' nonsense.

devices.

+ and what is left over is called the surplus.
this surplus that all of the labor disputes in the past -
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which scientific management has been introduced, 1-

know of not one single strike of workmen working

under. it after it had been introduced; and only two or’
« three while it was in process of intrqduction.? In. this

connection I must speak of the fakers, thosej who
have said they can introduce scientific mdna(rement
into a business in six months or a year. That is pu"e
There have been many. strikes stirred up
by that type of man. Not one strike has ever come,
and I do not believe ever will come, under scientific
m'magement

WHAT ScieNTIFIC MANAGEMENT Is

What is scientific management? It is no efficiency -

device, nor is it any group or collection of efficiency
Scientific management is no new scheme for
paying men, it is no bonus system, no piece-work
system, no premium system of payment; it is no'new
method of figuring costs. It is no one of the various

elements by which it is commonly known, by )r)vhir:h

people refer to it. It is not time study nor man study.
It is not the printing of a ton or two of blanks and un-
“loading them on a company and. saying, “There is
your system, go ahead and use it.” Scientif#c' manage-
ment does not exist and cannot exist until there has’
been a complete mental revolution on the partl of the
workmeén working under it, as to their duties toward
themselves and toward their employérs, and a com-
plete mental revolution in theoutlook of the em-
ployers, toward their® duties, toward themselves,
and toward their workmen. And until this great

mental change takes place, scientific management does -

not exist. Do you think you can make a great mental
revolution in a large group of workmen in a yegr, or

-do yqu think you can make it in a large group of

foremen and superintendents in a year? If you do,
you are very much mistaken. All of us hold mighty
close to our ideas and principles in life, and we chan;;re
very slowly toward the new, and very properly too.
Let me give you an idea of what I mean by this
change in mental outlook. If you are manufacturing
a hammer or a mallet, into the cost of that mallet goes
a certain amount of raw materials, a certain amount
of wood and metal. If you will take the cost of the
raw materials and then add to it that cost which is

" frequently called by various names—overhead ex-

penses, genera! expense, indirect experise; that is, the

of officers and advertising—and you have a.sum of
money!

’properl:share of taxes, insurance,-light, heat, salaries

Subtract that sum from the selling price,
"It is over

have occurred. The workman Aaturally wants all he
can get. His wages come out of that surplus. . The
manufacturer wants all he can get in the shape of

~
# i

Bulletin of the Taylor Society

profits, and it is from the division of this surplus that
all the labor disputes have come in the past—the
equitable division.

The new outlook that comes under scientific, man-’
agement is this:
lessons, come to see, and the management come to see
that this surplus can be made so great, providing both
sides will stop their pulling apart, will stop their
s fighting and will push as hard as they can to get as,
cheap an output as possible, that there is no occasion
to quarrel. Each side can get more than ever before.
The acknowledgment of this fact represents a com-
plete mental revolution.

INTELLIGENT OLD-STYLE MANAGEMENT

There is one more illustration of the new and great
change ‘which comes under scientific management. I
can make it clearer, perhags, by contrasting -it with
what T look upan as the best of the older types of
management. If you have a company employing five
hundred or a thousand men, you will have in that’
icompany perhaps fifteen different trades. The work-
nien in those trades have learned absolutely all that
they know, ‘not from books, not by being taught, but

they have learned it traditionally. Tt has been handed .

down to them, not even by word of mouth in- many
cases, but by seeing what other men do. One man
stands alongside' of another man and imitates him.
That is the way the trades are handed down, and my
impression is that trades are now picked up ]ust as
they were in the Middie Ages.

The manufacturer, the manager, or the foreman
who knows his business realizes that his chief func-
tion as a manager—I am talking now. of the old:
fashioned mqmger——ought to be to get the true initia-
tive of his workman. He wants the initiative of the
workman, their hard work, their good will, their
ingenuity, their determination to do all they can for
the benefit, of his firm. Jf he knows anything about
human nature, if he has thought over the problems,
he must realize that in order to get the initiative of
his workman, in order to modify their soldiéring, he
must do something more for his men than other em-
ployers are doing for their men under similar circum-
stances. The wise manager, under the old type of
management, deliberately sets out to do something
better for his workmen than his competitors are do-
ing, better than he himself has ever done before. Tt
takes a good while for the workmen to stop looking
for that “nigger in the wood-pile,” but if the manager
keeps at them long enough he will get the confidence
of the men, and when he does workmen of all kinds
will respond: by giving a great increase in output.
When he sets out to do better for his men than other
people do for theirs, the workmen respond liberally

The workmen, after many object -
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when that time comes. 1 refer to this case as being the

highest type of management, the case in which the

managers deliberately set out to do.something better
for their workmen than other people are doing, and
to give them a special incentive of some kind, to

which the workmen respond by giving a share at least ,

of their initiative.

