneaey to. estraeiaa anyone' «$& t r i a* to anise ine 

ra te , fkey nek t«**.tion* «#4 demnd *^Xaj*att0»» for ».©tiv** 

i t ien that ordinarily wntfU pees witnont notice, fiiay seem 

t& get l i t t l e setisfeetien from their wmte &a& thei r #e*»i*" 

aiam generally develop* iattf feelings of l iving fteen degraded 

or l e i down by soaees* m s o a k i n g . 

ft«4 2k considering enengee wnlen esow 4a tne &®&m%®%tm repre

sentative's relet!***, we find Iiiw feeling meter coiwtia»r*bl* 

jpreswnr* end lie I*. lifcsly to a?***? to o* openly nntetemlstle 

in ni* relation* wit*. •Mpleyess, sapsrvisors. end often witn 

Management. T»i* eneng* eft**** to be due to tlxe fellowlag 

seejsenee of event* whien o*«mr i n eonneetlon with nearly every 

Tn* /ssseeieti** representative Mere often tnen not reeeive* 

*tnt*tt*nts of tne jpreele** fro* eapleyee* tnnt *r* oonflist

ing end c* v*f«*ly stated- tnnt taey »re not very neefnl* 

Timir *r«*i*a* *« ***re***a must then ** re*t*t*d in a w«y 

s* taet tiw **»o*i«tl** •**. prtseit the eoaelelnt to H***e*-

asftt*. *ni* nsnelly lnvelfe* **n*l«*r*»a* tia* *nd *ffort 

f*r at matt *sw**nt Ills **•* fi**t i* ta* £*s**l*tie* eat 

eeavlne* wean tant i t 1* seaat and teen **enr* tne l r *el» 
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4a bargaining with Stenageaeat. &rter t&ia I* don* a* feel* 

ohltea*** ta «*tal* .**»* eoneeesion that wil l he ae«*j>taS>l* 

t© the *»g?le;r*«. Baring ta* tfta* that m 1* *ax*^£alJit« J§* 

mm* *l«o it* ratidy a t say t ia» to m$l&¥%m a* ta taft 

£»^r*a* he i s *njc*a£* in tfel* sort of * «itnati«*a t «a»lere* 

dwaind* «*» always in •»»•** of wltat the *»»***aat*$4w* fbaSUt 

toe e«oi aooo«?»ii*a se that he smst either *?p*a? openly *n~ 

taganiatie to gs*agea*at or be in a position to tell . easier* 

ee* that thei r eos»s>l«int i» not justified* m might he 

«xp*«t*d» lie usually finds that ftaftsgaaaftt has * better 

mderatandiat than a* ha* of the coaditions under whiafe *&§ 

rate an* net naft that i t i* *xe**ding.ly aiffiey&t to find * 

flew i» the i r logic, Mm9 i s terms of til* coaplalnt* th* 

answer n* ree*iire* i s vuau^lly ttn*j*tl*ffc*toj«y# <S&i* m*en* 

that n*. onnaot g*% nnytMnf with referent* to ta* ewsnlaiat 

that fee *«a **rry »**& ta his eeaatitneat*. -,* else net* 

that eeoans* of taw *ls* of tn* r*nr***»1»Bt iv**s ter r i tory , 

that n* 1* ordinarily intolted. In a coed d**l of tnl* ftfttiv-

tty« Be find* nla*«lf frequently fneed with the s*o»le* *f 

«ith*r tafciat ewpleye* «eaflnlat* r e t r a i n * pies* rat** *j) 

the l in* *r t a l l i n* th*a thet they de net net* e ***** TCii* 

I* f*rti**la*lr n*tl**e*l* with r*f*r*nes to a**fc*rt of tn* 

heard of dir****** waa «*t «• adviser* in seaneetlam with 

ae*t «•»!•¥** *oanX*int«* 

fa* ***** ***»rretioa* indteate thet »!•** ra te distmrhene** 

aria*; aheat « as*!****!* ****** i a 1h* relatiea* *C slaeet every*** 

invelved. the tendeaey •* the pert *f tea ***laj** taaard **f•**!•* 
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bobaYloy ortatos «emimi*t^fc£fa pm'tolmw fu» tbe supervisor so tbat 

