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. pump,, engine, |belt, efc. in detail, and note exactly
what is to be inspected on each and how often it is
to be inspected. He then gets out detailed instructions
Jfor the inspector of each of these items. These are
given to the planning’ department who issues inspec-
tion tickets and corresponding instruction cards for
each, job to be inspected. This inspection card is then

. filled i by the inspector according to his findings.
Upon its return, master mechanic goes over these
cards and for all necessary repairs he issues repair
orders to have the work attended to. These main-
tenance inspections must be made generally when the
machines are down at night or over Sunday although
in some cases we require the inspector to interview the
opertor on machine to get his viewpoint about how
machinée is running. - In other words, you have to
recognize the fact that the man or men using a
machine day iy and day out can tell pretty well as
soon as the slightest noise or stiffening of a machine’

occurs. ) . h

The question about having tools with machines is
another large item, and in . the studying of routing
for inspection that can be brought out. At one print-
ing establishment we found only one kit of tools for
about 12 machines, and the men spent about three-
quarters of their time in getting their machines ready.

It' took them eight hours to make ready one press,
and put of the eight hours, three hours were spent in
hunting up tools. By an expenditure of possibly
$100.00 all the machines could be equipped with all
the necessary tools, which would rmean a saving of
at least this amount weekly,

Mg. James F. McExwery:t I came, here tonight
as the guest of our Production Manager, Mr. Balloy,
who is'a member of your society, and with no other
thought in mind than the one we.see pairited*on every
railroad crossing-bar, namely, to “Stop, Look and
Listen,” when to my surprise I am asked to stand be-
fore you and say something on-a subject which deals
with me very closely in my ‘position at our factory.

We have an installation of scientific management,
placed there by Mr. Barth, thatiis giving us a result
we would never have been able to attain in produc-
tion and delivery of finished product were it not for
this same installation, and after listening to the vely
instructive paper read by Mr. Hathaway, and having
had experiences similar to some he told us about, it
has brought still more forcibly to my mind this matter
of maintenance and repair of machinery and tools,
and its direct relation to production and delivery of
finished parts. — . ' .

While it is not.my experience, as it was that of
Lieutenant Coburn, to have.men waiting for me at

*Universal Winding Co., Providence, R. I.

© “may produce,

-~ i o

& Bulletin of the Taylor Society
the gate, 1 do have men’ waiting for me as I pass
through the factory, to notify me that they have a
task to perforni which specifies the turning oq‘t of
so many pieces per hour, and that the belt is contin-
ually slipping, |or the feed is not working properly,
or the fixture is not jn good c¢ondition, and they{ ask
how they are going to make premium if such tr0+bles
are allowed to continue, and threaten to leave if they
are not rectified. Of 'course, we do not want | this
to happen, nor do we want this spirit of annoy%mce
to hamper them while endeavoring to earn their pre-
miums, for then the company suffers in output, and
the disturbed condition of the man prevents him from
doing 'his best. The production manager has his trou-
bles immediately this thing happens, and the man-
ager and the sales force make hjs life miserable for
him, so the train of ills that follows in the wake of
a poor maintéuance departifient is enough to. wreck
all the rest of the good work scientific management
So, while as yet we are in a crude way
as far as maintendnce is concerned, we are endeavor-

" ing to get going in the right direction with this all-

important part of our management. I can see we
must deal with it just as specifically as we have with
our speeds, feeds, time studies and all the other |de-
tails that go t"I make a thorough installation of
scientific managément. ) ‘

The results we get from this.maintenance depart-
ment of ours are“shown up very forcibly in the re-
turns in production we are Able to get from our
machines.  While this result is_also helped by good
operators, by well applied speeds and feeds, yet. it
-would go all for naught, if the equipment and tools
were not kept up to a high state of repair. I can
see how much more we can get from our equipment
if we but develop in this matter along the lines Mr.
Hathaway so ably presented. ;

The matter of setting tasks in this department
seems rather a difficult one to me at this moment,
vet T mustisay if this is possible, we should be as
well fitted to put it in force as anyone, because we
try to keep our machinery of the same type; this is,.
we adopt a certain type of machine to do our work,
then stick to that't‘ype when we purchase others,
making it easier- for an inspectortto follow the weak
points and keep them tuned'up, and also be able at the
same time to fix a time for such repairs. I haye
g'iven, this matter -considerable thought, but I must
confess that Mr. Hathaway’s paper shows me how
little 1 have accomplishegj/ aft§ all; arid how much
I 'must do to get it up to the plane of( the rest of our

/

installation. (

- )
I was interested to hearthe remarks of Lieutenant .

