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PREFACE

THais volume is an outgrowth of a study conducted under the
auspices of the Division of Industrial Relations of the United
States Bureau of Labor Statistics. The writer was employed as
a representative of the Bureau during the investigation and did
the bulk of the field work. The subject for study was selected
partly as a result of a suggestion made originally by directors
of research for several of the major unions. They pointed out
that scientific management and, in particular, the problems of
wage incentives have received very little first-hand study for the
avowed purpose of discovering how these methods actually
affect workers and describing labor reactions in terms of work-
er behavior and union practices. The union representatives
noted also that due to the extension of collective bargaining

-organized labor is certain to have more and more to say about
such management methods and that this will require kinds of
knowledge and understanding which are all too rare at present
on both sides. They felt that there was need for a study under
impartial auspices both to call attention to the problem and to
gather information which would be indicative of the experience
of various unions in different industries and which would be
available for study and comparxson by managements and indi-
vidual locals and national unions.

In addition to the initial suggestion from union representa-
tives there were other considerations which impelled the writer
to undertake this investigation. For one thing, it is a subject -
which can throw light on the crucial relationship between union-
ism and industrial efficiency. Furthermore, it seemed to justify
study at this time because of the increasing importance that
wage payment methods are acquiring in the sphere of industrial
relations. The rapid growth of labor organization and its spread
into industries in which the application of scientific manage-
ment hitherto had faced no hindrances other than questions of
theory and technique suddenly raised a whole new set of prob-
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6 PREFACE

lems so far as management was concerned and presented unions
with a new range of difficult problems. In other words, al-
though incentive payment systems have long stirred worker
animosities, it was not until recently that they have had to with-
stand the challenge of criticism, modification, and control by
unions in the large scale industries. The significance of the re-
sulting conflicts lies in the fact that incentive wage methods
frequently become the battle ground on which the differing
points of view of capital and labor in regard to the fundamental
questions of labor cost, wage policy, and efficiency must be re-
solved. The conflicts are serious because industrial management
has come to believe on so wide a scale that incentive plans and
scientific management methods are indispensable means to
volume production at low cost, whereas organized labor often
finds these methods at odds with its own basic’ideas about wage
payment and security for workers.

Most of the research work for this study was completed prior
to the entry of the United States into the war and the writing
was first completed before the war period had advanced very
far. During the interval which the author allowed to come be-
tween writing and publication union agreements expired or
were changed, wage control was made national policy, and other
important' changes and developments occurred in the industrial
relations scene. It would have been desirable to bring this report
up to date on all these happenings but it was not possible. Chap-
ter IV has been revised to cover certain aspects of the war
period including a brief discussion of the repercussions of the
national wage stabilization program on incentive wage ques-
tions. One of the most significant developments from the view-
point of this study was the appearance in 1943 of the U.E.
Guide to Wage Incentive Plans, Time Study and Job Evalua-
tion issued by the United Electrical Workers—CIO. It is a most
timely and useful little volume and it is somewhat ironical that
lack of just such a treatment of the subject was one of the con-
siderations which led to this investigation. In the main, how-
ever, the following chapters deal with the situation as it was
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before our entry into the war. Although the defense pro--
gram was having its effect, it may be said that, in general, the
findings of this study apply to peacetime conditions.

As already noted, the writer carried on the field research for
this study under the auspices of the United States Bureau of
Labor Statistics. As an accredited representative of the Depart-
ment of Labor he enjoyed the very great advantages of ready
access to union officials and management representatives in the
field as well as the guidance and assistance of Bureau personnel -
and the use of Department facilities in Washington. However,
the factual findings as reported in this volume and the interpre-
tation given them are entirely the responsibility of the author.
In accordance with the policy of the Department of Labor the
names of persons interviewed and of plants and companies vis-
ited must remain unidentified. Otherwise the author has been
at complete liberty to write up the material as he chose. A sum-
mary of the study’s findings prepared in the Industrial Relations
Division may be consulted in the form of an article entitled
¢ Incentive-Wage Plans and Collective Bargaining” in the
Monthly Labor Review, July, 1942, Vol. 55, No. 1. The same
summary with the addition of illustrative clauses from labor
agreements appears as Bulletm No. 71 7 of the Bureau of Labor
Statistics.

Acknowledgments. In addition to the formal advantages
of my association with the Bureau I wish to acknowledge my
personal indebtedness to Miss Florence Peterson, Chief of the -
Industrial Relations Division, who directed the study and who
was willing to undertake the experiment of combining a piece
of doctoral research with a project of her own Division. I am
under great obligation also to Fred Joiner of the Division staff
who was in immediate charge of the planning and conduct of
the study, who participated in some of the field work, and whose
helpful judgment and counsel were continuously available to me
during the writing of this report. Professor Paul F. Brissenden
has been a sympathetic, conscientious, and most helpful adviser
throughout the writing process and Professor Leo Wolman was
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kind enough to read and make suggestions on the manuscript.
I wish I might thank again, also, the many union and manage-
ment representatives of all ranks who responded so generously
to my curiosity and whose information and opinions furnished
the basic material for this volume.

Derrort, MICHIGAN |
FEBRUARY, 1044
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CHAPTER 1
INTRODUCTION

Scope and Method of the Investigation. The investigation
upon which this report is based was confined entirely to the
manufacturing industries. In allocation of time and number of
field visits the shoe, textile, electrical products, flat glass, steel, -
rubber, automobile, and clothing industries received the major
share of attention. In addition, some inquiry was made into at
least one illustrative bargaining situation in each of the follow-
ing industries: leather, hosiery, millinery, machine products, -
paper products, aluminum, meat packing, farm equipment, and
furniture. In nearly 6o field visits to individual plant or local
bargaining situations information was obtained through inter-
views with direct representatives of both the management and
the union. Information was also secured regarding a consider-
able number of additional situations through interviews with
local union representatives alone and from regional or national
union officials. '

The above list naturally does not exhaust the industries in
which wage incentives are found or are a bargaining problem,
even within the manufacturing field. Shipbuilding, some of the
food products industries, and several smaller fields such as the
glass bottle, pottery, and upholstery industries are other manu-
facturing lines which could well be included in a study of incen-
tive wage problems and unionism. Organized labor has also
been confronted with the incentive wage issue in such non-
manufacturing industries as mining, transportation, and retail-
ing. However, since time limitations necessarily restricted the
scope of the study, non-manufacturing industries were excluded
on the grounds that they present a distinctive set of incentive
payment problems and because it is in the manufacturing field
that the incentive payment principle has had its most character-=
istic industrial application.

The omission of particular manufacturing industries was not
by design so much as it was the result of the methods employed

1I



12 UNIONS AND INCENTIVE METHODS

in selecting individual cases. Selection was guided in the first
place by the aim of studying cases wherein incentive wage ques-
tions have bulked large in the collective bargaining picture or
where there was something of special interest in union policies
or joint relations connected with these methods. In locating such
situations reliance was placed on the knowledge and counsel of
national and regional union officials, on the evidence provided
by union agreement provisions, and on the information found
in miscellaneous written sources. It is quite likely that this
method of selection has resulted in overlooking more than one
case worth studying, but considering the objectives of the in-
quiry it seemed the only practical procedure.

It might have been desirable, if possible, to select situations
so that there would be an equal number involving A.F.L. and
C.I.O. unions, respectively. However, inasmuch as C.I.O.
unions predominate in manufacturing industries they were in-
volved in the great majority of cases studied. As no perceptible
differences in policy and practice were noted between locals
. affiliated with the two organizations when faced with similar
problems, no attempt is made in this report to draw compari-
sons. ‘

In the field work stage of this project information was ob-
tained almost entirely through interviews. The procedure fol-
lowed in the industries of main concentration was to visit first
the national office of the principal union. From the research di-
rector or some other officer was secured as much background
information as possible pertaining to experience with incentive
methods in collective bargaining in that industry, a presentation
of the official union position and policies, if any, on incentive
payment, and recommendations with respect to local plant situa-
tions. In the case of a number of unions like the Machinists, the
Brotherhood of Electrical Workers, the Auto Workers, and the
Textile Workers a good deal of helpful information was ob-
tained as well from officials in regional and district offices. In
each local situation an effort was made to see a responsible
union representative who was familiar with the day to day ne-
gotiation of incentive wage problems. Frequently it was a busi-
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ness agent or the president or secretary of the local; in some
cases it was a joint board official and in others a shop chairman.
At some of the larger local union offices the interviews were
supplemented with examination of files on grievance cases or
minutes of union-management conferences dealing with issues
relating to incentive methods.

On the employer side a similar effort was made to interview a
representative who could both speak for management and give a
first-hand account of bargaining relations. This official was
often a personnel director, but he might be a mill agent, a plant
manager, an efficiency engineer, or a company executive. In
situations in which an employer association was active repre-
sentatives of such organizations were interviewed also. Arbi-
tration officials were consulted in the few cases where such
machinery was regularly resorted to in incentive wage nego-
tiations. N

Prior to the actual ﬁeld trips a comprehenswe interview
schedule was prepared comprising questions which covered
every aspect of the subject of investigation. The schedule was
not actually used in the conduct of interviews but the substance
of the conversation was written up on the prepared form im-
mediately following each interview. In practice it was found
impossible to keep interviews to a standard pattern largely be-
cause of the differences between individual cases. They were
conducted in a very informal manner and frequently, depending
upon the situation under discussion and the information and
viewpoint of the person interviewed, the discussion was per-
mitted to concentrate on particular features of a case.

As has been remarked already, the selection of cases for
study was guided in part by evidence drawn from union agree-
ments. A large number of agreements from-the current files of
the U. S. Bureau of Labor Statistics were reviewed in connec-
tion with the investigation. They included agreements from a
wide range of manufacturing industries but most were from in--
dustries in which the field study was concentrated. Any discus-
sion of union policies and practice must draw heavily on the
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material to be found in specific agreement provisions and a
later chapter will be devoted to an analysis of a wide variety of
claises dealing with incentive methods, A considerable body of
additional literature and source material has been consulted in

- an effort to fill out the picture gained from the case studies and
from agreements. There is very little systematic written work
on the industrial relations problems of incentive wage payment
although there is a quantity of industrial management and per-
sonnel literature dealing with wage methods and time and mo-
tion study from the management viewpoint. There appears to be
a growing recognition’in these quarters of the importance of the
personnel and employee participation aspects of scientific man-
agement techniques, but even so the labor problem is viewed as
primarily a part of management’s administrative task. It seems
curious too and worth noting that of the few writers in the
field of industrial relations itself who have dealt with this type
of problem the majority have given their treatments a manage-
ment rather than a labor or union orientation. Nor has organ-

-ized labor done very much to remedy the dearth of analytical
material on this topic. One must turn to convention proceedings,
to the labor press, and to the very occasional speeches and writ-
ings of the few labor spokesmen who have dealt with the sub-
ject for indications of labor’s official position.

Character of the findings. A few comments should be made
regarding the interpretation and application of the findings re-
ported in the following chapters. It is to be remembered that
these findings are conditioned by the size of the sample, by the
methods that were employed, and by the nature of the subject
matter itself. For reasons already given the investigation has
drawn exclusively upon experience in manufacturing industries.
Even within the manufacturing field, however, it was not pos-
sible to cover all industries and the number of separate cases
which could be investigated was relatively small. This properly
raises questions concerning the representativeness of the find-
ings. These questions are posed even more sharply by the meth-
ods that were used to select cases. No effort was made to secure
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a representative sample. On the contrary, by consultation with
union officials and study of agreements and other sources, situa-
tions were sought out which met the purposes of the study but
therefore were not typical of industry as a whole. |

It is felt that this procedure has been justified by the general
objective of the study which is to discover how organized labor
is dealing with the problems presented by incentive wage pay-
ment not only in the typical or average unionized plant but in
those cases where joint relations are of longer standing and
are more fully developed or exhibit features of special interest
or where unions have gained an unusual measure of participa-
tion. It is hoped that this focus on what are often the more
advanced and progressive examples of collective bargaining will
provide some indication of the ways in which industrial rela-
tions may and should develop in the industries and plants where
unions are just making a begmnmg on the incentive payment
problem. From this point of view it is not so important to be
able to determine what the general pattern of union experience
and policy is in industry as a whole as to secure illuminating
examples of specific practice. But the warning should be ex-
presSed that as a result of this slant the subsequent discussion
will tend to exaggerate the prevalence of unusual union practices
and of more advanced forms of union participation and satis-
factory bargaining relations in general so far as incentive wage -
and time study matters are concerned.

Another type of limitation in the data is that which is 1nher-
ent in the interview method, especially as it was used in this
field study. No attempt was made to gather information suitable
for quantitative analysis and time did not permit careful check-
ing of information by a series of interviews in each situation.
Thus the basic interview material reflects in some degree what-
ever unreliability, prejudice, ignorance, and lack of understand-
ing characterized the opinions and information of the different
individuals who were the informants in each case. It reflects
also, of course, the predilections and limitations which mark
the approach to this subject of the interviewer and writer. It
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may be noted in addition that the union people interviewed
were almost invariably officers of their organizations and it may
be expected that their statements sometimes reflected the strong
opinions and zealous purpose which are often attributes of union
leadership. There was little opportunity to supplement their re-
ports with interviews with rank-and-file members or with non-
union workers. In any case it was the union, and the official
union, point of view that was desired. What is more, it seems
important to this student to get and use information and opinion
on a topic of this kind from the people who are, after all, re-
sponsible for the attitudes, practices, and bargaining conditions
that are being studied. The question of the extent of the discrep-
ancy between official union and ordinary worker sentiment on
incentive wages—a favorite argument of employers—is left to
another inquiry. There are certain factors which help to offset
the unreliability of the interview material Since it was a bar-
gaining situation in every case there were at least two sides in-
volved in each and the testimony of one could be weighed
against the other. Again, as regards most of the cases the writer
was also the interviewer so that in the final analysis the inter-
view material has been sifted through his knowledge and judg-
ment of the personalities and particular circumstances which
colored it. Frequently, also, it has been possible to check local
interviews with information gained from outside union offi-
cials, grievance records, agreements, and similar sources.
Just as the scope and method of this inquiry impose limita-
tions on its results, the very nature of the subject matter itself
conditions the manner in which those results can be presented.
It did not take many plant visits to reveal the diversity which
characterized not only the economic settings but the labor prac-
tices to be studied. At the individual shop level organized labor
seems to present less of a united front on incentive wage ques-
tions and related issues of efficiency and management policy
than is frequently supposed. This lack of uniformity is caused
in large part by the differences in the conditions under which
unions formulate policies in different industries and plants. Be-
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cause they bear so directly on the findings of this study it will
be well to review some of these variables.

The underlying economic facts which shape the workers’ for-
tunes in each plant and industry are among the most important
determinants of worker attitudes toward wage methods. Among
these conditions are the profit record, the intensity of competi-
tion, the seasonality of production, and the relation of labor
costs to total costs. Among the different plant situations that
were examined there was the widest possible variation in these
conditions. Since a company’s incentive wage policy, which in-
cludes its ability to be liberal in dealing with worker grievances,
is closely bound by its cost situation, a union’s satisfaction with
that policy and its prospects for modifying or controlling it are
greatly dependent on these conditions.

The variation in management methods from plant to plant
and industry to industry is at least as great as in economic con-
ditions. The most obvious contrast is that commonly found be-
tween management practice in large scale durable goods indus-
tries and management in some of the highly competitive con-
sumers goods industries. It may be said that payment is by re-
sults in a large electrical apparatus company where the incen-
tive plan is part of comprehensive and adequately staffed wage
administration activities and also in a small shoe shop or odd-
job silk shop where the conduct of an uncertain business is cen-
tered in the hands of an owner-manager who never heard of
scientific management. But many of the problems for organized
labor in each case are so different as hardly to be comparable.
Even within the ranks of heavy industry itself the development
of modern management techniques and principles has been ex-
tremely uneven, particularly as between large and-small enter-
prises.

A third factor of importance is the wide variation in the kinds
of productive processes and machine equipment characteristic
of different industries and hence in the nature of workers’ jobs.
In one instance, workers may be little more than attendants at
an automatic line operation possessing little independent control
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over their volume of output. In another they may be skilled
manual workers with output dependent upon individual effort.
Where one plant will produce a variety of items requiring many
- different occupations and frequent changes in jobs and rates, an-
other will concentrate on a few staple products necessitating
fewer occupations and infrequent job changes. The significance
of these considerations is that one situation is likely to lend it-
self far better to the use of incentive methods than another and
that one will produce inevitably many more occasions for con-
flict than another. '

A fourth cause of variation in the findings is the diversity
which exists among the bargaining situations themselves and
which is due in part, of course, to the variables already men-
“tioned. The differences may be organizational. In many cases the
union is an industrial local covering an entire plant; elsewhere
it may be a craft group, or a joint board or council; and it may
bargain for workers in a single plant or in several plants or com-
panies. There are wide differences in the bargaining strength
and financial resources which different local unions can bring
to bear. On the management side the bargainer may be a single
plant management, a company with several plants, or an associ-
ation of employers. Bargaining situations vary also according
to the previous history of their relations, according to the temp-
er and social and economic outlook of the participants, and ac-
cording to the qualities of leadership on both sides.

These several types of diversities are familiar enough and are
sufficient reason why really intensive- collective bargaining
studies should be made by single industries. The question here
is whether, despite these diversities and the other limitations
that have been mentioned, it is possible to make observations or
draw conclusions of wide applicability concerning the policies
and practices of unions in manufacturing industries with regard
" to incentive wages. It will be seen that some generalization is
possible, for, regardless of the arrangements or circumstances
under which incentive wage payment takes place, the crux of
the workers’ problem is the same. Their concern is to prevent
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this type of payment being used as a means of exploitation, to
guard against reduction of incentive rates, and to protect and
better their earning standards. In fulfilling these purposes cer-
tain common principles and practices have been developed by
unions which can be identified as such. At the same time it re-
mains clear that, in keeping with one of the objectives of the
inquiry, it will be necessary also to give attention to practices
and procedures that diverge from the general pattern and that
may be found only in occasional instances.

It is hard to set the proper boundaries for an investigation of
this nature and to confine the discussion within those bounds.
The application of the incentive principle to wage payment
raises so many issues and the numerous procedures asso-
ciated with incentive systems encompass so many questions of
management and industrial relationships that there is no clearly
defined separation between the main topic and related questions.
Yet it was imperative that this inquiry be strictly limited even
though the limits be arbitrary in some respects. Thus it is not
by any means an examination of the whole range of problems
which scientific management creates for organized labor. For
example, time study, which is central among those problems, is
considered in this report only insofar as unions have dealt with.
it in conjunction with incentive wages, although it is a common
management tool regardless of wage method and although what
is said in the report holds true for the union reaction to time
study in general. Another fairly artificial exclusion was the
omission from the field study of plants operating on hourly rates
where the problem for the union was production standards
rather than incentive rates. The problems are similar in many
~ ways but it was expedient to consider production standards only
where they emerge as an issue in an incentive wage situation
or immediately following the elimination of an incentive plan.

Nor is it the purpose of this report to make an appraisal of
management techniques as such. A critical evaluation of the
various incentive schemes in use and of related time study pro--
cedures, especially if done with an eye to making such informa-
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tion readily available to labor, would be an exceedingly useful
- piece of work. Several union officials have indicated the need
for this type of information within the movement. Helpful too
would be some documented findings on the actual effectiveness
of incentive methods in increasing industrial efficiency. Brief
interview studies can serve as a basis only for speculatwe opin-
ions on these topics.

_ Personal viewpoint. A report based so largely on personal

.evaluation and interpretations of material derived from informal
interviews and dealing with controversial topics calls for some
declaration of the writer’s own predilections and point of view.
It should be noted then that this writer welcores the increasing
use being made of the resources of psychology and the study of
social relations in general to throw light on the problems of
industrial relations. He regards as an important part of this
approach its emphasis on the need for thinking of the worker in
industry as a cultural as well as economic phenomenon and for
understanding his total performance and behavior as a whole
determined by many interdependent and interrelated factors.!
There is nothing particularly new about bringing a psycholog-
ical approach into the study of collective bargaining. The ques-
tion is rather as to the nature of the psychological approach.
- When the time which workers spend in the shop and factory is
viewed consistently as but one segment in the social organiza-
. tion of their lives and their reactions to conditions of work as a
related part of their total behavior it has very real implications
for the interpretations one places on attitudes and practices that
occur in collective bargaining. As this is the perspective which
the writer has tried to maintain in reporting and analyzing the
results of his case studies some mention should be made of cer-
tain implications it has for these findings.

1 The approach referred to here is well exemplified by the researches and
the interpretation of research one finds in such works as Elton Mayo, The
Human Problems of an Industrial Civilisation (New York: The Macmillan

Co., 1933), and F. J. Roethlisberger and Wm. J. Dickson, Management and
the Worker (Cambridge: Harvard University Press, 1939).
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Proceeding from the premise that the behavior of workers is
governed by many interacting determinants it follows, to over-
simplify the point, that a given policy or practice seldom can be
traced reliably to a single isolated cause or motive. Especially
is this true of the behavior of workers in concert in the form
of a union. Thus, when a union or group of workers attempts
to eliminate or change an incentive plan or is found to be re-
stricting output it is not likely that the explanation is any single
grievance or objective. Nor is the easing of conflict or the satis-
faction of worker objections to be achieved by any single pana-
cea. The writer strongly affirms the conclusion of the National
Research Council’s Committee on Work in Industry: “ Studies
of the conditions of work in industry, like studies of sick people,
cannot be safely pursued to the point of diagnosis without tak-
ing account of all the different kinds of factors (physiological
factors, psychological factors and all sorts of social factors).” 2
From this point of view it is meaningless also to look too closely
into the merits or validity of the arguments, reasons, and
charges employed by workers and union leaders or to take too
literally these arguments as explanations of their views and ac-
tions with respect to incentive wages and time study. As
Roethlisberger and his associates concluded about the group of
workers they studied so intensively: “ The ideology expressed
by the workers was not based on a logical appraisal of their situ-
ation, rather the reasons given for actions were rationalizations
of group sentiments.” 2 It is enough that they think in terms of
these arguments whether they stand up under impartial analysis
or not; the fact that incentive methods are criticized and pro-
voke certain reactions by unions is more important than the
criticisms themselves. For instance, in many plants visited union
representatives expressed the apprehension of the men that piece
rates or bonus rates would be cut if they pushed their individual
output to high levels despite the assertions of management that

2 National Research Council, Committee on Work in Industry, Fatigue
of Workers (Reinhard Publishing Co., 1940), p. 12.
3 Roethlisberger, op. cit.,, p. 531.
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rates had not been cut under such circumstances for many
years. It is not enough to dismiss this attitude as inevitable
suspicion holding over from an earlier period or to condemn the

_resulting earnings guarantees exacted by the union as unwar-
ranted restrictions on efficiency. The workers may be acting on
the basis of sentiment rather than fact but the sentiments are
nonetheless symptomatic of very real imperfections in the
worker-management relationship.

Another aspect of this point of view is that it plays down the
economic motivation of the worker in his work relationships or
rather that it lays greater stress on the other kinds of motivation
that are present. This shift in emphasis frequently throws a re-
vealing light on union response to management efforts to stimu-
late productivity by offering economic rewards. Non-financial
motives or penalties having the opposite effect often prove just
as compelling. It is such non-economic considerations that lend
added significance to the matter of union participation in the
administration of wage incentives. From this viewpoint partici-
pation is of more than academic interest as a technique of col-
lective bargaining; it is something to be encouraged as a means
of enlisting worker response and providing opportunity for self-
expression that may otherwise be denied in the work relation.

Far the writer the approach typified by the foregoing consid-
erations has merit because it insists that incentive systems and
time study, which are primarily technical management tools,
must cope with human relations as well as with technical prob-
lems. It helps also to explain much of the diversity of worker
and union behavior in relation to these techniques and much
that otherwise would seem inconsistent and irrational.



CHAPTER I1I

INCENTIVE WAGE SYSTEMS AND
TIME STUDY METHODS

As previously stated; it is. not one of the purposes of
this study to inquire into the nature and managerial effective-
ness of various incentive schemes and methods of wage deter-
mination. Nevertheless, a summary description and comparison
of the principal types of plans is needed by way of introduction.
This is especially true in view of the widespread ignorance of
such subjects as incentive payment, job study methods, and
their importance as labor problems. Even workers and union
officials working under incentive systems were found by inter-
viewers to be unacquainted in a surprising degree with the de-
tailed aspects of payment systems and time study. This lack of.
factual knowledge and understanding often proves a disadvan-
tage to a union in conducting negotiations. It would seem to be
a factor also in the hostility so often displayed towards incentive
methods by workers.

Nature and Development of the Incentive Wage Principle.
American business and industrial enterprise has taken the lead
in exploiting the incentive idea in most of its aspects. But in
dealing with labor industrial management has relied most heav-
ily on financial incentives. Wage incentive plans are the only
type of incentive with which this report is concerned.

Payment by results is not a method of rewarding labor pecul-
iar to modern industry. It has been in use as long as labor has
worked for wages. Nevertheless, there are good reasons why it
is often thought of as a comparatively recent development. It is
modern management that has realized and fully exploited the
possibilities in the rather commonplace fact that wages are not
only compensation for labor already performed, but an induce-
ment to future effort. Modern production methods involving
sub-division of jobs into mechanized, repetitive operations on
a volume basis are particularly adapted to the payment of wages
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according to output rather than by some unit of time. Moreover,
the numerous wage incentive systems found in industry today
are distinctly the creations of modern management engineering.
The same considerations that tend to identify payment by re-
sults with modern industry also suggest that it is especially
characteristic of American industry. The scientific management

. movemem originated in this country and has flourished most
widely here. Its techniques, including wage incentives, together
with the technologies of mass production are responsible for the
general belief that American enterprise represents the epitome
of eﬂicxency in production.

In addition to being an established management technique,
payment by results is an idea which is an integral part of Amer-
ican business thinking. It derives from and is in complete har-
‘mony with those other basic principles—competition and the
profit motive—and employers are accustomed to defend it just
as jealously.! A statement by Charles R. Hook of the American
Rolling Mill Co. is typical. He asserted that “the incentive
system of production and service seems to be in a bad way. If
you take away the hope of reward, you will destroy the incentive
that brought to this country higher standards of work and
living conditions than to any other.” * The official employer
justification of incentive methods of payment has changed little
since they first came into use. It is argued that some form of
payment by results is the most effective way of enabling workers
to share in the gains resulting from advancing productivity and
industrial progress. It is also contended that such forms of pay-
ment enable the industrious, capable workers and the slow or

1 Incentive payment is in harmony with these principles in the sense that
a finandial inducement to produce is offered both the worker and the enter-
priser and that in each case the reward is promised to the hardest and
most efficient worker. The conformity even carries over into the fact that
the principles frequently do not live up to the theory and that incentive
wages, like profits, do not always go to the individual who is able to produce
the largest volume or the best quality.

2From an address before the National Association of Manufacturers in
New York City as reported in the New York Times, Dec. 6, 1041.
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" lazy workers alike to earn according to their merits. Thus in-
centive wages are held to be more equitable than hourly wages
in two different ways. The logic of this case would appear to
be unassailable. As a matter of fact, some union leaders and cer:
tain groups of workers are persuaded by it and are prepared to
defend it on condition that the bargaining rights of the workers
are preserved. Large groups of organized workers, however,
remain at least partly unconvinced by this logic and their reas-
ons will be considered in subsequent chapters. An additional
consideration by which employers justify incentive methods is
the fact that in most cases an incentive system provides manage-
ment with more adequate and precise labor cost data for pur-
poses of prediction and control than would hourly wages.

Opponents of incentive payment often charge that employers
use incentive plans simply as an excuse for poor management
and that the same results in labor productivity could be achieved
by methods and policies less detrimental to workers. Even
though one be prepared to find truth in this claim he must ac-
knowledge also that, considering the deep roots which incentive
methods have in industrial practice and thinking, the question
of any immediate wholesale change to alternative methods is
somewhat academic. _ .

