sequen‘t articles dealing with less) generally understood
aspe<:ts of, scientific management ¢S !
The! second group, “Scientific M%nagement in General
Management,” shows how scientifid management has at-
tacked|. the prohlem of the) general| management through
refined and precise methods of g)udgeting and “adminis-
. trative control. It is shown how #n enterprise may set
itself an over-all task just as it sets tasks for each of its
coristituent parts. i .
"Stabxhzmg Operahons and Emp oyment” is the third

* group. | It]should be givén special emphasis because here .

we, have sg much stress laid on he 'matter’ of, huiman
relatlons We learn how - .scientific management operates
under periods of depression, how 1t attacks the problcm

‘of reducing unemployment and what Mr. Hoover' lhmks:

about the matter of industrial standardization. It is es-
pecially mteres%ﬁg to note that 50 nfany of the exa,mples
of advanced co, structive effort in reducing unemployment
“are by, “firjns - that are distinguished as representatwe of
Taylor methods. It will come as a (hstmct shock to that
surviving few of those who believe. that scientific man-
. ‘agement cons;ders men only as machines, to find* that
scientific managemcnt on the contrary is leading the attack
on proh]ems _concerned with "man -as a human Bemg
rather than as a machine. N :

Scientific' management,” it is shown; has followed a

_ technique - which involves furidamentally the harmonizing
of human relations. This is particularly" manifest m the
last group of articles—‘Ownership, Managemert "and

Workers.” Here is a gold mine of accurate information
fon the open,mmded too vital and’important to be comi,

mented o in a few words, strongly stressing the hufnan
relations side, and from the pens of men who * ‘aré leaders
in the scientific management movement.

One of the articles in the last group ends thus: “Apphed
scientific management ‘then, yvhtch does not relaté..
science to the desires and to the thoughts of all connected
with a coggern dn all their relatrons, eithér orgamzed -or
_in process of organizing, is not trug to the Taylor prm-
ciples.” Tt would be hard to find a more succinct state-
ment than ‘this, or one that more clearly -defines the posi-
tion of scientific management.

Mr. Hunt is to.be congratulated for bringing together
artlcles which fmake a comprehensxve and authoritative
presentation of scrent\ﬁc management’s ‘logical and inevit-
able development and ‘his book should be on the desk of
every ‘executive.
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Paymenii by, Results. By J. E. Powell, \L"(ongmans,:
Green & Co., New York, 1924, pp. 405. (658.32)

The purpose of thrs book is to make a critical evaluation
of the various. methods of payment by results both as they
compare with each other and in comparison with payment
" .by thé week or on some other basis. Although there Has
’probably becn much more experimentation with payment

*Works Manager, Comna Iypewnter Cor, Inc., Groton,
N. Y.; President, Taylor Society. !

) ' : BULLETIN OF THE 7A)LOI€ SOCIETY

+ on what basis?

Vol. X, No. 1

by results in this country than in England, it has taken
“an English student t¢ formulate a theoretical and scief-,

tific study of the penetrating type fOT which the students .

of economics in England have come'to be famous. The
reviewer knows of no similar recent Amerlcan book, and

G. D. H. Cole’s. “The Payment of Wages 1s the only

other book with which it bears serious companson

At the outset, one serious criticism ‘upon this careful
work may be foted. It is that there' is no consideration
of the American experience with payment by results, and
indeed hardl‘y a recognition of «the fatt that this large

body of experience is hemg 1gnored The. force of the "
"+ presentation is, thereforc, Cin its general and theoretical

discussions rather than in its specific crttlcal comment on
methods in practfice.,

On this theoretical sldc, however, the author has made
at least one major point which is of . rcal importance, &md
which has probably received insufficient attention at the
‘hands of American students of management. - The point
is simply that before introducing a system of liayment by

results ‘managers should satisfy themselves -that the ends

they desire to achieve are not better ®ecured in othler ways.
In order to get a check on this possibility, the author asks

at ‘the outset of the ‘book: the following questions whxchv
. managers should put to thémselves:

' “1. The ascertainment of the e;nstmg posmon as regards
rate of productmh\'l

“2. Is payment by results the nght remedy, or is 'the N
,improv erncnt required outside its scope and do other reme-‘

e

‘dies require prior application? . .
43, hSt branches .of the work can be dealt thh and

.what

-appear necessary - to leave out? - &

v “4.. What will be the effect on ‘other workers of any,

‘grqde will wage vdlues be brought into questu)n> .
45 What system is to be used: an’individual or a

_collective system, and if’

ndividiial, which one; if collective,
1S . .

“6. hat is to be the basis of 101) rates?

“7.. How will the system be linked up with the exrstmg’

routme”’ )
' He points out that faulty orgamzatron which would
reflect itself in lowered output may be due .to a great

* variety of causes ‘generally treated under the designation

of production” control problems. And he feels that until
praduction control problems are solved, the introduction of
payment by tesults is in danger of ralsmg more problems
than it settles.