Am »&a» aaam* at loss* I t is) diffiamXt to *««**» m offioJabcy tfeat 

will bring stoat aft adSustaoat. ffe* an^g^am*, walla fooling tbo 

asitlra responsibility loir affeatiag iaprovawamts la affioieaoy, to&da 

to fool loss reapoaaibls for aeamfclms oitbor ©a aa^wtmamt in tb« 

pioeo rata i tsolf or so«o soaoessioa *h*it will bo satisfactory t o ear 

ployoes while tboy era learaiae to work witb tbem. A largo part of 

tbia reapoasibillty bas boon takaa ovor by tbo '-ssQalatloa, £a» to 

tbe I*.ok of ftutbority ia tbo j>»sooi#,tio» ropresentatifas* roletlosa 

wltb employs**f thai? diffiO'alties itt mtatfcgg tbo ousployoa s ^ b i i i l 

to %h» prooloms involved la bria&iflg baok a ooaoo**" 

sioa tbat will appear satisfactory to employeos, thai? posltioa boa 

fretiaeatly baeasa* aasatlafaotory to employees, smporviaora sad tbaor 

**!*«»• 

3* The PeTelapweat of pQif^jHfg:. Af^+jlowy,. f^oyi^^^.iaa^,,^^ 

30 fa t we baft attempted to develop tbo following points: 

(1) 'Ebare are tisaally distarbaaoos of veryiag degreoa of iateaslty* 

depending apon. soaditloaa* wboaevar aaw plooe *«t t t are i&trodooea* 

(91) «bnt a goad m*ay eomplaiat* about pieoe rates are rosily &** ooar 

earaed witk tbo pioaa rata «a musb as with other ooaditioaa* {%) 

!Phat tkere ass beam a mark** ebaaee l a tbe relation* betweoa aaparri-

ear sad employee aad betweea employee «ma uasooiatioa yepreseatativa 

autb taat tbe reareaaatetiv* aow bear* tke bramt of employee aiaaat-

isfaetlam 1m tala area* (4) *b*t taa /-ememiatiam** demand* for mora 

eeetrel wltb wrfaraaa* to piece rates arowe oat of tke praasarea taa 

repaeeeatatlve* at* amaer ia meetiac tbe damamia of tmeir eeaatitar 

eats* [h) That tke •aperriser am le**er famstiom* effectively l a 

relation to piaoe rete alstartenteet. 



In owe opi&ioa, $k« smt outateadijjg point to be ooaald-

ased, ooMtom* tba *npo3?*|(#oi''*s pottiticm aa emwa&feaft &bwi># &»at 

maa brob^b* abo&t tfeia ebaugo in bio fealiag of ^eaponaibility fm 

pi*** rata* px*%$eei» w&leb «*£*• let fei* o^mlamt&fiB? fst order to 

oaawar th i s ejmtiom* 4* ** saeeoaary to so hmk a few yeara aad 

iitedtob la ao**> of tba e&angam ia practise mhiam &**& to be d t o c t l y 

related to- tfel* problem, fbasft obstages in py&etlea ' t o o be*** iatro-

tluoed witbia tba aa^ria&o* of moy of our logger eorvieo employ*** 

ana supervisor*, fbay **» praaostad saore or lam* i& ete?o*iologioal 

©rdor in % it© of *h* faot that ?>etttaliy tfeoi*o wna *OJJ» overlapping 

aad tbet moat of tba efeeBgrna war© introduced gradually, 

3$1 Seam tig* ago wbea moat o£ tbe weak m&a oa atr&if&t piaoo 

work or ttefiaite group piaao work, fue iollowima ©oaditioa* 

03C£**0&* 

a* Pi»c« rate* war* ettbar aatabliebod by coapariao* or 
mw& diractiy y$m the aataal timing* of- tim» etudy 
mem tbam a t pr***&t» fbi* anabled employees e l taer 
to be aatlafiad witb a #at* fee****** of pravioti* a i r 
pariama*' mitb a similar rata or t o aaa a dlraat r e -
Imtiam between taa time i t took tba* to do a job waam 
tbe Job mat timed aad tba piase rata* Employee e t t i -
tm.de* toward tba rata,, good or bad, w«r# largely de~ 
termimtd by tboaa o***w«t3.o**» 

b« Koat flaam rata* mora aet oa eaafe oparatioa* 1!hi* 
awr* employ*** mat evp*rri*ori aometmlag that tbey 
fa i t wm* defiait* to ta lk abettt wbamafar « rat* waa 
tftaagat t a be tarn lam* 