An incentive method of wage payment may be defined
broadly as any arrangement for compensating labor by which
the rate of pay is related to output or performance on a fairly
direct and continuous basis. Under such a definition there are
bound to be borderline cases which are not regular incentive
schemes nor yet straight day work. The crucial question is to -
what degree earnings are immediately and directly dependent
upon performance. In any case, nicety of definition is not im-
portant; what matters is how the various plans affect the work-,
ers and how the latter react to them. Personnel men stress the
positive aspects of these methods, the way they foster individual
initiative and ambition and give concrete rewards for extra
effort and skill. However, just as fundamental to the incentive
payment idea is its reverse aspect—the dissuading of workers
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from a lessening of effort by forewarning them of a decline in
earnings as penalty. There is reason to believe that to a great
many workers the concept, piece work or bonus system, signifies
a system of penalties rather than inducements.

The earliest form of financial incentive was the simplest and
most literal carrying out of the idea of payment by results—
straight piece work. It is probable that it was not designed for
" its incentive effect but was the only way of compensating labor
prior to the factory system when production was confined
. largely to the home and was conducted on an irregular basis.
An official of one of the garment unions has suggested that the
precedent established during the days of the homework system
© is one reason for the strong hold of piece work in these indus-
tries. The difficulties encountered by employers in adjusting
rates under piece work to fit the job changes and tremendous
increases in productivity per worker that accompanied the in-
dustrial revolution are not part of this story, but the part these
struggles and rate reductions played in building up labor’s ani-
mosity towards payment by results can be imagined.®

Piece work remained the alternative to payment of time rates
until comparatively recent times. The next advance in the in-
centive wage form came with the development of efficiency
wage systems. The basic features which distinguish these
plans as wage-payment methods are that standards of per-
- formance are established, either by rule-of-thumb methods or by
systematic job study techniques, and that the savings resulting
from production over standard are distributed between manage-
ment and workers by a predetermined formula. This kind of
wage-payment method came into prominence with the begin-
nings of scientific management and has been closely identified
with this movement ever since. It is the scientific management
idea applied to wage payment that has given modern incentive
systems their basic characteristics, i. e., the gearing of wage

3 H. S. Person’s article, “ Methods of Remuneration,” in the Encyclopedia

of the Social Sciences contains a brief but enlightening discussion of the
development of wage incentives,
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rates to work standards which have been set by thorough job
study methods. Ideally these standards are set only when the

best and most efficient working methods and conditions have
" been determined and put into effect by experiment and study. |

There are some who distinguish between piece work payment
and incentive payment and who would reserve the latter term for- -
the efficiency systems just referred to. One purpose of such a
distinction is to contrast the motives underlying the respective
methods. In the case of piece work the motive, according to this
theory, is to pay full measure for work performed. In the case
of incentive plans the idea is to stimulate extra effort by offering
premiums and if that effort can be attracted by offering some-
thing less than full payment, so much the better. It is well to
keep in mind that much ingenuity has gone into devising pay-
ment schemes that will most effectively induce workers to pro-
duce more and that this aim has often overshadowed the prin-
ciple of fair payment. It suggests also that “ payment by re-
sults ”” is not a strictly accurate characterization of all incentive
plans. Nevertheless, this is hardly a sufficient reason for not
calling piece work an incentive method. Piece rates can and fre-
quently do have as much incentive effect as any other systems
and through rate cutting and poor superv151on can stray just as
far from equitable principles.

As industrial and so-called efficiency engineering acquired
increasing acceptance from American industry there was an
amazing, mushroom growth of efficiency systems and incentive
plans, many bearing the names of the men who created—or
claimed to have created—them. This proliferation of systems
does not alter the fact that to the extent that wage payment is
founded on scientific standard-setting techniques the old dis-
tinctions between various wage methods disappear. The specific
formulas for computmg earnings in relation to job standard
may differ but the main differences between modern incentive
plans reside in the larger management frameworks of which
they are parts. In the same way the use of time study and the
strict enforcement of production standards may obliterate the
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essential differences between piece work and a premium or
bonus system and even between time rates and a regular incen-
tive plan, - :

This last point is worth noting because it has bearing on the
bargaining problems which are the subject of this report. The
point is that even though the production workers in a plant be
on hourly rates if production standards are carefully set and
rigorously held to by management the workers may find them-
selves under the same type of compulsion that exists under in-
centive wages, troubled with similar speed-up problems, and
perhaps threatened with similar uncertainties as to earnings.

-In such a situation the union is concerned to gam a voice in the
determination of production standards just as in the incentive
situation it wants participation in rate setting. An hourly rate
set-up involving production standards most nearly resembles
incentive wages as a bargaining problem when both occur in
highly mechanized industry where operations are largely con-
tinuous and the flow of production is mechanically regulated.
The decision to exclude such time rate situations from this in-
vestigation simply because they do not involve actual incentive
wage plans was partly a matter of expediency. But it is also a
fact that there are many industries which are not rationalized
in the same degree as the auto industry, to take one example,
and that there are a great many plants where hourly rates are
not combined with scientifically set production standards so that
the two types of payment present on the whole quite different
bargaining problems.

Furthermore, in the eyes of workers there remains a funda-
mental distinction between the problems associated with work
standards under time rates and those connected with incentive
rates. Under hourly rates, no matter how refined the manage-
ment techniques which go with them or how strictly production
standards are enforced, the burden or responsibility for produc-
tion rests in the first instance with the employer; a drop in pro-
duction does not result in an immediate financial penalty on the
worker, whereas it is the essence of an incentive plan to shift the
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initial liability to the workers. Thus there is a security of earn-
ings under a time rate that is absent under the ordinary piece
work or bonus system. Workers would in general prefer that
any conflict, uncertainty, and hardship connected with a job re-
volve around the amount of skill and effort they are expected to
put out for a fixed rate, as in the case of time rates, rather than
around their unit earning rates, as in the case of incentive pay-
ment, :

Emphasis on the uniformity of modern management tech-
niques under different wage systems may give the impression
that the use of incentive payment in industry today is usually
accompanied by modern management methods. Unfortunately
this is not true any more than it is true that industry has always
used incentive methods with the best interests of labor in
mind. This, of course, goes to the heart of the labor problem
created by these methods. Despite the preoccupation of current
management literature and conferences with advanced practice
in this field, the inescapable impression gained from visits to a
wide variety of plants and industries is that progressive and en-

. lightened management practice is still conspicuous by its absence
in a great many manufacturing establishments. Throughout
large parts of the textile, shoe, clothing, and similar highly com-
petitive industries and in many small and moderate sized plants
in the heavy industries the principles of scientific management
have not even made a beginning due to a combination of man-
agement ignorance and inertia and inadequate resources for such -
activities. In other cases techniques have been applied partially
or incorrectly, often without happy results. One writer has de-
scribed financial incentives as having the advantage of bringing
an “automatic alignment of effort with a minimum of super-
vision and most of that strictly impersonal.” Too many man-
agements have proceeded on the assumption that all that is
necessary is to set up the incentive plan and let it do the work. It
is true that an incentive system has the effect of encouraging
workers to be watchful and critical of such things as bad tools,
poor flow of work, needless delays, and other little inefficiencies
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of management that cut into their earnings. But management
cannot rely on this check-up through the workers alone; it must
be prepared for swift correction of all deficiencies turned up by
workers and it must match labor’s vigilance if an incentive plan
is to operate smoothly. It is to be remembered therefore that
it is under prevailingly imperfect management conditions that
organized labor has formulated the policies and practices with
regard to incentive payment which are the subject of this in-
vestigation.

Another useful aid in analyzing incentive wage problems is a
recognition of the extent to which the problems are determined
by particular production situations. The kinds of articles
produced and the nature of the production processes and
work operations in each industry and plant govern in large
measure the operating characteristics of incentive wages in
those industries and plants and condition the labor problems
that result. In plants where production is largely a matter of
many separate, individualized, and frequently changing opera-
tions rather than a series of synchronized group or line opera-
tions workers are freer to respond individually to the appeal of
incentive rates; it is also more difficult for a group or a union
to establish control over production for restrictive purposes. At
the same time workers who are on their own in this way are
more susceptible to supervisory pressure than if they were mem-
bers of a line or group. Another obvious contrast is between
production operations that demand a good deal of manual skill
and those that are made up of simple, repetitive, mechanically
controlled jobs. The problems created by incentive wages in each
case-are apt to be quite different. Another important difference
is between jobs that have a longer cycle composed of many-
element operations and jobs that consist of two or three ele-
ments only. As a rule the opportunities for disagreement over
rates and standards multiply with the length of the job cycle.
It is clear, therefore, that worker grievances and the character
of bargaining relations with respect to incentive methods and
job standards must be seen in the light of the production char-
acteristics of each plant situation.
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In summary, it may be concluded that although the central
principle of financial incentive has always been the same the
method of paying labor by results has undergone quite an evolu-
tionary process of development and refinement and occurs today
under widely divergent economic and technical conditions and
is associated with a variety of management systems. All these
factors play a part in determining the kinds of problems incen-
tive wages will pose for a local union in a given situation.

Nature of Incentive Payment as an Industrial Relations
Problem. The foregoing discussion helps to explain why col-
lective bargaining in shops or industries in which incentive
methods are used has implications that go well beyond tradi-
tional wage issues. The first concern of workers who are paid
on an incentive basis seems always to be over earnings, to se-
cure increases where possible and to protect themselves against
reductions and uncertainties, in other words, traditional wage.
objectives.- But it _does not end there; the question raised by
an incentive wage rate is always one of earnings in return for
how much effort or output. As security of earnings is estab-
lished through collective bargaining controls disputes turn in--
creasingly on the amount of work required for the wages paid.
An incentive wage plan, whether it is simple piece work or a
complicated bonus scheme, is a method of computing wages
which sets up a high degree of interdependence between earn-
ings and individual plant performance, It is also a manage-
ment device which makes each worker a responsible factor of
production and constantly checks up on him in that capacity.
This causes employers to tend to identify efficiency with in-
dividual worker effort. A union that seeks to abolish or modify
an incentive plan, or to establish earnings guarantees under
it, or to participate in its administration soon may find itself
involved in considerations and challenging management at
points which greatly expand the old concept of ““ wages, hours,
and working conditions.” In fact, once the incentive principle
and its accompanying management procedures are subjected
to genuine collective bargaining there is logically almost no
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limit to the type of management decision relating to efficiency
that may be taken up between the two parties. Unions may, and.
increasingly do, go on to insist upon a share of control over the
methods by which work standards are established and the alter-
native measures which employers might take to achieve the de-
sired efficiency. This places on the agenda of union-management
negotiations phases of industrial operation and management
which were long considered within the sole jurisdiction of man-
agement and which employers are still reluctant to submit to
joint consideration.

The Prevalence of Incentive Wage Methods. There is con-
siderable disagreement at the present time in industrial manage-
ment circles as to whether the use of incentive wage plans is
increasing or declining. On one hand it is felt that wage and
hour legislation and the growing strength of organized labor
signalize the doom of such methods. The abandonment by the
automobile industry of its -group bonus and piecework methods
in the NRA period and more recently at the insistence of the
‘organized auto workers is regarded as a significant defection.
On the other hand, many management officials feel that the up-
ward course of wages makes it more necessary than ever to
stimulate productivity through incentive wages and that modern
methods can eliminate the causes of labor’s objections.

- The available evidence on the prevalence of incentive plans
and on current trends is not conclusive. However, surveys have
been made by management groups from time to time which
furnish some idea of the extent of the use of incentive systems
and of the relative popularity of different types of plans. A Na-
tional Industrial Conference Board survey in 1939 covering
2,700 firms in all kinds of business showed just over half the
companies using some form of incentive plan as against approx-
imately 75% so reporting in a similar survey conducted in
1935. However, out of a group of goo manufacturing com-
panies selected from the 1939 survey on a basis calculated to
secure establishments in which incentive payment or day work
would be equally workable and acceptable, the Conference
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Board found 75% of the companies using some type of incen-
tive system.* '

It is not sufficient simply to know whether or not a given
company or how many companies make some use of incentive
payment, for the percentage of workers paid incentive wages,
varies greatly among plants. The proportion depends to a large
extent upon the nature of the manufacturing. process in each
plant. As a rule it is the workers engaged in direct production
at operations of a repetitive or standardized nature that are
most likely to be paid on an incentive basis. In 1939 the Con-
ference Board also undertook a special study of 313 manufactur-
ing plants of all sizes in several industries using wage incen-
tives. In these plants 38% of the hourly rated employees were
paid on straight time rates and nearly 62% on some incentive
basis. Of interest too is the relative prevalence of the chief types
of incentive payment in these plants. Considering only the
workers who were under incentive plans, about 60% were on
some type of individual or group piece work, 31% on a prem-
ium or bonus system, and nearly 9% on measured day work.

No statistical breakdown as to prevalence or coverage of
various payment plans was attempted for the plants investigated
in the course of this project, but what information was gained
on these items through interviews would appear to correspond
with the findings of the Conference Board. It should be noted,
however, that from plant to plant and industry to industry the
proportion of total employed covered by incentive plans fluctu-
ates widely. Generally, the coverage is high in industries like
clothing, shoes, millinery, and some branches of textiles; in cer-
tain of these plants practically the entire work force is paid by
results. In heavy industries such as steel, which requires large
maintenance personnel, and in plants where part of the produc-
tion operations is not well suited to incentive methods the cov-
erage of incentive plans tends to be much lower and in some

4 These figures and those in the following paragraph are from the National

Industrial Conference Board, Studies in Personnel Policy, No. 19, * Some
Problems in Wage Incentive Administration” (1940), p. 10.
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cases only a single department or line may be so paid. These
considerations serve as a reminder that while the body of this
report deals almost exclusively with the problems and practices
of workers under incentive systems, sizeable proportions of
many plants and industries operate without use of such meth-
ods, and that even in the plants selected for special treatment in
these pages there are many workers who are paid straight time
rates. )

There is a further consideration which is appropriate at this
point. The question of whether the trend is toward increased
use of incentive methods cannot as yet be answered, but it can
be predicted with confidence that the management procedures
which accompany such methods—systematic study of jobs and

- workers at their jobs and the careful determination and control

of work standards—will play a growing part whatever the
method of payment. The problems which these procedures create
for organized labor therefore will be of continuing and increas-
.ing importance. '

Description of Incentive Plans. It is customary in current

- management literature to classify wage payment plans according
"to the manner in which they relate production and earnings and
distribute earnings. Three broad types of plans or bases for
payment may be distinguished. One is time wages which assign
to the employer the gain or loss resulting from changes in
worker productivity. In the second group are the piece rate
systems which give the gain or loss to the workers. In the third
group are the many premium and bonus plans which share the
gains from increased output between employers and workers
in varying proportions. In the second and third groups, which
are the subject matter of this study, many of the plans may be
operated on either an individual or group basis, i. e., under
both piece work and premium systems earnings may be com-
puted according to individual or group performance. Within
these broad classes there are as many as twenty-five different
specific plans of payment, most of them being premium and
bonus plans named after the engineers who devised or promoted
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them. Analysis shows most of these incentive systems other
than piece work to be basically similar. They differ only in the
conditions they were designed to meet and in the formulae by
which they correlate production and wages. In addition the
payment scheme in some cases is merely part of a larger system
of process and methods analysis, job standardization, and cost
control. A more important basis for distinguishing between
incentive plans in practice is the adequacy of the methods used
in their operation. They differ greatly in this respect and often
do not measure up to the standards of modern scientific man-
agement. The principal characteristics of the most prevalent
types of incentive plans are outlined below.®

Straight piece work. Piece rate wages in some form are
more commonly used than all other incentive plans combined..
A straight piece rate is a constant rate of pay per unit produced
which enables the worker to compute his earnings simply by
multiplying the number of pieces produced or operations per-
formed by the rate per unit or piece on his job. Rates are usually
expressed in monetary terms. On occasion management engi-
neers have proposed piece work systems under which the earn-
ing curves would rise at a more rapid percentage rate than pro-
duction, thus intensifying their incentive quality. Such variants
of piece work have been used very little. F. W. Taylor intro-
duced a departure from straight piece work which he called the
differential piece rate plan. It consisted of two piece rates. One
was a low rate applying to any rate of production below average
or task.® At task and above a second rate 50% higher than the

5 There are numerous sources which discuss more fully the technical de-
tails and operation of incentive wage plans. The reader is referred to
Methods of Wage Payment (National Metal Trades Association, 1928);
to Financial Incentives (National Industrial Conference Board Studies, No.

217, 1935); and to the more recent work of Charles W. Lytle, Wage
Incentive Methods (New York: Ronald Press Co., 1042).

6 The word “task” as used in connection with incentive wage methods
represents an arbitrary standard of worker performance per hour selected
for use as a norm from which to measure worker productivity, compute
incentive earnings in the form of bonus or premium, and so on. Task may
be fixed at a high or low level depending upon the incentive system. Usually,
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first went into effect. The purpose of the plan was to discourage

-and penalize workers who would not produce up to task. Modi-
fications of this plan have been developed which reduced the
incentive step between the first and second piece rates or made
two steps by adding a third piece rate. None of these plans has
had wide adoption.

Some piece work systems incorporate a guaranteed minimum
wage, thus assuring workers that regardless of their individual
production their hourly wages will not fall below a certain
amount.” Such guaranteed minimum wages are usually well
below the expected average earnings for the piece workers,

Plans which combine a full hourly or day guarantee with
stralght piece rate applying to production over the standard so
set are sometimes known by the names, 10% premium plan or
standard hour plan. Under the standard hour plan the piece
rates are converted into time units and the worker is paid for the
number of standard hours of work he produces. This arrange-
ment often has advantages for bookkeeping purposes.

- A well known plan which is a cross between time wages and
piece work is the Gantt task and bonus plan. Its distinctive
feature is that a fairly high standard is set for average perform-
ance, or task, on each job, guaranteed time wages being paid
up to that-point, but for productlon at task a bonus of from 2o0-
50% is paid and above it piece rates are paid on that stepped-up
scale.

Halsey Premium Plan. This was one of the first incentive
plans other than piece work and was the original gain sharing
plan. Time wages are paid for production up to some stipulated
percentage of standard task, the latter usually being determined
however, task designates the level of output management considers it should
receive from an average worker producing at average speed. Thus pro-
duction at task under most plans would earn just the hourly base rate;
production below task would be covered by the minimum day rate guarantee;
and any production over task would earn an additional amount in the form
of premium, bonus or piece work earnings.

7In-plants covered by the Fair Labor Standards Act or similar state

minimum wage legislation the established legal minimum wages must be
paid each employee regardless of individual output.
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on the basis of past production experience. For performance
above this point workers are paid a premium which under the
original plan amounted to 50% of the time saved by the extra
output but which may be varied. It is frequently management
practice under this plan and many of the gain-sharing plans to
distribute a portion of the company’s share of gains to indirect
labor and lower supervision as incentive and reward for stimu-
lating increased production. . )

Bedaux point premium plan. Also a gain sharing system,
the Bedaux plan is the prototype and the best known of the
“ point plans.” This term derives from the fact that under these
plans worker performance in each plant, no matter how diverse
the operations involved, is reduced to a common denominator
and expressed in small standardized units of time. The Bedaux
plan calls these units “B’s”. The B unit is the amount of work
and necessary rest comprising an average minute of working
time of an average employee working under normal conditions.
The relative proportions of effort and rest making up this min-
ute or B unit vary according to the character and strain of the
work. Ordinarily, 60 B’s per hour represent standard perform-
ance or task and around 8o B’s per hour are usually considered
expected performance for experienced workers. Like other gain
sharing systems, the Bedaux plan guarantees time wages up to
task and gives workers a share in savings above task. The pro-
portion going to workers regularly was set at 75%, the other
25% being distributed to indirect labor and the supervisory
force.® More than many similar payment plans the Bedaux plan
is a production control system as well. With all kinds of work
reduced to terms of comparable time units the detailed records
which are kept enable management to compare and keep a close
check on the efficiencies of individuals and departments. The
amount of clerical work which this entails is one of the disad-
vantages of the plan.

8 Under new management and new policies, for which organized labor
would appear basically responsible, the Bedaux Company now applies its

incentive methods so that the worker is compensated for 100% of the time
he saves.
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The Haynes. Manit system is very like the Bedaux plan in
that production is converted into txme units called manits, or
man-minutes of work. This system now pays 100% for produc-

- tion over task. There are also several other unit or point plans,

~

such as the Dyer and the Stevens plans, which are outgrowths
of the Bedaux or Haynes principle.

Emerson Efficiency Bonus. This plan may be mentioned as
a departure from the constant sharing principle of many of the
gain sharing plans. A relatively high standard or task is set and
workers are guaranteed a time wage up to 67% of task. As pro-
duction increases from this point to task itself workers are re-
warded with a series of small incentive bonuses more or less
empirically set which total about 20% at task. Above task a
straight piece work type of rate applies. This method has had a
number of adaptations.

Modifications of straight time wages. Various compromises
between day work and incentive plans have been worked out by
managements and by engineers. The simplest makes use of two
time rates and is called the standard time plan. There is a regu-
lar day work rate and a second rate which applies to production
at and above task., The production level at which the step up
to the second rate occurs ‘and the size of the differential are
decisions up to the judgment of management. The incentive
effect of this plan obviously is limited to the single bonus for
making task.

Multiple time plans of several kinds have been elaborated
from the standard time principle. Instead of one production
point at which a step up in the rate occurs there are several. The
first is usually well below standard performance and the top
rates may be established for production well above task. The
number of the intervals and the spacing of them are again mat-
ters of arbitrary decision. It is usual with such standard or
multiple time plans to check on the level of each individual’s
output and to make the appropriate pay rate adjustments every
week or two weeks. Careful job-study techniques may be used
with these plans as with any other, but rates and standards
tend to be empiric.
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Measured day work. This is a new method of wage pay-
ment whichis alsoa compromise between time work and incen-
tive wages. It comprises two groups of rates, base rates and
incentive rates, and both are hourly rates. Base rates are estab-
lished on the basis of careful job analysis as under any progres-
sive wage practice. The distinctive feature of the plan is the
hourly incentive rates which are determined separately for each

- worker as a result of management evaluation of his produc-
tivity,‘ the quality of his work, his dependability, and his versa-
tility. Periodically, usually every three months, each worker is
subject to rerating on these points and a commensurate incen-
tive rate change. The amount of the incentive, typically around
20%, and the relative weight given to the several criteria by
which workers are rated are within the discretion of each man-
agement.

The plans which have been summarized briefly above are to
be considered only as representatives of' types. Engineering
firms and local managements in applying a plan to a given sit-
uation habitually elaborate or modify it to suit particular techno-
logical, production process, or management considerations.

Time Study Methods. Every wage method must deal in
some way with the question of how much work or effort is be-
ing paid for. If payment is on an hourly basis a lax management
may neglect the question; this, in effect, leaves it up to individ-
ual worker determination. But any incentive plan, from the
simplest to the most complex, compels management by the ne-
cessity of having to set rates to give some answer to the central
and difficult question: “ What constitutes a day’s work?”
Philip Murray and Morris Cooke, in their book on production,
clearly recognize this to be the paramount problem and the
crux of the conflict between labor and management so far as

" incentive wage methods are concerned. “ Fundamental princi-
ples of fair remuneration have been obscured by over-emphasis
on ‘ wage systems ’ as such. As a matter of fact, the method of
payment matters little as compared with the method of deter-
mining the standards upon which the wage is based.” ®

9 Organized Labor and Production (New York: Harper & Bros., 1940),
p. 116.
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- It is possible to arrive at an approximate figure for a fair
day’s work and the standards on which to base incentive rates
purely as a matter of judgment and estimation from experience
without carrying on any more formal or exact process of meas-
urement. This, essentially, is the technique of rate determination
throughout large sections of the piece work industries such as
shoes, clothing, and leather and also in many moderate and
small sized plants in other Industries. Modern management dis-
courages these methods and offers time and motion study as the
fairest and most accurate process. Properly employed it is a
combination of techniques and procedures demanding a trained
and skillful personnel, careful and adequate preparation, and
continuous application with no other motive than efficient indus-
trial operation and fair compensation. Because these conditions
are not always met and because time study is easily abused,
involves many procedures and concepts that are controversial,
and theoretically leaves no place for so unscientific a process as
collective bargaining, organized labor has always been very
wary of this phase of scientific management and often has ac-
tively opposed it. The details of labor’s attitude and policies are
to be considered in later chapters, but first a brief description of
the relevant management methods is called for. The discussion
will be confined to outlining the principal procedures involved in
time and motion study as modern scientific management would
like to see it at its best and as the goal and model for existing
methods. Actually, except in the best managed companies,
the standard of management wage administration often falls
short of the best and all degrees of good and bad methods
occur and are called time study. In reality, therefore, the job
standards underlying incentive wages in industry today are
quantities which were determined in many different ways—by
the precedents of tradition, by experience, visual observation,
rule-of-thumb, by expert and inexpert stop-watch study, and
frequently by combinations of several of these methods.

-The student in search of precise meanings and clear distinc-
tions quickly bogs down in the confusion that seems to envelop
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the nomenclature in this area of scientific management.’® The
terms job study, job analysis, job evaluation, job-specification,
job rating, and time and motion study are among those com-
monly employed by writers in the field. But some use certain
terms interchangeably while few seem to agree exactly on the
meaning of any single term. In any case, the important thing
is to get at and to understand the management procedures them-
selves. Job analysis may be taken to refer to the whole process
of applying scientific methods in the study of jobs and men at
those jobs, but it refers more specifically to the preliminary
study of the component elements of the job, such as
machinery and equipment, the surrounding conditions of the
work and the operations in the job itself. The next step is an
analysis of the human qualities and capacities required in each
job and ranking of jobs accordingly for purposes of fixing base.
rates. The term, job evaluation, is sometimes given to this part
of job study and the term, job specification, to the descrlptwe
data which outline the results of the job analysis.

When the study of jobs is complete to this point the way is
clear for time and motion study and the actual setting of incen-
tive rates or production standards. If the job study program in-
cludes motion study as a separate phase it takes place first; it
is the study of the physical movements involved in performing
jobs for the purpose of selecting and standardizing the most
efficient and least fatiguing pattern of motions. Motion study
may include the refined and specialized techniques of micro-
motion study using special motion picture equipment. System-
atic motion study is not used nearly as widely in industry as
time study, and it did not enter into the bargaining picture as
an independent factor or issue at any of the plants covered by
this investigation. However, in practice, any careful measuring
of the performance of workers presupposes a conception of how
the job in question should be done and a determination that

10 There is a considerable and varied literature on the general subject of
job study and measurement. Summary treatments are to be found in any

recent text on management and industrial relations. Ralph M. Barnes’ Motion
‘and Time Study (znd ed., 1940), is a longer treatment.
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clearly wrong methods should not be perpetuated. It is usually
the responsibility of the supervisory personnel to correct and
improve wrong work habits when they are shown up. A time
study man must know the specifications of a job when he times
it and even though he may make no effort to correct a worker’s
methods, any inefficiency on the part of that worker is apt to
show up in the speed rating given him.

In this report time study is interpreted in a narrow sense and
refers to the final steps in the process of rate and standard deter-
mination; it is the technical tool with which management actu-
ally sets rates, although much of the other information devel-
oped by job analysis may be used in addition. This meaning
brings the term most nearly in accord with the conception of
workers for whom time study is usually synonymous with rate
setting. .

