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PREFACE 

This work is called the Ttlnlover of FadM'Y LabM' to 
distinguish it from studies of the turnover among seasonal 
out-of-door laborers. The turnover among the roving out
of-door workers who wander from one seasonal occupation 
to another is a distinct problem, requiring separate study. 
The title to the work, therefore, is only approximate. The 
study is intended to cover the turnover among manual la
borers generally, with the exception of the peculiar class of 
out-of-door seasonal laborers. 

The study was commenced in 1913, and most of the data 
had been collected previous to the acute labor situat:on 
created by the war in 1916, and especially in 1917, and re
suiting in the unprecedented instability of labor which first 
focused public attention on the problem. Because the situ
ation since 1916 has been distinctly abnormal, and because 
it is desired to treat the turnover as a normal rather than as 
an abnormal problem of industry, as a peace, rather than a 
war, problem, the illustrative material has been confined 
largely to years previous to 1916 and the causes of the turn
over have been discussed from the standpoint of the situa
tion in peace times. 

Although nomina'lIy a study of the labor turnover, the 
work is fundamentally a study of methods of handling men. 
The subject of handling men has been strangely neglected 
in works on management. These works deal fully with the 
organization for and methods of handling materials and 
controlling manufacturing processes, such mltters as pur
chasing, storing materials, planning, routing and scheduling 
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work, the numerous devices for establishing simple and re~ 
liable central control over operations, but among the proc
esses to be controlled the handling of labor is not inc1ucl,ed.: 
The idea ~hat a definite and well planned labor policy is as ' 
necessary as standardized methods of manufacturing, and I 

that means are necessary to provide for the formulation and 
execution of such a policy, is lacking. The fundamental: 
thesis of this work is the neglected truism that a definite : 
plan and specific responsibility for creating and executing 
the plan are as necessary in dealing with labor as in con
trolling manufacturing operations. 

The turnover due to seasonal fluctuations in the volume 
of employment has been somewhat cursorily treated. The 
proportion of. the turnover due to this cause has been 
analyzed and the principal methods of regularizing employ
ment briefly discussed. The subject of seasonal fluctua
tions in employment is a complicated one, however, and can 
be more advantageously discussed in connection with studies 
of unemployment. 

This work has been made possible only by the extensiVe 
and generous cooperation of a large number of persons. I 
am deeply indebted to numerous executives and employment 
managers who have granted generous interviews, opened 
their records for the compilation of statistics, and in many 
instances have themselves compiled statistics. Not only are 
these persons too numerous to mention, but to do so would 
disclose the identity of many establishments which prefer 
to be unknown. I am especially indebted to Professor J. R. 
Commons, in whose· seminars the preliminary work was • 
done, and who furnishes an introduction; to Mr. C. W. 
Price, Field Secretary of the National Safety Council, who 
thoroughly appreciated the problem long before it came to 
public attention, who had much to do with the study's being 
undertaken, and who greatly facilitated the study by his 
encoura2ement and by providing numerous contacts with in-
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terested executives; and to Professor H. A. Millis, of the 
University of Chicago, under whose direction the study was 
cotppleted as a doctor's dissertation. Professor Wm. M. 
Leiserson, of the University of Toledo, under w\ose direc
tion data were collected for the United States Commission 
on Industrial Relations, made important suggestions con
cerning methods of obtaining data. Professor Field, of the 
University of Chicago, has read Part I, and offered helpful 
suggestions relating particularly to the tables, but I am 
responsible for the methods of statistical presentation. 
Most of all I am indebted to my father and to my wife for 
encouragement and advice. They have read the manuscript 
at various stages and suggested important improvements: 
My wife has read a large part of the proo\ and prepared 
the index. 

SUMNEII: H. SLICRTEL 



TABLE OF CONTENTS 

PART I 

GENERAL ANALYSI.S 01' THE TtllINOVEIl 

~ .M. 
I. What is the Labor Turnover? • • • •• 3 

II. The Size of the Turnover. • • • • •• 16 
III. The Effect of Different Factors upon the Size 

of the Turnover - The Variatio!!. of the 
Turnover According to Time and Locality. 29 

IV. The Effect of Different Factors upon the Tiun. 
over Rate (Continued). The Variation of 
the Turnover among Different Classes of • 
Workers. • • • . • • • • . • • • 43 

V. The Numerical Importance of Resignations, 
Lay • offs, Discharges, and Miscellaneous· 
Causes of the Turnover •••••• Ss 

'f,BIl COST 01' THE TtllINOVEIl 

VI. 1he Cost of the Turnover to the Employer 107 

VII. The Cost of the Turnover to the Workmen 142 

PART III 
THE CAUSES 01' THE TtllINOVEII. 