*• liemy ra ta aattar* ware aalaated from tbe shop ami be-
aaama af tbei* aba* axmasflaae* ware abla t o aatabliok 
ralatlam* able*, tamded ta make empl*7**a fael tbat 
taa tim&mca mare fa i r aaa tbat tmey mad allowed far 
diff laalt ia* tbat tba employ** *aqp**i*a**d la doimg 
tbe jab whiob mora mat obeayratle t a am* wmo waa ark 
familiar witk tma work* 

a, mmelayas a*m|Oaiata abamt pleae rata* war* takam 41-
reatly t * tarn ampervlaar wmo tbea f*lt r**pom*ible 
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for ei ther showinc' an «a$tay*« few? a rat* eowld &* 
nat a* Hi taking the profclaa to- $&* pi*** r«t* #*** 
t e r . %* aajtaitaeat whioh was finally afteist*A savta 
about pradaalljr tail inria^ the entire t&e* the ear 
gloye* could «*t jnaathlag definite fron the *np*r-
visor *eia*fdia« th* ****** of nl* eo»plaint. 

#. mmim **•*• beoasat* o£ «#*.* rates** which re* 
salt*4 in iaeffieieneie* and abnormally ai$h earning, 
i t wan diffiea&fc to w r * Wloy»ea from one. | ab to 
*a»oth#r ocean** admana* usually resulted in a t«asi>o~ 
rary 10a* in. *arai»g*.? Variation* in feasible *eW" 
ia&a aiad* eartain Jobs desirable ant other* wndetir" 
able &m n^mimm often tesd ta foro* •m^layaas ta 
worie m ishd**i*»able |ob** Beesus* of tMc, consider-
able fcellag d*v#£oja*d that *tt»*rvi$ora mm partial* 
tfeat they *hiwr*i favoritism* *$*• In other wards # 

awioy of the eoaipJLaint* which might have mean directed 
toward ' t o $A*** set* sycte* were directed toward the 
a t^rviaor* 

$»ring this- early period, oosi|>lj*l&t* about fiaea rata* 

were «o»ipar«tively unimportant and adjustments tmm u»na21y worked 

out through the ao»hia*& effort* of the supervisor the pleos 

rate se t t e r . However, Other difficulties were created involving em

ploye* efficiency, «o*t and ofcber difficulties in the ad*lni*tr*ation 

of th* system, ftu* to thmm #rebl***, gro«p nice* worfc was intredao*d 

and wore emphasis was placed en accurate timing** 

S»* The following ohservatione are concerned with the early 

pans* of group nice* works 

a* 1%* nearly rat* he**** laoortant to eaoloy*** and a* 
th* nearly rat* new d*t*r*ia*d the aaouat an **?loy*a 
ccttld *arn, i t *eem r«nl***d avcraa* *arai»£* a* * 
syabel *f *tate*» 

*• *t taet tin* ****** war* **t by ta* *n»*rvi*or aecerd~ 
lag to waat h* f*lt tj*nlcy**t could produce, and thna 
the hagay r*el***d th* ***** rate a* an **j*«t of cear 
nlaiat* 