Time studies that make any pretense at accuracy are detailed
stop-watch measurements of actual worker performance. Before
the observation begins the time study man needs to know and
record on his time study sheet all pertinent information regard-
ing materials being worked, the equipment being used, and any
other factors which might condition the results. For all but the
simplest and briefest of operations it is considered advisable to
divide each operation into measurable elements, i. e., the se-
quence of separate movements or steps which make up a single
cycle of the operation. The timing is thus done element by ele-
ment rather than just once for the elapsed time of the whole
cycle. The two most generally used methods of reading the stop-
watch are continuous timing, when the watch is not stopped
throughout the course of the observation, and repetitive timing,
when it is stopped and re-started after each element. In either
case, the time observations are recorded by the observer for each
element of the job as it is performed for the duration of the study.
As many cycles of the operation are timed as seem necessary to
give a fair sample considering the nature of the work. Through-
out, the observer records times on everything that takes place,
including occasional extra movements or operations, unexpected
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4
elements, and interruptions. On certain kinds of work it is
management practice to distinguish in recording time data be-
tween machine time and the time when the operator is working
and between constant elements that do not vary with the item
being worked and those that do. M

Having completed the actual timing process the time study
man must reduce his many separate element readings to a stand-
ard time value for each element in the job. A common method
is to take an arithmetic average of all values. Before these stand-
ard time values can be translated into a standard for the job as
a whole, however, they must be corrected by application of a
rating factor and by addition of the proper allowances. All time
studies need to be “leveled ” or “ rated ” to correct for the fact
that the operator studied may not have been giving an average
performance in either one of two important respects which might
affect his output—the level of his skill on the job and the
amount of effort he was putting into it. There are several meth-
ods of effecting this correction of time values. The observer may
simply select from the many recorded element times one which
he considers most representative for each element, or he may
derive a numerical rating factor in percentages, or, under point
plans such as the Bedaux system, in point units with a 60 point
hour being the average. Under the most refined time study pro-
cedures the observer is called upon to rate each element in the
operation during the timing; more commonly the rating factor
is applied after the timing and only to the standard time values.
Sometimes it is applied simply to the standard for the whole
job. The important point is that whatever method is used, rat-
ing or leveling is'the judgment of the time study analyst as to
whether the worker is performing with better or less than ave-
rage skill and effort. -

The final step is the addition to the time values of allow-
ances, usually divided into time for personal needs, rest, and
delays. Correct methods require that careful studies of opera-
tions be made over long enough periods of time to adjust allow-
ances properly for the circumstances of each job. This completes
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all the steps in the time study prc;cess and produces the final
time standard for the job studied. Since this tells management
what rate of production per hour to expect from an average
worker it is a simple matter to apply the base rate previously de-
cided upon for this job and arrive at the desired incentive rate.
This brief summary of what the time study process should be
makes it clear that although it sounds as simple as its name—
the measurement of the time required to perform jobs—it in-
volves difficult techniques and problems of judgment that de-
mand highly competent management. It also provides opportun-
ities for error and misapplication that have caused much con-
troversy between workers’and employers. It should be stressed
again that this has been a description of the most complete and
modern sort of time study practice which most industrial firms
cannot afford or do not have the staff to carry out. At the other
end of the scale time study may mean nothing more than a fore-
man using a stop-watch to check elapsed times on certain jobs.
In between, managements find it convenient to use numerous
short cuts in setting rates and standards. For instance, perform-
"ance rating often is avoided by timing a worker who is selected
as an average operator or by timing several and averaging the
results. Such rough and ready timing procedures are employed
in the organized portions of the shoe industry to the extent that
any timing occurs at all, .

Case situation No. 1. This is a typical example that was
described in one shoe center. On a new style shoe there was
some question about the price on a lacing operation. One girl
was timed with one kind of lacing in 13 minutes. Another girl
was timed in the same operation but with a lacing considered
more difficult in 12 minutes. A single piece price for both
kinds of lacing was agreed on on the basis of 124 minutes.
In such cases timing obviously serves only as an occasional
supplement to visual observation and judgment.!!

11 Anecdotal or illustrative material drawn from individual plant situ-
ations which were dealt with in the course of the field study will be
presented. in this manner throughout the report. In accordance with the
policy of the U. S. Bureau of Labor Statistics the names of plants and
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Worth noting in this connection are the findings of Professor
Jacob J. Blair of the University of Pittsburgh who made a
survey of methods of setting output standards used by industrial
plants in the Pittsburgh area.* Professor Blair investigated
methods in some 360 plants. In 16, stop-watch, time study
methods were employed ; the remainder, which were the smaller
plants, set standards by empirical methods of one kind or
another. He distinguished four types of empirical methods: the
foreman determines the task on the basis of his own experience
or judgment ; an average of past performances is used; the tasks
are established by pace-setters; or the speeds stated on the ma-
chine specifications are used. He noted that under these meth-
ods in practically every case human judgment was the deter-
mining factor. Furthermore, the precautions against error and
mistaken judgments which are a regular part of the best time
study practice are mostly unobserved in the empirical methods.
Operations are not broken down into their elements; there is
little analysis of or attempt to improve the conditions sur-
rounding the jobs; the person setting rates or standardsisapt to
lack special training and is quite likely to hold a position that
makes him more cost conscious than a time study analyst -
should be; little if any effort is made to speed-rate or effort-rate
operators; and allowances for fatigue, delays, and personal time,
if treated separately at all, are added in the same empirical
fashion. ‘

Although labor criticisms of time study are to be considered
in ensuing chapters, the fact that workers often are not suffi-
ciently well informed to deal with the technical weaknesses of
time study or at least do not distinguish these criticisms from
their other bbjections is justification for dealing with certain
of these points here. It cannot be repeated too often that com-
petent time study is not the only requisite to satisfactory ad-

companies cannot be revealed. However, the case situations are given
numbers so as to indicate those cases in which several illustrations are
taken from the experience of a single plant or local union.

12 Reported in Chapter VII on “Extra-Time Allowance,” in Fatigxe
of Workers, op. cit., pp. 120-136.
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ministration of incentive wages by management. It must be pre-
ceded by measures designed to bring about the most efficient
mechanical operation of the plant and by thoroughgoing job
analysis, checking of specifications, evaluation and assignment
of workers to the right jobs, and training of workers in the
best working methods.?® Time study should be the final step
used in assigning incentive rates in an efficiently operating
plant; it should not be an instrument for increasing production
through rate setting. Too many managements either have not
fully understood this or have failed their responsibilities in this
connection. Nor does management’s responsibility end with
time study and the assigning of rates. Constant administrative
follow-up is necessary to see that rates are right and that chang-
. ing conditions are not overlooked.

It has been said that the analyst needs to have on record all ~
the pertinent information about the operation at the beginning
of a time study. Carelessness or disregard of this precaution has
often led to argument about the type of machine, feeds and
speeds, materials, and specifications to which the results apply.
However, the analyst may not be able to insure that the test

" operation is a representative one. Should he take into account,
and how does he make allowances, if the operation is supplied
with an especially good run of material or easy pieces, if it is
run on a new or freshly cleaned and oiled machine, if some of
the usual interruptions to operation do not occur ? Management,
of course, wants to establish standards applicable under the best
operating conditions, hoping they will be attained, and then, if
supervisory failure makes them necessary, to add allowances as
exceptions. The danger is that insufficient allowances will be

13 Henry Dennison once wrote: “If all we find out is the overall time
of a job in just the way in which it happens to be carried on, we have only
the beginnings of the information necessary to the setting of a standard
time...no time study man living is clever enough to best a moderately
clever mechanic and discover the true time.” “What Can Employers Do
About It?” in Stanley Mathewson, Restriction of Output Among Un-
organized Workers (New York: Viking Press, 1031), p. 183, It should be

said that the latter part of this statement applies probably to the more
difficult machining types of jobs rather than to simple, repetitive operations.

~
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made and that operating condmons will not be brought to the
ideal level

In the actual timing and recording of data there are several
points to be checked from the workers’ standpoint. Aside from.
the simple necessity of mechanical accuracy in observation and
manipulation of the stop-watch, it is important that all that
takes place during the operation be recorded on the time sheet;
the results will be unfair unless such items as moving materials,
cleaning and sharpening tools, and other elements that occur ir-
regularly are included; delays and interruptions also should
be recorded. When the repetitive method of timing is employed,
giving the observer the discretion as to when to start the watch
for each element, there is a chance that he will fail to include
everything. One way of being sure to account for more of the
irregular elements and to make the test a representative one is .
to include a sufficiently large number of cycles in the observa-
tion. A busy time study man timing an operation that seems
routine to him is apt to be content with data derived from a
few cycles. Another occasion for exercise of judgment occurs
when the element times are reduced to standard time values.
Sometimes this is done by permitting the observer to select what
he considers the most representative single observed time for
each element. If management is bent on setting up ideal stand-
ards it may even select the minimum observed time for each
element. The possibilities for injustice to workers in these meth-
ods are obvious. If the standard values are computed by ave-
raging there may be a question as to whether an arithmetic or
modal average is the fairest, depending upon the facts of each
case,

Rating the skill and effort of the operator is the weakest fea-
ture of time study as a scientific method, largely because it re-
mains unavoidably a determination of Judgment a qualitative
decision which directly affects the earnings of workers. Most
management experts admit this and the fact that the accuracy
of time study results depends on such judgments. The central
concept in all rating of employee performance is the * average
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worker,” which is a questionable concept anyway except as a.
quantitative average in an observed range of performance by a
selected group of workers. It raises the question of how the
operator to be tested is selected in the first place. Time study
engineers claim that competent analysts will arrive at the same
standards on a given operation regardless of the operator timed,
‘but many management representatives admit they prefer to
study better than average workers. It is obvious that rating or
leveling places great responsibility on the time study men for
it is they who must pass judgment. How well must they know
the jobs and type of work they are studying in order to give
accurate ratings? If there are several analysts at work in a
company how are they to keep their ratings in agreement? A
premise of scientific management is that the criteria by which a
time study staff operates are technical and entirely divorced
from considerations of business policy. Is this a practicable
ideal? In the nature of things is a time study man as disposed
to correct a time value upwards for a fast operator as down-
wards for a slow one? Granted that time study men can be
trained for greater accuracy in rating and that their consistency
can be checked over a period of time, do most managements take
such steps? These are some of the questions that inevitably
come to mind in regard to the rating phase of time study.

It is of interest that the Society for the Advancement of
Management, recognizing that the “ accuracy of time study is
strongly influenced by the accuracy of the observer’s estimate of
the performance of the operator *” and that management practice
needs to be improved and standardized, has a Committee on
Rating of Time Studies. The Committee is concentrating to be-
gin with on a study of differences in the concept of standard,
believing that these differences are largely responsible for dis-
parities which occur in operator ratings. By using films of a few
standard operations and getting experienced engineers to submit
ratings on’ them the Comrmttee hopes to develop some uniform
standards.™

14 “ Progress Report of Committee on Ratmg of Time Studies,” Advanced
Management, VI (1041), 110.
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The addition of allowances to time standards has always been
one of the causes of trouble over time study chiefly because al-
lowances, like performance ratings, are so largely a matter of
judgment and company policy. There is no way of measuring
reliably how much time should be added to standards to give
workers adequate rest and personal time. It is.clear that the
allowances should vary for different types of work. These are
not quantities to be determined by time study men but rather
should represent management policy based on careful study of
the work performed in the plant. Too often they are percentages
fixed in a haphazard manner and applied uniformly without
discriminating among jobs of differing physical difficulty. There
are still managements that fail to see the inconsistency in fixing
operating times by split-second time study and rating proced-
ures only to add to them unstudied lump-sum allowances for
fatigue and personal time. Delay allowances are quantities
which can be fixed more appropriately by the time study men
themselves, and can be more definitely measured if the period of
observation is long enough, which it seldom is. At best there
are always possibilities for delay and work interruption which
time study will not cover, but the more of these that are not pro-
vided for in the standard or that the worker must secure allow-
ances for from his foreman on a day to day basis the more
likely are they to be a source of trouble. 7

This brief analysis has dealt chiefly with the weaknesses and’
technical difficulties inherent in the time study process in an
attempt to demonstrate that it is not the infallible method that
some of its exponents have claimed. Other equally serious crit-
icisms relating mainly to management misuse of time study
techniques are treated below in conjunction with the union case
against incentive wages. '



CHAPTER III

UNION ATTITUDES AND GENERAL
POLICIES

THE question of whether workers should be paid by the hour
or by results is the subject of one of the oldest controversies
in industrial relations. By tradition born of bitter experience
nearly all trade unions have opposed incentive methods of wage
payment at some point in their development. This opposition
probably has never been unanimous but it was very general in
an earlier period of union history when the introduction of more
complex incentive plans with the rise of scientific management
intensified many old antagonisms. Today, while the main
weight of opinion has not shifted, there are more exceptions to
the former unqualified opposition in both national and local
union offices. There is wider acceptance of the view that work-
ers may be protected adequately by genuine collective bargain-
ing and that under this protection incentive forms of payment
can provide secure incomes and can even help to maintain the
high wage standards demanded by American workers.

In the ensuing discussion of the attitudes and policies that
have developed among organized workers in connection with
incentive methods it is well to have in mind the fact that in most
of the major manufacturing industries, where this inquiry has
centered, unionism is still relatively new and that its principal
objective has been the aggressive one of organizing and gaining
recognition. Incentive wage systems have served as useful issues
in these campaigns and formulation of policy has been subordi-
nated to-the immediate aim of eliminating or correcting past
abuses. It is natural too that there should be a carry-over to the
industrial unions of the strong antipathy for incentive plans and
other scientific management techniques which has been tradi-
tional in many of the craft organizations. A large body of indus-
trial union members tends still to think of incentive methods as
they were at their worst in the pre-union days. This seems par-

50
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ticularly true, for instance, of the auto workers who made the
switch to day work very early in their organizational history.
It is rather strikingly evident that a great many of these workers
have little conception of piece work or other incentive plans as:
potentially stable payment arrangements adequately controlled
by the union to protect the workers from hardship. It is a perti-
nent fact also that these unions arose in a period when large-
. scale unemployment made labor-saving schemes of any descrip-
tion doubly unpopular with organized labor. In other words, the
large industrial unions have not yet enjoyed a period of settled
industrial relations or of stable economic conditions which
would foster the development of mature policies on the compli-
cated problems of incentive payment and industrial efficiency.

Before proceeding further with this discussion attention
should be drawn to Professor Sumner Slichter’s useful treat-
ment of union attitudes toward wage systems.! The general
impression created by his analysis is that organized labor is
more favorably disposed toward incentive wage methods than .
the following pages will indicate. The difference can be ac-
counted for in part by the dissimilarity of the investigations.
Professor Slichter’s findings are based in large measure on
earlier data dealing with the experience of older unions in the
smaller industries such as the stove, pottery, flint glass, and
cloth hat and cap industries. For example, he cites Professor
McCabe’s study, made in 1908, in which he found that of 117
unions, 26 opposed piece work, 33 accepted it and 58 were paid -
on a time work basis.? Slichter draws hardly at all upon the ex-
perience of the more recently organized unions in the mass pro-
duction industries which is the main concern of this study.

The field study on which this report is based was completed
before the United States entered the war. Nevertheless, some
account must be taken of the effect of the war and the tremend-
ous productive effort it entails upon the incentive wage question.
To what extent it will upset precedents and compel new pat-

1 Union Policies and Industrial Management (Washington: Brookings
Institution, 1941). See Chapter X, pp. 282-310.
2D. A. McCabe, The Standard Rate in American Trade Unions (1913).
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terns of worker behavior and union and management policy
there is little way of predicting. Certain considerations dealing
with the war emergency as a new and special factor in the situa-
tion will be discussed in the following chapter.

It is in the apparel industries, traditionally the stronghold of
piece work methods, that the most complete acceptance of the
principle of payment by results is found among the unions on an

. industry-wide basis. This has not been true always and these
unions have gone through periods of lively conflict over the
piece work-week issue. Changes back and forth from one
form of payment to another have taken place and dissatisfied
workers or groups are to be found under any arrangement. In
men’s clothing, predominantly piece work for many years, the
stabilization program of the Amalgamated Clothing Workers,
which is based on uniform labor costs for specified grades of
garments and thus practically requires payment by piece rates,
has caused the virtual disappearance of week work in the parts
of the industry to which it has been applied. In women’s clothing
the development in the major centers of the present more sys-
tematic price settlement procedures which protect the workers
from the hardships of the earlier competitive price setting has
done much to make piece work satisfactory. The situation in the
hosiery industry is similar, In the headwear industries, especi-
ally millinery, and in the shoe industry the unions have had to
recognize the compelling competitive reasons for piece work. In
all branches of the apparel trades, of course, labor cost competi-
tion has been one of the most important factors influencing pay-
ment method. Besides, payment by the piece is all many of these
workers have ever known and the force of custom is very
strong.

The piece work system is also well suited, in fact almost
essential, to handling the problems of remuneration in a highly
seasonal industry in which fluctuations in the volume of work
are accompanied by fluctuations in the tempo of output of the
workers themselves and in which the policy of work-sharing is

_observed in slack periods. A shop chairman in a shoe plant told
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how, although his annual earnings come to less than $1200, in
the busy season he makes as high as $50 and more a week.
Many unionists believe that piece work not only accommodates
itself to seasonality but actively intensifies the fluctuations in
production.

Another factor which has made piece work more acceptable
to workers in these industries is the characteristic fact that
manual skill and control are so important in production with
the result that wide variations in individual worker productivity’
are common. Union representatives point out that such varia-
tions may be as great as 100% and cannot be compensated suit-
ably other than by piece rates and that workers expect the re-
sulting disparities in earnings. In addition, the faster workers
make a sizeable group who fear that a change to week work
would bring a decline in their earnings. There are also many
workers and union leaders who claim to prefer piece work not
only because it rewards skill and extra effort but because it
eliminates driving from the bosses and makes the worker his
own master allowing him to come in late to work on occasion, -
set his own rest periods, and establish his own rhythm of work.
It is fair to say that back of such favorable attitudes and much
of the ready acceptance of piece work to be found in these in-
dustries lies the confidence engendered by strong organization
and many years of successful bargaining relations.

_ Piece work or payment by some unit of output is common on
most machine operations in the textile industry. Because it is
traditional and because, by the nature of production, the con-
cern of workers has been with the size of work loads (typically
measured by the number of machines the worker must tend)
the unions have rarely made an issue of payment method itself.

In the heavy, durable products industries workers have been
confronted with a wide variety of wage systems which have
been subjected to collective bargaining only within the last sev-
eral years and the opposition has been far stronger and more
vocal. A great many of the international unions in these indus-
tries are officially in favor of abolishing incentive systems wher-
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ever possible. At least this is the impression to be gained from
the verbal declarations of national officers and from resolutions
‘passed at annual conventions. The auto workers have been most
active in pursuit of this policy. The United Steelworkers of
America on the other hand, does not take an official position
agaxnst any and all incentives.® It has many grievances against
‘various wage methods in specific situations but its policy is to
work for correction of abuses and for protection of workers
‘through participation in the regulation of such methods; it con-
siders complete abolition of incentives from the steel industry
an unrealistic aim. One representative suggested that opposition
to incentive payment in this industry might be far more intense
if it had not been organized just about the time the companies
were beginning to drive down standards by scientific overhaul-
ing of rate structures. Golden and Ruttenberg present an inter-
esting thesis regarding the natural evolution of wage methods.*
They predict that the power age will tend to render obsolete the
more complicated wage incentive systems and job study tech-
niques. As muscular power is increasingly supplanted as a
* source of energy so will the more complex wage methods be
succeeded by simpler systems and methods of wage payment.
Organized labor may continue to exert an influence to this end
but the power age will be the determining factor. The position
taken with regard to incentive systems by a large group within
the United Electrical, Radio, and Machine Workers is indicated
by a recommendation sent out by a committee of the General
Electric Locals Conference Board: “ The Committee believes
that the time is appropriate for the establishment of more uni-
3 The position of this organization, it may be presumed, is reflected in the
general point of view expressed by Philip Murray in Organized Labor and
Production, op. cit,, and by Clinton Golden and Harold Ruttenberg in The
Dynamics of Industrial Democracy (New York: Harper & Bros,, 1042).
The former book contains the statement: ® Where morale is high and a
good understanding exists between management and union members almost
any wage system can bé made to work,” p. r12. Murray is President
and Golden and Ruttenberg are officers of the United Steelworkers of
America.

4 0p. cit., pp. 308-300.
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form and simpler wage systems in all G. E. plants. The miost
intelligible and satisfactory systems, whether group or individ-
ual are those based on a fixed price per piece regardless of num-
ber of pieces made or worked on.’ -

Whatever the position of the international body as expressed
in convention resolutions or in opinions of officers, the study of
individual cases reveals that in local plant situations in each
industry departures from that position and differences in view-
point on incentive methods occur ranging from bitter opposi=
tion to definite approval. An illustration of how the officially
declared sentiments of a national organization may fail to co-
incide with the practice of some of its constituent locals is af-
forded by the United Rubber Workers. At several annual con-
ventions this union has gone on record as favoring the elimina-
tion of incentive methods from the industry.® Yet among the
individual locals there is no evidence of active campaigning on
this issue and considerable indication that many groups are
content to remain on incentive wages. Similar contradictions
between profession and practice occur in other unions. The
International Association of Machinists is a union which has
declared its official opposition to incentive wages for many
years in its constitution. The present clause is worded as
follows:

In shops where it is not now a practice no member of a local
lodge is permitted to accept piece work, operate more than

5 At the Fifth Annual Convention, September 16-21, 19040 (See Pro-
ceedings, pp. 110 and 267) the following resolution was passed: “ Whereas:
The industries of Detroit were the most vicious and prolific breeding
grounds for incentive systems in the country, and Whereas: The toll of
human lives and miseries heaped upon society by the Bedaux-Task and
Bonus-Wage Bonus and other incentive systems is appalling, and Whereas:
These incentive systems have been practically eliminated in Detroit through
the efforts of the UAWA, Therefore Be It Resolved: That this convention
go on record as opposing these systems and follow the example of the
UAWA in eliminating this breeding of human misery in the URWA.” One
delegate pointed out that similar resolutions had been passed and applauded
at two previous conventions but that the incentive systems were still in effect
and he asked for some explanation of how the auto workers had achieved
this objective. He got no satisfaction from the framer of the resolution or
the other delegates.
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one machine, or accept employment under the premium, merit,
task or contract systems. Members found guilty of advocating
or encouraging any of these systems in shops where they are

" not now in operation shall be liable to expulsion. (Constitution
for Local Lodges, effective April 1, 1941, Art. 8, Sec. 6,
p- 84). ‘

At present there is little evidence of active prosecution of this
policy by the union as a whole and there are a great many indi-
vidual instances of departure from it.® Inconsistencies are found,
also, in the automobile industry where the union is generally
known as one of the most implacable opponents of incentive
methods. Several plants were visited in which most of the work-
‘ers were on piece rates and, having good bargaining privileges
and confidence in the management, gave every evidence of be-
- ing satisfied. One small parts plant local had twice voted down
a change to day work; these workers knew they had good rates.
Local union officials in Toledo told of hearing a number of
workers who had worked on hourly rates in Detroit express a
preference for working under incentive rates in Toledo. An
organizer in Detroit associated with the local in a large and
prosperous parts manufacturing firm defended the piece rate
set-up in that plant and took the rather novel line that a shift
to day work involves risks for a union in that it may lose the
shop through a drop in efficiency or lose the union in its efforts
to keep the men efficient. Generally speaking, the attitude of
each local is to be explained in terms of its past experience with
its particular incentive problem, the length and satisfactoriness
of its collective bargaining relations, and such economic factors
as the profit record, the competitive situation, and the produc-
tion processes of the individual plant.

- Nor are differences over this important policy question con-
fined to the national-local relationship. They occur sometimes

6 Prof. Slichter describes the long struggle of the leadership of this
union to modify its policy on the piece work issue and he cites the opinion

of one high official that this opposition has been an important enough mistake
to prevent the organization from becoming the largest in the A. F. of L.

Op. cit,, pp. 305-309.
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between the leadership and the membership of a single local
union.

Case situation No. 2. A striking example of this sort is
furnished in the case of a large, eastern electrical products
plant which is strongly organized by the United Electrical,
Radio, and Machine Workers. Among the payment methods
in use at this plant are a Group Incentive Plan, the Bedaux
_plan, and straight piece work. The capable and effective
leaders of the local singled out the first two schemes for par-
ticular attack. They were eloquent and well informed as to
the shortcomings of these plans for workers. They finally
persuaded the management to consent to a program of con-
verting these plans to simple piece work only to find that the
workers involved would not vote for the change. These work-
ers failed to follow their leaders for a combination of reasons.
Some with particularly good rates or standards stood to lose
in a change to piece work. Hourly earnings under the present
incentive plans were higher than they had been on piece work
originally and the adequacy of the prospective guaranteed
rate under piece work was uncertain, so that many feared they
might suffer a loss in earnings. A group of older workers were .
simply opposed to any change, the unreasoning reaction which
occurs so frequently among workers when a change relating
to their pay envelopes is involved. It is also true that, partly
as a result of increases, adjustments, and guarantees already
secured by the union, the workers in this plant enjoy good
earnings and do not find the incentive plans oppressive and
that because of the union’s strong bargaining position they
feel secure on incentive rates. ' :

Case situation No. 3. A similar difference between a local -
executive committee and the workers involved showed up in
an automotive plant where the management specifically agreed
to convert from a bonus system to day work after a six months
period. When the day came the men affected voted to stay on
bonus. Officers of the union asserted that the company began
padding the earnings of bonus workers and being generous
with allowances during this interval for the purpose of
defeating the move. The company also announced that hourly
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rates to supplant bonus would be 12-15 cents below previous
average earnings.
“+

These cases well demonstrate some of the practical difficulties
which confront local unions in effecting wage system changes.

The above examples raise the question as to how faithfully
local union officers and shop committees represent the views of
their memberships on the wage incentive question.

Case situation No. 4. A rather unusual example of the in-
fluence a union official may carry over his membership came
to light in the flat glass industry. At one of the plants of a
large concern the workers, although on hourly rates, were
maintaining production performance as good as, or better than,
that of plants on bonus and were thus entitled to additional
earnings, Nevertheless, they refused to accept the bonus sys-
tem which would have increased their earnings without extra
effort largely because the local president, an influential lay
preacher, was so vigorously opposed to all incentive plans.
Later, with a change in the union presidency, the plant went
on bonus, » :

There can be little doubt that in their need for slogans and
issues the active spirits in local unions sometimes make more of
a grievance out of incentive plans than the facts would seem to
warrant. This is natural considering that the issue has been a
subject of such long standing and strong prejudice in the minds
of workers. On the other hand, as local officials often point out,
a body of workers may possess less decided or hostile views
than its leadership because it lacks information. Workers are
hard to rouse against incentive methods in some cases simply
because they have known nothing else and an alternative system
of payment is difficult for them to visualize; thus tonnage rates
and various bonus plans seem unalterable fixtures to many
workers in the primary steel industry. It is also true that despite
their declared opposition to incentive wages many workers and
unionists are frank to admit that their preference for an hourly
wage is founded on the assumption that it will provide hourly
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earnings equal to incentive earnings. At the same time many
agree that workers in general would not maintain their former
production if put on hourly wages where they previously had
been on incentive rates. Lack of understanding of various wage
payment methods, of the way gains resulting from extra effort
are shared with the employer under many premium systems, or
of the way in which time study can be misused may be another
cause of worker apathy. A representative of the United Furni-
ture Workers in a midwestern region remarked that new work-
ers often had an initial enthusiasm about the incentive schemes
in furniture plants only to be disillusioned when they became
acquainted with the results. It is true also that individual work-
ers, in contrast to union officials, usually are not so disposed to
consider the possible effects of incentive wage methods on the
welfare of the group, for instance, in the form of friction among
workers and labor displacement. The average union member
remains notably uninformed on the whole incentive wage prob-
lem. Labor leaders realize this and would justify much of their
propagandizing and criticism of employer policies for its educa-
tional effect.

The Union Case Against Incentive [Vages. In presenting
the criticisms and grievances which comprise organized labor’s
case against incentive forms of payment the very necessity of
arranging arguments in orderly fashion for purposes of discus-
sion tends to misrepresent the actual case as it comes from
workers and local union men in a series of diverse situations.
Here and there one finds in the union press, in a speech, or in
some other publication a reasoned statement by a national offi-
cer of a union of what purports to be labor’s position. In the
following treatment analysis is focused on opinion as it is en-
countered locally where it is seldom presented systematically,
is often bitter, and where the various arguments and inconsist-
encies and differences among individuals, groups and shops do
not build up to a single, coherent critique.