VIII. Survey of the Causes of the Turnover 163 
IX. Causes of the Turnover Pertaining to the Job. ISS 

Ii 



xii TABLE OF CONTENTS 

ClUnD ...... 
X. Causes of the Turnover Arising from Relations 

between the Men and the Management . 197 
XI. Causes of the Turnover Pertaining to the Men, 

and the Turnover Due to More Attractive 
Opportunities Elsewhere 206 

\ 

PART IV 

METHODS OF REDUCING THE TUllNOVEIl 

XII. Survey of What a Number of Establishments 
Have Accomplished in Reducing the Turn-
over . 223 

XIII. The Fundamental Prerequisites for the Reduc-
tion of the Turnover--Attractive Wages, 
Steady Work, Agreeable Work, and Short 
Hours 25 1 

XIV. Hiring . 281 
XV. Breaking in the New Worker 326 

XVI. The Handling of Men 347 
XVII. The Supervisor of Labor. 408 

Index 443 



INTRODUCTION 

The several years which Mr. Slichter: has devoted to the 
study of this important subject has now resulted in the first 
comprehensive treatment of labor turnover. Working as 
a factory employee in some of our' largest industrial estab
lishments, he' himself has lived through the. machine 
process which underlies the labor turnover. Then visiting 
many factories. and talking with employers 'and working
men; then following this up with schedules and question
naires so as to widen his basis of information, all of this 
preparation and collection of material for his work has 
given us an all-round vrew of the problem. 

In addition to this, his remarkably keen analysis of all 
the contributing factors, whether they be found in. the char
acter of the worker, the kind of work, the character of the 
boss, or the larger social and economic relations which 
surround the factory, is a model for all investigators and a 
guide for all statistical c~pilations which may hereafter 
be undertaken in the exposition of this subject. 

More than this, the work is not one of mere cempilation 
and acadsmic uiterest; it also has the highly important prac
tical purpose of guiding the employer in his efforts to 
reduce the labor turnover and of showing him how far he 
may hope to correct it, and what he can gain thereby. 

During the past twenty years the so-called science of 
scientific management has occupied the attention of em
ploy~rs and engineers and those interested in labor ques
tions. It was felt \hat if the worker could be carefully 
analyzed in his motions and timed in his processes, and that 
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xiv INTRODUCTION 

if the method of payment could be so devised as to offer 
him greater incentives and inducements, the efficiency of 
labor would be greatly increased and the cost of labor 
greatly reduced. 

But suddenly it is found that one of the greatest costs of 
labor is not the inefficiency of the individual but the lack 
of goodwill of labor as a whole. Labor turnover, which is 
a group phenomenon and not an individual question, 
suddenly looms up as an intangible overhead cost, and the 
future scientific management must deal not alone with in
dividuals as such but with labor as a class and as a whole. 

The employer or superintendent or publicist who fu\1y 
grasps aU that is implied in this profound subject of labor 
turnover will be in a position to meet the critical problems 
of the future, and no greater service could have been per
formed for American industry than that which is now done 
by Mr. Slicbter in his study of the turnover of factory 
labor. 

JOHN R. CoMMONS. 
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in the plant, Importance 
of, 18g-190. 

Opportunity to better condi
tion, cause of turnover, 
164-176, 217-219. 

Out-of-door work, size of 
turnover affected by, 
37-38 

Overhead charges, error in 
treatment of, in esti
mating cost of turn
over, 120-125. 

Overtime, reduction of, 262-
268. 

Packard Motor Car Company, 
instruction of foremen 
by, 383-385. 

instruction of workmen 
by, 337. 

Paper box., industry, concen
tration of turnover 
among lIew employees, 
45· 

slie of turnover in, 45. 
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Permanency of employment. 
See Duration of Em-
ployment.' • 

Philadelphia Rapid Transit 
Company, reduction of 
turnover by, 232-234. 

Physical defects, cause of 
turnover, 207"213. 

,prevaleney of, 208-213. 
rejections for, 208-212. 
transfer of defective em

ployees, 212. 

Pickering, Miss Ruth, 261-262: 
Piece rate cutting, effect on 

interest of workmen in 
work.. 192. 

.- Planning and routu,g work, 
effect on treatment of 
men by foremen, 385-
386• 

Plumb, Fayette R. Inc., 134-
Poole, Ernest, 305. 
Price, C. W., 200-201, 305. 
Pride in work, causes of lack 

of, 190-193. 
interest of workmen in 

work affected by lack 
of, 190. 

