Repor+ on the situation of inspectors after the hourly
wages of some were reduced, (939,
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SOME QUESTTIONS WHICH MIGHT EE RAISED
REGARDING THE INSPECTORS' SITUATION

l, VWhat are the differences in inspectors®! respomsibilities now
. and under the functionsl set up?

1.1 How has the change occurred?

l.2 Has 1t occurred in all organizations or are some in the
same sort of a situstion as they were before?

1.3 In what places has change oc¢curred?
1.31 Inspectorst! supervision?
1,32 Inspectorst! requirements?
1.33 Inspectors® relations with operstors?
1.4 What specifically have the above changes been?
2s In connection with changes in payment policy.

2,1 Are there jobs now on task that were formerly run on day
work?
2.11 What factors influenced these changes?
2,12 In what places have these changes been made?

2,2 Are there jobs now on day work that were formerly on task?
2.21 What factors influenced these changes?

2,22 In what plasces have these changes been made?

2.3 To what extent and in what places have small lots afifected
earnings on task?

2.4 What is the problem in connection with setting tasks on new
Jjoba?

2.5 Is there a difference in the way we handle the hourly rates
of piece work employees working on new jobs or jobs that
are under development and the way we handle inspectors$t

t 2,6 Has there been sufficient change in the inspectors' situa~

‘ tion so that it would be profitable to think of a wage policy
that can be addressed to typical situationy, typical situa-
tiong, etc? If it is possible to think of these situations
in this way, 1 - what are the typical situations, and 2 =
what policies would be effective in reducing inspection costs
and influencing inspactor sentiment.
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3es To what extent have inspection costs been reduced during the
past year? Through =~

Ss1 Sempling?
342 Improvements in tools?
3,3 Improvements in methods?
3+4 Reductions in hourly rates?
39 How do the savings from these methods compare?

4, What has the change been in the ratio of inspector hours to
operator hours?

5, What checks have we now got that assume a definite quality
standard?

5.1 To what extent has the operating supervisor, who may have
other interests, the final responsibility for quality?

6e If we feel that inspection rates are too high =~
1, Do we mean as compared with the area, or
2o As compared with operator earnings, or

3. In connection with the skill required as campared with
previous skills,

4, In what places have there been changes in skills or re~

quirements or do we mean that the task system has allowed
earnings that are too far above the maximum of the rate

range?
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The purpose of this report is to examine in some detail
the situation of the inspectors, This sort of an appraissl is felt
- . © t0 be necessary at this time because of the general indications of

antsgonisms toward Management and the Associstion which resulted

Vol

from an effort to reduce the hourly rates of 157 inspectorsf It was
felt that these employees were being paid more than they were earh-
ing in terms' of the task and bogey rating and that a more strict
application of the logics of the system was necessary, This attempt
to administer the task and bogey system resulted in a'protest from
inspectors which seemed to be out of proportion to the difficulties
that they ére now experieﬁcing.

Personnel counselors observed that inspectors who are not ) ,
affected by the cuts and who probably would not be affected unless
thar job was changed were expressing attitudes which indicated fear
and insecurity. They also observed some operators expressing sym™
pathy with the inspectors and wondering when something will happen
to them. These observations indicated to the counselor %hat there
is a good deal more which needs to be taken into account in copnse~ . ‘ i
t_ioﬁ with the inspectors' problem than simply to decide whether we
shall or shall not reduce our inspection costs by bringing hourly
rates into closer alignment with the labor structure.

In other words, this report is being addressed to a long
range objective of effecting a structural change in a great many of
the inspectors' relations in the shop rather than at the immediate

~ problem of administering the task and bogey system, In an effort
to accomplish this as briefly as possible, we are offering:

l, Somes observations regarding inspector relations since

the introduction of the Product Shop.
( ']

[ -
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2. Corments expressing inspector attitudes since the June

revision,

3, Observations regerding the task and bogey system,

4, Interpretations from the personnel counselor's point of

viéw.

In preparing a report of this sort, the personnel counselors

are not, in ths strict sense of the word, attempting to appraise the

situation in its entirety. The oObservaitions are based upon the atti-

tudes and feelings of people in the shop and upon observations with

regard to the relations of these people to their work, to other in-

dividuals, and to other groups in the Company, It seems to the coun~

selors that there has teen a general disturbance in all these areas

to the extent that Management's desires sre in direct conflict with

things that employees think of as being right, The counselorst®inter~

ests in looking at this situation are to develop a better understand~

ing of it; that is, a question of diegnosing the ailment snd encour=-

aging action which will bring about a more stable structursl situation.

