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the |use of wage incentives. At any rate, the fact
‘that| he received th'% very hearty cooperation| of the

) labofr organizations w ithout the use of wage incentives

coirjcides so exactly with my own experienc
maKes me believe .that there is a very mu 1

| . the
My
tions indicates that 100 per cent cooperatlon
Qobtaxved only when the creative and not the acq]
. motjve'is appealed to.
. When I went to Canada:in 1917 to take

financial mcentlge than many managers

that it
h more

fundamental reason .for the necessity of elithinating

realize.

own experience' in dealing with labor ofganiza-
can be

uisitive

charge

of 4. group of paper mills there, I found them 100

per cent unionized (although there was not,
a contractual relationship).

at that

Shortly fafter I

time,
took .charge, a letter was handed to me by the local
Comumittee at one of our plants, which read|as fol-
lows: 3 ‘

Wle, the members of Pulp Sulphite and Paper Mill Workers
Unign, Local No. ——, after a careful investigation have
decifled that the cost of living is far in advance of the wage

scal¢, and voted unanimously at a special meeting held the

20th| of April to demand a 25 per cent increase in W
take| effect on May 1st, 1917.

ages, to

Further voted that fo able-

bodikd man.shall be paid less than $2.50 per day, whe|
or tyr worker, as it is impossible for a man to keep
_on lpss. Further voted that any man after workipg
if hp refuses to, become a union man when called or

her day
family
15 days
by the

Unj¢n will have his card removed ‘from the rack, also that

our, |busi. agent shall have free access to the mill.

/ISt 1917, ;
| . e remain, yours in anticipation.

You \\111 note that the “letter was. signed
motisly. The labor organization, not being o
recggnized, preferred to keép its officer§’ na
’ithe ‘dark for fear of discrimination agfainst
1 finally found out who the Committee were a
for|them, explaining to them why a 25 /per ¢
credse was out of the question, by showing the
the| extremely small earnings of the previoy
wotlld be ‘completely wiped out by such an ig
I went on to say, however, that we did wam
crease the wages to the prevailing rates in
dugtry, but could do so only if the men wou
the|increase: This I pointed out meant that the
help us to plan ways and means to' improve our|
facturing processes; in other words, we did n

| extra physical effort,-but more brain work.
. : In order to bring this about, I explained th
mulst follow the scientific method instead of th

Al answer to this letter is wacessary on-or befofe May

-~

Comm:ttee

auon) -
ficially
fes in
them.
d sent

crease.
to in-
"the in-
d earn
y mubt
marfu-
t want”

at “we
e rule-

.givea 2

ent in-
m that
s year .

_plained to the Committee.
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of-thumb method of doing thmgs I also explained
that there was nothing mystenous‘ or ‘“high-brow”
about science; that it simply meant finding out why
things went wrong, so as to prevent them from going
wrong again, and “h) they. went right ence in a
while, so that we could make them go right more
often,

“When we have the information,”
e of two ways.

I said, “we can

use it in
what to do,
way; or we can put the information into your hands
$0 thdt yqu can do the correct thing without havmg
to be told—the democratic or Anglo-Saxon way.”
They wanted to know how this could be doné, s0
I explained how records of actual manufacturing
accomplishments could be made ‘available continuously
to those individuals and groups “who were responsible

creased efficiency. Before I had finished, the Griev-

ance Committee became 50 much interested that I

thought I had made a real. hit. So I said to them,
“I wish you boys would go back to your Local and

" ask them to appoint a-Committee, one man from each

department, to talk over the wage question so we
can put that behind us. Be sure, however, to tell
thein what I'have said to you about the necessity for
earmng the increase and also explam why we cannot
5 per cent increase in wages at this time.”

Then »the Committee woke up. The chairman said,

“Mr¢ Wolf, that is a tough job you just put up.to us.,

Do you know what the Local will say if we go back
and tell them w’ hat you have said and argue in favor

of it?”

I said, “No.”

“Well; they will say you put one over on us.”

I said, “But don’t they trust you fellows?”

“Oh, yes, but we can’t explain it the same as you
can.” )

I then said, “If that is all there is to it, let me come
down and talk to the Local.”

So it 'was arranged. T asked our financial man to
go to'the meeting With me so that he could give the
men the financial picture, for it was not very bright.
1, of course, told the men what we were proposing
to do, explaining-to them what I had previously ex-
They were very much in-
terested, particuldrly when I said that we did not
want to speed up any one physically, but wanted rather
,to create conditions where they could help us to plan
ways and means for improving our methods of pro-

We can either tell ‘you
vithout telling you. why—the autocratic -

cand how this always produced joint interest in in-

duction.

