.

“We on the 'management side have the

.means of directing in detail the treatment of
cvery batch of stock in every beater day and
night and of taking. the full rcxpoamlul:iv
which belongs to. us for the results”

Ouyr efforts, ever-since we began to realize the
point of view, have been not to take re-
It is our pldn to ingrease his

~ workman’s
sponsibility from him.

responsibility and we feel that it is our duty to teach:

him to excrcise lll\ reasoning power and intelligence
to its fullest exteht. . There is no. advantage gained
by stimulating a man’s reasoning power, and through
this means his creative faculty, if the management
relieves the man of the responsibility for ecach in-
dividual operation.
pression, which is ‘synonymous with joy in work, is
sc’)mrething that the workman is entitled to and we
employers. who feel that management must become
a true science must begin to think less of the scignce
of ‘material things and think more of the science of
human relationships. . Our industries must become
' humanized otherwise there will be no relief from

the present state of unrest in the mdustnes of the’

world. .
" In this connection it might be .well to observe that
our experience in the pulp industry has been that

instructions which go too much into detail tend to_

deaden interest in the work. We realize fully the
value of sufficient instructions to get uniform results,
but we try to leave as much as possible to the judg-
ment of the individual operator; making our instruc-
tions take more the form of constant teaching of
‘ principles involved in the operatlon than of definite
' fived ‘rules of procedure. is necessary to 1)\0(111(@
‘a desire in the heart of tHe workman to do gogd
work. {No amount of coercion will enlist him
thoroughly in the service.

It has been| our experienge that this is the only
 way to get the initiative of the man to the fullest

extent and my personal opinion is that the splendid

results obtained by Dr. Taylor, in his own indiyidual
_operations, were due largely to the fact that he stimu-
lated the reasoning powers of the men to a wonder-

ful extent, through his keen -insight into human na- .

ture. He described to me, on several occasions, how

he used the men themselves and made them realize’

that they were co-operating in obtaining the results.
There is a qualifying clause in column’two of page
five, which I will quote as follows:

“We have by no means réndered the beater
man’s job less skilled or less interesting. We
have simply made it precise. We have given
him a guide. There is skill in following that
guide of even a higher grade than the skill
of going without i and the beater man al-
ways has the- advantage of knowing where
he stands and how he is coming out.”

The “opportunity for self ex-
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This clause scems to indicate that Mr. Green is

giving his men a record of their work, so that they -

can from day to day sec how well they are accom-
plishing their task. 1If this is the kase, I may have
partly nmju(lgcd him. .I feel, however, that such
quntdtmns as’'T have made previously, added to a

quotation from the last paragraph on page five, read-

ing as follows:
“To he sure, swe think that we have some |
data that would be useful for that purpose;
- but our object was to control' the process,
to understand it better than our beater men
o, to qualify ourselves to direct it in detail
«day and night for every order that goes
through the |>Lmt and to take our own right
I‘C%p(mﬁ!blllt} for the results”
indicate that there is'a very decided effort in his or-
ganization to control by “law” and to direct the work
of the operatives too much; in detail. I cannot see
how this can ‘lead to, anything but discdntent in the
organization and I feel that it is necessary for me to
issue a warning note of protest, not with the idea of
being critical or fault-fidding, but with the idea of
being helpful to him in his work.
T heartily agree with Mr. Green’s plea made in
the last four paragraphs of his paper, on page 6,

urging our society to concentrate its attention upon

the problem of bringing order out of the present
great chaotic turmoil in the industrial world of to-
day. T think however, that we will have to change
our conception of what constitutes efficiency. This,
in my opinion, is not going to be as Mr. Green sug-
gosts, a further amalytical process whereby we can
obtain “better ordered and more complete knowl-
edge than the workman himself possesses”, but a

svuthetic process which will enable “us to build 3,
philosophy of - management which will get at the

true principles underlying human activity.
The new efficiency is going to reckon a great deal

‘more with the needs of the individual man; but in

order to do this it must have some philosophical
conception of the reason:for man’s existence.” It is
beginning to be understood that when we deny the
opportunity to do creative work to vast numbers of
individuals we are violating a great universal law.

Man never creates matter nor force, but he does

.create conditions for the expansion of these great
primary universal forces and it was for this purpose

that man, considered generically, was created. ‘The
degree of efficiency of an organization, therefore,
can be measured by the extent to which it permits
the individual men in its employ to do creative work,
which as T have said before gives joy to the worker
hecause it gives him an,opporttmity\for self expres-
siofi.