Waar SciENTIFIC MANAGEMENT WiLL Do
1 am going to try to prove to you that even that

type of management has not a ghost of a chance in-

competition with the principles of scientific manage-
ment. Why? In the first place, under scientific man-

‘agement, the initiative of the workmen, their hard

work, their good-will, their best endeavors are
obtained with absolute regularity. There are cases
all the time where mien will soldier, but they become
the exception, as a rule, and they give thpir true
initiative under scientific management. That* is the
least of the two sources of gain. The greatest source
of gain under scientific management comes from the
new and almost unheard-of duties and burdens which
are voluntarily assumed, not by the workmen, but by
the men on the management side. These aré the
things which make scientific management a success.
These new duties, these new burdens undertaken by
the management have rightly or wrongly been divided
into four groups, and have been called the principles

“of scientific management.

The first -of 'the great principles of smentlﬁc man-
agement, the first of the new burdens which are vol-
untarily undertaken by those on the management side
is the deliberate gathering together of the great mass
of traditional knowledge which, in the past, has been
in the heads of the workmen, recording it, tabulating
it, reducing it in’ most cases to rules; laws, and in many

cases to mathematical formule, which, with these new,
.

laws, are applied to the co-operation of the manage-
ment to the work of the workmen. This results in an
immense increase in the output, we may say, of the
two. The gathering in of- this great mass of tradi-
tional knowledge, which'is done by the means of mo-
tién study, time study, can be truly called the science.

Let me make a prediction. I have before me the
first book, so far as I know, that has been published
on motion study and on time study. That is, the
motion study and time study of the cement and con-
crete trades. It contains everything relating to con-
crete work._ It is of about séven hundred pages, and
embodies the motions of men, the time and the. best
way of doing that sort of work. It is the first case

in which a trade has been reduced to the same condi- *

tion that engineering data of all kinds have been re-
duced, and it is this sort of data that is bound to
sweep the world.

I have before me, something which has been

gathering for about. fourteen years, the time or mo-
tion study of the machine shop. It will take probably
four or five years more before the *first-hook will be
ready to publish on that subject. ’lhereb\ﬁxa col}ec—
tion of sixty or seventy thousdnd elements affeétiuu
machine-shop work, After a few years /s{y three,
four or five years more, some one will-be ready to
publish the first book giving the laws of the move-
ments of men in the machme shop“all‘the laws, not
only a few of them. Let me l‘CdlCt just as sure as
the sun shines, that is gy g to come in gvery trade.
Why? Because it pays; for no other reason. That
results in doubling the output in any shop Any de-
vice which results in an increased output, is bourid to
come in spite 6f all opposition, whether we want it
It comes automatically.

or not.

THE' SELECIION OF THE WORKMAN

The next of the four prmclples of scientific man-.
agement s the scientific selection of the workman,
and then his progressive development. It becomes’
the duty under scientific management, of not o lie, but
ofa group of men on the management side, to delib-
erately study the workmen who are under fthem;
Study them in the miost careful, thorough and pains-
taking way, and not just leave it to the poor, over-
worked foreman to go out and say, “Come on, what
do you want? If you are cheap enough. I will give
you a trial.” . )

That is the old way. The new way is to také a
great deal of trouble in selecting the workmer' The
selection proceeds year after year. - And it becomes

the duty of those engaged in scientific management to

know something about the workmen under them. Tt

becomes their «uty to set out deliberately to train the

workmen in their employ to be able to do a better
and still better class of work than ever before, and to
then pay them higher wages than .ever before. This
deliberate selection of the workmen is the second of
the great duties that devolve on the management
under scientiﬁc management.

BRWGING J.OGE‘IHI‘I\ THE SCIENCE AND THE MAN

The thu’d principle is the bringing together of this |
" science of which I have spoken and, the trained-work-

men. I ‘say .bringing because they don’t come to-
gether  unless some one -~brings them. Select

and train your workmen all yotr may, but unless there

-is some one who will make the men and the science

come together, they will stay apart. The “make” in-
volves a great many elements. They are not all dis-
agreeable elements. The most important and largest
way of “making” is to do something nice for the man
whom you wish to make come together with the
science. Offer him a plum, something that is worth
while. There are many plums offered t/o those who
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