c« imriag tfci* **rl*d, tie** r*t* settle* becea* aor* 
*«ieatlfie, tia* st****?&« were iatrc**e*d and rate* 
affjaa te he set en a tetal a»«c«*ly «* a eaaaiaatlen 
af •aerstiea*. Max* *«refel atndia* war* aai* in an 
ef f art t a act rat** which weald yield a naif era re~ 
tam» 
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d. m&mntlawm began t o feel more and mm xwtptmtw* 
for Immftm mmim* ***»i* *»& 1*** MMv&mti&M tmt 
**ein that mmh rat* was *3£*t* IChay **tw§ alao, 
abont tht* t i*» , that the t£a* *tfciy «&* not **t 
t&* rat* *x*ln*iv*ly £*** tl*» studies* St may 
a***a thai* i&ta^j^tatf on of these tite*g$* war* in 
****** tb«t *tm *t$dy »**»*4* fend twton ** *oas>i*ac 
that *oa#l&&s.t* abant rat** mm diffiettlt to adjust 
*atiaf«etorily. fhey also fovjt& tbnt th*Sr ooaplaints 
ioeatl*** r**i&t#d m inatfioianalaa being noted on 
th* job tor wtd*h they fa i t responsible* All of th*** 
aot lvi t la* and* i t *a*aft***«*« «&& diff imlt to aarry 
on an aa t t f i ty thay fmav ly handled* 

Baring th is period-, ** not* a gradual aMft in employe* 

and enoartisory thi»k*»e A M * the flea* vat* to the hourly r a t e , th* 

b o w «*« iaportsnee of ias&mtal»ia& atable **&r»in#t* w* also oh** 

sorted mm soiantlfio method* M a t employed l a vetting $i**» rat** 

anion tended to mk* i t **** diffiaudLt for the *q***ri»m to a**mr* 

adj«*t**at* • $hi* resulted in. a l*#*»»ine of hi* effort* or, in 

other word*.,, a, wit&dr*w*l from hi* foraar position* 

3 8S lore rea*atly th* fallowing ahaag** ***» «lenitlo*gat: 

* # v/itb tn* d*ir*l*|i**«t of the Product Shop and th* resent 
a*tlYity in introdusine in$r*vsd Method*, we obssrv** 
•aaleyass beaaaine mm and w&m oonc#rn*4 about oi*** 
rat*** X* pert thi* anann* £* a t t i t sd* im Ham t o th* 
amount of th* ahy«l««l ****** that wan n*****ary and 
th* ***? a** t a l e* that war* r*iplr*»* Bat, la add!** 
t i e * , in the fnnational *ao» a aajo* abauga in d**ii* 
aaa&t that th* aanlay*** affected by mm cat** way* 
***tt***d throikihomt **r*ral ***** an that the enly 
«r**f. ******** materially *** th* f inal aaaaahly*- tra
der the Pr*dn*t she© ***-«*, Wm $&mm aff**t*d war* 
mm laaaliase* and therefore developing **ti*faatory 
return* am rat**' ****** **** dtffi**lt as **t*a?*X e**ar 
nation* are IwolT**. Certain aaa l l **o*n* of •anler* 
ee* ****** a drag ** th* bal*n»* of the gronpe, there-
f*r* f-rlatl** aetwee* **»l*y**« are** whi*h r*«*lt«4 1* 
fr*t**ts r*sar€l*i th* rata** 

b» Ihtrins thl* t l** al** i t wa* fo*ad that the h*«ey* **r 
j>erri»*r* set were not *a**d on *nythi*s teagibl* ** 
that w*en*v«r »*w rat** war* set th*y ***** t * **• th* 
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ajgwrtaal bOttrly output FLEW* wbiob wa*s feasad oa tb* 
piOQa *mta* $bl* **am* tkot w i t b aaofe «b«b§* im «ftt»» 
t b * a l l o y s * was gtv*tt tb* mm mmjtmM %*iiv2jr output 
ra t* , ii* migbt b* •xpwt«d> mangr of tb**a war* taoigat 
to bft WW>HE *ad tb*R*£oifa tba rata ffti #o«#ld*rsd wrong. 
A» «. raamlt *f 3S»ny amployaea ba*» bad roosat »x-
pariaaoss ta maglcta* on %*o*ig xmtam* wb*» wm&t really 
botborbd tb*m «m* ibo b#gay» 