I feel that the tendency among many of out
scientific management operators’ i§ to design an or-
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ganization' that will*do the thinking for the man
rather than designing ome which will primarily
utilize the tremendous creative torces of the men and
stimulate and direct these forces, which when' pro-
perly cong‘olled will solve all of the problems that
have to do with quality! quantity, and économy of
operation. »

The problem is not how to “obtain knowledge of
what constitutes a proper day’s work for ‘a workman

and skill-to direct that work in’ detail day and night,”.

but how to produce a desire on the part of the work-
man to do this work well and then, in a much greater
measure than we are doing at present, leave with
him the responsibility of controlling the details, after
giving him all possxble assistance to do the work in-
telligently.

1 do not agree with the conclusions of “the specml
committee of the A. S. M. L. that the new element
in the art of management can be summed up as a

“Transference of skill from workman to manage-

ment.” I read this paper with very-much interest
when it came out and -did not agree with its conclu-
sions at that time. ;

I believe, as I stated in the paper on “Indxv1duallty
in Industry”, which I read before the Socjety in
May, 1915, that'the new element in the art of man-
agement is the unifying. power of the wonderful
mechanism of scientific. control through the use of
which the organization can become conscious of its
progress and dea] intelligently with the material
forces it is usmg in converting raw matermls into

articles of commerce,

It will not, however,, be thoroughly - scxentlﬁc until
it uses this same mga"fumhon consciousness ‘to de-

* velop the hunian units, of which it is composed, ‘into

reasoning, thinking human beings, giving them ‘op-
portunity to accumulate experiences and thereby un-
fold their higher spiritual natures. This is. what
Esprit-de-corps means.

Mg. Sanrorp E. Trompson': I have been much in-
terested in listening to Mr. Green’s paper especially as
I have had occasion from time to time during the past
year or two to learn from him the plans he has been
carrying out in developing this. feature of the paper-
making problem. |

It is surprising, unless one is familiar with the
paper-making industry, how varied are the problems
in management that are presented even in a single
mill and the diversities that occur further in different
plants. '

In this connection, it is well to bear in mind the dis-

" cussion’ of the various types of management that were
discussed at the Rund Table conferences at Ann

Arbor last May. In the paper I presented at that

.time, which preceded the discussion, the types of

1Consulting Engineer, Boston, Mass.

"ent departments of paper mill work.

management in which were variously emphasized, (1)
planning and routing, (2) time study, (3) develop- "
ment of standards, are all leading features in differ-
In the Finjshing '
Department, where in some mills there are hunyireds

of different kinds and styles of paper, planning and

routing is the principle -feature, with time study and
standardization. subsidiary to it. Time study, on the
other hand, 'is the chief necessity for handling the
department making- wooden shipping cases in order
to fix proper rates. The third featureL standardiza- :
tion, is most strangly -emphasized m the Making
Department, and it is this feature whlch was ‘taken up
in such detail by Mr. Green. We find, however, even
in the development of standards, for ‘beating the
paper, that both timé study' and the planning are
necessary in order to attain uniformity in quahty and
in. production. “
Our experience has shown it to be necessary to go
further back in the operation of. beating  than the
plans outlined by Mr. Green. The exact determma—ﬂ
tion of the furnish, that is; the materials to go into
the paper, is a problem which, while appearing simple,
is very &ifﬁmlt to carry out. The rags which are used
in the paper contain varying-amounts of wafer; the -
pulp is of different degrees of dryness; the quantltxes
of each of these two materials and of other ingredi-
ents used is exceedingly difficult to catch so as to be
sure that, they [correspond in different orders. It is
necessary not lonly to st'ljnd'lr(hze the methods of
handling the bcatmg after the materials -are put in,
but to find some: way of' accurately measuring the
amount of raw materials so. that .the furnishes of two
beating engines on similar paper are the same. The’
problem, for example, of determining the amount of ..

“water in the rags upon which the actual weight used

is' dependent, is no simple one and must be solved by
spemal tests of samples in special apparatus so as to,
make the proper correction. i
The necessﬂy for stamlar(llzatlon in work of this
kind is also sh‘bwn very definitely in connection with
the manufacture of sulphite pglp. At the mill of the
Katahdin Pulp and Paper Company, Lincoln, Maine,
as well as at the Eastern Manufacturing Company, a
task and bonus system is being developed based, in
most cases, not on the amount of work accomplished
nor even on the output, but upon the maintenance of
certain standards: the following out of instructiong;
the adhering to a definite procedure which tests have

shown will produce the required results. For exam-i

'ple, in the organization of the cooking of the wood

chips in the digesters, the bonus is not-given for the
quantity of the pulp turned out, but for carrying out
the cooking operations in accordance with standard -
curves of pressure and of temperature; for blowing

off the digester at the required color, of liquor; and




