3 boie:; and whether you call it paternali 'm_ or-not, [, wi
i say tlml I \\.ould llL( to see it done here.
g CHAS. DA 1 have been "re(\tl\ impréssed by Mr,
kin's able addry and believe that he has directed att
g ‘to one of the most important subjects with which Sci
h ‘I\Iz\n\ugcmcu; must deal. Until. the matters to which 1
) referred have licen L\Yxlt with  along substantially th
i suggested, we cannot ‘assume that we are dealing (i

fi

with the individual, in the broad and helpful manper
is necessar; A L

L would 1;1\0 to kilow whether Mr. Hopkins Delictey
as a b for (e sclection of employees; dtong
suggested by Dr. Munsterberg have, or are tikely to
practicable.  For example, in public service work thet
certain  occupati : hazardous unless
poSsess \
tions.

b
i

i
t

are-

oper|

fis which

The tests which I)l Munstdri
((C\clupul in comudmn with the sclection of motormen
traté what T have in mind.

I will be very glad to hear from Mr. ITopkins on this
DML RATES: 1 owonld like M. 1
and. any other gentlems respong|
the -takes
medical attentipn.

to hear from
1. as to what,, if dny,

a‘mvlng}s\[r}' examinations

concern

About twelve years age T was -with the Bancroft Cor
in Wilmington, I)cf;x\\';x)’c. One of our young girls was
ill with smdll-pox, and we suggested to all the employ
that plant that they be vaccinated. [ suppose that 0. pe:
of all the people in that one plant—400 to 300 people
and women-—were, vaccinated;
luwin'f; there were things that' o
disabilities of " one kind or another, and several ¢
'} traced back in, the minds of those particular families g
1« vaceination. T always felt afterw if we
such case of ‘small-pox, T Would rather go tu‘SiI;u’i;;
advise vaccination. | So T wondered what liahility the
pany recommendations of that kind—a r
g‘! mendation to vaccinate. - |
i v L ot at the Lewiston Bleachery
\\'}(h poot sight walked into a strand of cloth running
infto our bleach-house from the * and bro
arm in one or two places, We had him properlycare
by the doctor, paid his hospifal expenses, and then the
tioh came up as to whtther we would pay his weekly
“until he gothack. 1 'would have been.glad to do tlmt
to otie yvea o, We covered Iy wages for a nyun
period of 13 months, and he finally got well and sued
damages, and. the man_lost the case. Tt was defended,
[} cver, by the inssrance ‘company. We told the insurance
E pn?\v our[[\'?\ltu n,Nand they advised us in the future.
i
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vario

s

rred,

sustains in

weeks ago,

arpy-room,”

a rdm&e before making wage payments, On the nex
that caine up, that of this boy, we said, “We will give v
wages; we will pay you,'but we mist have a release s
vou capnot bring any suits against us afgérwards.”  We
“If you think you have a suit against us, go ahead nd
it now, but we are not going to pay your \\aqcc for s
(‘wht weeks and then have you sue us on top of that.”
T cited to the boy's father, who was there, this. case
we were sued by a man aftet '11:\, pg liim wages 'f(
_months. i I 3
We had two on ﬂme conférences with the hm s M)
“and the boy, and T talked with them. '
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least, and we paid the boy's wages, and noi {the boy has
recovered the use of his'arm and is back at work. The arm,
however, is not strong aid the physician says there 13 “some
lack of the bonesmaking jmaterials, mluum angl - pho;plntc,
in the boy's system, which might result in . the arm mnever
teveloping its original strength. This is a matter éntirely
voud our control. If that arm.does not work out
ng arm, [ would be willing t
ulm\c if he wdn[ul it, as 1 have no desire to take” any
advantage of him “should he desire to bring suit. But, this’
case brings up an interes point as to how far a co'nccn\

is responsille for the. advice given by its regular phys
to one of its <.nplmu who “at the time of an accident and
frerwards Lis e h and desirous to avail himself of ‘the .

n's‘advice aind assistange. 1 would like information

()\’F\': Do vou ot find organized labor strongly
(\[»p(\\gd 1o physical examinationd? 1t is in our city. Would
pot a factory having ]vh)au‘\l g\.mmmlmus suffer in conse-
quence? :

MR, HOPKRINS:
and  Mr,

mx:x(v\itinu as stated

T (hink the danger of which Mr.-Noyes
Cooke have spoken is very real; but . the “labor
Y vgme, lies in the Felief, that it may
work as a spy.system back into the home., At any
have-the full v efulness of it, although against the ,cmnpqny
“position there -washa suspicion. It has come to be under-
stbad . that the employment office does not know what the
dovtor finds or what advice he gi\'és, .

