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my experi'ence; almost uniformly, that when a plan-
ning office sends a machine tool lay-out, or an
operation instruction, into the shop t}}e average
worker, if he has the slightest opportunity, b.egms
almost immediately to improve on it, and continues
to do so. When the worker feels that. he'xs con-
tributing to preparation of the operation mstru§-
tion along these 'lines,. his interest .presehtly is
aroused and he studies the instruction. In my
opinion .an operation instruction sheet‘thaf’ does
not enlist the worker's interest is a “dud” that
should not be in the shop at all.

The development of a joint union—mana.geme.nt
control over wage incentive rates, in orgamzedA in-
dustries where 1o such control now exists, provides
a third problem. Not long ago, I had a remark-
able object lesson in the necessi‘ty for some such
joint control, as I watched the time .study dep'art-
ment in a large New Jersey plant nibble at piece
work rates, for no other reason than the fact that
a few highly skilled workers, by dint of excep-
tional energy and assiduity, so increased their out-
puts that they were earning 50 per cent more than
the regular union scale. Because five out of a

gang of about one hundred and fifty skilled men

earned an increase over this amount, the indivi(llua]
" in charge of the time study department authorized
reductions in the regular piece work rates of from
15 to 334 per cent, although the original rates had
been established only after carefu.l anfl acﬁgrate
time study. This act, to call it by its dlsagreea.ble
 name, was fraud. My task consisted of handling
the ugly situation that developed between workers
and management as a result of the'absurd blun-
der. Workers need protection agam§t such ex-
ploitation. Despite the fact that scientific manage-
ment for more than thirty years has been combat-
ing unscientific rate setting and rate cutti.ng, can-
dor compels a statement that these practices still
are widely prevalent throughout Ame'rlcan m.dus—
try. It has occurred to me that intematlon.al unions,
like the machinists or molders, could maintain, as
part of the new fuqction, a numt')e.r of timfe study
engineers to investigate irregularities of ‘fh}s char-
acter in behalf of the union. All the piece work
rates in all the plants cannot, of course, be checked.
Methods of rate setting in each establishment could
_be brought under scrutiny, however, and whe;re
gxl'ievances were reported, a few representative

rates might be investigated by the union’s engineers’
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in co-operation with the concern’s regular rate set-
ters. The wide use of wage incentives, throughout
industry is likely to continue for'a considerable
time, and while it does, a joint control worked out
along the proposed or other lines seems necessary.
Problem number four consists of the preparation of
a set of representative standard methods descril?ing
the efficient performance of jobs i." each orgz{.mzed
industry. All the jobs in all the plants .obth.lsl.y
cannot be so described. There is sufficient simi-
larity between these operations, however, to render
feasible the preparation of a set of model methods
for each industry. Thus in foundry practice the
operations of the pattern shop, core room, melting
room and molding floor have a high measure of
similarity in all establishments. This is true, also,
of the machine shop type of industry where tl}e
major operations and machines—drill presses, plain
and turreted lathes, milling machines, planers and
shapers, semi-automatics and automatics — are
found in most shops. In every cotton, wool or
silk mill some of the olgcrations of spinning, wind-
ing, warping, weaving, knitting, printing, bleach-
ing, dyeing and calendering are performed. In the
hatting industry the operations of the front and
back shops are found in every plant, great or small.
Our wire mills conduct, almost uniformly, the same
activities—rod rolling, wire drawing, stranding, in-
sulating, twisting, braiding, impregnating, and so
on. A quick survey of most industries reveals, a,
high degree of siniilarity in the processes of each,
and makes the preparation of model methods seem
a practicaple undertaking.. These stand‘ards, obvi-
ously, would be evolving records, subject to re-
vision as often as advancing progress in the in-
_dustry rendered a change necessary. The educa-
tional value to a union of such a set of metho‘ds
would, T am' sure, be great. They would be avail-
able also as standards of information and compar-
ison in conferences about production methods, out-
puts, working conditions and other matters. Final-
ly, they would provide each union with a fot.mda—
tion of scientific industrial knowledge, essential to
the exercise. of labor’s proposed critical function—
the central theme of my paper.

The last problem that I will refer to at any:

‘ length is that of developing joint rnetho?ls fpr the
release and utilization! of the vast creative poten-
tialities of the industrial rank and file. I believe
this to be one of the most important problems con-

**of our mechanical age; and {]
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~Abundant necessity for individual skill and initia-
tive, of a mewv character and direction, still exists, and,
I believe, always will exist.” Actual experience in
developing initiative among workers, moreover,
leads me to the conclusion that modern industry .
by neglecting somewhat this aspect of industrial
organization, is ‘wasting one of our most valuable
social assets. ; o
There is general agreement today among maﬁy
managers as to the theoretical soundness of the
foregoing. An increasing number of industrial
establishments, also, in a groping sort of man-
ner is using various expedients in the hope of
salvaging some of this great, incalculable waste.
’!‘h}ls we have today such organization details as '
joint-job-analysis committees, suggestion com;\(- .
tees, workers’ suggestion boxes and kindred fea-
tures. The Baltimore and Ohio plan-of railroad-
union-management co-operation is probably the
outstanding vindication, thus far, of the worker's’
need for creative freedom in the performance of
his work. This development, with its myriad of
constructive suggestions submitted by workers to
their joint committees, is in the very essence of the
new industrial spirit of which I speak. Much
experimentation along these lines still lies ahead,
but T feel safe in predicting that this will be one
of the most important directions of progress in
the industrial world of tomorrow. So strong is my
conviction that this is so, that I. would like to pro-
pose a new principle to be added to those already
included in our present conception of scientific man-
agement. This principle might be stated as, “The
mobilization and organization, by every possible
means, of the worker’s natural interest in his work,
and of his creative power.”
A good start in this direction has been made in
a few plants in which, during recent years, I have
had the privilege of assisting. These establish- -
ments now have the joint committee and suggestion
collecting features that I alluded to in the pre-
ceding paragraph. Most important, however, is
the inevitable improvement that has taken place in
cach plant’s working atmosphere by the mere fact
that management has recognized the functional im-
portance of the wage earner as a creative member
of the organization. This has been true so uni-
formly, that' whenever T am asked now how freedom
of initiative may best be encouraged among work-
ers, I am tempted to reply, “Just go and do it.” -