Case situation No. 5. From a canvass of individual workers
one can gain a vivid impression of the wide variety of view-
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points, many in conflict and others representing all shades
and degrees of opinion and motivation, that underlie what
seems to be a uniform majority opinion of a single plant labor
group. Quoted below are samples of such individual worker
opinions. They are taken from an analysis of employee
opinion made by the personnel office of an automobile plant
where the question of conversion from a piece work system
to day work was under discussion by the union and manage-
ment. The opinions were gathered in,the course of an in--
formal poll of representative workers throughout the plant.

Helper, press room—“1I like piece work because you can
get out and make something.”

" Arc welder, press room—*“1I don’t want day work. I work
hard for what I get, but you can’t make money on day work.”

Operator, press roomi—* I like piece work, but I think the
rate is too low for this job since the rate was cut.”

Worker, offal department—* When we are on the big roller
it isn’t so bad, but these little ]ObS are lousy. I want all
day rate.”

 Welder, not otherwise identified—"*1 will lose money if we
‘go on the day rate. But I voted for it because I don’t think
we will have to work so hard.”

Wc;rker, door department—* Some of the guys want day rate.
Always looking for trouble and trouble they will have if it
ever comes to day rate. I voted piece work and will stick to it.”

' Worker, not otherwise identified—" I can’t make 80 cents an
hour and I have been trying for three years on this job. I
voted for, day work.”

Worker, metal assembly—" I want piece work because I want
the money. I can earn about $1.15 per hour. The times goes
faster and there is more incentive for me to invent short cuts
and new ways of doing work so that I can help my own job.”

Worker, metal assembly—Man working now on piece work
states he would rather work day work because he feels that
there would be less chance for favoritism than there is now in
giving out a good job to one and poor to another.
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Girl worker, trimming department—“1 prefer piece work
because I have always been able to make out....One hears
so much about the speed of this work, however, when I worked
at —— T really worked faster on a day rate job than I
am working at the present time, ... What makes this bad
when you are on a piece rate job is the fact that your oper-
ation may depend so much on a fellow-worker...and it
frequently holds you up to the point where it cuts down
earnings.”

Clinch nut worker, metal aséembly; says he does not care, just .
so he can make a dollar or more an hour and have steady work.

Girl worker, trimming department, says the girls would
rather work piece work as they realize day work means as fast
as they work now and not the chance to earn as much.

Worker, not otherwise identified—" I am satisfied with plece
work. Day rate would be fine, but will they give me $1.10 per-
hour day rate, same as I make on piece work?”

Welder, floor pan group—* The hell with day rate. I make
my money this way easy. With day rate they would push all
of the time.” '

Inspector, press room— “1I think most of the men would
prefer day rate because they would be able to budget their
income. ... I also think it would improve the quality of the
product...and it would make for better- relations between
the employer and the men.” g

Worker, press room—* The only trouble with piece work is
that when we run out of stock, or something happens to our
own particular job, we are transferred around to something
. that we can handle, and it takes a little while to get broken
in on that job.”

Welder, quarter panels—“ What do they think we are, robots?
Just throw us in gear and we go in high speed. When the flash
welders on quarter panels break down the foreman is right
on the spot to see that we are checked out. We know that 12
minutes is when idle time pays, but to be broke down repeat-
edly say from 5 to 11 minutes and have that mount up to
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sometimes over an hour, and then at the end of the day the
foreman won't even give us half of that, even though we try
to make up some of it, is a very good reason for wanting
hourly rate, even though I would rather have piece work if
handled right.”

Superintendent, not otherwise identified—* Inasmuch as it
takes 8 to 11 weeks to attain a normal earning rate in many
instances it makes day rate appealing to many production
workers.” :

Bl:u;king press operator, press room—" I'm making money
and am satisfied. Just keep me off the group jobs and leave
well enough alone.”

Worker, floor pan group—Stated they were satisfied as long
as things ran right, but were trying to get an hourly rate
because “ the foreman has taken it upon himself to take care
of our breakdown time. We know he has a tough time, but
it isn’t our fault when the welders break down. We try to
make up all we can but at times it is impossible. We know
that 37 men on this job would rather work piece work if the
foreman would argue less and give us the idle time that is
rightfully ours.”

There are still some workers and unionists who uphold the

old tradition of opposing incentive wage payment as a matter of
principle regardless of circumstances.

Case situation No. 6. At a large rubber plant a group of
maintenance men were put on measured day work so that
they could participate in incentive earnings., Their bonus was
given to them in separate checks. These were returned and
the men continued to refuse bonus although their work was
still measured and they were earning it.

However, more and more the union attack is focused on specific
objectionable features. To clarify understanding of labor’s atti-
tudes it may help to consider its criticisms under four main
headings: opposition to the nature of incentive payment itself;
criticisms of job study techniques; criticisms based on poor or
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faulty management administration; and suspicion of employers
motives and fairness.

Most workers would be puzzled if asked whether the incen-
tive principle as applied to wages is an equitable one. Only
a few would be able to grasp the implications of the question
for the controversy revolves around far more pragmatic issues.
Extra pay for extra effort or skill seems for the most part to be
in accord with labor’s ideas of justice. The punitive aspects of
the incentive principle are subject to more question and are
often met with the argument that a worker not naturally en-
dowed with dexterity and coordination may work just as hard,
though less productively, than one who is. The idea of minimum
earnings guaranteed to all as a matter of right is pretty solidly
established. But objection to the idea of differential payment
is not an important item in the union case. In attacking the in-
centive principle union representatives have in mind rather its
consequences for worker attitudes and behavior and its effect
on employment.

A very obvious drawback is the frequency of the grievance
proceedings which commonly originate in incentive wage prob-
lems. Many a union grievance man will admit that part of his
feeling against a piece work or bonus plan is due to the constant
negotiation and investigation it entails for the responsible union
officials. One of the most characteristic worker reactions to in-
centive wages is a feeling of uncertainty. As Benjamin Selek-
man has expressed it, * Intrinsically, piece rates induce anxiety,
if not always competitive aggressions, in contrast to the compar-
ative securities of time rates.” 7 This insecurity springs from
the rather paradoxical fact that in practice the earnings of work-
ers on incentive rates do not depend alone on their own capaci-
ties. In other words, payment by results is not identical with
payment by skill or effort put forth; an endless variety of other
factors can enter in to affect results. These factors cause fluctu-
ations in earnings and interruptions in earnings which form the

- 7% Living with Collective Bargaining,” Harvard Business Review, XX
(1941), 30.
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basis of insecurity. It is ironical but true that one of the union

grievances against incentive plans in certain plants is that too

many of these other factors arise to interrupt production at

incentive rates forcing workers to produce at a less profitable
- hourly rate of pay.

Another type of worker reaction to the incentive principle
was referred to by a union official in the leather industry where
many operations have long been on piece work when he said,
“The chief function of the union is to protect the men from
themselves.” Among other things he was thinking of the men
who had blocked a wage increase his union had requested by
staying on in a plant to work until 8:00 although they had
punched out on the clock at 4:00 and thus recorded high earn-
ings for 40 hours work a week. This is a common thought
which is voiced by union leaders in many different industries in
the frequent remark that it is only human nature for the men
to respond to financial incentive even to the extent of over-
working themselves and participating in speed-ups. An electri-
cal union official recalled the difficulty he had getting a group of
piece workers in one shop to accept the 40 hour week. They
had been used to working long hours on their own to build
up their earnings. Thus incentive payment may tempt the work-
er against his'own best interests and it sets the stage for pos-
sible exploxtatlon by employers. Unionists stress the effect of
the financial incentive on the behavior of workers in groups. If
incentive rates are effective they stimulate aggressiveness, com-
petition, a spirit of rivalry, and the other individualistic qual-
ities in workers most calculated to intensify the frictions and
ill-feeling among individuals and groups in plant and shop.
Men may even be induced to resort to deception to cheat their
fellows or the company in order to improve their own earnings.
A persistent cause of friction among incentive wage workers
unless measures are taken to guard against it is the distribu-
tion of work among individual workers. Whenever work mater-
ials, or parts, or tools vary in quality so that some work can
be completed more easily or speedily than the rest there is
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chance for trouble. Union members in a glass factory told of a
worker who turned off the lights in his work room and worked
in the dark in order to keep for himself a run of easy work.
Friction caused by incentive wages also creates an ideal situa--
tion for the practice of favoritism by foremen and supervision,®
for playing different groups in a shop off against each other,
and for other activities designed to stimulate output or defeat
labor organization. Often the group types of incentive methods,
theoretically intended to promote cooperative endeavor, have
been most productive of ill-feeling because the dependence of the
individual on collective output for his earnings and his helpless-
ness to control the fluctuations in those earnings foster dis-
satisfaction and suspicion.

The fear of unemployment is one of the most important con-
siderations governing attitudes towards incentive forms of pay-
ment. They are regarded in much the same light as technolog-
ical change as a potential cause of labor displacement. The pos-
sibility of high earnings is an invitation to thoughtless workers
to work themselves or their co-workers out of jobs. The extent
to which workers are aware of this threat inherent in payment
by results varies according to the situation. The burden of such
unemployment naturally tends to fall more heavily upon the
older and slower workers who are unable to maintain the ex-
pected tempo of production and it is these groups that are usu-
ally most conscious of the unemployment threat. Where opera-
tions are seasonal in nature or where recent technological or
managerial improvements have resulted in layoffs the awareness
of this problem is likely to be quite general and to be expressed
in concrete terms. Just how concretely workers see the dis-
placement aspects of incentive wages is illustrated by the argu-
ment one local official gave for output restriction by his union.
Pointing out that 5000 workers were employed in the plant he
figured that an increase in plant performance from an average

8 This term is used in this report to refer collectively to representatives

of plant management in the lower levels in distinction to the top executive
group, ’
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of 100 to 110 B’s per hour would result in the layoff of 500
workers. Another like increase would result in a total displace-
ment of about 20%. Union leadership is educating workers in
this aspect of incentive payment and in a period of general
economic decline it is quite possible that it would lead unions
to press even more strongly than at present for the abolition of
incentive plans and for a policy of output restriction. A com-
mitteeman at a large steel works made the suggestion, half
jokingly but with meaning, that widespread elimination of in-
centive plans after the war by lowering individual worker pro-
ductivity would tend to spread the work and might be one meth-
od of cushioning the impact of unemployment in a post-war
decline.

It is a frequent assertion of workers who oppose incentive
wages that payment by output operates to the detriment of
quality, precision, and close tolerance work. It is also claimed
that incentive payment tends to increase the ratio of scrap and
spoiled work. A graphic illustration of how this operates is con-
tained in a letter from a worker to his national union office de-
scribing the manner in which the incentive system at a steel fab-

" ricating plant caused assemblers and welders to omit essential
operations and to do shoddy work, thereby increasing final pro-
duction costs:

‘We the workmen of L——— have been trying for a period
of years to get away from the Standards System with the
thought that it is not fair to the men nor the company....

The company has called it an incentive system. The only
incentive from the pay envelope standpoint is an incentive
to get your card running out on the job and get rid of it, or
to get more time on it than your buddy. This is done in the
following manner:

The jobs always start into production at L——— by the
assemblers, so we start there to explain how he makes bonus
if it can be made: A. A hasty reading of the blue print is
made. B. The number of tacks are cut down. C. The gas
cutting operation is made so that no second cut has to be made.
D. The scale left by gas cutting is not removed.
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He rings his card out and has made so much bonus. The
fellow next to him knows his different job cannot make bonus
so0 he takes his time; more than likely wastes time because he
figures the first fellow is making more money and not working
nearly as hard. The first job is then measured for gaps and
inspected ; the inspector, being an old assembler, passes this
bad gas cut job with the scale not removed and the small
number of tacks because he used to make his bonus that
same way. ) -

The job then goes to the welder....If the welder sees a
possibility of making bonus on the job he pushes the rods
into it regardless of the quality of the weld. If it takes more
than an 8 hour shift to do this job several things occur. There
are easy and hard welds in most jobs, so the first welder takes
the easy welds, turning away from the hard welds; the next
fellow resenting this takes it easy on the hard welds, so that
he can cash in on some of the bonus the first fellow earned. ...

The point is, is this the production that the company
expects? Isn’t it true that 1) cutting jobs apart after they
have been assembled wrong; 2) jobs pulling apart because of
insufficient tacks; 3) filling up gas cut gaps; 4) welding too
hastily regardless of quality; 5) turning away from tough
welds leaving them for the next fellow; 6) putting time on
job to get unearned bonus—all these things and any number
of others do not bring about the required results but are
the results of the system the company calls an incentive
system?

Before leaving the question of union attitude toward the in-
centive principle, attention should be given to the suggestion
often advanced that trade union prejudice springs from a basic
conflict between the incentive principle and unionism. The point
is made that, if the one, stressing the benefits of individualistic
behavior, were to operate successfully it would threaten the
solidarity, standardization, and discipline so important to the
other. This argument appeals strongly to the employer point of
view as an explanation of union opposition to incentive wages.
The following statement is typical: “ Organized labor’s chief
objection, however, is that incentives are believed to destroy
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the mass solidarity of the working population by making the
individual’s earnings dependent more on his own efforts than
on agreements secured by the union.” ® The potential contradic-
tion between the principles which underlie financial incentives
on one hand and unionism on the other is clear enough and that
it has some bearing on union opinion may be judged from the
fact that union officials are concerned over the personal friction
that incentive plans may create within a working group. How-
ever, it does not follow that the conceivable threat to unionism
in the incentive wage method explains the traditional opposi-
tion of the movement. On the contrary, the conflicts and griev-
ances which have been produced by incentive methods have
stimulated union organization in many industries.

The procedures by which earning rates and job standards are
determined under incentive systems are a second general cause
of trade union opposition ; this means primarily time and motion
study or what passes for it where it is not regularly used. Since
time and motion study is a basic technique of scientific manage-
ment and is chiefly responsible for whatever degree of scientific
. method enters into_a wage system, this is an appropriate point
at which to cast a cursory glance over the record of organized
labor’s attitudes towards scientific management as a whole.

In the early days of this management movement Robert F.
Hoxie produced what still stands as the best analysis of labor
attitudes on the subject.!® When he wrote the union attitude
was, with few exceptions, one of bitter and unqualified hostility.
It may be added that many of the practitioners of science in
management were just as heartily opposed to unionism. In the
intervening years scientific management practice and industrial
relations both have improved and organized labor has become

9 National Industrial Conference Board Studies No. 217, Financial In~
centives, 1035, p. 2.

10R. F. Hoxie, Sa'entiﬁc"- Management and Labor (New York: D.
Appleton & Co., 1915). See also his “Why Organized Labor Opposes
Scientific Management,” Quarterly Journal of Economics, XXXI (1916),
62-85.
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more discriminating. As Hoxie pointed out, unions from the
first have drawn a distinction between “ scientific management ”
and “science in management ” and have always upheld or at
least given lip service to the latter. But the early union position
was that there could be little in common between the two. Thus
Matthew Woll said in 1920, “ While the workers do not dis-
approve of efficiency in production, they are opposed to the so-
called efficiency systems which gauge the workman’s usefulness
as a productive unit by mechanical rules and devices .. .” * It
was the same point of view that was able to secure a rider to
War and Navy Departments appropriations bills prohibiting
“a time study of any job of any employee” and the payment.
of premiums in addition to regular wages.!? This uncompromis-
ing position was modified in time and, periodically, optimistic
spokesmen have predicted a reconciliation, if not an elimination,
of the conflict between the principles of unionism and scientific
management. One such period was in the decade before the de-
pression when there was much talk of cooperation in the air and
President William Green of the A.F.L. addressed the Taylor
Society expressing labor’s recognition of management and its
techniques as important factors in production. The depression
and its wage cuts and the spread of industrial unionism with its
struggle for recognition and wage increases in the basic manu-
facturing fields re-emphasized the differences once again. More

11 Matthew Woll, “Industrial Relations and Production,” The Annals
American Academy of Political and Social Science, vol. 91, Sept., 1920, p. 10,

12 Since 1914-1915 there have been riders attached to the Army, Navy,
and Post Office Appropriation Acts specifying that no part of the appro-
priation *shall be available for the salary or pay of any officer, manager,
superintendent, foreman or other person or persons having charge of the
work of any employee of the U, S. Government while making or causing
to be made with a stop watch or other time-measuring device a time study
of any job of any such employee between the starting and completion
thereof, or of the movements of any such employee while engaged upon
such work; nor shall any part of the appropriations made in this act-be
available to pay any premiums or bonus or cash reward to any employee in
addition to his regular wages, except for suggestions resulting in improve-
ments or economy in the operation of any Government plant;...” (Public
Act No. 441, 77th Congress). ’
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recently the trend has been in the direction of a mutual composi-
tion of differences and union leaders have taken the lead in pro-
claiming labor’s sympathy with the objectives of scientific
management. It is now a commonplace to have labor leaders
invited to address business school classes and personnel and
scientific management gatherings; Murray and Cooke bring
out a book !* demonstrating the similarity in aims of enlight-
ened labor and management ; Golden and Ruttenberg in another
book * urge union participation in scientific management pro-
cedures; and under the exigencies of war production the gov-
ernment sponsors a national program of union-management co-
operation. -

Spencer Miller, Jr., taking note of labor’s mounting confi-
dence in its organized bargaining strength, made a sample can-
vass a few years ago of official union thinking on time study
and revived the contention that union criticism has shifted from
management principles to its methods.’® He quotes a statement
of policy by the President of the International Association of
Machinists containing these typical declarations: “ The mere
- fact that some one designates an industrial policy as scientific
does not make it meritorious or successful. We always ask,
Scientific—for what purpose? in whose interest? to what end?
. . . Generally, the advocates of ‘scientific management’ place
human welfare in a position of secondary importance.” In the
same vein is a statement by President Green: “ Labor objects
to time and motion studies as a speed-up device but the union is
willing to cooperate with management in using them as a meth-
od of developing production policies.” ¢ It is difficult to be cer-
tain how real the change in labor attitudes has been or how deep

13 Op. cit.
14 Op. cit.

15%“Labor’s Attitude Toward Time and Motion Study,” Mechanical
Engineering, April, 1038, p. 289. Mr. Miller discusses the results of a
questionnaire on this subject he submitted to the Presidents of 3o inter-
national unions,

16 Also quoted by Miller.
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it goes. It is true that union representatives confine most of their
objections to the manner in which management techniques are
employed but this is sometimes not of much comfort to em-
ployers who find union animus against methods as obstructive
as their former objection to principle. It seems significant to
this investigator that such a large part of Hoxie’s analysis of
the basis for labor attitudes remains pertinent today. It is not
necessary to review or re-examine Hoxie’s treatment in detail
but one of his conclusions is worth considering in the light of
the present study.

It was his belief that organized labor’s opposition to scien-
tific management rested on an underlying incompatibility.
*“ Scientific management,” he said, “ can function successfully
only on the basis of constant and indefinite change of industrial
conditions—the constant adoption of new and better processes
and methods of production . . . Trade unionism of the dominant
type can function successfully only through the maintenance of
a fixed industrial situation and conditions . . . or through the
definite predetermined regulation and adjustment of industrial
change . . . The conditions necessary to the effectiveness of the
one are, therefore, incompatible with the effectiveness of the
other.” '* A long succession of students of industrial relations .
have expressed this thought in one way or another. The nature
and consequences of this incompatibility, if it exists, are of the
utmost importance in the modern labor-capital relationship.
Many students who are particuldrly concerned with the problems
of efficiency state the difference in balder terms as a conflict be-
tween the managerial drive for ever increasing productivity and
labor’s desire to restrict output. However, as Hoxie remarked,
it is easy in this sphere to read ideals into daily actions. William
Leiserson was touching on a phase of this broad question when
he said before a meeting of psychologists, “As a mediator
I have been struck by what seems to me to be a management -
mentality that is distinctly different from the workers’ mental-

17“Why Organized Labor Opposes Scientific Management,” loc. cit.,
p. 78
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ity.” ** He recommended it as a valuable subject for psycholog-
ical study.

Contemporary labor leaders are aware that, however phrased,
the idea of incompatibility between labor and management on
the subject of scientific method reflects unfavorably on union-
ism. Thus one finds the idea being denied by labor spokesmen
and the emphasis shifted by them once again to conflict over
method and the motives and competence of management rather
than principle. For example, Clinton Golden of the United
Steelworkers, in speaking before a group of management ex-
perts, took occasion to contradict Hoxie’s assertion of an ir-
reconcilable conflict and insisted that having achieved recogni-
tion and increasing participation “ organized labor is being
given reason to visualize the efficient operation of industry as
having to do with its own well being and that of society in
general.” ¥ It is not uncommon, furthermore, to find union
speakers and writers endorsing time study as a method which
can prove useful and valuable to labor itself. Solomon Barkin,
Research Director of the Textile Workers’ Union, in a series

. of articles in Textile Labor in which he deals critically, in the
main, with prevailing management time study practice, has this
to say in favor of the technique: “ Time studies can be a valu-
able aid to protect the workers. Textile workers must increas-
ingly be able to criticize these time studies and to make their
own in order to supplement the information they gain from
their own experience on the job ... The employer cannot an-
swer effectively a combination of experience and facts.” 2° Mur-
ray and Cooke write in much the same vein: “ Criticism of
time study usually rests largely on a misunderstanding of how
to make the studies and apply them. Properly made and uti-
lized they are the most accurate and the fairest of all methods

18 In an address before the Psychological Corporation as reported in the
New York Times, November 29, 1941,

19 “ What Labor Wants from Management,” Advanced Management, VI
(1941), 7.
R0 “ Textile Workers and Time Studies,” Textile Labor, March, 1941.
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of fixing standards for wages and for production control .\. .
The stop watch, in fact, is one of the most effective tools for
union-management cooperation, because it establishes facts that
cannot be gainsaid.” #* Some labor representatives call attention
to the fact that the problem is not simply one between technical
management and organized labor on the individual plant level.
The frame of reference is much larger; for one thing, it takes in .
employers, as an interest distinct from that of technicians, an
interest that is concerned with maintaining price and sales in a
more or less competitive market even as is labor. The fact of
industrial fluctuation must also be included within this larger
frame of reference. On this level the comparison of respective
drives and policies as between unionism and management be-
comes a much more complicated matter and the burden of proof
regarding the basis of conflict and the purity of managerial
motives is thrown back on the proponents of scientific manage-
ment, for it is they who also make the business decisions. It was
in recognition of the fact that the issue of incompatibility be-
tween scientific management and unionism must be seen against
a larger social setting that the President of the Machinists de-
clared: “ Providing jobs for our nine million unemployed in
productive work would create more goods and services than
could any plan of ‘scientific management’ directed towards in-
creasing the efficiency of workers who now have jobs.” 22
Turning to the evidence of the bargaining situations visited
during the field study, nothing revealed the conflicting view-
points of managements and unions so sharply as the concrete
process of rate setting by means of time study. The initial dis-
trust which workers are likely to have for management inten-
tions where incentive wages are involved is only aroused still
further the more detailed and technical, and hence unintelligible,
become the methods of determining rates. Although. union
leadership attempts to confine opposition to the misapplication
or abuse of time study methods, it may be questioned whether

21 0p. cit., pp. 117, 118,
22 Quoted by Mr. Miller, loc. cit.
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most workers make the differentiation between a good tool and
its misuse. It is undoubtedly true that in their attitudes there is
a large element of dislike and suspicion of the ways in which
managements use time study.

Case situation No. 7. A rubber company local which had no
particular aversion to time study as such gave concrete ex-
pression to its doubts concerning management time study
policy by notifying the company formally that it did not
accept management’s timing methods or standard specifica-
tions as a basis for arriving at standards and that it re-
served the right to challenge individual rates and standards
themselves,

But it is also a fact that many workers have lurking doubts and
reservations about the whole principle of time study. There are
many who know so little of time study or have been subjected
to it under such unfavorable circumstances that they oppose it
automatically out of blind prejudice. Typical of this group is the
local union officer who asserted flatly that time study is a means
. of “ chiseling ”” the workers and referred to company time study
sheets as “ swindle sheets.”

Case situation No. 8. An incident which occurred in a New
England leather plant illustrates how strong a prejudice can
exist among a group of workers to whom time study is un-
known in the normal operation of a plant. A machine manu-
facturer interested in securing some factual data relating to
machine design and performance asked permission to make
some tests on machines in the plant. Consent was given
without thought of possible worker reaction and the machine
company representatives went into the plant to start stop
watch observations. In the words of the manager “ there was
hell to pay with the workers.” He had to explain the situ-
ation with painstaking care and prove that worker perform-
ance was not being studied and that the tests had nothing to
do with rates before they could be completed.

At the same time it is an established fact that workers who are
in a position to gain a reasonable understanding of scientific
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management methods and their purposes overcome their preju-
-dices and are able to appraise the various procedures involved
on their merits,

Case situation No. 9. On this point the experience of a local
union representative who underwent just such a change of
attitude is both interesting and instructive. The worker in
question was secretary of the local in a moderate sized steel
products plant where he held an ordinary laboring job. This
is a plant where the union was participating to an unusual
degree in the installation of a standard cost and incentive
system. The secretary was one of the regular plant workers
and union members who were taken into the management
standards department by union agreement to assist in making
studies and preparing standards. He reported that the union’s
primary purpose was simply to have these men serve as
watch-dogs, that at the outset he considered this his function,
and that he went into it strongly opposed to incentive methods.
In the early weeks there used to be some great verbal battles
in the office between the union men and the engineers re-
garding incentives, time study, and every other aspect of
scientific management. However, the secretary explained that
daily work with these methods and familiarity with and under-
standing of what this management was trying to do con-
vinced him not only that management was playing fair but that
its wage system and methods of job study were sound and
unobjectionable in themselves. He realized that it would show
up the man who had been loafing and that it would require the
man who wanted to earn his money to put in a steady 8 hour
day. He stated frankly that he knew personally of a great
deal of laxity among the men in the way of time spent smok-
ing, at the toilet, talking, and so forth. But he believed the
timing and the standards to be fair. He did claim that when
the union men first joined the time study staff some mistakes
and instances of over-severe coding were revealed and a
number of studies were rechecked. The company engineer
denied that the union had forced retimings in this way. The
secretary stressed the fact that the great majority of men
did not understand the new wage system and did not try to.
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Even some members of the Executivée Committee were rather
bewildered and were rather reluctant to go along with the plan.
He remarked too that many of the supervisory staff on whom
the plan was so dependent for success and who would be shown

- up by its results were not at all enthusiastic about it. The strong
opposition within the membership to the idea of incentive
payment, which gave rise to the union participation program
‘in the first place, has shown very little sign of change. The
secretary attributed the opposition mostly to habitual prejudice
and to past experience with rate cuts.under piece work.
The general feeling and his situation in the time study
department combined to make his personal lot rather un-
comfortable. He said that for a long time on the street,
in bars, at meetings, and in the plant he was stopped for
questioning about all phases of the new program. In addition,
he was freely accused of having sold out to management.

Since prejudice and plain ignorance and lack of information
also enter the picture the conflict between management and
labor over scientific methods obviously becomes partly one of
. sentiment and partly one of divergent ways of thinking. As
" such it defies orderly analysis into separate rational arguments
and any attempt at analysis runs the risk of misinterpretation.
Despite this risk, after a series of discussions of the problem
with a varied assortment of union people, one cannot forbear
trying to isolate some of the factors which explain why so many
workers think differently from employers and managers about
job study. o . :
The declaration of one union representative that “ the men
don’t like time study because they know it is not being used for
their benefit ” is one clue to the * worker mentality ” of which
Leiserson spoke. This is something more than the natural work-
" er dislike for a management tool which is used in the painful
process of ferreting out inefficiency, lost time, waste motion,
loose rates, and so on. It represents the attitude that no scientific
hocus-pocus is necessary to distribute to workers their share
. of the income from an enterprise and the suspicion that when it
is used it is for ulterior motives. This type of suspicion was one
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of the most striking worker attitudes encountered by the Haw-
thorne investigators throughout their experiments.?® The work-
ers were prepared for the experiments and were guaranteed
against financial loss ; yet they viewed and entered each test with
apprehensions. Their fear was always that management wanted
to discover whether the work could be done in’less time or for
less money. Consequently, the initial work reaction and verbal
explanation frequently would be that the work was harder in
the test situation, the materials different, the light poor, or some
condition changed which would serve to justify a slower rate
of output and offset any advantage management might try to
seize. This attitude and reaction are a familiar worker response
to incentive wage methods. The ease with which workers ac-
quire conditioned attitudes that intensify their resistance to ad-
vanced management techniques is also a familiar fact. One ex-
perience of an error by a time study man, or of incompetence or
dishonesty on the part of management representatives, or mere
knowledge of such an instance by hearsay may be enough to
prejudice workers® opinions.

