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T IS fitting that a meeting devoted to con-
sideration of the present status of time study
‘ sheuld be held in this city. It was here in
1895 at a meeting of the American Society of
Mechanical Engineers that Frederick W. Taylor
presented his first pa[;er on time study and rate

setting, “A Piece Rate System.”' i
His audience was not at all prepared for his ideas
and methods. Consequently the discussion of that
paper ignored consideration of the new idea of
determining the time allowance for work by means
of time studies, which seemed impracticable to his
audience, and centered on the differential piece rate
system, which to Taylor was secondary and only
illustrative of the possibilities of measurement of
He tried to lead the discussion toward
time study, but with little success. He decided
to try again and eight years later presented a
second paper, “Shop Management,” in which was
virtually an appeal to manufacturers to give time
study the attention it merited. Since that time,
and more particularly since the publicity given
scientific management by the Eastern Rate Case

" hearings in 1910-11, the use of time study has

spread rapidly. and has become an essential func-
tion in well organized plants.

The idea of time study was not absolutely
original with Taylor. Something over a hundred
years ago the French engineer Perronet, and later
the English economist Babbage, made time studies
of the production of pins; but there is no evidence
that these studies ever became widely known or
influenced management. Taylor got the idea from
watching “one of his professors at Exeter time
students working on mathematical problems.

Credit must be given to Taylor for demonstrat-
ing the practical use of time study, as a tool of
management, and particularly for conceiving, first
the measurement of work, and second the measure-

ment of elementary times which can be used over
and over again in building up times for variable
operations. He early recognized that.it would be

more accurate to take each element of the various '

kinds of work with a stop watch and find the -
quickest time in which a job could be done by
summing up the total time of its component opera--
tions, and adding a reasonable percentage of allow-
ance, than by searching through records of previous
performances. .

At first many mistakes were made. For example, :
time studies were started without giving due con-
sideration to standardization of methods and equip-
ment, or to assurance of a steady. flow of material .
to the worker. Also, it was at first thought by
some that time studics should be taken without
the knowledge of the worker. Stop watches were
concealed, sometimes in cases made to look like
a book, and sometimes in the observer’s pocket
The time study man in these instances had to go .
behind some object of concealment in order to ma
a record of his observations. In another instance,
the observer sat in a glass cage near the worker

yand telephoned his readings to the men .in the

office. These methods were soon discarded by
reputable engineers, first, because they are under-
handed, and second, because they are absolutely
futile in view of the fact that they do not permit
contintious runs or secure workers’ co-operation.
Without these, results are valueless.

Procedures

Much has been said and written on present
methods of time study—equipment, workers to be
selected, methods of making observations, various
ways of computing times, allowances for fatigue
and delays, and on incentive methods of wage pay-
ment based on standard times. Every technician®
is more or less familiar with these variations in

*For the author’s methods consult his “Time Study for
Rate Setting,” The Engineering Magazine Company, New
York, 1919.
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detail. It is hoped that profitable appraisal of these

will be brought out in
meeting.
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Uses of| Time Study

Experience with time sthidy has disclosed uses
as a tool of management more numerous that was

at first perceived. At
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ing output per worker,
method.
able to enumerate a long

first,
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important follow. Many of these will. undoubtedly
be elaborated upon in the subsequent discussion.

1. Determination of possible improvement in
the equipment and in the surrounding conditions
for performing a given operation. :

2. Improvement in conditions extending as far
as shop layout general(y,

3. Improvement in tethods of performing oper-
ations on the basis of improved equipment and
conditions. .,

4, Establishment of a permanent record of best
practices, in terms of units which may be com-
bined to fit various circumstances.

5. Establishment of clear and understandable
instructions for workers.

6. Increase of output per worker.

7. Reduction in unit costs.

8. Mainténance of quality at a predetermined
standard. In competitive industries quality of
product is now more important than it has been
in the past. In such industries items usually have
an established market price. If the standard of
quality is not maintained there is danger of an-
other factor contributing to sales resistance.

9. Establishment and maintenance of equitable
rates of pay to workers. . '

10. Facilitation of the routine work of design
in the engineering department, and of the estima-
tion of the influence.of design on cost and other
factors. .

11. le?«h"lation of the planning, scheduling and
general cdntrol of operations. Standard times and
capacities of machines and of operatives, supple-
mented by data relative to the degree to which par-
ticular operatives have acquired capacity to achieve
standard ‘performance, permit proper balance of

‘equipment and of labor force, and proper flow of -

materials through the various processes. :
12, Standardization of costs. Only to the degree
to which there are standard conditions reflected in
standard times of operation performance, can stand-
ard costs become efficient. Symbols for individual
operations can be set up on instruction sheets and
used in cost distributions. Then, by having the
actual labor cost analysis and actual time of pro-
duction parallel the incentive rate and the time ¥
of performance shown on the instruction sheet, a
direct comparison can be made between actual and
ideal conditions and costs. .
13. Budgeting. The standard conditions and times