In other words, it seems that the situation is sufficiently distributed

80 that ordinary social proceases which come about to maintain an

equilibrium cannot be depended.upon.,

l. Some observations Rogardigg Inspector Relations Since the

Tntroduetion of the Product Shop

gﬁmﬁﬂma%i(GMQﬁ*&r'

The introduction of Product Shop has -greduaily—wtfected

changes in inspesctors' relations to the extent that at the present time

practically all of the inspsctors in the shop have been affected by

the change. Inseparable from this change are the influences of the

reduction in business and the increased activity of the enginser in

)
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effecting or in introducing improvement in technical processes, In
the following observaticns, an effort will be made to review some
of the more outstanding changes which have been brought about by.
either of the influences mentioned above.

1.1 Inspectors do not appear to be s group in the same sense
that they were under the functionsl shop., They ﬁcw either
report to operating supervisors or to supervisors who are
directly gssociated with the Product Shop., There is no
longer a central control of inspection routines in opers=
tion which mey have assisted the inspsctor who was moved
from one organizstion or another in becoming adjusted.
There are now slight wvaristions in the requirements in
various shops 80 that the transferred employee has a good
deal more to learn upon taking over a new job than he had
previdusly. |

1.2 A great many inspection operations change due to the
arrangement of the job on a product basis, It was found
that operstors, by assuming a little more responsibility
for quality, could take over much of the work that was
formerly done by process lnspectors under the functional
get up. This has meant an increase in the number of in=
spectors laid off and downgraded and it is further meant
that meny who remained on their old job had to learn more
efficient methods of working, 1In addition it has meant
that a lot of jobs which formerly operated on a task rate
are now being run day work because of the difficulty in
standardizing the inspector's responsibility to a point
where his work could be measured.
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1,3 Technical improvements in tools, machines, and methods have
contributed a great deal toward the eliminstion of the need
for a detailed inspecticn., They have also done much toward

- 8implifying the job which in turn lessens the possibility
for trouble on the job and thereby meskes the inspector's
assignment less exacting, These changes have tended to lower
the status of the inspector in relstion to other employees
in the department. The above changes, in addition to reduc=
ing the inspector's status, have brought about in many situ~
ations a closer, more cooperative situation between the
inspector and operator, In meny cases the inspector finds
that it is more profitable to assist the operator to pxéduce
acceptable parts than it is to find and write wp frouble on
the job. In the case of process inspectors, this change in
relation is most important as it assists in maintaining a
steady flow of work.

1,4 Technical changes in the arrangement of work or in the in-
stallation of conveyors mmke it necessary for the inspector
to keep up with the group. In these situationé his output
and efficiency can vary only when the group's output varies,
The method of payment in situations of this sort appear to
have l1ittle affect on the effort that the inspector puts into
a job, Probably for this reason task rates are not easily
established. The kind of a relation which is necessary for
the inspector in this sort of a situation is decidedly dif-
ferent than that to which he became accustomed under the

functional set up, It seems especially difficult for long
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service people as they must lesrn to maintain a satisfac~
tory quality job through cooperative measures rather than
through the authoritative methods which were formerly used,
It means that they must learn to develop a friendly rela=
tion towsrd people whom they formerly thought of as being
subordinate, ‘

1,5 The above activity and the reductions in business have made
a great many downgradings and transfers of inspectors neces=
sary so that at the present time there are comparetively few
inspectors on the job who have less than ten years' service,
With each change in inspector's assignment or whenever rumors
of change in schedules are observed, we notice that inspectors
show more then an ordinary emount of concern about the treat-
ment that may be given them. They do not seem to feel the
same assurance with regard to a transfer that they formerly
did, This is probably due t0 an increase in the number of
possible variables in the inspector's assignm;nts in various
locations, For instance, they may be moved from a fast job
in which the routines are well established to a day work job

‘ where routines must be developed and where changes in their
relations with operators must be made.

The above observations call attention in a general way to
the adjustments which a great meny inspectors have been experiencing
during the past two years., It is apparent that an important struc=
tural change has taken place in the situation and in connection with
this change the inspector has lost a good deel of the prestige that
he formerly enjcyed., He does not now have the support of a hierarchy

now does he have supervisors who are thinking of quality in the way
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that they fc:;merly did. The inspector's job seems to lack the sta=
bility which it formerly had in that it is subject to change from a
need to meet schedules or to maintain earnings and/:i increasingly
large number of instances, parts are becoming acceptable when it is
possible to use them even though they may not be up to a specifica=
tion standard. With these changes in the reletions, thé general feel™
1né emong the operating depertments has developed to the effect that
inspector;' rates are toc high and that they are not as valusble to
the organization as the ssme grade operating man gets, The feeling
also appears to be developing among inspectors which indicates that
they feel they are working too hard, that they sometimes work harder
on a day work job than they formerly had to on task as Management is
not meking an effort to set tasks on new jobs as they want to reduce
inspection costs,

To the counselor these changes in attitudes are symptomatic
of the adjustment process taking place, They indicate little more
than the fact that the inspector is fairly disturbed and that he is
probably being bothered by a great many things which would not

trouble him if his situation were more atsble.
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