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mainly by imitating the best methods of thosé
workmen with whom he comes closely into con-
tact. Trades, then, are learned now practically
as they were in the Middle Ages. They are
transmitte.d’ﬁrom hand to eye and compara-
tively little is. learned from books. I think I
may truthfully say.that during the two appren-

-ticeships I served; one as a pattern maker and-
one as-‘a machinist, I did not spend more than
two and a half h"burs in reading books about
my work. Of course there are many more
books and more useful books pub]ished now
about thé different trades than there were 87
Years ago; but, stfll, my impression is that the
same fact remains true. [ have had the object
lesson of watching my own son, who left college
at the end of his freshman year and is working
ayear in a machine shop under the sad, baleful
conditions of scientiﬁc management as- they
havé been pictured by some of the witnesses be-

fore this committee, in which he is obliged to Ho

a severe task every day. I have given this !boy7

as many books as I could on the machinist’s ’

trade, but I do not think he has yet spgntj an,

hour reading the books we have put before +

him;'so that my opinion remains thé san
about the present-day apprentice as it was

_about the old one; that is, that he is learn-

ing almost “all that he gets through the old

traditional channels, o

Notwithstanding this fact the knowledge

. which every journeyman has of his trade is his*
* most valuable possession. It is his great life’s

capital, and none the less valuable—perhaps
even more valuable—from the fact that it is
attained in the old-fashioned' traditional way
rather than through such study as is to be had
at school or college. In my judgment, then,
the manager who really understands the
problem which is before him must appreciate
that the most important thing for him to, do
under the old type of management which is in
common use is to get ‘what'may be called the
initiative of his workmen, and by this I mean
‘the‘ workman’s hard work, his good will, his

- ingenuity, his determination to do everything

that he can to further his: employer’s interest,
.Now, owing to the fact, as I have tried to ex-
plain at the opening of my testimony, that
practically all of the“v’f\"orkingmen of this coun-
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try are fully éonv‘inced'that it is for their in-
terest to go slow and to restrict output instead

of turning out a maximum output, no manager .

who really'understands conditions as they exist

“in our shops would dream that he' could' get’

the true initiative of his workmen unless'he did

something more and. better for them than is

done by employers in the average shop—unless
he gave his workmen some special incentive,
some reason, for wishing to do more work_than
is done in; the ordinary shop.  Because; as 1
have already stated, the average workman is
engaged during a very considerable pa'l“t of his
time in watching the clock to be s'ure,'that he
doesn’t ‘work so fast as to spoil a piecework
rate; to be sure that he is not doing what he
would ook tipon as an injusti¢e to himself and
his fellow workmen. o

There are a few manufacturers,- perhaps not -

more than one manufacturer in a hundred,
however, who are large enough minde'd and
whosé hearts ‘are kindly ‘enough disposed to

- lead them to honestly desire that their em-

ployees should be better off than the employees

of their competitors; to lead them to try and .
arrange matters 'so that their employees can’

earn higher wages than the employees of their
competitors. And if these employers will only
persist long enough in deliberately paying their
men higher wages than are paid to the work-
men of their competitors, it has been my obser-
vation that invariably the workmen -respond
by giving them their real initiative, by working

~ hard ‘and:faithfully, by using their ingenuity to

see how . they can turn out much work as

. possible, instead of using théir ingenuity, as

they ordinarily do, to convince their employers
that they are working hard and yet not work
hard enough to spoil any piecework job.

‘Now, this special case, this rare case, in
which the management deliberétely treat their’
employees far better than the employees of

their competitors are treated, to my mind rep-

resents the best of the older types of manage-
ment.- And 1 again assert that any manufac-
turer who will only persist long enough in treat-
ing his employees in this way will succeed in
getting their true initiative. I have known a
good many employers to set out to adopt this
scheme of paying higher wages than their com-
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4 been outljm'ng, namely, the management of ,
“initiative and incentive”, in which those on .
the management’s side deliberately give a very
large incentive to.their workmen, and in-re’furn'f;
the workmen respond by ‘working to the very

. best of, their ability at all times in the interest
of their employers, -

I want to show

ment is even far b
‘management,. ‘

The! first great advantage which scientific . - :
management has over the management ‘of ini- o
tiative and ‘incentive is that under scientific.
management the initiative of the workimen—
that is, their hard ‘work, their good will, their
ingenuity—is obtained practically with abso-
lute regularity; while under even the best of the
older type of management this initiative is only
obtained spasmodically arid somewhat irregu-
larly. This obtaining, however, of the initiative
of the workmen is the lesser of the two great
causes which make scientific management bet-
‘ter for both sides than the older type of man- .
agement. By far.the greater gain under scien-
tific management comes from the new, the very
great, and the extraordin’ary burdens and duties
which are voluntarily assumed by those on the
managemernt’s side. ' }

These new burdens and new duties are so
unusual and so great that they are to.the men
used to managing under the old school almost
Inconceivable. . These duties and burdens
voluntarily assumed under scientific manage-
ment, by those on the management’s side, have }
been divided and classified into four different .
groups and these four types of new duties
assumed by the, management have (rightly or :
wrongly) been called the “principles of scien- -
tific management.”

The first'of these four groups of duties taken
over by the management is' the ‘deliberate "
gathering in on the part of those on the man-
agement’s side of all of the great mass of tradi-
tional knowledge, which in the past has been in ;
the heads of the workmen, and in the physical
skill and knack of the workman, which he has
acquired through years of experience. The
duty of gathering in of all this, great mass .of
traditional knowledge and then recording it,
tabulating it, and, in many cases, finally. r‘edixc-\

z'ou that scientific manage- |
tter than this rdre type of