Case situation No. 10. One of the plants visited had been
a decade earlier the scene of a widely heralded experiment in
union-management cooperation in research and action designed
to solve problems of production and restore plant efficiency.
" The venture collapsed due to a combination of causes culmin-
ating in the depression and left the workers suffering a re-
action of disillusionment with the entire experiment and con-
siderable resentment against the union leadership. Today
negotiations are carried on under the shadow of the earlier
experience which constitutes a very tangible obstacle to a
satisfactory settlement of the work standards question. Rep-
resentatives of both sides must be careful to avoid even the
use of words like “research” or “joint job study ” which
would revive any of the old resentment.

As already intimated the difficulty is partly lack of under-
standing and knowledge of the methods in question and partly

23 See Roethlisberger and Dixon, op. cit.
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suspicion of management motives. But underlying it all there
is an uneasiness shading into resentment which workers feel
concerning anything that appears to be a purely engineering
approach to their jobs.

Case situation No. 11. At a small steel plant some years ago
an outside engineering firm had been brought in to study
operations. One of the timers was a husky young fellow
just out of college. He started in to time a worker in the
ore pit. The temperature was around zero and the worker, a
lightweight Italian, was down in the pit in the cold breaking
out the frozen ore. The timer stood in a sheltered spot holding
a watch on him. Other nearby workers noticed what was
happening and somebody suggested that they study the time
study man. So all the men in the department stopped working
and stood inactive, some holding dollar watches. The super-
intendent appeared shortly, but when he protested the men
retorted, “ Put the big lunk down in the pit, time him, and
we will match his production.” According to the union story,
this pretty well ended the use of time study in this plant.

The Hawthorne investigators noticed and commented on the
. character of this clash between what they called the approach
of the technologist or specialist group and the approach of the
worker. The former group is experimentally minded and is
actuated by the logic of cost and efficiency and tends to over-
look the disruption of workers’ beliefs and social relationships
which may be wrought by changes it makes. “ One of the chief
sources of constraint in a working group can be a logic which
does not take into account the worker’s sentiments.” #* In their
attempt to combat this logic workers claim that almost any job
contains elements or aspects which cannot be evaluated by the
quantitative, stop-watch technique. It is on this basis that they
usually object to having rates set by time study men who are not
familiar with the jobs they study.

Case situation No. 6. A petition for an incentive rate change
brought up by the union in a plant which prides itself on its

24 Rothlisberger and Dixon, op. cit., p. 548.
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costly and expertly staffed incentive system was introduced
by this sentence: “ Recently a rate was posted on the second
floor which demonstrates more clearly than any other thing
we can think of the Time Study Department’s absolute i ignor-
ance of the problem of actual working conditions.” 28  *

Workers point to the unpredictable variations in quality of
materials, in working equipment, and in other working condi-
tions which characterize their jobs; they charge that allowances
for delays, fatigue, and personal time must be largely matters
of judgment ; and the relatively few union men who fully under-
stand job study methods point out that speed rating and effort
rating are matters of judgment which can have an important
effect on final incentive rates. Thus while a collective bargain-
ing disagreement over a piece rate, bonus rate, or production
standard may represent simply an honest difference of opinion
as to what constitutes a “ fair day’s work for a fair day’s pay,”
it is often complicated by management conviction that the union
will not accept facts proved by study and by the union’s baffled
feeling that while it is not able to disprove management’s tech-
nical case the men know their jobs and know that the rates are
not right. This type of difference can easily generate a mutual
suspicion and hard feeling which further obstruct a reasonable
approach to the facts at issue. It is the workers’ jealous sense of
the personal, intangible qualities of their jobs and their inarticu-
late resentment against the impersonal, engineering approach
which magnify the actual differences.?®
Organized labor finds a third basis for opposition to incentive
payment methods in the claim that incentive plans too often are
250n the other hand one local union president who knows something
of time study procedure suggested that time study men might do better
on the thorny speed rating issue if they were given operations to study .
which they had never seen before. His point was that where time study

men know something about a job they cannot help using what they
think they know of it to give the company a good standard.

26 It is a familiar fact, for instance, that in controversies over incentive
rates workers often become more concerned over the rate differentials

between jobs and occupations than they do over the absolute amount of
their own rates.
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abused by being mismanaged or that workers suffer through
the misapplication of incentive plans or through the use of plans
in plant situations where management as a whole is poor. The
United Steelworkers union in particular has emphasized this
type of claim. Its representatives trace many past difficulties to
the methods by which the plans have been introduced. In plant
after plant they have found incentive rates bearing the weight
of production inefficiency which was directly the fault of man-
agement. They have had to contend also with complex payment
systems involving long lists of rates in plants where the depart-
mental and lower supervision have little better understanding of
the plans than the workers. Finally, there are establishments in
which the production program and processes have not been
suited to the use of any incentive method or to the plan in
effect. .

Case situation No. 9. This union has been cooperating
in installing an incentive system in a steel fabricating
plant in the Pittsburgh area where some of these diffi-
culties had to be overcome. The union requested a wage
increase which the obsolete and high cost plant could not
afford.. A new management came in which undertook to
modernize and increase the efficiency of the plant and intro-
duce a scientific wage system all at the same time. A minority
of the workers had been on a set of unsystematic piece rates
and the rest on hourly wages. The plant embraces a con-
siderable diversity of production operations and does a good
deal of a job order business. Hence, although the union leader-
ship is cooperating in the project as a means of bettering the
. workers’ earnings, union representatives in touch with the
situation are fearful that the incentive plan will be relied
on too much for the expected increase in efficiency when
substantial engineering changes and general management im-
provement are necessary. One of the conditions of success
is cooperation from the workers, for the payment system
places first responsibility on them to indicate to management
and supervision the improvements and corrections necessary.
Rank and file attitudes so far have not augured well for this
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cooperation. A second condition is a proper response from
the lower supervisory personnel. The wage system is bound
to show them up at many points and their cooperation will
be essential. Thirdly, management must be able to remedy
fairly and expeditiously the most important defects in oper-
ations which the program will reveal. Another question in

the minds of the union group is whether incentive payment -

.can be applied successfully to operations so largely non-
repetitive and subject to change.

The experience of the steel workers with this aspect of the
question is duplicated in many plants in other industries. In
some of the apparel industries workers charge that employers
are satisfied with ineflicient production processes because, under
the piece work system, they are assured a fixed labor cost per
unit regardless of individual output. In such cases the workers
themselves bear the burden of the cost of inefficiency since their
earnings are directly affected by lowered production. Continuity
of production is important under practically any incentive
scheme in order to avoid the interruptions of work and hence
of earnings which are a chief cause of grievances among work-
ers. Adaptable production processes and efficient management
are required to handle this one cause of trouble alone. The addi-
tional task of measuring and determining proper work stand-
- ards also demands an adequate and trained personnel. Unfortu-
nately, management standards equal to the best incentive wage
practice are not common in manufacturing industry.??

A fourth basis of union opposition to incentive wage methods
is just plain lack of confidence in the good faith and fairness
of employers who utilize such methods. This, of course, can
hardly be considered a distinct and separate cause of labor’s
attitudes, for suspicion of the motives of employers and their
representatives colors almost all labor criticism of incentive

27 Mr. Solomon Barkin, Research Director of the Textile Workers
Union of America, has written a series of articles appearing in Textile
Labor in which he examines and exposes the pitfalls, errors, and sheer

incompetence which beset industrial management job study practice, See
issues from March, 1941 to October, 1941.
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plans and time study. It is in the nature of incentive wage meth-
ods that they should be identified in workers™ minds with em-
ployer schemes for increasing profits at labor’s expense. As one
union official remarked, the “ science” of too many incentive
plans seems to consist of getting the most effort for the least
incentive,

Case situation No. 2. The habit of suspicion dies hard and
is found to persist even in good bargaining situations. At a
large eastern electrical products plant where a strong union
has established satisfactory controls over the existing in-
centive plans the union report of a conference with manage-
-ment on some rate questions contained the following state-
ment: “ We also stressed the tie-up between time study men,
cost men, and planning men and pointed out that until time
study men were wholly impartial as well as being on the
level, this 100% mistrust would continue to exist.”

Employers who undertake to pay their workers by results,
therefore, face the possibility that any changes in wage rates or
job standards they wish or need to make will meet objections
based not only on fact but on accusations of dishonesty and
e;cploitation.'

Workers cite many specific employer practices in explanation
of the unpopularity of different incentive systems, but all these
practices seem to have had a single end in view—the lowering
of incentive rates or the raising of work standards. Historically,
rate cutting has been the outstanding cause of worker antagon-
ism,

. Case situation No. 12. A shop steward in the leather
industry told of his experience of a rate cut in a plant using
the Bedaux system which will serve as a typical instance
of the more obvious, pre-union type of rate lowering. He
was one of a group on a job with a base rate paying $25 a
week; at their going rate of production they were receiving
a $10 weekly bonus, Then two of the boys got into a race
and stepped up their production about 15 to 20 skins a day.
Shortly the whole group was laid off for two weeks or so.
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‘When they went back, maintaining the'old rate of production, .
they received the same base rate but their bonus was only
$2.50. The union man telling this story said he quit this job
in disgust; however, this was not a practicable alternative
for most incentive wage workers who experienced such cuts.

Workers charge that it was by accomplishing such rate and
standard changes over long periods of increasing industrial effi-
ciency and in a variety of obvious and subtle ways that employ-
ers have used incentive wages to “ speed-up ”” workers ax}d rob
them of their rightful income.

Case situation No. 13. An instance which occurred at a
paper mill represents-a pattern of rate paring which became
all too familiar to workers. In the first year of union organ-
ization at this plant, a new corrugated paper machine was
installed on which a good rate was set and the men were
making high earnings. Management cut the rate and the men
pushed a little harder to make up; then management cut the
rate again. The president of the union was not sufficiently
aggressive or was too new at the game to prevent the cuts.
Finally, the skilled operator on the machine transferred leav-
ing the rest of the crew saddled with a rate on which they
could not make out. The union did at last get an adjustment
but not to the original rate, -

Candid management representatives admit that employers have
taken advantage of incentive methods in this way on a rather
general scale in the past and that they must take the chief blame
for the disrepute of incentive systems. Personnel men in two
different industries testified to the importance of the ever-pres-
ent worker fear of rate cuts when they told how production im-
mediately rose 20-30% in their plants as soon as management
announced a guarantee of piece rates. .

Union officials in several different industries made it clear
that despite agreement guarantees against it workers considef
rate cutting and raising of standards one of their most persistent
problems. In the organized industries where unions have put a
stop to openly announced reduction, managements have devised
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ways of concealing and indirectly accomplishing what amounts
to the same thing. The more technical incentive schemes which
are least well understood by workers, such as task and bonus
. plans and the unit systems under which all tasks are expressed
in a common non-monetary unit of measurement, have some-
times facilitated this type of rate cutting. The calculation of in-
dividual money earnings under many of these systems is apt to
be difficult enough'so that the ordinary worker either makes no
effort to keep any check at all or keeps a very inexact check on
the relation between his output and eatnings. The individual
check on earning standards becomes even less adequate when
these systems are operated on a group basis and earnings are
related to group output; it is just that much more difficult for
the worker to investigate and judge the many possible reasons
for the fluctuation or decline «in his earnings. Moreover, the
fact that an employer has made no rate cuts for quite a period
and has announced a rate guarantee to his employees is not
always accepted by the latter as complete security, especially if
they have recollections of relatively recent and painful reduc-
tions. ‘

Case situation No. 14. The background of worker attitudes
on rates at one rubber plant was indicated by an efficiency
engineer who commented frankly on his company’s policy
during the depression: “In those years we knocked hell out
of rates, slashing right and left; we didn’t care how hard the
men had to work. We had to keep from folding up.”

There are few manufacturing industries in which rate cutting
did not occur under the compulsions of the depression years, so
that most workers face present rate guarantees from this com-
mon background of experience. In addition, as has been noted,
workers are quick to suspect management’s intentions and even
its word and when their suspicions are aroused workers and
their representatives can convert pretty slim materials into cir-
cumstantial evidence for their accusations.

Case situation No. 6. An illustration of how a union
builds up its case against management policy is furnished by
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the situation at a large rubber company where the local union
is strong and has secured practically all the rights of review
and participation it has requested but where, nevertheless,
the question of changing standards is a constant and rankling
issue. The union time-study representative assérted that he
suspected the Time Study Department of a conscious cam-
paign to tighten up on standards. Several years ago the
company asked for a flat cut of 15% and used the threat of
large scale withdrawal of work from the home plant because
of competition. The union asked for statistical documentation
of company statements, did not get it and refused the cut.
The cut was not made and no large amount of work left the
city. On the other hand, in two years’ time the union presented
management with demands for a wage increase. The union
feels that management has been trying to adjust its labor
costs by calculating all new and revised standards of per-
formance very closely so as to eliminate a few minutes here
and there, It feels that the following items are additional
straws in the wind: The union has tried to get hold of old
time study records and standard practice information for
purposes of comparison with new standards, but has been
largely unsuccessful, the management replying that the data
are mislaid or otherwise unavailable, A union official recalls
the remark of a time study man that the staff has made much
less use of speed rating over 60 (normal) for the past several
years. The union interprets in the same way the answer a
company vice president made to a union question recently}
he said that he believes the men are not working as hard
now as they did a few years ago. Management policy on
process allowances is also giving the union concern. Under
premium systems process allowances are one way of com-
pensating the worker for idle time which occurs on the job,
usually within the operating cycle, but which is beyond the
operator’s control. Schedules of allowance are calculated to
cover idle time on each job and as a result the proportion of
premium paid to work produced varies with the amount of
process allowance required to fit the conditions of the oper-
ation. The management of this plant was said to be acting
increasingly on the theory that idle time should not be paid
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for at the usual rate of 85 B’s an hour (expected earnings in
this plant) but at 60 B’s even though the idle time is required
by the nature of the productive process. So more and more
jobs that are non-repetitive are being placed on process allow-
ance schedules which pay for idle time at the lower rate,
According to the union, that means that the worker can
make 80 B’s as usual but has to step up his production an
undue amount to earn between 85 and go B’s. As a result
the average earnings of workers on allowance are below the
average of other workers. ’

The fact that makes changes in incentive rates and standards
an endless cause of controversy is that in the nature of the case
such rates cannot have permanence; at least they cannot have
permanent accuracy and fairness. Time passes, conditions
change, and workers become more expert at their jobs and the
result is “ loose rates,” i. e., rates which, if they were “ fair ”
when they were originally set, are higher than is justified by
the time periods now required to perform the operations. Incen-
tive rates resemble connections between operating machine parts
* in the way in which they work loose with vibration and wear
over a period of time. On the other hand, the longer the period
of time for which a worker has been performing certain opera-
tions at given rates the stronger tends to be his belief that they
are fair and proper. Furthermore, as one plant manager ob-
served, the very existence of some loose rates and standards in
a plant means a continual aggravation of the whole problem for
they make new rates seem too low by comparison. It was in
recognition of these facts that an efficiency official in the rubber
industry stated that the only way to overcome slackness in rates
and standards is to keep constant check on operations and to
correct immediately any appearance of looseness ; but he pointed
out that this requires a large and expensive efficiency staff.

It is the time factor also which heightens the controversy
over the question of whether rates and standards actually be-
come loose and inapplicable or whether the change is an increase
in the efficiency of workers themselves who thus deserve the
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benefits of their increased earning power.' Employers. who are
particularly plagued by this problem are at pains to demonstrate,
that in a shop dominated by a strong union it is the company
that is at a disadvantage. Over a period of time the efficient con-
duct of any enterprise involves many small management
changes, improvements in flow and process, materials, and
equipment no single one of which is important enough to justify
management’s making the effort to secure a rate change. But the
cumulative effect may be an increase in productivity which
renders the existing incentive standards quite inaccurate. On
the other hand, employers point out, a vigilant union is not apt
to permit the slightest increase in the elements of a job to take
place without demanding a commensurate rate increase. In
many of the same industries and shops, however, union work-
ers and officials claim that employers are “ robbing the effi-
ciency ” of the workers by restudying and rerating jobs on the
ground that changes in operations require it. A union leader
characterized the process as one of “ nibbling ** away at rates.
This claim is made most forcefully in connection with industries
like rubber tires and products and with such occupations as the
operation of machine tools in which individual skill and effort
play an important part; the contention is that through experi-
ence, native skill, and the application of his own inventiveness
the worker makes time-saving discoveries which increase his
efficiency and entitle him to the additional income.

Case situation No. 15. ‘The union in a mid-western rubber
products plant has been concerned for some time over the
policy management has been pursuing with regard to its job
standards. Most of the friction has centered around small
changes in process and materials instigated by management
and which workers feel have amounted to infringement of
the agreement which forbids rate or standard changes unless
they are made necessary by changes in method, product, etc,
The president of the local explained that the union feels the
company has exhausted for the time being the substantial
machine changes and larger innovations which alone justify
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changes in standards and has had to resort to minor methods
changes. He referred to the operation of making lead inserts
for battery posts. Twenty cavity molds are used, and manage-
ment recently perfected its equipment so that it expects 20
inserts to a mold. It changed the rate at the same time saying
that the rate had been set on an expectation of 19 inserts.
The men had not even known the basis of the previous rate
and knew only that they were working a 20 cavity mold in
each case, A related grievance pertains to the manner of
changing standards when a change in method has occurred.
The union contends that only the affected elements within
the operation should be retimed, not the whole operation. It
asserts that management’s tendency is to make a change in
one element an excuse for restudying all and thus catching
the shortcuts developed by the workers. As an example of
the latter the president described his own experience with
the process of soaping a mold. He found that he could do
it satisfactorily and more expeditiously using much less soap. -
The time study man insisted this was a change in method and
warranted a change in standard.

‘It is the claim of some union men that the clever and faster
workers educate company time study men. The latter take note
of the methods and innovations and short cuts adopted by these
better workers and then make an attempt to see that they are
incorporated in the performance of other workers, or at least
in the job standards by which rates are computed, thus further-
ing the general tightening process.

It is only natural that workers should be reluctant to give
up loose rates or standards regardless of how they come to be
loose and whether they are unreasonable or not, and as some
management officials have indicated, a firm will occasionally
resort to subterfuge to correct them rather than make the bar-
gaining fight. The plant manager at a paper mill described some
standards particularly out of line in one of his departments and
said he would have to get the department superintendent in and
devise a nominal change in methods that would enable them to
review and change the standards.
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Tire-building jobs in the rubber industry illustrate on a mag-
nified scale the conflicts over loose rates and changing opera-
tions which appear in lesser degree in a great many industries..
In good part, tire building has not been broken down into
specialized operations, but is carried through from beginning
to end by the same worker. Hence, the job cycle is a long one
and is composed of many separate elements. This multiplies
the opportunities a worker has to increase his efficiency not only
by increasing his over-all skill, but by developing short cuts,
applying special knacks of the trade, and eliminating operations.

Case situation No. 7. The shop chairman in a tire plant
described some typical short cuts developed by tire builders
in this plant which had helped create a question as to the
accuracy of the standards involved. One short cut developed
in the manner in which the tire is broken from the drum, it
having been glued on to start the building operation. The
men have become expert in the application of just the right
amount of glue in just the right manner so that breaking it
away is a simple, speedy process. Another short cut: The task
of tucking over-width cord into place without wrinkling was
formerly done with a paddle-like instrument, but the workers
have become very adept at doing it with their fingers, simul-
taneously with the stitching, thus cutting the time required.
Another point at which the men have been able to cut their
time is in the process of centering the fabric. This must be
done with accuracy and it has been customary to provide a
separate element for straightening the fabric after it has been
applied. However, the men have become so expert at center-
ing accurately while applying that this element of the job
is practically eliminated. The question arises in each of these
cases as to whether it represents an increase in worker effi-
ciency or a change in job elements such as to justify reratmg
of the job.

Tire building has been characterized by tremendous increases
in unit output and managements admit that workers have con-
tributed much.*® At the same time, tires are a product that has

28 J. D. Gaffney, in The Productivity of Labor in the Rubber Tire Manu~
facturing Industry (New York: Columbia University Press, 1940), con-
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been subject to continual constructional changes and technolog-
ical improvements in manufacture so that management has fre-
quent occasion to restudy and revise standards and rates. A
company engineer estimated that through changes in methods
and construction changes it is possible to have a complete re-
placement of rates in a tire room in a year’s time. This indicates
the importance in standards disputes in this industry of the
question of specifications and whether they are being correctly
followed.

Case situation No. 6. Under these conditions of constant
change it is always a question when to restudy and revise
the standard for a job as a whole as against restudying specific
elements within the job. At one large plant the management
established a rule of not restudying a job entire until 75%
of its component elements have undergone some change. But
this criterion is itself subject to dispute inasmuch as standard
practice on a job may change and increase the number of
elements from 75 to r50. In asking clarification on new stand-
ards proposals the union seeks comparison of the new setup
with the old; for its own protection. This takes time and
management fumes at the “delay.” The union president
emphasized the difficulty of fixing responsibility along a long
line of authority for a possible attempt to trick the union in
a case like this.

Some management representatives hold that when workers in-
crease their efficiency through their own skill they should enjoy
the benefits, but that when it is accomplished by eliminating
definite elements from operations rates should be changed be-
cause specifications have been altered. In practice, distinguish-
ing management from labor contributions and both from
changes in specifications is difficult. Further, an amicable dis-
posal of the problem is made even more difficult by the fact that
non-union or weakly organized competitors in the industry

cludes: “ There is no doubt but that the average worker in the industry
at the present time has less idle time, fewer and shorter rest periods, and
that his work is performed with less wasted effort and at a higher speed
3han 25 or even 10 years ago,” p. 105.
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somewhere will have brought their rates into line with the in-
creased efficiency no matter who was responsible for it.

Case situation No. 7. At a tire and rubber plant visited
during this study the local union was convinced that manage-
ment had been waging a campaign for some time to tighten
up on all job standards and negotiations had been interrupted
several times by strikes and stoppages. The union did not
charge management with dishonest or false timings. The crux
of its accusation was that management’s time study methods
have become less liberal and that operations are checked on
so constantly that the mere use of these methods resulted in
rate cuts over a period of time by taking from workers what
they contribute to their jobs and setting new and revised
standards that are tighter than on other comparable jobs. It
was finally agreed that some test studies should be made, union
and management taking independent observations. They were
to cover some recent tire models, for which the union thought
the performance standards too tight, and some old staple
models on which standards have been in effect several years
and which both parties agree are satisfactory. It was the hope
of the union that this test would show up management job
study methods in terms of the old, established and accepted
standards.

Rate changes and new rates provide a constant flow of legi-
timate grievances from workers, or at least of quite proper re-
- quests for clarification and justification. But in addition to this
- kind of bargaining, fair-minded union officials will admit that
they are called upon to consider and carry to management a
large number of grievances dealing with incentive rates which
have no basis in fact. Such grievances are trumped up or imag-
ined or result from workers’ all too ready propensity to confuse -
an increase in their output with an increase in their effort. Often
enough these cases can be explained as maneuvers by workers
designed to increase their earning rates.

Case situation No. 16. The following story was told by the
president of the local union at a paper products plant. The
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union was questioning a new rate proposed by management,
hoping to get it raised. It was necessary to the union point that
none of the workers make out on the rate. However, a super-
visor promised a girl $2.00 in the form of a wager if she could
make the rate calculated by the time study department. She
did, thus in effect proving the rate which remained un-
changed. The union leadership now admits that this rate has
proved quite satisfactory to all concerned.

Case situation No. 6. In a rubber plant on one occasion
when the application of some new standards was being held
up by the protest of workers that they were too tight, a settle-
ment was reached after the personnel manager and the local
union president went into the shop unannounced and observed
operations for several hours. The union president told the
management representative that he could make 100 B’s an
hour on the protested standards and to forget the complaint.
In a similar case involving a die cutting operation the two
men went into the plant again and on this occasion the union
official took the place of the operator for a spell to show him
how he could make the standard. These incidents illustrate
the point made by the Personnel Manager of this plant that
the right possessed by the grievance representative in this local
to check and hold up standards before they are applied puts
too much responsibility on individual representatives. Workers
tend to pre-judge standards and hence to limit output.

But there are other reasons; complaints over incentive rates
may serve simply as a convenient outlet for other tensions and
fears that accumulate within a group of workers. Grievances
can be traced sometimes to the inter-personal situation existing
- in a plant, to rivalries and resentments and competitive insecur-
_ ities that grow up between occupational groups and depart-
ments. ’

Case situation No. r7. In a pajama and sportswear shop,
a group of women in the shirt department complained that
their rate was too low, that it had been set in the pajama
department on faster machines (because of a lack of orders



GENERAL UNION POLICIES ., 93

the girls in this department were working on the same order
as the shirt department). A check up was made and it was
found that contrary to the charge, the shirt department
machines were the faster. To clinch the case some of the girls
from the pajama department went over to work on the shirt
department equipment to show that the rate would yield
expected earnings. This case was explained as being partly a
matter of the older women fearing the consequences of the
influx of young girls and of rivalry between the two.
departments.

Sometimes rate grievances are simply a natural expression of
resentment felt by a worker or group towards a particular man-
agement representative or one of its policies. This is why inept-
ness and an authoritarian manner on the part of management in
administering incentive wage methods so often redounds to its -
own ultimate disadvantage. It also helps to explain why it is
important that workers should have real participation in man-
agement decisions affecting them. §

Case situation No. 18. The truth of these observations is
often revealed to management in quite trivial incidents. The
superintendent of a paper plant told of once finding that two
of his pressmen working next each other on two identical
machines were nevertheless working at different speeds, the
speeds being mechanically controlled. Without giving the
matter much thought and therefore without notifying or
consulting the men he had the speed of the second machine
brought up to equal that of the faster. When the two pressmen
came to work the next day and discovered the change both
refused to work until the superintendent ordered the second
machine returned to its former speed.

The detailed practices which unions accuse employers of us-
ing to exploit incentive wages for the purpose of reducing their
labor costs at labor’s expense include such things as dishonest
time studies, secret time studies, pace setters, unjustified job
changes, concealed rate changes, and so on. These practices need
not be discussed at this point since they will be taken up in
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Chapter VI together with the agreement provisions and ‘other
measures which organized labot has evolved to combat them.

Elimination or modification of incentive methods. On the
~ strength of the various kinds of criticisms and grievances which
have been reviewed in the preceding pages many unions in the
manufacturing industries officially favor the abolition of all
forms of incentive wage payment. It is evident that few have
achieved this aim. Moreover, while large numbers of locals
doubtless have made known this aim to their respective man-
agements, it appears that in the majority of cases it has not
come to be an active or serious bargaining issue. Either mem-
bership sentiment has not been strong enough or union leader-
ship has been convinced that individual managements cannot be
.asked to buck prevailing practice in their industries. One of the
frequent obstacles in the way of conversion to day work, as is
conceded by union representatives, is a level of incentive earn-
ings so high that to make the change without reducing workers’
‘earnings would require hourly rates entirely out of line with
wages for comparable occupations in plants and industries on
day work. An auto worker organizer pointed out that the major
- conversions in that industry preceded the large wage increases
later won by the union and thus permitted shifts to hourly wage
rates that were satisfactory to the workers and which still
seemed within reason to employers. Investigation reveals many
instances in which workers rejected a proposal that they change
to day work at hourly rates representing a compromise between
their going incentive earnings and base rates.

