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IV. INVESTIGATION AND RESEARCH, TilE
BASIS OF STANDARDIZATION

tow is standardization accomplished in the office?
In precisely the same way as in any other institution.
First, a study of the routine is made; then a study of
the operation and possibly a study of documents and
records. Finally, work methods are motion-studied,
a definite task set, and usually a wage incentive applied.

1. INVESTIGATION IN THE FACTORY OFIFICE

Analysis showed that 5,490 minutes (54.9 minutes
per order) were used on operations directly connected
with the order routine, and 10,710 minutes on other
operations only indirectly related to the handling of
orders.: Still further analysis showed that the total
actual time required to perform all operations directly
connected with the orders was only 30.25 minutes. The
actual net time required was, found by taking time
studies of a quantity of each operation, ignoring all
interruptions or delays of an organizational character.
This investigation showed, without question, that on
the direct operations 21.65 minutes of time were being
wasted or lost, and furthermore, exactly where it was
being lost. It disclosed the following things:

A. There was not an even flow of the work;
Caused by:

a. Irregular division of operations

b. Work being passed on in uneven quanti-
ties.

c. Two “necks” holding up work.

B. There were daily periods of idleness of short
duration which passed unnoticed by the man-
agement.

As a direct result of the preliminary analysis of the
order routine alone, three clerks out of a total of ten
were, saved, without in any way changing the methods.

Analysis of the operations showed that some were

. absorbing much more’ time than seemed necessary.
For example, every order had to pass through the
credit department and be passed upon by the credit
manager, in spite of the obvious fact that many were
from responsible firms with old established credit rat-
ings. Operating upon the exception pnncxple, the credit
limits of those whose credit was known by experience
to be satisfactory was marked upon the customer’s card.
This plan not only put the order through the routine
more rapidly, but allowed more time for the credit
department to do its work properly on the cases which
required its attention.
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This analysis showed also that orders were passing
through the routine in uneven quantities. This great
source of delay and lost time was immediately elimin-
ated by so arranging the desks that orders passed from
one clerk to another one at a time, instead of in batches,
effecting practically continuous production.

Considering all changes made in the routine handling

of orders, there was a total saving of eight clerks out
of thirty-six, a saving of twenty-two per cent.

A form used to analyze an operation is shown here-
with (See Figure 8).

ANALYSIS OF OPERATION SHEET
Client

Namo of Operation __Sort xg s
Date of Observuuon 10-5-21

00 by
Approved by Person making

1. Desoribe operation. “1. Count orders for departmental perfodio report.
! o ogecher to be handled, Future nest. 3. Separ-
ate mall orders. rrogular shipmonts from branchos hold and

got oards. I osrds are attached to orders stock shipments are

_QDL.—_.
Froceding op. S follosing Kardor
5. Purpose of operation To arrange work in groups of similar typas of

6. I8 purpose justifiable? No. 7. Is Lt accomplished? No.
8. Can it ba accomplished otherwise? Yes-insist on orders flowing
through 1n unit slan
9. Are other records available to serve same purposs?.
*10. Can any portion of op. be eliminated and still aoeompusﬁ purpose?,
— Desoribe __Entire can_be eliminate:

11. Does any part of this op. duplicate work on any other? _ Yas
12. can  op. be eolnbinnd wiih anoubor to advantege? Record for dept. _

0 d. al erator.
13, Wt Te Talt of merkr hEen of ordets and Sortasecnencs
1. mat {s total timo por Tay dovotisd TR s o e o
f units done
15. nnu 13 not tine requirsd Fresent ARSI (Tims Tor
x number done
16 Dosorive equipmont used

17. Can oquipment be changed to better op? ____ No,

18. Is flow of work continuous or {nterroptod7 ~Fagelar ot ZoTLIRS umn_-lums
a. If interrupted can this bde provented?

19. Are workers well adapted to work?__ No

20.5Are workers interosted? _Yes . Are'_v.nsy oxport? o,

22.”Do all workers use same mothod? on

23] What inoontives are used Lo encourags produciIon oF qEATILFT o

24, Are there unnecessary motions of fatigue of following sorts?

Walking Lifting Sortin; Talking
btAndlng_ Bending Rubber Stamping___ Nolse.

