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ful for that purpose; but our object was to control

_the progess, ‘to understand it better than our beater

men, to qualify ourselves to direct it in detail day
and night for every order that goes through the plant,

~ and to take upon ourselves the right responsibility for

cand requires unusual an

terest of good

the results. It is one of the most interesting phases

of the matter; that a careful scientific treatment of .

the most obvious physical variables of beating, vari-

ables iapparent to a day’s visitor, should have lcd us

so far toward 1ccompllshmv this object.

So far as the organization is concerned, one thing
is plainly called for. By using the records of the
kind of treatment given the pulp which are made by
the drags, and by settmg the thickening points and
drag curves, one man can manage the beating for a
large establishment. That is not a simple task, but
oné man can do it. He substitutes his judgment for
the judgment of many individual beater men. He
inust know the stock, know the beaters, know the
results he is aiming to get, and how to get’them.
The beating characteristics of beaters vary very much
as the beaters wear or are repaired,  and’ the raw
stock is not constant as to the treatment it may re-
quire, or bejcapable of ; consequently, the curves.set
at one time. for a given paper will not necessarily
produce it at another time. The work calls for a man
of some ﬂE)}lblllty He will be the beating director.

In many cases the quality of paper which the m
iengent must obtain is more difficult to handle%

the paper machine, has to be watched more closely,

for safe running. It is the Babit in many establish-
ments to subject the beating pretty much to the direc-
tion of those responsible for operating the paper
machines, and the temptation there is to ease the
beating a bit for the sake of simplifying matters the
result is.a failuré to realize an especially distinctive

and attractive quality. The true guide must therefore

be central, subjecting the beating director to instruc-
tions which will cause him to produce what is wanted,
and sceing to it at the same time that the difficulties
of the paper machine room are understood and pro-
vided for. The llalmom-'gkng of beating and machin-

ing is vital, but niot to be accomplished best through‘

subordination o0f one to the other.

It is also'a matter of good organization to see to it
that the beater men and their helpers are provided
with all the materials for furnishing which the for-

- mula prescribes, to make sure that the beaters are in

good working order,- and to’see that the working

floors are kept clear and clean; in short, to perform
all the services to the beatér man which really advance

his work. It is a matter of fairness to see to it that
his record is not lowersg\l‘)y reason of failure of the
management in agy of these things, It is in the in-
anagement and the best results to
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provide means of recognition, reward, or incentive,
inducing that desire within that may result in the very
highest class of work.of which the beater: men are
capable; and further, it may be remembered that un-
less the management i$ interested enough|in- doing
the job in its own way to stake something on it, no
one else is going to care very much. What are some-
times called incentives serve more to show 'thatthe
management is in dead earnest. They serve to stimu-
late respect quite as much as effort. | Nothing is so

fatal to an enterprise of this sort, as to let all hands -,
-suppose that the management is only dabbling.

It will also be noticed that we have .made no use
of ~this problem of time study. Knowledge on the
part of tile management as to what constitutes a prop-
er day’s wor]\ for a workman, is far more impor-
tant, in paper imaking, on the. 51de of the character and
quality of that work, than it is on the side of quantity.
In order to manage, to control, to direct, it is neces-
sary for the management to know first of all how,
and later to decide for each workman, how much.
There is a large field for time-study, but it is a sec-
ondary field. And the beater man himself would
hold in little esteem the management that trled to
kecp his time occupied without first knowing how to
do the j -

And’ lastly, a ljttle plea There scems to be great
turmoil today” We have societies, inagazines, clubs,
chambers of commerce, and correspondence schools,
all talking at once, all anxious to participate in, and
to contribute something to, what we call the great
present-day movement for éfficiency. We ourselves
are carrying the discussion out «into the realms of
social and industrial welfare. “We are turning here
to solve the pr()blems' of unionism, and there, to alle-
viate the evils of unemployment. We have been get-
ting before us an amazing amount of unrelated prob-

~lems in the last few years, in regard to which many of

. answer the ‘question.