* • ; l t b Mtiterame* t o #TTP»rviJSO^R a c t i v i t y , t b« traad aota* 
l a t b « pmtism aaotioa. apptaroa to %ml»tm»* wnmw9 

d»RL*i# ttela t ia* t b * ^iKipa'rtiaojrmplefM' rolatioaa w^x* 
af Faota* iM samy abapa fey tb*a* la ra l m^mririnim* fba 
»$p*j*?i*ior ftn&mi tbat b» I M » tixkv t# agonal mitb 
•mploy&a* so la aaatsy «a*** i l l ? agmtatt* t*M*d to b*~ 
oow« mora formal «ad *« ft eftns*fsucno« tb*ir ^ewofi to 
AMPLOYSE eomlelntu about pi«a* Smta* b***%* loss sa t i s -
rectory to aaploya**. ffea *MPLOY*e in turn, bsgafc to 
d*p*md more «&& mora upon tba /'ffeoaiytion r*PR«**&tatif*« 

4* 1% addition* teibs T N I » tlma, tim* rates raplaoai. moaay 
ratoa «nd WBLL* aof sal ly TBL» obensa DID mot IATROLTS 
oi»c* rotas, ow OONTROL of labor cost wblob fosraarly 
wm4a* moaay rata* toolftd os&y tba piaa* rata, aom dar 
paadad UPON s*LNTAIII IA* a atabl* balaae* iu tba *v*ra*A 
bourly rata* $ttp*r?i*ORY sffort* to maiataia tbla bal~ 
amaa brought about soma mo4iflaaMoa in tarmr pmctiea. 
fbaaa modlflaatioaa war* OLOSSLY aosoaiat*d In swployao 
TBIAKIN* a i tb plats rata praatlaaa ao tbat TBAY daf*l~ 
opaa a tsntansy 'ta aamplalm. iQmmm amytblag. bappamaa 
waioa FFDRSRSSLY affaotad tb*ir SARAING** 

la TBIA SMTIOA attamtiaa baa baaa OALLAD. to AARTAIN strma* 

TURAL tbaagas ia OUR SITTTATIOA MBLAB war* Important la ralatiom to 

aarraat aatploya* aad aaporvisor attitttdas toward P I * * * rat*a« fba 

problaa- baoama •OMPLL*«t*d by THS IATRODUATIM. of tb« ^rodtiot sbop 

aid tba aaa OF tba *xp**tad AOARLY otatpat* mbiab wax* datarmlaad by 

tlma atmay m*tm*d* 1m plma* of tb* mora laformal bosmy mat BY tba 

aigHirfiaav* fmraa l*r*l *ap«nri*lam maia i t mora difficult for tba 

Â'̂AJP̂ŜJTŶFĴ- *Â  "̂JWĈ Ŵ Ĥ*̂|L̂^̂3*T̂ *̂̂ <̂*̂*̂*̂  î̂MÂ/fc"3p3*5m̂PT̂Î̂^ 30̂^ *5̂T(̂̂ 3̂[fc*ÂĴ> P̂̂Ŝ̂Ê̂Â̂Ŵ̂^̂Ô̂SJ*̂  ̂ N̂̂ Ŝ̂̂E*̂  B̂Ŵ*>̂̂^̂̂-Ŵ|ĴŴMfĉM̂  

aid tlm* rat** r*aaltad im r*atrl*ti«ma im settlmg tba boAirly rat* 
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muto. b«ip*d to fttrtbar ay&Hwtfm $l#m mSm &%*%w%mmm m& t o 

airoo-t mm attantioa to aaytblag wbiob *&wm*%$r aftaatad #«»i£»£*> 

4* ffimaary ^ r . ^ ^ f j B | i i | r of. f̂cft, problem 

m aiigfet b* a^gpaatat FIW tit* afcy**, & fftvoag foaling ®t 

^ago&lsm bait &#v*lop*€ toward piao* rata*, in tba s&afia of aaployea, 

tb* et*2*mgaoff» ta& tit* ssooiatioa. fbls atttagpattex i s APPAVM3AR 

stftab iaora rea l to the jtoa^lafttoa than i t i s to tfe*> employ*© aaft tb* 

attpo3?fi«or b*oas*« tb* a^S$P*** aa le&ivld$*l* a w nat ao ma&towr 

ally rofistod to bribe; about &a.}mtmxb& ia a disturb** ait««tiafc# 

.Alao a good deal of tboir diatarbed tmliXk-,8 mn b* diaaipatod in ax* 

pr«*»ion« of atvt^oaiam tow»rd a*Mt tba / .'isociation. Moat' 