Stooping! Reach{ng Writin Uzo'oF Eyes__
Twisting Handling, Filing, Repairing

Note: If dnsufficient space on this shoot use additlonal blank
ots - numbering sheots and question:

Fig. 8 Form for Analysis of Operation.

This shows a standardized method of analyzing an
operation. The operation itself is unimportant. Every
operation under consideration is analyzed in this min-
ute fashion. A study of this sort inevitably leads to
an improvement in the method.

Another sheet used to analyze a form, document or
record is shown herewith to illustrate a still further
standardized method of analysis (See Figure 9):

A survey was made of the reports which were
being issued by the Statistical Department, with the
result that several reports were discontinued and a
number were changed to meet changed conditions. The
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THE LEFFINGWELL-REAM METHOD OF
ANALYSIS OF FORMS, DOCUMENTS OR RECORDS.
‘Copavight, 1921, Dy Tho Lefiagwell-Raaem Co., New Yoch—Chicags

Chent. City. N

Study made by_....—....._ Name of Form._..

mne. No. of Symbol...

ANALYSIS OF EFFICIENCY OF FORM.

The information:

hmwmdmwmudmmnmhmwmmmh. ARy
lnmtmm«doaﬁ*ﬂndlnim

How preserved after making? Check:

Date of study...... 1s information ahways complete?, B —
gt reteany 1ty ome s Study for possible savings:
Gooe—tbe various eatries mads, s e
Can ENERGY or TIME be saved by:
DESCRIPTION OF FORM. E"‘"‘,,.,..,.".;';"‘.,,?;i";"“ ooy at @ tme?..

General style or type: .
Unbound sheets. . Sire. Kind of Paper. Elimingting m‘lhn(byunol‘chuknmh? By :
Looes leaves bound...._.  Size. Kind of Paper. Eliminating writing by use of symbols
Carda Size. Kind of Py m( tines?._ o5
Welght of paper: Light Medium. H
Color of Paper?. Ruled linea?.

Color of ink?. Printed lines?. sequence?.

Do colors have signi What? Allowing more space?.

How far apart are lines? Hort Ve Reducing size to save space and energy?..... ...

Spaced for typrorriter?— ... Punched?.._.__. —— Perforated?.._._ Vé'-lu thinner cand or paper for same purpose?.
hanging method of mal

How made? Checlr: oy

- Using rubber
s’;lnhd? . o Blue Printed?. Putting sorting or filing data in right place?,
L - Maving carbons inserted?. Carbonizing?.
Multigraphed?. ... ... -
How used? Check: *  Can MATERIAL be saved by:
Reducing sise of form?.
Accounting Machine?. Cheapening quality of paper?.
Billing Machine?.
~—or Pencil?_. Can SPACE be saved by:
t it
bt typewriter s used name it SO — - R e of form?.

Fig. 9. Pages 1 and 3 of a Form for Analysis of Forms, Documents and Records.

form of the Cloth Control Report was changed, so that
the keeping of the records on which this report is based
were reduced from thirty-five or forty hours a week, to
six or seven. This resulted in the elimination of one
clerk. Copies of orders from which the Statistical
Department punched tabulating machine cards were
formerly filed for an indefinite period. It was de-
cided to throw these away immediately after the cards
were punched This resulted in a considerable saving
of time. A twenty per cent reduction in the clerical
work in this department was possible as the result of
the preliminary survey. No attempt at standardization
has been made to date. Detail operation analysis will
undoubtedly yield a number of changes which will re-
sult in elimination of a considerable number of people.
The method of making these analyses follows very
closely the method used by Taylor engineers in factory
work.

2. INVESTIGATION IN THE DEPARTMENT STORE

In the department store the same methods of analysis
and research are used as in the factory office. '

An example of the great amount of research neces-
sary in order to properly standardize, is illustrated in :
a test recently made of four standard bookkeeping ma<
chines. The customary way to decide upon a piece
of office equipment is to ask other firms now using the
equipment how they like it. The result is a multitude
of opinions, some favorable, some otherwise; and the
management is at last compelled td make a decision

‘based usually upon very poor judgment because of

lack of experience. The arguments of salesmen as to
the merits of their machines furnish no better- basis
for decision, for as a rule salesmen are neither modest
nor careful in their statements. In the store used for
illustration, the department managers had practically