Profit sharing, reduction of 
turnover by, 248-249-

PromQtion in accordance with' 
merit, advantages of, 
29O-lI92 , 356-357. 

classi6cation of jobs for 
purpose of promotion, 

" 358-362. 
prerequisites of success, 

356-362• 

PrQmQtion in accor4ance with 
llIerit, reduction of 
turnover by, 244, 245, 
355,356. 

should promotions be in
cluded in turnover, 8. 

Prosperity, turnover greater 
in times of, 29-33. 

Psychological tests, need for, 
300-302. 

Public Service Railway of 
N ew Jersey, accident 
cost among new and old 
men, 137. 

Railway employees, size of 
turnover among, 23-25. 

Rating systems, systems or 
rating workers. 362-372. 

Reasons for leaving previous 
job, signi6cance of, 307-
3P8. 

Recommendations Of em
ployees, as a means of 
obtaining help, 293-
297· 

Records of individual effi
ciency and character, 
362-372 • 

Reduction of turnover, pre
requisites of, 251-280. 

Reduction of turno .. e., meth
ods of, breaking in 
new workers, 330"346. 

central employment bu
reaus, 155-156-

centralized management 
of labor, 408-413. 
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Reduction of turnover, meth
ods of, checks upon 
foremen, 375-379. 

classification of methods 
of reducing turnover, 
222-224· 

Clothcraft Shops, 238-240. 
Dennison Manufacturing 

Company, 240-241. 
exchange of employees, 

275-276• 
fatigue, mitigation of, 

254-257. 
floaters; how to avoid hir

ing,319. 
Ford Motor Company, 

243-244-
foremen, checks upon 

methods in handling 
men, 375-379. 

foremen, methods of 
handling men, improve
ment of, 372-386. 

foremen, training of, 242. 
grievances, adjustment of, 

227, 230, 231, 233-234, 
386-400• 

handling of men, im
provement of, 242, 372-
386. 

hiring. more careful se
lection of men. 239. 241, 
242,245· 

hours of labor. adjust
ment of, 226, 239. 259-
268. 

instruction of new work
ers, 239. 241, 332-344. 

Reduction of turnover, 'meth
ods of, investigation of 

'. reasons for resigna
tions, 375-76. 

legal aid to employees, 
406-40 7. 

management of labor, cen
tralization of, in hands 
of experts, 4°8-413. 

merit system of wage pay
ment, 347-349. 

overtime, reduction of, 
262-268. 

payment of new workers, 
344-346• 

profit sharing. 248-249. 
promotion in accordance 

with merit, 241, 245, 
355-356. 

regularization of employ
ment, 226, 228, 230, 236-
238, 239, 241, 245, 26g-
275· 

relations between men and 
management, improve
ment of, 227-28. 230. 

reports on size of turn
over, 378. 

resignations, investigation 
of reasons for, 375-376. 

sick benefits, 239, 245, 
403-405· 

speed of work, adjust
ment of, 255. 

Stetson, John B., Com· 
pany, 241-242. 

slIpervisor of labor, 408-
413. 
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Reduction of turnover, meth- ,Relations between ,men and 
ods of, survey of meth- management, attitude 
ods used in specifil in- of workers toward man-
stances, 223-250. agement, 194-196, 213-

wage payment based on 214. 
merit, 347-349. character of, 1997205. 

wages, adjustment of, 226, udrive" system of man ... 
232-233, 236, 239, 276- agement, 202-203. 
280. grievances, adjustment of, 

work, mitigation of dis- 203-205, 386-400. 
agreeable features of, interest <If workers in 
253-257. their jobs affected by, 

working conditions, im- 187-189. 
provement of, 226, 253- Safety First campaign, 
257. effect on, 200-201. 

Reduction of turnover, statis- size of turnover affected 
tics on, 226, 228, 229, by, 194-195, 197-199. 
230, 232, 233, 235, 239, Remington Arms and Ammu-
240, 242, 244, 246, 247, nition Company, eight 
249. hour day in, 262. 

statistics on, criticism of, Repetitive work, cause of 
225. turnover, 214. 216. 

References from previous em- interest of workers in 
ployers, accuracy of, their jobs affected by, 
315-317. 187-189. 

Regularizing employment, 226, prevaleney of, 188-189. 
228, 230, 236-238, 239, Reports on size and causes 
24', 245, 264-265, 269- of turnover, II, 378. 
275. Resignations, better opportu-

Rehirings, numerical impor- nity elsewhere as a 
tance of, 125-130. cause of, 167-176. 