of tba /:«soei&tio» ^pr©**»tetita» bav* fetes foroad re$**t*DLR t# 

rwopond im aota* way t o amploy** coaplsiat e aaa iNora of tarn tba* aot 

th*y find tlwHeaaXvaa iasde^ttataly *<pl$p*d. to bsr«ala affaatlvaly* 

<Zhi* ib*dafaa«R davalapad to a polat wbasw 0O3**id*#abX* f**li»#; 

of *i*otioaal frustration i* *xpr«a*ad by uapraaaatatlvo* «ad aaa*). 

*«*loy**ft feel tbat a *troB* oataida mtm wot&D ba mm aff**tivt» 

Tba it***) oa tba agaaia laaiaat* tbat tba /:»8OEIATIO* faala tbe only 

«*j^l*m f*r tb*n im to for** wmm$mm* into a paaitlom 1 * ubiob 

they a**t «gr*e t a ap*oifie r**t*i*ti*a la praati***. *0a*y feel 

taat ig*a*«***at aawt ***** t o prow tbat a rat* la r ifbt wbaaatar a 

e***lai»* ia aaa* an* tbat jaaa*F***mt aawt *£*•* «1T» tb* ***«***• 

a t lea a batter *a*t**X ««* a batter bar**i»i»* paaitio*. However, 

***4ie**atloft *f tba prabl** taat aaaata to ba ladla*t*d la tba above 

©bearvatioa ***** I t epp**r arnita obviaaa tbat ea**a**loae la tbl* 

airaatlaa w*al* oaly e**i*Yata tb* pr*J»l*» tbat ******* to *xiat . 
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Dint nroblam might be stated as fellow* s > eonaidarabl* 

e*ount of wmmimm and insecurity en the nart of employee* and 

*us*r*i*er* ha* d*irelo#*d du* In the fact that « syatc* wfci#i «** 

e*l«$ually intended to comp«o»*tft •jcployee* ndOQ.nnto3^ for s e rv i ce 

rendered and to provide € *t*ble control of labor oo*t la now oper

ating i n & mwmv which tanda to direct a oohsiderebl* aiaosat of 

employee and supervisory attention toward the piece rate* the su

pervisor who formerly mated to te**B tftiag* .stable he* fee**** »»r* 

or !•»» impotent* Aa a result we are now observing a new force, 

the jsaoointiom, attenuating to «tr*n*#h*n i tself sufficiently so 

that I t can perform the atabillsiaf; ftwatlons la thin area fomerly 

perforwed fey th* anpervisor* I t was ap^erent that the annerviaor 

was *ble to handle th* adjustment grobl** under straight oiee* worfc* 

I t was al«a an$arent that when group piece work s tar ted, be wa* *ul* 

to operate i t with eo**arativ*3y few sarieus complaint* about the 

flea* rata* This wa* accomplished j$rt*a*lly because the bo$*y wa* 

•*tabli*h*d by th* supervisor and I t **» not d*o*ne*nt in any way 

*$** the plee* rat** 

1<b* f*o*l** fr** a* **#l*y** relations jpelnt of view then 

•ceo*** that of r*w*r*i*g a trend whiah ha* been d*v*iocl*g orer th* 

a**t f*w year* and which ha* r«**lt*d i * tn* *u»*rvi*or acting «« a 

!**« *ff*etiv* agency in adjusting ***** rat* iiaturbeivcea. i t now 

!*•** a* though i t 1* **c****ry ta ratter* h i* t* a »o*itl** *• 

that h* can act Quickly and cffectiYely 1* ******tl** with piracies* 

that a r ias . U th i* ehaage could be effected we would at the ***» 

t ins reiser* ***y of th* pressure* that are new being directed toward 
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the «.a*iooi»fciofc 00 thet i t would hear £•*** 0*02.07*9 oejaplfilnta, 3M 