The automobile industry is the only one in which widespread
changes in methods of wage payment have taken place under
union pressure. Since 1934 many of the largest units in this
industry have changed from piece work, group bonus, and other
incentive plans to a straight hourly wage basis. Similar changes
have taken place in many of the smaller parts companies. There
seems to be no obvious explanation as to why such large scale
changes have been confined to the one industry. However, as
some union and employer representatives in this and other in-
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dustries have suggested, the high degree of rationalization in
automobile production, the fact that in many phases of produc-
tion the pace is governed by lines and conveyor systems, and
the fact that labor costs are such a small proportion of total
costs are undoubtedly among the factors which have made auto-
mobile manufacturers less resistant to hourly methods of wage
payment.?® In the early days of union organization some plants
changed to an hourly basis before bargaining relations were
established ; the union claims this was usually an effort to fore-
stall unionization. In any case the union had to contend with
strong opposition and was forced to strike tq carry its demands
in many plants. Usually the union gave assurances, verbally or
by agreement, that existing standards of production would be
maintained, and in return required that hourly rates would be
negotiated or that they produce certain stipulated average earn-
ings. A frequent effect of the changes was a narrowing of the
range of earnings between the best and poorest workers, and in
some cases it appears that workers suffered an initial cut in
their average earnings. On the other hand it was possible in cer-
tain situations for the conversion to mean an 1mprovement in
earnings.

Case situation No. 19. At a large auto, parts plant union
organization began to acquire some strength in 1936. The
workers, most of whom were on piece work, had habitually
limited their output but with the union back of them they
started to increase their output and their average earnings.
When conversion to day work occurred not long after it was on
the basis of this new average earnings level and therefore
amounted to a substantial increase.

It is necessary sometimes that the union be vigilant immediately
after a plant has eliminated incentive payment to see that by

29 For a discussion of the change in wage methods in this industry which
supports this explanatnon, see C. B. Gordy, “Measured Day Work Re-
places Incentives in the Automobile Assembly Industry,” Society For the
Advancement of Management Journal, Nov. 1936, p. 162.
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informal arrangement between supervision and workers pay-
ment by results does not revive again on a piece-meal basis,

Case situation No. 20. At another large auto parts plant
which had recently changed to day work a group of workers
asked for a wage increase. Dealing directly with management
representatives they arranged for an increase conditioned upon
an increase in their output. The chairman of the local heard
of the plan and called a meeting of the group involved. He
told them he thought they were heading for trouble and that
if they continued they were not to come to the union for
belp. He advised working the production standard and no
more. Management “protested but the group continued at
standard the next day. The question of reviving incentive
wages has not come up since at this plant.

In other industries unions have eliminated incentive plans
only in isolated instances and in some, like steel, the study dis-
closed no cases in which a local had brought about such a
change. In the textile industry there is an instance of a group
of small shops under an association agreement in which the
union was successful in securing a change from piece work to
day work but it had to agree at the same time to accept an in-
crease in work load and the establishment of minimum stand-
ards of production. In the clothing industries, as noted earlier,
the unions have been responsible on the whole for increased use
of piece work in recent years because it better suits the various
stabilization efforts and eases the problem of supporting high
wage levels. In large companies which pay incentive wages to a
large proportion of their workers it is not uncommon to find the
local unions pressing for extension of the incentive plans to
cover many of those who remain on hourly pay. This is not
necessarily inconsistent policy even for a union which professes
to dislike incentive payment on principle, for it is likely that
the leadership first sounded out management on the question
of eliminating the plan and decided it was an impossible ob-
jective. Since hourly paid workers are nearly always jealous of
the higher earnings of incentive workers the next best policy is



GENERAL UNION POLICIES . 97

to concentrate on setting up effective safeguards and enabliag
as many as possible to participate in those earnings.

This, in essence, has been the policy of the union in the flat
glass industry, and in pursuing it the union has effected a very
substantial increase in the coverage of the incentive plans.

Case situation No. 21. A series of entries in the grievance .
records of a local in this industry show how the hourly paid
employees feel about the incentive system: \
A request that bookers, truck drivers, pull-out men, and wash-
ing machine men be placed on incentive, '

“ Casting hall employees would like to discuss the posssibility
of establishing some sort of incentive.”

Cutting gaugers, cutting room helpers, and rough grinder
gaugers petition to be put on incentive.

Bonus asked for glass stackers and loaders, because * these
workers are wedged in between the grinding-and-polishing
and wareroom bonuses and their work has increased
accordingly.” .

Most of the maintenance crews even requested * some form
of bonus.” There were also other requests.

Most were rejected, some were granted, and other petxtxoners
were mollified with hourly rate increases.

In this connection, some points of view expressed during agree-
ment negotiations in this industry are interesting. A delegate
from one plant local described his group’s reaction to incentive:
payment as follows: * If I can get them all on it, it's O. K., but
then if they are not all on it they all want off it.” Although
management was adamant against any elimination of the incen-
tive plans as proposed at the conference, officials became exer-
cised over union efforts to include within the pay provisions of
the plans operatives who were “ wedged in between two jncen-
tive groups.” One executive complained, “ That shows how
extensive the ramifications can get. It will be helpers, and then
the truckers, and then the fellows that load in the cars . . . I
don’t think they would miss the factory cat.”
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It is interesting too that this union has actively pushed group

~ incentive methods whereas most labor organizations favor indi-
vidual types. In flat glass the reason is partly ideological; the
union leadership favors the rough wage equalization which goes
with group payment. In any case production methods in this
industry make group arrangements more suitable and the group
method permits the inclusion under the incentive plans of the
largest number of workers. In addition the group method en-
ables the union to maintain a greater degree of control over
the incentive system itself and over the workers in order to
regulate speed-up and individual high producers.®*® Some local
union officials were interviewed who expressed the opinion that

. the eventual abolition of incentive methods in their plants might
be achieved indirectly by using every means to make such meth-
ods less profitable to employers—getting every worker possible
covered under the plans, raising.and guaranteeing base rates,

- guaranteeing certain earnings above base rates, securing high
lost-time guarantees, and so forth—until employers themselves
come to prefer straight hourly wages.

* On occasion unions have found it in their own interest to
cooperate in or consent to a change or reversion to an incentive
payment method in particular plants; the reason is almost al-
ways competitive necessity.

Case situation No. 22, At an aluminum products plant the
local union had secured the elimination of the piece work sys-
tem partly on the assurance that the local of another union
which was organizing a competing plant in the same city
would abolish the bonus system at the latter plant and obtain
a wage increase which would equalize cost conditions between
the two. When this assurance did not materialize the first
plant began to lose business and finally had to close down

30 One reason the workers are content to remain on piece work at a
large automobile plant which has never had to consider abandonment of
its incentive plan is that on the line operations the group method of pay-
ment provides occasional opportunities for extra earnings when the group
maintains production in the ahsence of a few of its members or when new
workers are being broken in at company expense,
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altogether. It reopened only when the local proposed to man-
agement that it was willing to operate on the basis of the
bonus system in effect at the competing plant.

The auto parts industry affords several examples of plants
which have returned to some incentive basis with the union’s
consent after first having changed to day work at its demand.
Some of the modifications that have been worked out are inter-
esting compromises between the incentive idea and the security
of hourly wages. Several examples were encountered among the
plants visited in the auto parts industry. In each case the union
had previously eliminated a regular incentive plan but after a
discouraging interval on day work assented to the compromise
scheme as a means of overcoming the loss of efficiency and con-
current economic difficulties which resulted from the abandon—
ment of incentive wages.

Case situation No. 19. At one Detroit company employing
several thousand workers which found itself in difficulties as
a combined result of converting to day work in 1937 and the
recession of 1938, the union realized something had to be done
about declining employment. It refused to return to piece work
as the management suggested but accepted the plan now in
operation. Briefly, this plan establishes a maximum hourly
rate for each occupational classification in the plant and a
minimum rate 15¢ below that rate but in no case below 8oc
per hour. Four levels of efficiency in performance are recog-
nized (95-100%, 9095%, etc.) with corresponding s¢
differentials in pay from the top rate for each classification.
Efficiencies for each worker are computed weekly and a
week’s warning is given before a worker’s pay is cut follow-
ing a fall in his efficiency. The incentive principle is still
present in this payment method to a limited degree but with
fixed maximum and minimum earnings and only four levels
of efficiency the workers enjoy most of the security of hourly
wages. This firm reports that plant efficiency is now higher
than it was under piece work. A number of other companies
have been interested enough in the plan to send representatives
to study it.
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A good many local unions have succeeded in modifying the
incentive systems in their plants where they could not eliminate
them. Generally, the tendency is to get away from the more
complicated, technical plans. Unions have been most determined
in their attack upon the Bedaux system and any similar plans
which they feel withhold earnings from the worker. Ordinarily
the preference is for straight piece work.’ ‘ ’

Case situation No. 23. A Detroit automotive products
plant which was operating under the Bedaux system acceded
in 1937 to the union request that it eliminate all incentive
method. The union president said the company did this despite
a mere 25% union membership at the time because the union
was considered a temporary phenomenon. This first agreement
was for six months. In that time efficiency fell off badly and
so did the volume of work and employment. The union presi-
“dent places much of the blame on the company which was
anxious to see day work fail. Supervision did not do its job
-and besides workers were discouraged from giving normal
effort by the very fact of dwindling business. At the expir-
ation of the agreement the union was unable even to renew
it and the company went back on the Bedaux system. But by
1938 the union was able to secure another agreement and
persuaded the company to change to a straight piece work
basis. It was provided that “ The piece work rate is to be
equivalent in earning capacity to the present earning rate at
like production.” At present there is little controversy over
rates or methods at this plant. It is an interesting sidelight
that although the management began quoting its standards in
dollar figures when it changed to piece work, the workers per-
sisted in translating rates into the familiar B’s so management
returned to this practice also.

A natural questnon that arises in this connection is, What
policy with regard to incentive methods is adopted by unions
involved in union-management cooperation programs and simi-
lar bargaining situations in which the workers are granted ex-
ceptional rights of negotiation and participation? The answer
of United Steelworkers representatives is that in the plants
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where their workers have been admitted to genuine participa-
tion in management decisions relating not only to conditions of
work but to central problems of cost and production the method .
of wage payment ceases to be an issue. The focus in such cases
is upon earnings as a direct function of total plant performance
and the workers have no reason to suspect that the method of
payment might interfere with their just earnings. In fact, it is
realized that piece work or a bonus method can effect a more .
immediate response of earnings to output increases than hourly
wages. In the several cooperative ventures to which this Union
is a party, the systems of payment which were in use at the be-
ginning have remained unchanged.

In considering the ways in which unions attempt to modxfy
incentive wage methods a simple but important fact which
should not be overlooked is that regardless of whether or not an
actual change in type of payment method is obtained the estab-
lishment of the right to bargain collectively amounts to a most:
important change in an incentive situation for the worker$ con-
cerned. A genuine right to negotiate over incentive rates, to
bring grievances, and to write certain safeguards into the agree-
ment often proves to be a more effective remedy for an unsatis-
factory incentive plan than would its elimination or a change to
another method. It should be mentioned in this connection,
therefore, that it is a well-nigh universal policy of unions as
regards incentive payment methods to incorporate in their
agreements with employers certain general or specific protec-
tions against loss or hardship under these methods. The most
common safeguards are those which guarantee that changes in
rates and standards shall be subject in some measure to negotia-
tion, guarantee workers against rate cuts, guarantee some min-
imum earnings under the incentive plan, and protect workers in
connection with time study. The many kinds of protective
clauses which are written into union agreements do not need to
be enumerated in detail here, for they. comprise the subject
matter of Chapter VI.
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What has beén said about general union attitudes and policies
in relation to incentive wage issues and the kinds of changes
labor seeks to make in incentive methods leads to the obvious
conclusion that the type of incentive wage, situation which is
most likely to prove acceptable to organized workers is one
which includes some of those features of hourly wages by
which workers. set most store. For example, it will offer
some security of earnings, usually in the form of a straight
guaranteed minimum, to offset potential interruptions and fluc-
tuations in incentive rates. In some of the most successful in-
centive wage cases it is the base rates themselves that are guar-
anteed and there is only a slight differential between base rates
and average incentive earnings. In other cases experienced
workers are assured a specific rate of earnings over and above
guaranteed day rates. Frequently in these cases the nature of the
product and the production process is such that there is seldom
need for rate changes; if it is a plant in which re-determination
of rates and standards is fairly continuous, the process is known
to the workers and they either participate or have complete
rights of review and challenge. This check and a similar one,
if necessary, over speed of operations itself give workers pro-
tection from the speed-up over time which they have always
feared. It is clear that an incentive plan under these conditions
actually differs little from day work properly administered ex-
cept that it may have the advantage of permitting workers some
extra earnings. '

Case situation No. 24. It is a curious irony that at one auto-
mobile plant, although it is entirely on a piece work basis,
the conditions of payment are so closely regulated through
high base rates and various earnings protections secured by
the union that management and the union have found it
mutually convenient to make some concession to individual
worker differences by recourse to a method employed under
hourly wages. Thus under certain circumstances employees
on similar work may be rated in Class A, B, or C according
to their speed and skill and paid different earning rates to
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correspond. This is done primarily where operations are on
a group basis and in recognition that even on line jobs one
man can handle more than another. It is also an accommo-
dation to older men, enabling them to hold lme jobs -at
lesser pay. :

At the same time it should not be thought that the unions which
have been successful in shifting their plants to a day work basis
have thereby escaped all the problems and grievances which they’
previously attributed to incentive wage methods. They have
found that carefully administered production standards which
accompany hourly rates raise many of the same problems and
with but little change of emphasis.

Case situation No. 20. At a large auto parts plant which
had been on day work for a couple of years since its conversion
from piece work, the shop chairman was eloquent in reciting
the grievances which had not been settled by that change and
which were still arising. Management timing and job™study
activities continued to produce much resentment. These activi-
ties included micromotion study and the union had rejected
a management offer to hold some explanatory sessions for
union representatives. Another source of aggravation was the
fact that standards were being changed continuously through
improvements in equipment and methods. Workers also
objected to the management practice of using temporary
standards on new operations until maximum efficiency is
reached when permanent standards are fixed. The shop chair-
man claimed that the time study men no longer speed rate
operators (i. e., an estimate of individual efficiency in rela-
tion to so-called normal efficiency) over 100% efficiency
whereas in the piece work days 110% and 115% ratings .
were common. It was charged also that fatigue allowances
were increasingly being set at 5% instead of 10%. One*of
the major causes of dissatisfaction in this plant was the ques-
tion of time lost through work interruptions. The workers
felt that unreasonable hardship was caused by the manage-
ment rule that no reduction was to be made in standards for
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unavoidable interruptions in production until such down-time
exceeded 30 minutes in a day.

In general, it can be said on the basis of the plants covered
by this survey that workers exhibit least dissatisfaction with in-
centive wage methods or desire for change in those situations
where managements, voluntarily or through collective bargain-
ing, have adapted their incentive methods to meet the conditions
outlined earlier in this paragraph and where the local unions
possess substantial rights of negotiation and participation which
are exercised on a basis of mutual confidence.



CHAPTER 1V

UNION POLICIES : RESTRICTION AND
ASPECTS OF THE WAR PERIOD

O~ March 23, 1942 Congressman Rich told the House of
Representatives the story of a worker who was suspended by
her union for doing too much work. The story appeared on the
front page of The Washington Post and received considerable
coverage from the press throughout the nation. As related by
the female worker involved, suspension followed arguments and
fighting which occurred among a group of workers on a pack-
aging operation in a Detroit stamping plant. Among the causes
of the ill-feeling which led to fighting was the fact that the girl
in question and one other worker handled three chutes apiece
and were accused of being “ job-killers ” by some of the other
workers in the group who handled only two. Whether these
workers were being paid on an incentive basis so that the work-
ers who handled the extra chute earned more was not indicated
and does not matter, for the incident serves as a typical example
of how friction and conflict arise over job standards and differ-
ing capacities in workers.! The important point is that such.
wide publicity was given such an unexceptional occurrence, the
type of workshop incident that would have very little news
value in ordinary times. It is striking testimony of the way in
which the war program has turned the spot light on labor pro-
ductivity and on union policies which affect efficiency. No anal-
ysis is required to see the connection between the incentive pay-
ment question or the union policy of output restriction and
problems of war production. When Donald Nelson testified be- -
fore a Senate committee on methods of increasing war produc-
tion certain of his remarks on providing incentives for workers -
were widely interpreted as being a recommendation that incen-

1 Nor does the fact that the union later reinstated the worker upon her

assumption of full responsibility and her denial that job-killing was an
issue in any way alter the illustrative value of the case.

105
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tive wage methods be extended in the war industries.? Other
witnesses before this committee and industry spokesmen in the
press and on the radio made the labor “slow-down” a concept
familiar to the public. One of the major industrial unions, the
United Electrical, Radio, and Machine Workers, called atten-
tion in a very challenging manner to the joint problem of in-
centive wages and restriction of output by means of a large
advertisement widely inserted in the public press.® In this notice
the union announced its readiness, provided the companies with
which it has agreements would accept the stipulated conditions,
to increase the volume_of production in its plants by 15% inde-
pendently of machine changes and technical improvements. One
may infer from this proposal, of course, that output is being
held 15% short of potential at the present time by this body of
workers. The union stated that the major problem in effecting
such an increase is incentive rates and job standards. Another
important development was the War Production Drive and the
related program of local labor-management committees pro-
moted by the War Production Board.

For the light it throws on labor’s attitudes towards incentive
wages and other management schemes for increasing industrial
efficiency the labor policy of restriction of output deserves care-
ful study and unprejudiced understanding. In industrial rela-
ticns literature restriction is a term loosely applied to a whole
range of worker and union behavior. For purposes.of this re-
port it refers to the varying degrees of withholding of efficiency,
by individual workers on their jobs and usually acting in con-
cert, which occur in manufacturing industries. It does not refer
to the restrictive lr;ractices which take the form of make-work
rules and which have been developed most conspicuously by
some of the craft organizations. Some make-work policies have

_crept into the industrially organized industries and it is true
that it is not always possible to distinguish clearly between the

2 See the New York Times, March 20, 1942.
3 Appeared in the New York Times on March 25, 1942.
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motivating purposes of the two types of policy.* However, this
discussion is limited so far as possible to restriction as a prac-
tice which finds direct expression in the amount of effort put
forth by the individual worker and which occurs primarily as a
counteraction to incentive payment methods.

Even from this limited point of view, restriction is a concept
which eludes precise definition, primarily because it is so diffi-
cult to secure agreement on norms from which to judge whether
workers are producing at reasonable efficiency. Given this ini-
tial uncertainty, it is even more difficult to measure the extent
of production limitation in a particular situation for one never .
is sure whether the group of workers being observed is average
in capacity and whether its working conditions are normal.
Therefore, since this study is based largely on interviews with
union and management representatives it was impossible to ob-
tain a clear picture of the extent of restriction in the various
plants covered. Mere complaints by employers that workers do
not achieve optimum output-are not in themselves conclusive
evidence of deliberate restriction, any more than worker asser-
tions that restriction is not practiced are evidence of optimum
effort on their part. In plants where individual effort is an im-
portant factor in determining output workers usually are able
to increase production markedly for a rush order or other special
cause, but these temporary spurts do not constitute a basis for
judging normal production. Nor can the slackening tempo of
work which sometimes denotes the low period of a seasonal in-
dustry be called restriction. .

There are two general senses in which production may be

. thought of as being restricted by workers. In one sense it is by
conscious adoption of a policy of pegging individual effort and
output at a level admittedly below that previously attained or
known to be attainable by some workers. Of course, such a
policy may cease to be a conscious one and become instead a

4 Sumner Slichter expresses the opinion that the original purpose of
output limitation by incentive workers may not be make-work but that it
inevitably acquires that motive if the policy is continued, op. cit., p. 167.
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natural or customary working pace after which it is much
harder to eradicate. *“ The imitation of busyness raised to an
art and repeated until it becomes habit grinds attitudes into
men’s characters which are bad for society and bad for indus-
try.” ® As a protective economic practice restriction may be ex-
ercised with varying degrees of severity. A policy of observing a
top limit on production does not necessarily mean that all work-
ers are ““ soldiering ” on the job, but may indicate simply that
pace setters or extremely fast workers are held in check so that
the average workers can maintain normal production without
over-exertion. Also, a policy of limitation is to be distinguished
from a.“slow-down” or a “slow-down strike.” These involve
restriction of production, of course, but the restriction is far
more drastic and is essentially a modified work stoppage used as
a bargaining weapon in a specific situation to gain an immediate
end whereas a policy of restriction in connection with incentive -
wages is continuous and serves to keep performance at what the
workers consider a reasonable level.

In a second general sense, the term restriction may be used to
describe an ordinary level of individual effort and output, a
customary, unpremeditated standard of performance, but one
which falls short of some independently determined goal. It may
reflect nothing more than the failure of an incentive plan to
bring forth the additional production expected from a group of
workers. A district textile union official remarked to an inter-
viewer that he has never known a textile worker who would not
say that he was being over-worked ard yet he can show any-
body mills where the workers spend 40% of their time idle. He
emphasized that workers’ notions about the rightness of their
jobs become very strongly established. ““ If a man is led to be-
lieve that his job is to walk across a room once an hour, he will
think he is overworked if he is told to walk it twice.” This is a
more intangible type of limitation and although it can be real
enough it also can be exaggerated. Roethlisberger and Dixon, in

5 Henry Dennisor.l, “What Can Employers Do About It?,” Restriction of
Output Among Unorganized Workers, op. cit.,, p. 184.
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commenting on this aspect of restriction,® point out that it does
not necessarily signify worker inefficiency on one hand or poor
management on the other. The appearance of restrictipn may
result from judging labor performance in terms of a logic of
ideal efficiency. Workers can be more than equalling standards
of production considered good in industry at large while at the
same time not producing at the rate they could maintain if
physiological fatigue were the only criterion. This chapter deals
principally with restriction in the first of the two senses de-
scribed here.

Restriction does not occur only among workers under in-
centive wage plans. Hourly paid employees sometimes find simi-
lar reasons for limiting output; however, in this discussion at-
tention is directed to the practice as it relates to incentive pay-
ment. It is by no means universal practice among incentive wage
workers, and the fact that in many industries and plants utiliz-
ing incentive methods wide variation occurs in earnings of indi-
vidual workers operating similar equipment is proof that the -
faster workers are responding to the incentive with extra effort.
Nevertheless, considering the fact that incentive plans are de-
signed to stimulate individual workers to their best efficiency,
it seems highly significant that in the plants it covered this in-
quiry found some degree of restriction, a direct negation of the
incentive principle, to be so prevalent among workers under
incentive wages. In a succession of different plants the evidence
seemed to be that some kind of limit was being set on individual
production and that optimum effort was not the natural work
pattern. Restriction has always been a time-honored practice
among workers who had no other protection under incentive
methods,” but current case studies indicate that it remains an

6 Op. cit., p. 537.

7 Stanley B. Mathewson, in his study made in 1931, 0p. cit.,, concluded
that restriction was prevalent enough ampng non-union workers to con-
stitute 2 major problem in American industry. He also found that fear of
incentive rate cuts and unemployment were two principal reasons for
restrictive practices. A majority of the management executives interviewed
declared that restriction, which had been important in their plants formerly,
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important tactic of workers who would seem to have recourse
through regular collective bargaining. It may be noted that this
conclusion seems a direct contradiction of the testimony of
Cooke and Murray who assert: *“ What was formerly referred
-to as ca’canny or soldiering by individuals has ceased to be an
important tactic of organized labor.” ® The contradiction is
. partly a difference in meaning given terms and in the degree of
restrictive quality visualized in each case, for these authors
agree that many workers continue to limit output with the idea
that it increases employment. They also note that incentive
rates, unless properly administered by management, often lead
to restricted output. -

Like most other labor policies this one has its origins in a
combination of ideas and purposes. In some instances limitation
is used to achieve a very specific purpose, e. g., to win an im-
portant grievance case or to prove that a rate or wage increase
is in order. ' : '

Case situation No. 21. At a flat glass products plant, the
" men in one department were charged by management with
a slow-down when their performance declined to a point where
they made only 15-16% bonus over base as against the pre-
‘vious 26-27%. The plant manager was much exercised and
accused the union of fostering the slow-down in violation
of the agreement, but the president of the local denied any
knowledge of the matter. The grievance was an intra-plant
differential between Klages machine operators and breakers
that had been hanging fire for some years and the union
wanted cleared up but the company would not grant. The
local president said of course the union was in on the fall off

had been overcome, usually by the introduction of incentive wage plans.
Mathewson’s investigation of these plants did not justify this confidence;
instead he was led to remark, “ That payment plans, designed as incentives
to increased production, should turn out to be incentives to restriction is
surprising.” His underlying impression was that management had given
little thought to labor’s role as a contributor to efficiency and that as a
result workers did not feel safe in giving their best efforts. -

8 0p. cit,, p. 63.
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in production although he “ played dumb ” about it to man-
agement. The union won its demands.

Case situation No. 6. Another interesting case was cited by
the president of the local at a large tire and rubber plant.
The case occurred in the early days of the union organization
and involved a group of over 200 girl heel trimmers. They
made a complaint about the condition of the compound saying
they could not make their normal B hour. The president was
at that time chairman of the department involved and worked,
on the case for about six weeks off and on. He was able to
prove the girls’ contention about the compound and inciden-
tally to catch a foreman in a bit of deception designed to
discredit the union. He succeeded in getting a 10% increase
in the standard. The girls then doublecrossed him by shooting
their B hour performance up to 100- 120 B’s. He said they
had completely fooled him by doing a uniform 70 B’s for six
weeks and keeping busy at it. He cited this as an example
of what a well organized group of workers can do. They
were the best organized bunch in the union, but not good
unionists, Management restudied the whole operation and the
final settlement placed an even lower B hour standard on the
operation than the girls had enjoyed prior to their 10%

increase. ,

For the most part workers look upon restriction of output as a
general preventive measure, the primary motive being to avoid
cuts in existing rates or lower future rates which might result
if present rates and standards were “ spoiled ” by high levels of
production and earnings.

Case situation No. 25. An experience of the workers in a
men'’s shoe plant may be cited as a typical illustration of what
may happen in this type of industry if workers are not on
guard. The men in this shop could make approximately 125
pairs of shoes a day without over-exertion, and piece rates
were set at this level. When small additional orders came in
the employer would point out that the increased work did not
justify the employment of additional workmen, but that the
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regular force could do it by increasing work-effort slightly.
In this way the work load was gradually increased as new
. orders came in. Each worker worked harder but was being
paid by the piece so felt rewarded for the effort. Suddenly
the employer came to the union with proof that the earnings
were out of line with the workers’ ““ day rate” or supposed
average earnings for the respective crafts. If the union re-
fused to sanction a rate cut, the employer went to arbitration
and usually won his case. In the end the workers’ earnings
were the same as they were prior to the increase in work load.

The former head of a machine shop local said restriction within
his group was so directly associated with dissatisfaction and
fears resulting from incentive wages that he thought the firm
would enjoy more production if it shifted to hourly rates. The
ever present worker suspicion of ruanagement intentions which
was referred to in the preceding chapter is itself a cause of re-
striction. Once acquired the conviction that management will
cut any rates pushed above a preordained figure is hard to
shake.

Case situation No. 26. In a radio parts plant a group of
punch press operators requested a wage increase. They were
on piece work and averaging 7oc an hour. A management
representative stated that these men had unquestionably been
pegging their production and should have been able to make
from 85¢ to $1.00 an hour. The men were told so but they
feared a rate cut if they raised their output. They had been
told by a previous plant manager that they could expect a cut
if they exceeded earnings of 70c an hour. The management
was willing only to transfer them from piece work to an
hourly rate of 73¢ an hour. The company is now obtaining
better production from these men on day work than it did
before. The union reports that the men now regret having
gone on to a day work basis.