Coburn, in regard to his experience with belting, and

|
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along that line I would like to tell of an experience Mr. H. K HATI.-IAWAYZ i1 ll'lla\(/lg nott :lz(;li;réyn}l):;:
we have had lately. that may be of value. sonal experience w1’th the sg-ca ; sysbe b
We have two sets of ‘machines of the same type agement, z.md I‘dc.mt lvxnow anything about i 4ement—
\;'liich came from a western firm. The first set whicl(; ha(} eprherlenc]eag'lté; iz;?:,]::ed azillznil;)iré??;cag‘manage-
cei i ipped- with leather belts, an and' I have h : ntific 2
:‘\:lelc1§¢;?:tv:;‘co:§r:ete;1;£rzd, we found.those equipped ment. Under ordiriry management vthek&ls no such

|
with cloth belts. Now, with the first lot we are having

thing as the sort of maintenance I had In mind in
trouble with the belts slipping and stretching, while presenting. this paper tonight—that is, maintenance
on the other lot, with the -woven belts, we get a

for the purposé of preventing ‘interruption tq mapu-
much more’ regular speed, a better production,-and facture and the prevention of ‘.breakdow‘n‘s. tUn(’];i; -
our time studies'work out better. I wonder whether the old style' of ‘management the custon; is to ’;Lh .
this is a condition any other of you gentlemen have until something brca:s l?wn, and th.en fix 1t.; Om:
if is’ ‘ : ot some-
¢ i i tly, if is the old style.. What I am' proposing is n me-
ever experienced. It would interest me greatly, ) o hat ererm
; i i is problem thing new at all—it is something w L

there are any here this evening who have this pro lem : . ! do i

to contend fvith to hear their views on the subject,’ As-Mf. Schulz states, we d? under 15613']??15;6 msaﬂaém
s this matter o% belting is going to give'us consider- ment in the plants operating'under the Taylor Sys

as .

i intai 3 i t; and as Mr. McEnnery
. ) through with maintain our equipmen ,; I
o e et ¢ brought out we do maintain our equipment. Other-

the problem of upkeep and mainfe’nance.i

Mg. Gustav E. Scrurz:' - There is one point I
should like to bring out, that possibly Mr. I:Iathaway
did not fully bring out in his ;alk on maintenance,
and one I think that the new members and.those here
l\vho are not members should understand. -Somf of
us have been maintaining conditions for a conmdc.:r—
able time on small tools and part of a plant’s equip- °
ment. Some visitors here may get the impression
that we do not do that. I do not know whether Mr.
Hathaway made that" point clear, or ,wh'ethe.r my
statement is worth whijle; but we do mamta}n the
tools, and many features of the machine -tool.s, includ-
ing belting. In other words, undelj Sclentlﬁc‘ Mz.m-
agement there is a condition determined under which
the job is to be done, and under the Taylor Systf'tm
that condition is maintained at least up to the' point
of present control of points that affect the Job‘dxrectly.

But this ddes not include maintenance as a matter
of prevention on some parts of the machines. Parts
"ot covered by this maintenance can be. properly
analyzed and the 111a-i|1'tg11a11ce as a preventive can be
taken up., We might take an engine lathe and analyze
and find the weak points. We can find the: wgak
points on some of our machinery, and that will give
‘us a lot of information. It is largely those things
‘that v;e haven’t control of, because they do not come
under a regular inspection. The point that I want
to make is that we do maintain the other standards..1
" have been requested to put a question to Mr. Hatha-

way. What is there in Mr. Hathaway's method for

the maintenance of machinery different from the.

method, first, of ordinary management, and second,
of systematized management, so called?

’

1Tabor Manufacturing Co., Philadelphia, Pa.

wise the earning of a task and the earning of a bonus

would not be possible.

The point I am making is that we do not carry it.
otit in a systematic mgnner.' We do not do it as
thoroughly and in a manner so as. to avoid annoya{mes
to -anything like the extent that we should. What .I _
am proposing is” in anticipation of breakdowns—anti-
cipation of troubles—and not waiting as we do under
the old-style management, until something. goes
wrong, and then going and fixing it. ~ ; .

A comparison might be mdde with a fireman. We
,f11a§ntain'ﬁre departmentstmvour cities. When, a fire
breaks out we rush the firemen there to put the fire
out. There is such a thing, however, as fire preven-
tion. And fire prevention is m,or:e important than fire
extinction, , Cog T )

Now, Mr. Schulz pointed out.m his discussion that
we take care of the small tools. ;, Mr. Schulz has just
completed overhauling and réarrgnging what I regard -
as the best too]'room in the United States. I thought °
it was the.best before Mr. Schulz took hold of it, and

1 think it is by. far the best at the present time. qu,
what he said with respect to snfll tools applies and
holds good in the case of machine shops, because
there we are compelled to keep up our small tools
and provide a system of keeping them up. In the
machine shop we are required to provide a system
for keeping our belts up to proper condition and ten-
sion, and we do it in a very scientific manner. But when

- it comes to the machines themselves, in the Tabor

Manufacturing Company, of which I happen to be an
officer, I kngw men are earning their bohus on the
machines, but they are in séme instances having
difficulty to do it, where it ought to be perfectly easy,
because we have not looked far enough ahead and
taken care of those machines in a sufficiently sys-

tematic manner. That is, we.have let them go on