addition* I t alight b* *3SP*«t«a that the /, r e l a t i o n would talc* the 

**j$}*4Jtt* i t &**» h*at to th* teadlat* »upenri«ar for adlu*t»*nt* 

A» a reault , m abeuld find that th* .Asjsoel&tion would b* loss In* 

ter**t*d .Is obtaining the kind of eoutrol that i t i s mew asking for* 

«* X*ffli**tlons for the eonfereae* 

!£fea foregoing analyeia of our piao* **t*# situation *ug-

S**t* that i t would he unwi** to deal with the Items on the agenda 

at their fee* valuo with th* idea of knooisiag thorn off one after 

another* Mouht*€ly the itople* will hat* to he diaoueaed in order 

hut th* nurnost should he different* I t would also appear to b* wr 

win* to- **&* any eonoeaaion* or eon«altjn»nt» a t th i* tin** "She ahl»f 

a i* of the aonferanoe .should ha- dlraoted toward *a*a*pli*uing th* 

following result*1 

1* P better uudoxvtaading of the- probl*»R aonf routing the 
Mnn*£«*e*t by th* "**e«iati*n* 

2 . * hatter umd*t*tanding of- th* ^rofel*** eenfronti*g th* 
i>***el*tle» by th* jfaaago**nt» 

3* / definite nrogra* for further atudy of th* nrohla* 
whieh will take Into a****nt the f***l**s brought out 
•y ta* A«**«iatl*** 

with r*f*r*n** to the f i ra t two of th*** o*j*«tiY««, th* 

following ***** a*tail*d *ugg*«tlon* are eff*r*d a* t* tn* kind* *f 

*tat****t* that night be *adet 

a* Bn***rage as a*** talk ** fo**lbl* r*g*rdi*g th* «* jar 
fuaetisa at a el*** rats nethed *f |*y***t* It* at* i* 
•nly t* (1) **y *npl*y*ea edoeoatelr and In dlreet **l*r 
t l** t* tn* *ffort **A *ki i l *x»**ded, a** (t) t* Insure 
** affislant •***• 

b* 7*1** **t that eaolafee* working *a *i*e* work are now 
better paid than *th*r »1*** w*r**r* 1* th* *r*a **i 
that they **• **** better aeld than ***l*f *** working 



X**# 

for otbor eozwern* wbo a t paid unda* * day majfe op ia r 
e*&tlV* sy*t*m« 

*« 3a* orftar to asaarm tbi* *&& to t ry to mmm m fe i r mag* 
fay a i l gwy «wmp«» i t lift* Mm xm*m*&? to -a*** a 
ttttgrt to t o t rata* a**mrately» wbaaavar nv f a i l to- do 
tmi*. pi^bSam* aoralof of om» *ort or «Mtttar ablob 
sa l t I s employe* aamplaiatt amd « elttiemlt bar&aialag 
job for tb* /amatiatimm* 

d# I t 1* o.uit* obrieus that mm bave »»t yet fooad a way' to 
do tola tbat ia satisfactory* 2b*T* bara beam too ataay 
ota^lalmt* and tba#* ia too mwh Teriation ia ta* oarer 
Ijag poasibilitie* .ia plea* rat*** 

a*. 1ft order that wa might b* aura that employ*** do not suf
fer unduly feaaaas* of tb*s* miatatms or oaaausa of tamao-
rary diff leal t ie* wbiab me fcaow mill soom be overaoma* 
wa bay* paid aliomaaeas* fhim laitbo* ma teaow la mot 
emtirely **ti#fa*te*y sat I t i* mora praatiaal tbaa say* 
tbia* ala* tbat baa beam *a£$*#ted to data* 

t• fa arm a**ar* of tba fa*t tbat tba /asoclrfcloa is l a a 
alffioult paaitiam witb regard to piece rata oemplelate * 
fbl* 4iffieulty ***** about largely bed**** ifaa^eraent 
and tba »ttp*nriaore bafa mot baa* mm »e*e**»fttl a* they 
wamld like to be in gattlag a rata la ta oyeratiom* 

f * However t wa are aot sure a* y*t tbat tba obabgea ia poli
cies tbat tb* Aaaoalatiom la aefeimg for arm tbe beat way 
out. I f peaaibl*. wa w*ml«. it&» taa &**o«imtiom t o 
elaborate a* th*ir *ag$**tioa* and disou** tb* ne«n*r la. 
wbieh tb*y wamld worfc if tb*ir r*tm*at« mora ornate*. 