us are rapidly developing proposals of great weight.
None of these thmgs ought to be made light of, but
are we not in some danger of dissipating our efforts?
Do we-not need definition? = Ought we not to become
oriented over again? What, after ‘all, is our aim?
The Society, rather than - one writer, can best
Nevertheless, so far as the
work outlined above is concerned, the aim has been
on the part of the management to obtain knowledge
of what constitutes a proper day’s work for a work-

man, and. skill to direct that work in detail day and

mght Dld not Taylor emphasize over and over
again, that; the lack of this knowledge and skill xé the
greatest obstacle to hearty co-operatlon between man-
agement and workman? Was he'not right? When
the American. Society of Mechanical Engmeers un-
dertook, a few years ago throygh special commiftee
to summarize recent progress in_the art- of manage-l
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ment, the report was that the new element Wthh had
been introduced, was thé “transference of skill” from
workman to management, a really 111utrulmatmg con-
clusion, even if it is easily misinterpreted. At any
rate, what is néw springs from the assumption of new
duties and obligations on the part of the management
toward the workman- which formerly managements
did not recognize belonged to them. This, also, Tay-
lor dwelt on again. and again. He dwelt onthe/pains-
d-awotk, the patient research, and tl}e nec-

essity “hanging on with your teeth.”
Yet, it has been a matter of disappointment to the
writer that there have been. very few reports to show

. that those on the management side are digging in fo

obtain’ knowledge of the day’s work, better ordered
and more complete than the workman himself pgssess-
es. What progress ar¢ we to make, in the long run,
unless we do more of this?

Drscusston” o

‘Mr. RoBert B. WoLr': -Mr. Green has certainly
demonstrated that it is practical to record the beating
operations in a paper mill and I have nothing .but
praise for the painstaking efforts that he has made to
solve this problem. I agree with him thoroughly that
there has been very little scientific research work done

_in this branch of industry and I have always felt that
when these problems are approached at Dr. s Taylor

would have approached them a great deal of guess
work and rule of thumb will be eliminated. I say this
from the point of view of one who has actually worked

in every branch of paper making, for I worked,
. nearly four years:in the mills leammg the practical

parts of the business before' going into executive

His. paper, in spite of one or two reassuring.
paragraphs makes me feel that he is attempting to
have the orgamzatlon as a whole do entirely too
much of .the detail work  of dlrectmg the ‘beating
operation; for instance, one paragraph in the second
column of page four, reads as follows:

t It s, ‘therefore the duty of the management
.to obfain the knowledge and skill necessary
to do what the beater man can do, by -using
his sense of feeling as a guide. "That was

R the object of our work. We had to develop

means wheieby the management could give
to the beater men and their helpers definite
duties to perform which could be understood
and wmeasured by a competent person not
himself doing the work, the result of which
would be greater umforrmty in tHe treat-
ment of the stock.”

1Manager ’bf Manufacturing, Burgess Sulphite Fibre. Co., *

Berlin, N.. H.
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It is not necessary for the management to obtai(jl'\

the skill necessary to do what the beater mian can do.
It must have the knowledge as to why the operation
should be done in a certain way; but it is.unneces-
sary for the central directing power to be &a:iskillful
in doing the work as the beater man himself. - Fur-
thermore, the question of. undu‘st'm(lmg and mea-
suring theloperation should be very largely a function '/
of the beater man.: I do not mean by this that the
recordmg instrument charts ‘that are used in the
work should be changed by the beater man, but this -
should be done by some neutral party whose particu-
lar duty it is to-look after the recording instru-
ments throughout the plant. I I\uow, however, from
my' own experience, that it is -necessary for the
beater man himself, who is actually doing the work,
to know more about -the operation than anyone else
can possibly hope to know, because he is the only

man who is in constant -intimate contact with the |

work.  The " management then should perfortn the
function of co-operating with the beater man to. teach
him more of the technical side of the question than
he himself “can, know, the beatér. man -contributing
the practical knowledge which h¢ alorie can Have to
the fullest “extent because he_ is actually doing’the
work. o .

In our pl:mt we make it a practice wl\fvays when
making studies of a partxcular operation or-task to

call into consultation as many men as posqxble who *

are actually doing the work. Where the group is
large we take a representative number and, while -
in some cases they may not be able to give us any
real information, the fact that they had a-share in

forming the standard practices makes them take.an .

interest in their work, which they would ot do'to’
_any-great extent if they had not Dbeen consulted.
Agam I quote from the bottom of pagé five:
“The kind of skill and judgment employed
by the experienced beater man in interpret-
ing the “feel” of the stock is now exercised .
by the fan who sctsthese curves, and he is
on the management side.” L
The question of eliminating the ¢ mamgement side”
and the “employees’ side” in determining matters
of thi§ character seems to meis very important. We_:
try toj climinate this thing as much as possible and
make tfle‘ men themselves feel that they have much,
jf not all to do decidings standard practices. The’
‘management should primarily furnish the men with
the information necessary for' them to intelligently
co-operate in determining what the standard prac-
‘tices should be. ’ :
Again T quote from the latter part of this same
paragraph:
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