Our whole point is the greatest good to'the greatest num-
yher. T believe T could get that across td the labor leaders.
We are a:,\md injgcting into our organization an individual
who might he a contamination for ‘the rest. . We  have not
ventured o insist upon physical examination.¢ There must
he a verification ifl regard to his heart and his lungs and his
teethe We do not derhand perfecgly’ good teeth, but he shall
sot have an infection in his mouth, or-in connection with hls
cheart or his fungs. They must be good. -
MR NOVES:

a half years ago.

‘ted ].h sical examination two and”
2 s net compiilsory..- Seventy-seven.
‘per cent of the -workers submitted to it. We started again'
one year ago, and his time we made yery thorough examina-
tion,
that we made the examination’ so thoroughty scemd to' stimu-
late the men to make application for examination.
were so pleased awith our examination the- second time that
21l the old eniployes save five,: svoluntarily made " application.
We had some talk with the h\o, and recommended it;
4lie result that every person in ‘our plant voluntarily sub-
mitted to it. They were pleased with-it hecause the examina-
tion was so thorough and the advice we gave them was
. good. We got it over fhe second timie by giving them very
thorough examinations ‘and good advice.
L P, KENDALL: T am much impressed 'l y what Mr.
‘oves said about the favor inswhich the e‘mmm'\tmn was
receivad by his employes. VVheu T visited his plant he had
some 1100° employes; -1 would not have l)che\ed it would
Lave ‘met avith such a full response. -
There has been’ discussion in our Ldll(crn at one time and
another about having ph\%ml examination but.it has always
heen abandoned on account af the Delicf (hat it would make
trouble. ) .
We have gone thlq far, tlnt all womgn '\p[)llc’mts who are
ted must pass the 'umm\z\] of "our factory nurse who
“giteg them a %up(‘rﬁudl cxamination,. who may ask them for
a t\lnntm s ekammatmn T.lns gives -her a chance. to get

v

jnto a”
to give the father back tlic -

rate we: |

he one-half an hour o cach applicant,'and the fact |

And they

with

{
!
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" acquainted with. each acneplcd 11)1)hcaut and often she can
advise well those \vh(nn SIIC rejects.  And the factory. nurse
bchc\tzs they go awuy with a better idea of what they shall
do for theiy ]'lL‘dlll] than othcrmsc would be possible.

A ROPOBSLD MODIFICATION OF TASK AND
'BONUS! .

- By C. W. Mixter?

| . .
The ided of the writer's modification of task and bonus is

design it as to afford greater szuisfuction to the workers and
lessen the expense: of the. meloyars These remarks are
. intended to apply only to typical or prevailing conditions of
mdustrv as carried on under Scientific Management. .
“Jobs on task and bonus -under Scientific, Mandgemcnt fall
nto fwo classg (1) Jo[)s with respect -to which- we feel
most|certain as to. the accuracy 6f the time allowed, and (2)

. jobs it for' task -and bonus, but wnh respect to which we
. -fecl less Lolllld_(llt as to the ‘\ccuracy of the time allowed.

Under ordinary- day wage, if a man should perform a job~’
in two hours. and then go home, the time for which 'he. would
be v id would obviously be but two hours, 1f he ‘did thé
job in three hours.'and went home, the time for which he
woulfl be paid would be three lours. The more time he
takes, the more time he is paid for. Contrariﬁise shpuld
h.e ugul‘lr]y work all day but gradually shorten 1hq time for -
perfdrmance. of this job from eight’ hours to six] to four,
to three hours, etc.,, the time paid for doing this-particular
work] would be constantly less in exact; proportign to the
lesser time taken.. This brings out. the fundamental defect
of time ‘\vz\gc; :
and not at all for himself. All the gain‘from time saved on
jobs |goes to the employer, and the workmah has no direct
incenftive for taking tip slack. The method' longest and most

- wide]y in use for takihg dp slack is the piece rate method

which is_at-the opposite extr¢gme from the day wage, so far
as reward for fast work is' concerned. All a(lvanmée' of
gain| from’.time saved on a job, so far as wage cost is con-
cerntd, goes. to the workman. « ' = .