- If output is not being pegged, the slightest suspicious action of
management may be enough to evoke the practice from a work-

ing group.
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Case situation No. 14. In the truck tire department of a
tire plant management put through a rate cut on a liner
operation, Of itself this change would have had an insignificant
effect on the men’s earnings, but they regarded it as an augury
and immediately limited their production and earnings to a
uniform $9.00 per day or 10% over base rates. They had
been making $12-14 per day. ,

Restriction may be directed only at “ speed artists ” and “ pace.
setters ” in which gase the limits imposed would apply to a few
exceptional workers only.

Case situation No. 8. A leather plant manager reported find-
ing a notice on a plant bulletin board, evidently put up by
mistake, that workers were not to earn more than $1.00 an
hour. On the basis of average earnings in this industry this
would be a limitation on the faster workers only.

But limits often are set at levels which affect the output of a
substantial proportion of workers in a group. In a few instances
where a Bedaux type plan or bonus arrangement is in effect the
union has used the fact that after a certain point earnings fail to
increase in proportion to production as an argument for limita-
tion and has tended to set limits at such points. Another consid-
eration which is important to workers who argue for restric-
tions is the idea that incentive wages tend to displace labor and
that pegging is a reasonable curb on that tendency. Union-
leaders also consider limitation an effective means of avoiding
much of the friction that is caused between individuals, groups,
or shifts by differences in earning rates and distribution of work
under incentive payment plans.

A local union leadership may disclaim all responsibility for
or knowledge of the practice; it may admit tacit approval but
no active support; in other cases it may openly admit restric-
tion to be union policy. Whatever the official union position in
a given case it is apparent that in general the spirit and disci- .
pline of union organization have facilitated exercise of the
policy. Most management representatives who were interviewed
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testified that their employees were limiting production to some
degree and many were highly critical; however, others were
neutral or sympathized with labor’s motives and said that they
do not object if production limits are not set too low.

. Case situation No. 27. A rather amusing instance of objec-
tion to a restrictive policy coming from an unusual quarter
was revealed at an automobile plant which does not have an
incentive system but in which some workers observe pro-
duction standards systematically. The shaft grinders in this
plant are able to complete their standard output in 7 to 714
hours whereupon they adjourn to the rest rooms for cards.
The union maintains this is not a case of loose standards but
the necessary pattern of this type of work. The company
objects to the practice, but the most vigorous objection has
come from some of the men’s wives because their husbands
have been losing so much money in the card games.

Case situation No. 7. The personnel director of one tire
plant links the local union’s restriction policy with the un-
usual amount of controversy over standards that has oc-
curred in this plant. He is willing to admit that the limit
set represents a good day’s work. What he particularly
objects to is that the workers are held to the maximum on
a daily rather than on a weekly or monthly average basis
which means that if a worker falls below his expected earnings
one day he cannot make it up by exceeding the limit the next
day. It is this rule, the personnel director claims, which
makes the men so fussy about standards. The same thing
shows up in connection with allowances. The company adds
a liberal lump sum allowance to all standards with the under-
standing that no special allowances are to be granted in
addition. On average this allowance is sufficient,. but under
special circumstances a worker may not be able to produce
his regular quota; just the same he is not permitted to make
it up the next day.

The point at which a limit is set or level of efficiency at which
incentive wages stimulate no additional effort and the arrange-



~ N i
RESTRICTION OF OUTPUT 115

ments under which restriction occurs vary greatly depending
upon the kind of industry or the particular plant situation in
which restriction is practiced. Workers or a local union may set
quite definite maximum limits on earnings or production by the
hour, day, or week as has been done for instance in many plants
in the leather, rubber, and automobile industries. Elsewhere,
an approximate average volume of output is observed as a day’s .
work by custom and usage, as in some centers in the shoe indus-
try. The practice may be imposed on the group by an aggressive
leadership or older workers or malcontents, and in larger plants
its occurrence is apt to vary from department to department and -
shift to shift depending upon group organization and the ser-
iousness of grievances. :

Case situation No. 28. The most thorough-going single case
of restrictive practice noted during this study was divulged
by an organizer concerning his own experience as a worker
in a mattress factory. In 1931 he was working in a depart-
ment of about 150 men making inner springs; the department
was on piece work and the men averaged about 49¢ an hour,
good pay for that time. The boss announced a 25% cut in
rates, at the same time giving a pep talk about how the men
by taking this cut and increasing their individual production
could increase the business of the firm and consequently their
own earnings. Not being organized the men could not fight
the cut, but at the lunch hour they talked the matter over and
decided that if their pay was cut they would reduce their
production. They had been doing 36 springs in a 12 hour
day or 3 per hour; they cut this to 32 a day. They maintained
the limit by a kitty system; each man was allowed to go 1c
an hour over the limit—anything made over that went into
the kitty. Every month or six weeks the department held a
celebration out of the proceeds of the kitty. As the union
organized, this department was able to gain successive wage
increases without increasing its output. The organizer stated
that when he left the plant for his present job the men in this
department were turning out 2 pieces an hour in an 8 hour -
day and were making over 7oc. The present limit is set at
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74¢ an hour and the kitty system is still maintained. As he
put it, this group reduced production 33% and increased
wages 50%. He attributed this achievement solely to the
discipline and esprit de corps of the men in this department

and to the fact that the policy was instituted early. Other

departments were not as well organized or began too late to
get the same results. This union representative concludes

. from this experience that restriction works to the interest of
~workers, contrary to the opposite contentions of employers,

and that the policy is effective in saving jobs.

Restriction tends to occur in industries where production is on
an individualized basis and the skill and speed of each worker

are

important determinants of his output. In such industries

‘restriction may be detected by observant management when
the output and.earnings of an individual or group of workers
remain at a stable level and noticeably umform over the course
of a day or several days.

Case situation No. 6. This case was described by the per-
sonnel director at a large tire and rubber plant to illustrate
the difficulty he was having in settling one standards dispute.
Operator A had been on this job for some weeks; B had been
on it only two days after returning to work from a long ill-
ness. Operator A was under the impression that an additional
allowance of about 12 B’s was coming to him, while B knew
nothing about it. The work curve of B is typical for a day’s
performance ; that of A is not.

Working Time Operator A ~ Operator B
1st hr. 11 tires 8 tires
2nd hr, 11 tires 14 tires
3rd hr, 8 tires 16 tires
4th hr. IT tires 15 tires
sth hr., 10 tires 14 tires
6th hr. 11 tires . v 6 tires

62=172 B’s per hr. 73=285B'sper hr.*
*On this job each tire has a value of approximately 7 B units. |

Each operator’s B hour performance is computed by multiplying the
total number of tires by 7 and dividing by 6.
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The clothing trades are an outstanding exception to the ten-
dency of restriction to occur where the capacity of each worker
largely governs his output, for garment workers seem to have
made very little systematic use of restrictive practices. In cer-
tain industries the character of the production process makes
individual limitation of output difficult; this is true, for instance,
of group operations on a conveyor system where the flow of
work is mechanically controlled. In such cases the union must
either submit its ideas as to appropriate speed or manpower
to negotiation or resort to deliberate and obvious slow-down.

A fairly common practice among workers which is related
to restriction but which may occur without continuous pro-
duction limitation is the custom of maintaining a backlog of
completed work that is not turned in. This practice, sometimes
called “ making hay,” is found in industries as divergent as
shoes and automotive parts. It is another protective device
designed to provide the individual worker with a reserve of
several hours of finished work, accumulated during a stretch
of easy or rush work, with which he can tide over a slack period.

Case situation No. 29. One automotive equipment manu-
facturer discovered this practice among his workers quite un-
intentionally when he closed down his plant for inventory and
found a considerable amount of finished production which
did not show on his records.

The despair of good unionists and the object of considerable
bitterness in situations where incentive rates have caused much
trouble is the exceptionally fast worker who is also an indivi-
dualist and insists upon setting his own pace. He is the one
who shows up the rest of the workers and who endangers
existing incentive rates in so doing. It is he who may make a
restrictive policy necessary and he is likely to create difficul-
ties by resisting that policy. Various means of enforcing a
policy of restriction are used whether the policy is backed by
the union or is being observed informally by a group of workers.
Generally, the fear of group disfavor is a sufficient deterrent,
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especially when the policy and the need for it are discussed at
union meetings and violators are subject to reprimand before
the body. Social disfavor, if conformity to certain standards
of output is a matter of genuine sentiment, can be a very power-
ful force. Workers who push their output above accepted levels
are referred to without further question as stooges, or as per-
sons who are trying to gain favor with the bosses, or who are
intimidated by them. In many instances groups of workers have
found it effective simply to refuse to work with an individual
whom they charged with “spoiling the job.” Discrimination
in the distribution of hard and easy work is another of the ways
in which a group can bring pressure to bear on one of its
members.

Case situation No. 30. Three girl workers in a glass plant
who had had to pay about $40 in back dues when the closed
shop came in were resentful and thought to embarrass the
union by producing well over the limit observed in the plant.
A union official was able to secure the cooperation of the
foreman in handling this case’in the interests of maintaining
unity of action and discipline within the union. The foreman
began feeding the most difficult work to these three girls until
they came into line.

In some cases the union imposes penalties for serious infrac-
tions, in the form of a brief suspension from work or a money
fine. An interesting arrangement is the “kitty” system en-
countered in a few cases. A limit on production or earnings by
the hour or by the day is agreed upon and workers forfeit any
_amount earned over the limit into a common fund or kitty.
This fund is expended periodically for a group function or
celebration. That less formal and more direct methods of en-
forcement are sometimes used is indicated by the statement of
a committeernan at one plant that if a worker persisted in
exceeding the limit established some of the boys would “ take
him out in the alley and beat hell out of him.”
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One of the problems in enforcing restriction is keeping a
check on violations. To get the requisite informatipn unions
frequently ask employers to post individual employee produc-
tion records, or seek access to payroll records,. or insist that
workers turn their own payslips in to the union office. Where
restriction is openly union policy the union often seeks manage-
ment cooperation in enforcement. The prevailing management
attitude, when it is not outright opposition, is that enforcement
is strictly a union matter. Nevertheless, unions often report that
foremen and lower supervision will lend them a hand on occa-
sion to keep a fast worker in line in the interest of harmonious
relations. In several cases covered by this study in the auto and
rubber industries management has recognized definite limits
to incentive earnings by agreement or at least has set up pro-
cedure by which limits can be enforced. The closed shop offers
a final means of enforcement through. management authority
which some unions would welcome in this connection.

Case situation No. 31. An illuminating example of restric-
tion in practice is furnished by a large auto parts plant in a
mid-western city where the wage method is an adaptation of
the Bedaux plan. Production limitation, called “B hour
control,” has been a troublesome policy question before the
local for some time. There seems to be general membership
agreement on the desirability of control; the questions and
differences are over the limits to be set and the mode of en-
forcement. Performance at’the rate of 125 B’s per hour
is considered by the workers to give a fair day’s work at this
plant. After some preliminary modifications of policy,
maximum production per worker was set at 5000 B’s per
week; this is an average of 125 B’s per hour but permits
workers falling behind for special reasons during the week
to speed up to make the weekly limit. A definite fine on
violations was voted at one special meeting devoted to the
question, but it was withdrawn at the next, The issue of
enforcement was then referred to the national office of the
union. " T
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Thus far in the discussion restriction has been treated as a
logical form of behavior motivated wholly by the economic and
organizational reasons which workers and union officials give
and which have been repeated here. In the main, such a treat-
ment is adequate but it needs to be supplemented by reference to
the nonrational factors involved. On this score the material of -
the Hawthorne studies ? is most helpful for the insight provided
by detailed observation and recording of the day-to-day work
habits of groups of workers in the shop. The investigators found
restriction of output to be very definitely a social practice as
well as an economic one. Associated with it was a very specific
concept of a “ day’s work "’ which was not at all in keeping with
the incentive plan in force but which apparently was not based
either on any clearly worked out calculation of proper work
load. This concept and the related control of production were
surrounded by such a cluster of beliefs about the work, antic-
ipations of the future, and interpersonal relationships it was
~obvious that they constituted a group standard of conduct. A
' variety of small devices was used within the group to maintain
uniformity of output. It was noted that the workers were
“ enormously preoccupied with quantity of output ” and always
knew where their daily production was in relation to the stand-
ard they set for themselves. This showing by the Hawthorne
studies that restriction of output by workers, whatever its econ-
omic origins, takes on the character of habits within the social
system of the shop checks with the evidence of the cases studied
in the present inquiry. In a number of bargaining situations
which were examined the restrictive policy appeared to be an
expression also of sheer ill-will or resentment felt by the work-
ers towards management although the resentment in turn was
¥ed by a combination of other differences and grievances.

Case situation No. 32. In the plant of one prominent auto
parts manufacturer production standards and the question
of worker efficiency have caused much mutual bitterness

9 Roethlisberger and Dixon, op. cit, p. 412 ff.
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almost since the plant abandoned piece work in 1935.
According to the management, production standards were
maintained for the next year and it was when the union
organized that productivity declined. In order to encour-
age the workers to greater effort the company instituted a
premium plan which pays workers a slight bonus when their
departments produce at better than 96% efficiency. At the
time of the visit to this plant only one department was earn-
ing any premium and others were substantially below the
company’s standard figures. Management representatives
blamed this poor showing principally upon politics and radical-
ism within the union ; it was also attributed to the racketeering
motive—the men were taking advantage of the fact that they
could make more out of overtime than from the premium.

There is another point to be made about restriction which is
seldom sufficiently stressed. It is that restriction of output is not
solely or peculiarly a labor phenomenon; in fact, labor has
merely emulated one of the most fundamental principles of busi-
ness enterprise. Veblen called attention to this principle and
described the profitability to the individual enterpriser of with-
holding efficiency and production in a capitalist economy.1®
Workers do not deal in terms of such conceptual parallels and
have not been able to make this point in their own defense. But
they are familiar with the actualities and consequences of manu-
facturers’ decisions to limit or halt production in order to pro-
tect the prices of their products. The type of thinking which is
responsible for the production and price policies of American
industry naturally carries over into the polxcxes of a large body
of industrial workers. -

The importance of the considerations voiced in the two pre-
ceding paragraphs is that they suggest the persistent quality
of restriction as a labor policy. So long as it remains a group
social practice and so long as workers are imbued with the
demand and supply pricing ideas of private enterprise, restric-

10 Thorstein Veblen, The Engineers and the Price System (B. W.
Huebsch, Inc., 1921), pp. 8, 9 f.
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‘tion will not be eradicated by wage guarantees and other
employer economic inducements. Mathewson made the point
in his 1931 study that up to that time the pace of technological
development in American industry had been so great and so
satisfactory that it had obscured the problem of restriction or at
least had enabled management to overlook it.!* What the rate
of technological progress in the future will be it is useless to
predict but that the pressure on industry to afford wage earners
a rising standard of living will be greater than ever before in
our history can hardly be questioned. Social legislation and a
large and powerful labor movement will insure that. Neither
management nor organized labor can afford to be complacent
about restriction as a continuing mode of conventional worker
behavior or about the causes of that behavior.

This naturally raises the question as to whether the war

period with its heightened tempo of work and its emphasis on
all-out production as a patriotic duty provides the galvanic
forces necessary to disrupt the habits and change the ways of
thinking which have sustained restriction in the past.
_ Something should be said at this point regarding the response
of labor to the call for record output and for the elimination of
all restrictions on maximum individual effort. Reference should
be made also to certain government activities which are de-
signed to stimulate productlon or which bear directly on this
problem. It would require an intensive first-hand survey to
obtain an accurate picture of the impact of full war status on
work habits in American factories. However, some of the fac-
tors that must be taken into consideration can at least be
suggested.

To begin with, it may be assumed that in the labor force of
the war industries there is an enormous reservoir of latent
productive power. In general it exists in two forms. One is as
a margin of unused physical and mental energy; another is as
a great wealth of ideas, suggestions, and intimate knowledge
of jobs, materials, and processes. The problem is how to com-

11 O0p. cit., pp. 154-155.
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mand this unused productive power and put it to work. There
is no way of estimating the additional production that might
be realized. Donald Nelson has asked for a 25% increase of
output on existing equipment but this would include an in-
crease due to more continuous use of equipment. Charles Slo-
combe, editor of Personnel Journal, states that restriction by
workers is generally considered to amount to 25%, although
on what evidence he does not indicate.}? The United Electrical,
Radio and Machine Workers Union, as already noted, proposed
to achieve a 15% increase; a production increase of this mag-
nitude would be an amazing accomplishment when it is con-
sidered that much of it would take place in large corporations .
reputed to be leading examples of modern industrial efficiency.
No definite figure can be more than a guess, but the scale of
these guesses is an indication of what is at stake for workers.
They are being asked to forego all restrictive practices which
hold output below what might be considered a reasonable level
in ordinary times and in addition to exert an extra effort. In
effect, that is, workers are being asked to forget for an indef-
inite period their concepts of a fair day’s work and to engage in
what is tantamount to a mass speed-up. From the point of view
of earnings one would think that hourly paid workers would
show the least enthusiasm for this program, for their wages
will not increase with production as in the case of incentive
wage workers, At the same time it is the workers who are paid
incentive wages that should be most alive, on the basis of their
past experience, to the hazards of wholesale departure from
existing work standards.

Case situation No. 3. In an airplane and automotive parts
plant where large army contracts had increased the volume
and regularity of work, a group of men on one operation were
able to jump their earnings on the old rates to $1.30-$1.40
an hour. The Personnel Manager claimed the jobs were
not worth more than $1.05 or so. But the company abided

12 Personnel Journal, XX (1942), 257.
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by its promise not to cut rates. However, the men became
apprehensive and began to slow down their rate of production
somewhat. The company needed production badly and told
the men to shoot for the moon and they would not be cut.
But management announced at the same time that when new
jobs were introduced the rates would be brought within
reason. When a new rate did go in and the men made only
around $1.12 they raised loud complaints. Some union
representatives questioned on the incident replied “ It is the
workers’ own fault for being suckers and falling for man-
agemerit’s bait.” - .

The most concrete evidence of what labor fears is to be found
in the conditions with which the United Electrical, Radio and
Machine Workers hedged its production increase offer.’® The
importance of the proposition made by this Union and of its
consequences, if it should be accepted by the companies con-
cerned, justifies quotation and brief discussion of the condi-
. tions which the Union demanded.

" In the first place, the entire proposal was predicated upon
agreement between each company entering into the plan and the
union “ that the rate of production output per man-hour as it
existed prior to Pearl Harbor shall be deemed the Normal -
Output.” In addition each company must agree to the following
conditions :

(3) The Company will discontinue for the duration of the -
war any downward changes of job values, piece prices,
and existing rates.

Such a blanket provision would insure that workers would be
paid for all increased output and would be almost the only way
of forestalling endless controversy over loose rates and inevit-
able employer attempts to keep earnings adjusted to precon-
ceived notions of job values. In the statement with which the
national officers of the Union accompanied the proposal they
said: “ At present extra production has the effect of raising

13 As advertised in the New York Times, March 25, 1942,
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the ‘normal’ against which incentive is figured. Thus an
' erﬁployée may hesitate to increase his output on the basis that
so doing will lift the normal and thus decrease his compen-
sation. . . In the opinion of well-informed union officials, such
a guarantee against lowering the rates will do more to increase
production than any other single step.” A reasonable employer
objection to an absolute ban on rate changes, however, would
be that it prevents adjustments for technical improvements
which are bound to be made during the war period quite apart
form worker contributions. .

(b) Day workers will be paid an increase in their hoﬁrly
earnings as a result of this increased effort equal to the
percentage received by incentive workers.

This is primarily to avoid discriminating against hourly work-
ers and to keep harmony within the labor force, but it would
also have the useful purpose of making it impossible for em-
ployers to use the unchanged hourly earnings as argument
in rescaling incentive rates,

- (¢) Prices and job values on new jobs shall continue to be
determined on the basis of normal effort. :
(d) The Normal Production records of employees as they
existed during the quarter prior to Pearl Harbor shall

be available to the Union for the record.

It is an obvious and essential corollary to condition (a) that
all new rates be set according to pre-war standards, otherwise
workers would have no real protection against rate cutting.
The difficulty in practice would be that many of the new jobs
coming up for rate setting will bear little similarity to peace
time operations and will be difficult to compare with them. As
the so-called ““ normal " production standards become more and
more fictitious in terms of the going levels of performance, it
would become increasingly hard to apply the old standards to
the new jobs.
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(e) After the War, the Company shall make no effort to
-cut prices or job values by reason of this super-normal
war effort by our people.

If the program is to be undertaken in good faith employers will
recognize the justice of this provision. Yet it must be admitted
in looking ahead that the interpretation of this provision
would certainly be a fruitful source of conflict. If after the war
the standard of individual efficiency returns to a level approxi-
mating the pre-war normal —and the expectation that such
a turning back could take place is one of the more questionable -
assumptions underlying the whole plan — even the most fair
minded -employer will have difficulty forgetting or leaving out
of account the productivity of which his employees were once
capable, and he will have even greater difficulty persuading his
management and lower supervision to disregard such consider-
ations in setting up job standards. Moreover, the employer who
agrees to this condition faces the prospect that the union will
* try to use it to ward off changes in job values and rates that
may be quite justified by job changes or technical improve-
ments. The final clause of the proposal is self-explanatory:

(f) Provisions of the existing agreement between Company
and the Union which govern time studies and adjustment
of rates shall apply after the war.

That a labor organization embarking on as momentous an
undertaking as a 15% increase in production solely through
an intensification of worker effort should require such exacting
conditions from employers is understandable. Even so one
might question whether the union leadership has weighed or
is fully cognizant of the possible consequences of such a pro-
gram. Nor could one condemn the industrialists concerned
for hesitating to accept the union offer.* The final consequences

14In the light of the union’s offer attention may be drawn to two
provisions of the national agreement signed between this union and the
Westinghouse Electric and Manufacturing Co., dated April 8, 1943. One
provision guarantees recorded time values for the duration of the war with
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for them cannot be predicted and they might be very costly.
Such a program is hardly one to be attempted in a single indus-
try alone; the probable discrepancy between the level of earnings
in this and other industries that would result and the differ-
ences that might arise between hourly paid and incentive
workers and between organized and unorganized workers are
some of the problems that employers would have to contemplate.
The central concept of normal output would be a sure source
of disagreement. A standard of normal as applied to individual
worker output is not a static quantity or measure as the plan
‘seems to assume, particularly not over a war period. New
machines and techniques will ‘continue to develop; the process
of job dilution will be pushed to the utmost. It is safe to pre-
dict that there are a great many jobs in the major manufac-
turing industries whose pre-war specifications will change
during the war and that there are few operations that will bear
the same relation to the finished product as before. By the same
~ token the concept of normal output will have'undergone a
change. The quality of physical effort, the relative proportions
of physical effort and rest, and the purely quantitative output
combining to make up the standard of a fair day’s work are
subject to constant change. C - \
These in brief outline are some of the xmphcatlons of a sub-
stantial acceleration of worker productivity for emergency pur-
poses and the safeguards which a particular union group feels
it must have before incurring the risks involved. In general,
it may be supposed that all workers who are covered by incen-
tive payment plans or who work according to strict production
standards will have similar forebodings. It is not surprising,
therefore, that provisions growing out of war production condi-
tions have appeared increasingly in union agreements. The

carefully guarded exceptions. This provision is quoted on page 128 of
the text following. The other provision referred to provides a bonus
plan for day workers geared to average incentive efficiency in each plant
but limited to a 30% earnings increase. The National War Labor Board
approved this plan with only slight modification on January 14, 1944.
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following clauses from the agreements of companies engaged
in war work may be cited as examples:

The management agrees with the Bargaining Committee to

extend the time of the guaranteed piece work and group

bonus prices until the end of the present National Emergency.

Prices on new work will be set in accordance with piece

work prices established before April 1, 1941. (United Auto-
mobile Workers—Bantam Bearings Corporation)

Recorded time values for hourly rated employees will not

be cut for the duration of the war except under the following

conditions:
(1) When a clenca.l error has been made in the deter-
mination of time value. i

" (2) When a change has been made which affects the time

-value of any portion of the job, and in that case there

may be a change in time value only in that portion of the

joh. The new time value set shall be on the basis

that the operator, with previous normal effort, shall be

able to earn his previous earned rate. (UERMWA—

Westmghouse)15

The governmental officials in charge of the production drive
have been aware of these fears and have sought to allay them.
Thus in his radio address on March 2, 1942,'® Donald Nelson
assured workers that the production drive “is no sly scheme
to speed up men and machines for profit’s sake.” He struck
at another traditional fear when he said, * let no man fear that
by putting more steam into his effort he’ll soon run out of
work.” At the same time, Nelson’s speeches contained the care-
fully expressed intimation that at least some within the labor
group have been used to working under wraps and that these
habits must be changed. Witness his statement, “ OQur enemy

15 The Appendix contains a fuller identification of the union agreements
quoted in these pages.

16 Reported in the New York Times, March 3, 1942.
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has suspended all the rules. We can’t fight by the book. For
that reason nothing can be allowed to delay production.”

As the scale of the effort continued to mount and the labor
supply problem intensified, the various governmental agencies
most directly concerned with war production exhibited an in-
creasingly explicit enthusiasm for the potentialities in incentive
methods.'™ This occurred despite President Roosevelt’s earlier
declaration at a press conference in April, 1942, that he was
strongly opposed to the piece work system in time of peace
and to its extension in time of war. He said that he believed
workers would produce to the limit of their capacities in the war
emergency without bonuses.®

The introduction and progressive effect of wartime anti-
inflation wage controls were a notable new element in the sit-
uation ‘so far as incentive methods and both government and
union policies were concerned. Briefly, incentive methods logked
less objectionable to unions as they became the last remaining
means of increasing earnings despite wage control. Workers
gave signs of recognizing this even before the real pinch of con-
trol began to be felt. For example, in the U. E. News of April
25, 1942, a story from a St. Louis local reporting recent nego-
tiations contained this statement : *“ In joining with the union to
push war production the Wagner Company agreed to a fixed
piece-work incentive rate for the duration of the war, and the
workers, most of whom work on incentive rates, accordingly
will enjoy a steady rise in wages as production increases.”
It was similar considerations, as indicated by the wording of
the following agreement clause, which prompted another local
union to agree to an incentive wage plan:

* 17 The joint management-labor council of fhe War Production Board
appointed a special sub-committee on incentives in April, 1943. This com-
mittee studied the problem of selecting an incentive plan to be applied in
the aircraft industry. It reported back to the joint council but no plan
was announced. The September 1943 issue of Fortune reported that a Wage
Incentive Victory Plan was worked out but was rejected by labor because
industry refused to go along with guarantees which it requested.

18 See the New York Times, April 8, 1942.
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The Union recognizes that the Company is in a highly com-
petitive field and that adjustments beyond a certain point will
work against the ability of the Company to obtain business.
Therefore in a sincere effort on the part of both the Company
and the Union to find a workable arrangement that will
produce an increase in wages to the employees, the parties
hereto have agreed upon a wage incentive plan which recog-
nizes the fact that increases in wages shall be paid from
increases in production. (United Automobile Workers —
Wolverine Tube Co.)

Another indication of the shift in labor sentiment appeared in
the June, 1942 issue of Labor Notes issued by the Labor Re-
* search Association. In a discussion of means of accelerating war
production, this organization recommended the adoption in
suitable cases of properly safeguarded incentive wage methods.
“ This type of wage or bonus system has nothing in common
with the old speed-up stretch-out system of former non-
union days.” It is worth nothing ‘as an additional sign of the
times that as a recommendation of payment by results the Asso-
ciation compared it favorably with the Stakhanovite system in
the Soviet Union,

The nation-wide program of wage stabilization which was
inaugurated by legislation in October, 1942, but which was
foreshadowed in earlier decisions of the National War Labor
Board in disputes between employers and workers over wages,
therefore, gave new impetus to the widening interest in wage
incentive methods which began with the earlier war production
drive. It has drawn the agencies of government into the picture
in unprecedented fashion and has compelled many unions to
reshape their previous thinking and to find ways of meeting
new problems. As the Federal agency charged both with the
wage stabilization function and the settlement of labor disputes,
the National War Labor Board has been exposed to most of
the aspects of the incentive problem touched on in this study.
A summary discussion of some of the Board’s problems and
some of the policies it has developed in relation to incentives
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should help to round out the treatment of incentive wage meth-
ods under the impact of the war.