He 'points out, for. instance, the danger of getting the
.scheme of payment of a sliop ott of line,,by making it
possible for. the piece workers .to earn more than more

“skilled workers and foremen who are’ bemg axd on a

weekly salary basis.

to be met in the objections which the workers|have h;
to methods of payment by results. He states these ob
tions as three: '

“1. The cuttxrllg of job rates. 2.°The shortne‘s nf work

‘He points out also, of course, the difficulties that h§'

‘supposed to follow the introduction of payment by results.
*3. That the individual. system in making’ earnings depend

The p|

“to be g

I be the effect on those »yorkers whom it may

\'. )

upon su“cessful individual effort encourages competmon
and sets| one worker against another, causlng jcalousles

feeling.” .
roblem of "the division of ‘éarnings between man-
and men when productlon is increased by incentive

' paymentg is not faced as adequately as its importance
warrantd. ~ So far as the rev1ewer can discover, the author

5 this quesilon in" the following wholly unsatis-
fashion. His treatment is:the more disappointing
of the need for new and critical consxderatron of
frequently ignored topic: '

uestion is.quite’ often asked why the value of the
thesaving made is not paid to the workers; -why
he manufacturer take any portion? Superficially,

_or df ))roducnon were- entirely scientific in tharacter, and

actors under a_’bsolu'te control—individual skill and
tandardized, in fact, the human factor eliminated—
er would be in the negative; but, unfortunately,
these’ condmons exist and compromises have had
adc with the object of.meeting as well as is posslble
hum of conditions which are unavondAbly variable.”

¢onclusion op this pomt whlch Mr, Powell fmally .

is as follows: | .

e appear to bé but two dlstmct principles upon
bayment can how be logically based: 1. Earmngs
ntlrely dependent upon and to be proportional to
2. Time wages to be guanntee(l independently of
unt. of output, extra pay to be dependent upon and
roportional to the amount by which output is in-

above a ﬁxed minimum.”

ital major* problcm in the introduction and .operation
ms of payment by results will be recogmzed to be
tion of, employees to the whole rate-fixing depart-

The author’s precise position on this vexed question,
le difficult’ to discover. He makes an unexeeptlon-
Atement at one point as follows:

lobfain and retain the confidence of the workers in
tem in use, and to -obtain economical productlon,
cid test to which all systems of payment by results
subjected sooner or 1ater, and it should' be the aim
v chlef rate-fixer to see- that his department is so
ed that the workers can rely, without fear, upon
a ‘square, deal” .

is statement there is no hmt of any formal method
ussion or conference between managers and’ men as
adoptnon of rates or the.acceptance of time studies.

et a fev\f) pages further on he ventures to say that

o be' pected that complaints will be made on the

that new;job rates are not sufficient, and some effort *

e made to meet those complamts in a' spirit of dis-

n, rather than of authority, and of reasoning, rather

f bargaining. The day is gone, and rightly so, it
hority to be expected -
the more ready the firm's officials show themselves

likely to be
rtainly, on this phase of the subject, Mr. Powell’s

N
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of Industiial Unrest: By John A. Fitch*
and Bros., New ‘York,
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to the expenences of the men's sand
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time study and rate«ﬁxmg departments under joint. em-
ployer and lxm

bn fontrol.
strength will, bé- seen to lie in its emphasns
e payment problem in relation to the techpica]
oduction control; and on this point its testi-
nating. No serious student of the payment
fford- to ignore< «this 'study.
nee{d for a similar scientific
erican regardmg Amencan ex—

that there |
in by an A

all Jodds the most pErsp‘icacxous book upon
ich has bee.n written smc
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h has been nweshgatmg 1t first hard
Jabor and capital and trying to
dopted by both sides.
e of this wealth of observation seasoned
gmerit: which is at once warmly human
and still objective and scientific in its’

£ the book indicates, Mr.
and explain the reasons for the secular m—r
nsfactlon of the manual wage-earners with
After some preliminary
mg with hours of work the menace of" gn* o,
the inadequacy of the .income of a large
orkers to provide an adequate stand-
Fitch comes to the struggle between
It is here that he makes his unique

tliydvy

-oceeds to analyze why the vast majority, of
efer not to deal with the unions and at the
erate them as.a necessary evil.. Management, | he
s burdened with the worries and the . prob-
nly involved in producmg goods and attempt-
business a success. The coming of the
addition of anether uncertainty.
afraid that the workers will fofce his wage-
a pou\t as will put him at’a disadvantage
He is apprehensive lest his business
lved in sympathehc stnl\es or jnnsdlctronal
d most of all,
ction of output on (he part 0[ \ts members, and
f the closed shop is able to throw an almost
defence around the slothful and the ineffici-
horoughly understandable, therefore, why the
lofér tries to prevent unions from gettlng a,
fis rhethods may be indirgct, as wi
he recent rush to form shop committees, which
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