Tq obviate: the disadvdntages of day rate and piece tate,
varigus- systems of wagé paymeénts have been adopte(l, the.
mord prominent among them being the premium system, the
lask‘ﬂnd bonus method, and -the Taylor differential piece
rate.; It-is with-a modiﬁcatioh of the Gantt bonus method
that we arc concerned here. Under the Gantt bonus, the
man L gmranteed his daily wages Tor the time spent on the
job, ﬂrrespectwe of wh,éther or not he accomplishesthe ]Ob
in.the time z\l]owed “This 'is illustrated graphically in the
diagram Tfig. 1. The diagonal line, ‘AB, represents the ddily
wige t]ine; the horizontal -axis in the diagram represents
time spent, while 'the vertical axis’ represents \\ages “paid.
“If a-t is .set for a workman to occupy four hours and
he accbmplishes it in that time or less, he receives in wages
the equivalent value of his daily wages for four hours plus’
-an additional honus of 33%, or 1%4 hours.

The objéction hich the writer has experienced to the use
of thq “Gantt bonus is that there is a sharp demarcation be-
twueu ﬁccomplmhment of thetask and failure to accomplish
it. If the workman fexceeds the task time by ever so little,

- he is penalizetl in that he loses’ his bonus and is paid only

the regular daily wage for 'the tlme expended It is, as it

1Abstract .of a paper read at the Annual Meetmg, Dec. 5, 1914.
2Associate Member of the Society

£

ept that method as sound in principle, but to* so re-.

the workman ‘works entirely for his| employer

© per cent.
errors in the
” control can be

“the work. can he done.
. of performing

conditions and

were, that the workmah is chmbmg a hlll replcscnted by the
ask\

«before: he reaches the point D. ff he fails to accomphsh thig..-
task he falls over the precipice 'lt ‘D and suffers uuury cx.
actly ‘as he jwould did he fall ovt\r\a real precipice, in’ tlut

L th

line CD in. the diagram andl is required to fi

Te ques a ccrtam reward. fcr wi

To’ ubvmte this tendency on thie part of the workers,
modification of - the ‘Gantt bonus described below; has bLe‘n
proposed by, the writer. The principle is shown in the dia-
grani” herewith.
for the worker, who cneuls the task time, up’ to. a limit
of 10, J15 or 20°per cent., as the case may De; afler w]nch
the worker ‘will be [)dld at. only his rc"ular day wage rate.
For -the warker who puiorms a job in "less than the task

time, an i muea:e in the bonus'is provided whicli, in the case

shown,. has a maximum of 10 per cent. of the Gantf, bonus.
This Hm‘(imum reached \\hcn the the worker .shnrtc,m 'the
ume to a point where the. txme saved is equal 4o . (hc excess |
time allowed gver the m\k tlmc before the )‘I\Gr begnw
to carn only day, wages. That is,"if a decre sing: ‘Dotus is
allowed for a|period in excess of the task’ time equal to’
10 per cent. of| the task time, then an increasing bonus 0\'u"
the (nntt bohps is provided: for all time m\cd up to Io
per _cel]t of the task time. For any s"nmr' bqr\ml this: 10
per, c}em.,vthe worker ‘is paid the task time plus the ‘(‘mtt
Sorus of 33 p
This

method,” it js believed, will C()lllpexlsa}e for
ime study or for con(litions ‘over which no

take cogriizance. . For mshm,e \:mmq umpcm(uru vary-
ing rates of h um(hty in the atmosphere; and similar con-
ditions, , which fmay or- may fnot affect the.time in which.

which m'u be affected, lly ‘thé: -humidity of
the; atmospliere| a' time study taken on an extremely dry day
will, not necessarily give the proper time for the samé ‘jon
if performed on a day Wwhen considerable moisture is preserit
in the atmosphere.
th,c employe “f

penalized.

Referring agpin to the diagram, which is‘intcndg(l only-tof -

r cent. plus the writer's modification pf 11 .

i

It compriscs a graddally decreasing bonus |

C\crcmed and' of \\lnch time studies: cannot -,

Thm, if a job is in hand, the umc

It would be obviously unfair’ to penalize ~
r failuré to mccomplnh the task under these -
yet under thc Gantt bonus, he \\ouhl be- SO

outline the writer’s modification, the variation permitted over,,

the' taslk time ik represented on the diagram by distances IR
and TK, in this case cach being 10 peér cent. of the, task
time.

rate. [For work accomplished in a.time lme than AJ,, but
greater than AF, as AN, he will be paid. an amount repre-

-sented by the line NP, of the distangce between thg In\e line

AJ and the line joining points D and L.
For thoseé employes'who perform the job in less tlrm the,
task time in the case under consideration, a gradually in-

A man Y¢quiring the time ‘AJ for his \\‘brk will be paid |
,an amount repfesented by the line L], -or it “his daily wage .