b . advise t*t*m tbat Maxustftjaaat l a about raady t a male* soma 
•xp*rim*Bts with regard to tba aaaoar ia wbiab pias* 
rates are iatroduaed wbi*b mi l l ba dis«u»«ed in de ta i l 
witb tba l**al moyraaamtmtiwma *o tbat tma **p*rim»at* 
s ty be ofea*rr*d by aatb aid**, 

i* S*t a mat* far east bar maatimg la *ix momtam* 

i* ijsa^eatiea* for yartbar stagy of tma Proalam* 

Witb y*f*f*n** t a tma tblrd. a%|*atlT* o* tbe *aafereae* 

amsjt*atait aamely, tbat of workim* amt * aaflmit* *r**raj* for farther 

atmmy, I t apaaar* tbat *u*m a atmdy *b*ald b* aimed at ramteriat tma 

lima *mpervis*r t a a mere mffeatlT* aatfitlam «a regards pi**e rata** 

3m*m a atmiy mlibt beat be tbaafbt aT ma am axparlmamt# tma object of 
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*hi«k would few %h#t of lnti?oduola+3 t o i m l ratea ffom jg*h*£*ts«Kfev* 

Viewpoint «s*d a t the feme tint' <ti»*ii***iag the difficulties the 

>e»o»i«*l0tt nam experiea«ee in #*em»&n|; adjustaajit* cm *e**l*jttg* 

tliat May «*£**» the eaperiaent should fe* k*#* entirely in Ka**g*r 

**tnt«* hand* but th* us^ociatlon should be infoxnad of what ia being 

done, easi the dl*tri«t r*p»**nt*tlif* in th* organisation selected 

for exj>erlK»fit would* Of *•*£**, be included in. i t* 

fba following atajpa are anggeatais 

a* daleat a ahon in which a oosisiderabl* c a r a t of time *t*§y 
work l* gain* am* 

•# Arrange for a eonfereao* b*tw*«* th* t$m study nan and 

laaniifaotiiring proe*a* which, are appront* &***x* a* •£***•* 
went aa ta tea- change* to ** n^de*' 

o. In that <W3f«r*ma», tfee tie* study *mn should 3&»a to git* 
th* auparvlnor a rough id** of the prob«bl* -ejected eut-
put on t i e lob but the ****r*ia*r should ** free to »et 
hie own ba*ey». Point out that b* will 3*»fea*ly b* able 
t# gat mm eat of ana ***ratio* «*t 1*** out of another 
but that the rut* set will a* baaed m thoaa cxpseted 
figure** 

$• Cand the final rat* t* the auptrri»or fay apnrouul* Mk. 
hlu t* *ak* a eeraful ohauk of the final rat* to see that 
no Mistake 1* ***** 

* # Let the lift* s»ga*i**ti*a **t th* tin* whan 1ft* sew rat* 
will be amt into Of*r*ti*x ** that t o* ***h of a 1*** i* 
*ar»i*g* i*e* u«t eesur. 

f* Xstabli** * definite policy for the peyasut of *li*w***«* 
** that no 1***. in ta*»H*o** ***ur* «* * job that 1* un
der d*f*l*f*r**i *r ***** *«ri*i«u*y 1* •***ld*r*bly below 
that wbl*k will be required by tn* *** ***** 

g« £**!** th* /.****i*ti*ft that th* «**ti** *** d**art**nt 
«hl*f* a** to a* re»pe**lble far ***i*g t* i t that rat** 
ere right *** that allowan** yeynsats ax* fair* mk the* 
t* k**» in tewefe with the *u***ti«*r ** that m **y ** 
git** a* **n*?t**lty t* straight** **t any **wpl»lnt they 
got b*f«r* t**y tab* i t up the li*s* 
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