Reilly, P. J., 132-133, 240-241, causes of, 164-176. 
286. . causes of, difficulty in as-

Reilly, P. T., 139. certaining, 165-166. 
Relations between men and causes of, statistics on, 

management, acquaint- 172-175, 180-183. 
anceship, IlIck of, 199- depressions affect causes 
302. Of, 174-176-
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Resignations, investigations of 
reasons for, as a means 
of reducing turnover, 
375-376. 

numerical importance of, 
85-89· 

prosperity affects, 100-
102. 

reasons for, should be as
certained by employ
ment department, 375-
376· 

skill of workers affects 
reasons for resigning, 
172-175. 

statistics on causes of res
ignations, 172-175, 180-
183. 

working conditions affect 
causes of, 167-171. 

Rest periods, 227, 257. 
Richey, A. S., 129, 139· 
Rike, Frederick H., 210. 
Rike-Kumler Company, phys-

ical examination of em .. 
ployees, 210. 

Ross, E. A., 431. 

Safety First campaign, rela
tions. between men and 
management, effect on, 
200-201. 

Satisfactory jobs, difficulty in 
obtaining, 156-157. 

Schools, source of labor sup
ply, :<198. 

Schumann, 11. 

Scranton Railway Company, 
relative accident cost 

• attributable to new and 
old men, 139. 

Seasonal and short-time fluc
tuations in size of turn .. 
over, 37-42. 

Seasonal and short-time fluc
tuations in business, 
counteracting the effect 
of, on the working 
force, 236-238, 239, 241, 
245, 264-265, 261)-270. 

Selection of new employees, 
2gB·3 I 9· 

Semi-skilled men, size of turn-
over among, 57-74. 

Shaw, C. E., 382-383. 
Sherwood, W. ]., 139-
Sick relief of workers, 231, 

234, 245, 403-406. 
Sickness rate in certain estab

lishments and indus
tries, 404-406. 

ventilation affects sickness 
rate, 254-255. 

Size of turnover, in general. 
16-28. 

boys, young men, girls, 
76-84. 

bookbinding trade, size in, 
20. 

calculation of, !I-II. 
children, size among, 76-

84· 
elass of work affects,43-&j. 
clQak, suit and skirt in

dustry, size in, 19-20. 
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Size of turnover, demand for 
labor affects, 29-35, 247. 

depressions affect, ~33. 
discharges, numerical im

portance of, 9O-roo. 
duration of employment 

affects, 47-54-
earnings of workers af

fect, 226, 232-233, 236, 
239, 276-280. 

Europe, size of turnover 
in, 27-28. 

factors affecting, 29-84. 
foundries, size in, 74-76. 
heat affects, 38, 74. 75-76. 
industrial depression af-

fects, 29-33. 
industrial experience of 

workmen affects, 8r -83. 
lay-offs, numerical impor

tance of, 85-89. 
locality affects, 33-37, 247. 
localized among certain 

classes of workers, 43-
44-

metal working establish
ments, size in, 20-22. 

miscellaneous industries, 
size in, 20-22, 25-26. 

new communities, high in, 
35-36. 

new workers, high 
among, 44-57-

opportunity to obtain 
9ther employment af

" fects, 33-35, ~. 
pro~erity. effect ()II, 29-

33· 

Size of turnover, r~ilway em
p\oyees, "size among, 
23-25. 

resig~ations, numerical 
importance of, 115-89. 

se"asonal variations in de ... 
mand' for labor affect. 
37-42· 

seasonal variations in size 
of turnover, causes of, 
37-38. 

semi-skilled workers. size 
among, 57-74-

skill of workmen affects, 
57-74-

skilled wor\anen, low 
among, 57-74. 

steel mill, size in, ra. 
stores, size in, 22" 

typical rate about 100 per
cent, 16-17. 

typical rate difficult to as
certail1. 16-r7. 

unskilled wor\anen. size 
among, 57-'74. 

variables IIffectq,g, 16. 
wages of workmen affect, 

226, 232-233, 236, 239. 
276-280. 

women as compared with 
!lien, 84-

woolen mills. si~ in, IS. 
work, nature of. affects. 

74-7.(i· 
yard laborers. size among, 

76· 
~izin, up applicants for em

ployment. 298-319. 
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Skilled . workmen, turnover 
{at~ among low, 57-74-

Sources of labor sllPply, 290-
~' "'98.' . 