*with him and congra

- we got that behind

June, 1925

The appeal
gence; not to their en
ings at two of ‘our pl

At the second meeti

was pl
otions.
ants.

ng, the

the Dominion of Cangda was

discharged. for' his act
about two years_prior
finished - speal\vaI ca
were in the room. W
but he looked, “whaf
have organized this n
to be proud of it. If
have been nécessary fo
which to deal with ous
saved us all that tro

or not your organizatj
with, us to get’ the
“talking about?”

Of course, he mad

to m

for?
il IOOL
you h
r us to ¢
employ
ible.

gram, for, after all, |

awhat

led him by
hen hel canje up, I shook hands
u]atedl hin.

imarily to ‘their ge]]i—
e had similar meget-
National Organizer for
_present. He had been

ivities in qrganizing the Local

coming. After I hal
name, asking if he

He didn’t say it,

I said, “Because you

percent and you ought’

d not done so, it would
g '\m7e a Local through

ces, You see, you have

Would you mind telling
the bpys here what yoy think of q'ur plan, and whether
on, as a Upion, could cooperate

}(ind of rdsults we have been

!

man wants most is a

a sp::t:th in favor of the pro-

chance to use his )lanhin 4 facultms and this was what
I g

we were Proposing to gwe our W
As a result of this meetihg,
of the wpge question.
s, we Ibegan working with our
}obal 1y know, the “rule-

Committee to dispose

superintendents. _As

you p

rkers a chance to do.
he men appointed a
After

of-thumb” supérintendent ‘is| ond of the hardest nuts

to crack in our industrial life.
er, sO | we

of the systent, howe
for it. We knew tha
of what was actuall
would show. up weak
ever, we wanted our
we could not-hold t
did not know and th:

sense to feel on the defensive
tices were shown to exist. |

He is the product
must not blame him

when jwe ‘tevan keeping records
happening in the plants, they

nesses in

ur methods. How-

superintendents to realize that

hem respo

t we di

sible for what they
ot want them in any
vhen inefficient prac-

.

d

After we thought the superintendents were in the

proper frame of mind,

national President of

1897 Jerry ran a paper macl
Though he knew thaf:

maker, he was inclined to bq sus picious
" the mill T had operated in N

him.

¢ -a non-union mill.
When I explained

gbegm keeping records

me in unmistakable

I sent
the Ta

lin

for Jerry Carey, Inter-
perl Makers’ Union. In
wnd T back tended for
T ywas a practical paper
f me because

®

w England Wwas known as

!
to (’arcy that we wanted to

of our
terms | t

paper machines, he told
hat he was opposed to
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records because they tended to make |hard feelings
among the men. As he expressed it: “I have seen
knock-down, drag-out fights at the end of a shift,
because of disputes ansmg as to who should get
credit for a roll of paper commg off the machine at
the time the shift changes;”

Carey explained that they wanted a spirit of good

fellowship and brotherhood among the|men and that, -

competitive: records of production tended to destroy
this feeling. I explained to him that we did not
want to install records of this kind, but records “of
quality. He wanted to know if I meant a récording
clock to tell when the paper was off [the machines,
so| that the superintendents could cal] the machine
tender down the next day. I said,
explained .to him just what I meant, showing him a
lot of records made from actual operations. Carey
listened for about an hour and finally banged his fist
onl the table and said: By, George, I'm with you!
\When you ﬁrst/\bol\e of records, I did| not know you
meant records like that. Do you kiow what that
means?”’ . S

I said, “Wha.t?”

“It means,” said Carey, “that the
craftsmanship will come bacl\ into the
In these big companies a man is fast being made into
a machine. The tendency is to have the machine
tender run the wet end of the machine and the back
the third hand ‘jacks’ the rolls,
hand oils up,
in to sew the
and do many

old spirit of
aper industry.

tender the dry end;
out to the finishing room; the fourth
and so on. They have specialists com
wires, change the machine clothing,
things that the paper makers ought t
do. Tt is because we want our men t
paper makers that we insist upon the members of
our organization doing work of thm-mturc mslea'
of having it done by the maintenance [crew.

He then pointed out to me that the r esult of recotds
which stimulate 4 man’s thinking prgcess could not
help developing the craftsmanship idea and he wanted
to know just what I had in mind. I explained to
him that one of the principal difficplties we were
having was the varying weight of thq paper. T was
sure, I told him,-that if the machine tender had. a
continuous record of the weight of the paper as it

came off the machine, and if this weight were plotted
nachine tender

be all around

against an ideal standard line, the
would be just as much interested in hz ving the weight
uniform | as the management, This| meant putting

\u each shift, »fm' every two n achines, to take

v

a man ot
i
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“No,” and then

know how to!

)