Speed of work, adjustment of, 
.. 255. • 

Sperry Gyroscope Company, 
\ eight hour day in, 261. 

Standardization of work,. ef
fect on interest of work
men in work, 190-191. 

Stearns, R. B., 133. • 
Steel mill, size of turnover in, 

18. 
Stetson, John B., Company, 

bonuses for continuous 
service, 241-242, 401. 

physical examination of 
employees, 2II. 

reduction of turnover by, 
241- 242. 

Stores, size of turnover in, 22. 

Supervisor of labor, capital 
and labor, influence on 
relations of, 421-442. 

development of position 
of, traced, 413-421. 

duties of, in specific 
plants, 417-419. 

duties to be expected of, 
in the future, 419-421. 

foremen instructed by, 
385. 

grievances handled by, 
391-392. 

handling of men, respon
sible for, 4"9-413, 419-

. 421. 

Supervisor of labor, intlus
trial relations, influence 
of supervisor of labor 
on, 421-442. 

labor policy determined 
by, 4°8-4°9. 

Jiberal labor policy,' influ
ence on pursuit of, 431-
441. 

need for, 4°8-413. 

Tarbell, Miss Ida, 255. 
Taylor, Frederick W., 255, 

256,301. 
Tawney, R. H., 277-280, 337-

338. 
Temporary help, whether in

cluded in turnover, 4-5. 
Temporary jobs, reduction of 

number of, 276. 
Temporary lay-offs, whether 

included in turnover, 
13-14. 

Terminations due to reduction 
of force, whether in
cluded in the turnover, 
3-6. 

Thompson, S. E., 301 -302. 
Time and motion study, piece 

rate cutting rendered 
!. less profitable by, 425. 

Tolman, William H., 350. 
Training . departments, in

struction of workers 
by, 339-342. 

National Cloak and $uit 
Company, 340-341, 
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"' S., "under Instruction of 
• Workers. 

Transfers, causes of classified, " 
6-8. 

of defective employees, 
• 212. 
reasons for, 6-8. 
regularization of employ-

ment by, 273-274-
whether included in the 

turnover, 6-8. 
Turnover, classification of, 

II-IS· 
concentrated among cer

tain classes of workers, 
43-84-

defined, 3-9. 
expression of, 9-11. 

Unemployment.. caused by 
turnover, 144-156. 

Unskilled workmel" ·turnov., •. 
high among, 57-74: 

United ~tates. Pension Bu
reau, ~ffecf of imp[C;~ed 
ventilation 91}' sirJrness 
rate, 254-255' . . 

Van Kleeck, Miss Mary, 20, 
165, 182. 

Ventilation, effect" on health, 
254-2 55. 

Vitaphone Company, eight 
hour day in, 262. 

Vocational guidance bureaus, 
influence on working 
conditions, 2gB. 

source of labor cupply, 
2gB. 

Von Binkowski, 72. 

children, high among, Wage payment, automatic in-
152-155. creases of wages, 353-

cost of turnover to "work- 354-
men, 144-156. Il '~"cred~t!' systems of pay-

mability to find \vorki ' ment, 353:354. '" 
144-156. Franklin Manufacturing 

industrial experience af- Co., method of rate cal-
feets liability to, 154- culation, 355. 
155. merit systems of wage 

old age increases liability payment, 347-353. 
to and length of, ISS. Wages, discouraging effect of 

Universal Machine Company, low wages, 27&'280. 
eight hour day in, economy of high wages, 
201. 276-280. 

Unskilled work, does it exist, efficiency, wages affect, 
333. 276-280. 
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'fages, f~ctors which deter
mine rate most advan
tageous to employet, 
276-278· 

rise as duration of em
ployment increases, 116-

, ~21, 135-136. 
turnover rate affected by, 

226, 232-233, 236, 239, 
276-280• 

Weaver, H. B., 353-354-
Weller, J. H., 383-384. 
Wernicke, O. fl., 201. 
Williams, John M., IJ4. 
Willits, J. H., 271. 
Women, qischarge rate among, 

as compared with 
among men, 97-99. 

Women, stability of, as com· 
pared with r..en, 84. 

Woolen industry, size of turn
over, 18. 

Work, turnover rate affected 
by, 74-76, 253-257. 

Working conditions, cause of 
turnover, 185-196. 

effect on resignations, 
167-171. 

improvement of, reduces 
turnover, 226, 253-257. 

Workmen-instructors, instruc
tion of new workers by, 
335-337· 

Yard laborers, size 'of tum, 
over e,mong, (6. 