In the course of its regular operation, the War Labor Board
is called upon to deal with incentive wage plans in two ways.
On one hand the several Regional War Labor Boards have been
presented with an increasing number of requests to approve a
variety of incentive plans which employers or employers and
unions jointly wish to introduce in plants or parts of plants
which previously have been on hourly rates. On the other
hand, the Boards must pass on various kinds of wage adjust-
ments or controversies involving plants which have established
incentive plans. In deciding cases of the first type the Boards
are concerned primarily with the numerous problems which
incentive payment raises for wage control. Cases of the second
type raise the wage control issue also, but they involve the
Boards as well in all manner of labor-relations questions con-
nected with incentive methods. The problem of first magnitude,
as seen from the point of view of wage control, has been the
series of questions associated with the introduction of incentive
methods into plants and industries where they have not been
used previously. In all, the War Labor Board received over
800 applications relating to the introduction of incentive plans
during the short period between April 8 and September - 30,
1943.

The War Labor Board, rather obviously, did not welcome
the necessity of becoming involved in one more area of contro-
versy and was slow in developing systematic policies for dealing
with incentive problems. For one thing, an unequivocal declar-
ation that new incentive plans required War Labor Board
approval was not issued and resulted in some confusion within
industrial management and in instances of incentive installa-
tions which had unstabilizing effects. It preferred to feel its way
on a case by case method, letting the Regional Boards make
their own cfecisions, but canvassing them for their experience
and recommendations. Considering the tri-partite character of
the Board and the controversial possibilities in incentive meth-
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ods, both economically and politically, no other course could
have been expected. However, the pressure of developments
became too insistent and it was imperative that some central
enunciation of policy on limited aspects of the problem be made.
Chairman William H. Davis was empowered to set up a com-
mittee to consider the whole problem and the staff of the
National Board was assigned the task of submitting findings
and recommendations.

On October 2, 1943 the National Board released two unani-
mous resolutions on incentive wage plans and the decision
and opinions of the Board in the Grumman Aircraft case.’®
. These constituted the first formal intimations by the National
Board to industry and labor, and to the Regional Boards as
well, of the policy it intended to follow in dealing with new
incentive proposals. In the two resolutions referred to, the
Board laid down a few general rules. In the first place, the
Board will consider only voluntary proposals by employers or
jointly by employers and unions where a recognized bargaining
representative exists in a plant. In keeping with this policy the
Board will not order the adoption of incentive plans in dispute
cases. In the second place, the Board served notice that in its
decisions on 'incentive proposals it would confine itself to the
general question of approvability under wage stabilization pol-
icy. Questions of technical details and suitability from a man-
agement viewpoint thus remain responsibilities of the applicants.
Thirdly, the Board announced that it would require periodic
review of any incentive plan it approved as a further precaution
against violation of stabilization principles.

These rules both clarified the Board’s policy and simplified
its task. They made clear its determination to remain free, so
far as possible, of the controversy over incentive methods
between unions and industrial management. By refusing to
take responsibility for the technical aspects of incentive pro-
posals the Board also saved itself and its staff what promised

19 Grumman Aircraft Engineering Corporation, Bethpage, Long Island
v(Case No. 13-285), September, 1943.
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to become an impossible bufden of work. Previous to this
decision several of the Regional Wage Stabilization Divisions
were, finding it an increasing problem to give any critical
analysis of the administrative and technical aspects of even the
best incentive plan proposals being received. At the same time,
they found many employers who looked hopefully on wage
incentives as a remedy for their labor supply problems and who
expected the Board staff to furnish a virtual management con-
sultant and engineering service selecting and adapting wage
methods and advising managements on their installation.?® It
is not to be thought, however, that in restricting its jurisdiction
to stabilization questions in connection with new incentive plans
the War Labor Board relieved itself completely of any need to
scrutinize the feasibility and the technical features of these plans
in specific cases. These matters cannot be divorced wholly from
the net effect of a plan on production costs and earnings.
The opinion written by George W. Taylor, Vice-Chairman of
the National Board, for the public in the Grumman Aircraft
Case together with the concurring opinion of the labor mem-
bers was the fullest statement of principles covering the in-
centive question yet to be issued by the Board and was eagerly
studied in its own Regional offices and by other interested
parties. In these opinions, the Board showed itself to be inter-
ested primarily in the general wage effect of new incentive
plans and the main opinion was written with the avowed pur-
pose of emphasizing the difficulties which surround the util-
ization of incentive methods. In general, Mr. Taylor’s opinion
seemed to reflect what may be termed a guarded majority
sentiment in favor of incentive plans under suitable circum-
stances. This is despite the labor members’ insistence that the
unanimous vote in the Grumman case did not betoken a declar-

20 As an interesting sidelight it may be mentioned that in order to meet
this situation in a few Regional offices relationships were being worked out
between Wage Stabilization Divisions of the Boards and local War Pro-
duction Board offices whereby representatives of the latter agency served
the Board as advisers on technical features of the incentive problems.
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ation of Board policy on incentive wage plans. It is well to note,
however, that the Board framed its approval clearly within the
conditions and peculiar urgencies of the war period and can be
taken as a policy declaration only with that important quali-
fication,

Mr. Taylor listed seven rules for the guidance of the Board
in its approach to new incentive plans. Besides reiterating the
conditions set forth in the two Board resolutions on this subject
discussed above, they relate entirely to enforcernent of stabili-
zation policies in connection with incentives. It was the labor
members whose opinion dealt with the particular fears and
concerns of labor which must be provided for when new incen-
tive plans are considered. They listed nine requirements they
. considered essential to the approvability of an incentive pro-
posal. These requirements stress the necessity not only of
having union approval of a plan but of labor-management co-
operation in developing it and of allowing free play to collective
bargaining in connection with changes in rates and standards
under a plan. Other points mentioned are the need for a guar-
antee of full employment under an incentive plan and the inclu-
sion of non-productive workers under any plant-wide incentive
proposal.

Actually, there was little that could be called new in the
precautionary rules enumerated either by Mr. Taylor or by the
labor members so far as the practice of the Regional Boards
on incentive applications was concerned. Certain of the Boards
have adopted and issued their own sets of rules or principles
for the guidance of parties wishing to install new incentive
plans or desiring information on the operation of plans under
wage stabilization. It is only natural, also, that there should
have been some differences in the policies followed by indi-
vidual Boards. In addition to exercising vigilance over the costs
and earnings aspects of such plans the Boards have shown a real
interest in suitable safeguards for the individual worker who
is to be placed upon an incentive basis. Many of the Boards
have realized that these safeguards must consist not only of
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specific guarantees attached to the plan itself but of recognized
bargaining privileges for the union.

The above discussion has dealt primarily with the War Labor
Board's approach on the general question of new incentive
plans. The Boards have had to deal with many of the same
problems in connection with voluntary applications requesting
changes in existing plans and in settling disputes in which one
or more features of existing plans have been issues. On the
whole, so far as can be judged from scattered decisions, the
Board has followed the general policy which is reflected in the
opinions in the Grumman case. In dispute situations, of course,
the Board has had to face much more sharply specific grievances
of workers against incentive methods and the necessity of mak-
ing decisions with respect to a variety of modifications, safe-
guards, and participation privileges which unions demand.
However, the National Board has not issued a clear-cut state-
ment setting forth in definite fashion the ‘powers and duties
of labor and management, respectively, under incentive wage
plans.

The large volume of new incentive plan proposals which
have been taken to the War Labor Board are an interesting
commentary on union policy in wartime. For the fact is that in
a significant number of cases local unions joined with em-
ployers in asking the War Labor Board to approve the intro-
duction of incentive schemes into plants or departments of
plants previously on hourly rates. This development can be
attributed almost entirely to the wage stabilization program it-
self. The great bulk of organized industrial workers had re-
ceived by early in 1943 all the general wage rate increases per-
mitted under the War Labor Board’s Little Steel Formula. But
the cost of living continued to rise above the 15 per cent rise
since January 1, 1941 which was the basis of the Board's Form-
ula. The worker was kept well informed of the progress of the
cost-of-living index by his union, but he needed little coaching,
for his own experiences as a consumer usually led him to the
belief that prices in his own community must be far ahead of
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the government indices. When, in spite of the rising index and
increasing labor complaint against the Little Steel Formula,
the Pre51dent issued his “ Hold the Line ” order in the Spring
of 1943-and the National War Labor Board and Economic
Stabilization Director gave evidence that they intended to hold
the line, the proponents of incentive wage methods within the
labor movement were able to make an increasingly persuasive
argument that some form of incentive system was the only way
in which workers could increase their earnings.

The incentive issue received considerable play in the labor
-press and at union conventions as a natural consequence of the
upswing ‘in the general interest and the search for ways to
increase earnings. Also the differences in viewpoint between
unions and within unions were more sharply drawn as the
issue arose in the form of immediate policy questions. There
were instances, for example, of local unions which joined with
employers in asking approval of incentive plans against the
bitter opposition of their own international organizations.
To what extent the differences reflected differences on basic
principle and to what extent they represented different war-
time political ‘programs within unions would be difficult to
discover. The American Federation of Labor placed itself on
record as opposed to widespread introduction of incentive
systems. The United Rubber Workers, which for several years
had adopted unanimous resolutions denouncing incentive wage
plans, failed to uphold such a declaration at its 1943 convention.
The United Electrical, Radio, and Machine Workers came out
in favor of incentive plans when properly applied and safe-
guarded and fully subject to collective bargaining.

The incentive question played its most prominent part in
union affairs in connection with the 1943 convention of the
United Automobile Workers-CIO. It appeared that the
question had become one of the larger issues between the two
principal factions contending for control of the organization.
The whole matter was given additional prominence by the pub-
licity attendant upon the demand of General Motors Corpora-
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tion, in negotiations for a new national contract with the UAW
-CIO in the Fall of 1943, that the union withdraw its opposi-
tion and give its support to incentive methods of pay in Cor-
poration plants where such methods would be appropriate.
The vote at the convention of the International Union in
October, 1943, was a clear victory for the policy of opposition
to incentives supported by the element in the organization
headed by Walter Reuther. Earlier in the same year the lead-
ership of this union had reason to show increasing concern
over its lack of an official policy on incentive systems and over
the tendency of a significant number of its local unions to vote.
for the adoption of incentive plans. A special committee was
created to report to the Executive Board which considered
the problem and adopted the policy that was communicated
to all locals of the UAW-CIO on April 1, 1943 by Secretary-
Treasurer Addes. This policy consisted -of a declaration of
opposition to the adoption of all incentive plans and a state-’
ment of “ Minimum Requirements for Approved Wage Incen-
tive Plans.” The latter statement did not forbid local union
action in acceptance of incentive payment systems but required
prior approval by local membership and by the International
Union. The April 1st communication from Mr. Addes just
referred to took some pains to deny press statements that the
Union’s position on incentive pay was a subject of factional
differences in the union. Nevertheless, prior to the convention, -
a number of applications for approval of new incentive plans
had been sent to the War Labor Board bearing the signature
of UAW-CIO locals, whereas the resolution adopted at the
convention was definite and unequivocal. It prohibited any local
union from joining in an agreement with an employer providing
for the introduction of an incentive system. Naturally, it was
questioned in some quarters whether this convention determ-
ination could prevent local unions from taking what some obvi-
ously regarded as the only course to additional earnings in the
face of wage stabilization. In fact, applications involving incen-
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tive proposals were received by the War Labor Board after the
convention which had UAW-CIO locals as signatories.

An article in Fortune for September, 1943, publicized the
experience of one local union of auto workers which appeared
satisfied with its decision to try an incentive plan. This plan
was introduced experimentally in the plant of the Murray
Corporation at Ecorse, Michigan as the result of cooperation
and mutual agreement between management and the local union
to provide a way to increase earnings within the stabilization
program. It is significant, however, that the union insisted
upon an earnings ceiling under the plan of 25 per cent over
standards. According to the Fortune report, workers who
participated directly under the plan averaged a 19 per cent
increase in earnings. Thus, it is not surprising that the new
agreement signed between the Corporation and the Union
in June, 1943, provided for the continuation of the incentive
plan.

The experience of the War Labor Board with wage incentive
plans in general tends to reinforce the conclusions which may
be drawn from the present study with regard to the use of
incentive methods as a broad, emergency-period instrument
for stepping up production. In the first place, there is no ques-
tion that a good incentive plan, soundly operated, can stimulate
production. Secondly, however, an incentive plan installation

_ in itself is no guarantee of increased output and can have the

opposite effect by causing workefs to intensify restrictive ten-
dencies or by arousing enmity and ill-feeling. Thirdly, for the
reason just- cited, employers and the responsible agencies of
government would be well advised to precede specific incentive
proposals by careful investigation of each plant situation. Most
companies. engaged on war contracts already make or have
made at some time considerable use of incentive forms of pay-
ment. Among those which do not use incentives there are some
whose production problems and methods are not well suited to
incentive methods and others that could not expect to benefit

21 % More Pay — More Production”, Fortune, vol. XXVIII, No. 3.
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from such methods because of recent unfavorable experience or
because good management is already achieving close to opti-
mum production. Fourthly, the introduction of incentive meth-
ods should have the sanction of the local union wherever organ-
ization exists. Furthermore, the union should be encouraged to
participate to the fullest extent in establishing the new wage
system and in the determination of rates and standards. If direct
sharing in rate setting is either not practicable or not desired
by the union, it should be granted full rights in taking up by
negotiation any worker objections and dissatisfactions. Such -
union participation should embrace a well defined procedure for
making adjustments in rates or standards when changes in pro-
ducts, equipment, organization, etc., make them necessary. It
is especially important, when incentive methods are employed
so obviously to speed up workers, that they should be fully
informed and should be actively cooperating in the program
and that the union should possess such real controls over the
situation that the workers can produce in record volume with
full confidence in their security.

One aspect of the government program for increased pro-
duction which is due for criticism is the role which has been
allotted to the unions. There has been no convincing evidence
that the war production authorities have been committed to
a clear-cut policy on the question of union participation in the
production drive. Rather it would seem that the government
objective of obtaining a release of labor’s reserve margin of
productive power is somewhat at odds, so far as it means real
labor participation, with the official desire not to alienate
employers or to further labor control in industry. A well pub-
licized early feature of the production drive was the holding
of promotional conferences between labor and management
groups in key cities and the formation of labor-management
production committees in individual companies and plants.
Mr. Nelson’s speeches, government spokesmen at the pre-.
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liminary conferences, and the Official Plan Book?? of the drive
all emphasized that increasing war production was to be a joint
effort and the Plan Book outlined various courses of action
to be administered jointly by the local committees and designed
to give labor a sense of participation. However, the sense of
participation is not created alone by skillful publicity or by
joint committees. If making suggestions for cutting scrap waste
and for improving the operations of machines are proper contri-
butions from workers and their representatives it is difficult
to explain to them why they should have nothing to say about
larger questions of management policy, conversion of industry,
or expanding production through pooling of resources and
equipment. The production drive did not live up to its pos-
sibilities in the crucial matter of participation. The fact that an
outstanding public relations man was put in charge of the
program at an early stage emphasized the resemblance of the
drive to a typical high-pressure advertising campaign. War
Production Board representatives hastened to quiet the mis-
givings expressed by prominent industrial leaders that coopera-
tion would admit labor into management. They pointed out that
the program was purely a production drive and was not a means
of extending labor’s control. The magazine Business Week
stated that the intent of the War Production Board in spon-
soring labor-management committees was “1) to sell the
scheme to labor, avoiding the stretch-out label, and 2) divert
the unions from their demand for a bigger voice in the man-
agement of industry to what Nelson considers their proper
role—¢stimulation of the industrial worker to greater efforts.” **
It is indicative of the extent to which the production drive
organization was set up in the local plants without a solid
foundation in union-management relations that such a large
proportion of the labor-management committees were estab-
lished in plants which had no recognized bargaining agent.

22 “ Official Plan Book,” issued by Production Drive Headquarters, War
Production Board, Wash., D. C., Feb. 28, 1942.

23 Business Week, No. 654, March 14, 1942, P. 5.
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The changes whlch have characterized the organization and
composition of the Labor Division and the War Production
Drive Headquarters in the War Production Board in Wash-
ington are illustrative of the indecision and compromise which
have marked public policy with respect to genuine labor repre-
sentation. The War Production Drive Headquarters was first
established under the direction of a man with a public rela-
tions background and it was not made responsible to the Labor
Production Division. Early in 1943 a move towards greater
representation was made when the Production Drive was placed
under the direction of a Policy Committee of five. The Chair-
man and two others were drawn from industry and the remain-
ing two were representatives of the CIO and AFL, respectively,
However, the Committee remained virtually inactive through-
out its existence. The third change occurred in June, 1943,
when two labor Vice-Chairmen were appointed to the WPB,
one to head up manpower activities and the other the Office of
Labor Production, successor to the Labor Production Di-
vision. The Policy Committee was abolished and the War
Production Drive Division was placed under a Director Gen-
eral who was again a public relations man. Significantly
enough, the War Production Drive Division was still given
independent status in the WPB rather than being made respon-
sible to the Office of Labor Production. However, a labor-
management council was established to advise the WPB
Chairman on policy matters and it was assumed that through
coodination and clearance the general strengthening of labor
representation throughout the WPB would affect the Dr1ve
Division as well.

It is not unexpected that the War Production Board should
follow a compromise policy in the matter of labor participation.
And it is fair to say that, aided by the workers’ own sense of
urgency, the production program has certainly been a measur-
able influence to the good. But it probably has not tapped the
productive resources of labor as would a. courageous and
pioneering policy bent on giving labor a major voice in the
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program. Robert S. Lynd issued a useful reminder in a mag-
azine article** that American workers are not inert and that
they like to identify themselves with movements and are eager
for group participation that makes demands of them. *“ They
need nd persuasion,” he says ‘‘to participate in things — if
given a chance to do something that seems like genuine sense
to them. But the sense must be theirs, not Washington’s or just
the employer’s.” '

In summary, the war period unquestionably has wrought
some changes in the normal performance of industrial labor,
particularly where the “manpower shortages have been felt
most keenly. It is inevitable that many local unions which pre-
viously encouraged or countenanced restrictive practices have

- found it desirable to modify these and that other unions have
come to look with favor on incentive plans. In other words, it
is the artificial, consciously imposed, and overtly enforced
limits on output that are most easily and naturally relaxed.
Doubtless there have been changes in the attitudes and work
habits of individual workers as well. At the same time one may
venture -the guess that where restriction exists simply as a
matter of customary levels of production and habitual failure
to achieve optimum efficiency changes have been slow and
unimpressive. Furthermore, old ways and attitudes will be
resumed quickly as soon as workers feel they are necessary.?®

24 R. S. Lynd, “ Not That Way, Mr. Nelson,” The Nation, April 4, 1942.

25 It is interesting to note from discussions appearing in British journals
and press that restriction apparently has not been abandoned entirely by
British workers in the midst of their war effort. The New Statesman and
Nation of January 10 and 17, 1942 commented on two articles appearing
in the London Times entitled “Brakes on Production” which listed as
one of the factors keeping war production_40% below capacity the fear of
workers on piece rates that increased speed on their part would result in
rate cuts. In a letter to the Times a prominent employer representative
protested that rate cuts were forbidden by union agreements. However, as
the Statesman pointed out, another employer letter writer who “deplored”
excessive piece rates let the cat out of the bag when he stated, “It may
not always be possible to reduce the rates paid, but other solutions can
be found ; for example, suspending work on a particular article and arranging
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Union attitudes on the question of efficiency. Because they
always have been the losers from fluctuating employment
workers have naturally been on the defensive in their approach
to incentive wage questions as exemplified by the restrictive
policies which have been discussed. As a result unions are
frequently accused of taking a negative attitude towards if not
actually obstructing industrial efficiency.

Case situation No. 33. An investigator frequently - hears
stories on the order of this incident related by the manage-
ment of a firm making children’s shoes in New York City.
This firm decided to produce a kind of shoe new to its line.

Piece rates were set on the basis of productlon consisting of
the larger sizes of this line. When the firm switched to pro-
duction of the smaller sizes, the union demanded the same..
rates as before. The firm took it to arbitration and won.

Despite this verdict, the workers managed so to obstruct
production of this line that the firm preferred to abandon it
at a cost of $15,000 rather than make a fight. It may be
added that union representatives will match such stories with
their own examples of cases in which the union has made
concessions on piece rates to help management secure con-
tracts, get a new line started, or stave off failure.

From the point of view of unions the problems raised by incen-
tive methods are very similar to those raised by technological
change. In either case the official position of almost any union
is that it does not want to block progress but that it will attempt
to keep the burden of change and accompanying adjustments
from falling on the workers. More specifically as to incentive
plans, unions contend that too often they have increased pro-
duction per worker by exploiting his desire for higher income
at the expense of his health, safety, comfort and the quality
of his work and that this is not true efficiency. Unemployment
resulting from incentive methods also has served to obscure.
considerations of efficiency for workers. .

for its manufacture with a contractor who is free to fix piece rates on a
fresh basis.” Recent issues of The London Ecomomist have reported in-
creasing use of payment-by-results wage systems in British industry.
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At the same time, most union officers are aware of the
necessity of keeping their plants competitive. In urgent cases
unions have bowed to this necessity by accepting a change from
an hourly to an incentive basis of pay, and where hourly rates
remain in effect many cooperate in seeing that production stand-
ards are maintained. Nevertheless it is true that problems of
production and efficiency do not hold the main attention of
organized labor, Usually, it is only where these problems are
forced on unions by threatened loss of wage standards or
. employment that they take a positive interest in them; it is
under such circumstances that unions have accepted or actively
promoted efficiency programs in the hosiery and garment indus-
tries. For instance, the garment unions have contended for
many years that one reason garment manufacturers tolerate
inefficient productive processes is that piece work assures them
a fixed labor cost per unit regardless of the volume of output,
thus throwing the cost of inefficiency onto the workers them-
selves. It was partly in recognition of this fact that the Inter-
national Ladies Garment Workers Union promoted its
efficiency drive and demanded certain specific undertakings
from employers with regard to the improvement of standards
of efficiency in the New York dress industry. A critical econo-
mic_situation also has provided the impetus for nearly every
one of the United Steelworkers’ union-management coopera-
tion ventures in production problems. In these situations labor’s
contributions have been substantial and unique and have re-
vealed that workers have a large fund of intimate knowledge
about the processes of production in their own industries which
can be used to great.advantage by managements. It has been
shown also that genuine union-management cooperation brings
forth a notable response in worker interest and effort and that
industrial relations benefit proportionately. It is under con-
ditions which obtain in one of these collaborations that a group
of workers is willing to take part in an increase of productivity
which they would brand a speed-up if it were imposed by man-
agement alone under ordinary conditions. -
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Labor contributions to efficiency are not limited to the more
outstanding examples of cooperative action. The present inves-
tigation revealed how constantly union committees, in the
course of negotiations over grievances, particularly in connec-
tion with incentive rate or standards problems, contribute prac-
tical and valuable ideas on the reduction of scrap loss, on plant
layout, and on production methods and processes. However,
regular provision for the direct consideration of such problems
is still the exception in the bargaining relations of most man-
ufacturing firms.



CHAPTER V

EXTENT AND NATURE OF UNION
PARTICIPATION

It is evident from the preceding discussion that no matter
how widely organized labor differs within itself on its policies
towards incentive wage methods there is fundamental agree-
ment on the principle that these methods must be subject to
some. control by labor through collective bargaining. The
workers in an electrical apparatus plant who would like to elim-
inate or modify the complex point system by which they are
paid and the piece workers in a men’s clothing shop who are
quite satisfied to be paid by the piece are likely to have had quite
different experiences with their respective wage systems, but
they are united as to the necessity of having a voice in the deter-
mination of the conditions which govern their earnngs. The
question is what this rather general aim means to individual
unions in actual practice, It was the concern of the field study
which forms the basis of this report to discover what types of
participation selected local unions have worked out and in what
form they have been exercising control. For some of the newer
unions the working out of incentive wage problems through
collective bargaining has meant a certain amount of breaking
new ground. For, as was pointed out earlier,! the negotiation of
questions having to do with ordinary wage increases, or over-
time, or seniority is not necessarily preparation either as to con-
tent or bargaining procedure for the type of continuous inter-
change that must take place between management and union
representatives when they are setting incentive rates and stand-
ards or dealing with grievances over rates and time study.

The words, “participation” and “control,” will appear fre-
quently-in this discussion for want of other and better terms
to describe the particular union activities and relationships that

1 See discussion in Chapter II, p. 31.
146
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are involved, and some clarification of their meanings is in
order. The degree and kind of authority which a local union
is able to exert over incentive wage policies and methods in a
plant can seldom be defined to a nicety; that granted to it by
agreement it may not be able to exercise in practice and it is
likely to be a fluctuating quantity in any case. Properly speak-
ing, the term, participation, should apply only to those activities
of unions which consist in taking some actual part with man-
agement in the processes of wage determination and not to the
mere taking of exceptions through grievance negotiations nor
even to the steps unions take to delimit management authority
or to influence its decisions. However, the fact is that when
collective bargaining becomes a part of the process of wage
determination all measures taken by unions for the protection
and benefit of workers are in effect a form of participation. In
the same way, control may be defined in a strict sense so that
it means something other and more than participation, but so
far as incentive payment is concerned some measure of con-
trol is the purpose of most union participation. Therefore, in
this exposition, it will be convenient to use participation in a
broad sense to mean any procedure by which a union is able
to wield any influence over management with respect to incen-
tive matters, including effective negotiation of grievances
involving such issues. Likewise, the word control may be used
to refer to any degree of influence no matter how slight which
a local union is able to achieve over management decision.
Worried employers have often leapt to the false conclusion that
unions mean only one thing by control—absolute and unopposed
worker dictation of methods, rates, and standards. In reality,
therefore, the terms participation and control as employed in
this context are roughly synonymous and refer to the nature
and quality of a whole union-management relationship as much
as to any independent power of decision belonging to unions
alone. . ,

One of the questions to be answered by this investigation
was whether participation by unions is ever carried to the point
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of full labor co-partnership in wage administration or whether
there is any observable tendency for it to develop. Field visits
and a check of available written sources have revealed no exist-
ing example of complete union participation in scientific man-
agement activities,? and interviews with national and local union
representatives present convincing evidence that unions are not
seeking and do not wish this type of direct and full participation.
In fact, employers would be surprised to know how many local
union groups do not want and have actually refused further
direct participation in management rate-setting activities than

- they now have. They realize, to begin with, that they do not
have the resources to match industry in the trained personnel
necessary. Job study and rate setting are time consuming proce-
dures. One union representative in a rubber plant told of spend-
ing two months outside his working hours investigating a cal-
endar operation just to discover that certain figures for machine
times developed by management were in error. Besides, few
managements are willing to recognize the average union repre-
sentative as being qualified to criticize the work of their
personnel.

Case situation No. 6. The following story from a union’s
experience in a large tire plant illustrates some of the ordin-
ary disadvantages under which a union time study delegate
must operate. A mechanical tread applier was installed in one
of the tire rooms and necessitated a complete restudy of the
particular job. Management worked out a new standard and
posted it but the men did not protest it until the job went into
operation. Their claim then was that they had to work too
hard for their accustomed B hour performance. The company
recheck confirmed the standard, so the union time study repre-
sentative instituted his own check. He had trouble at first

2 The earlier and now defunct experiments in fairly complete cooperation
based on scientific management principles were the Pequot or Naumkeag
case and the Cleveland garment industry experiment. Both experiences are
summarized in Slichter, Union Policies and Industrial Management, op. cit.
See Ch. XVIII and Ch., XIV, respectively. .
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getting the standard practice breakdown or specifications on
the new job; he finally did so by registering a strong protest
and going over the heads of lower supervision. He then made
a 6 hour time study of the job from which it took him an-
other 7 hours to recapitulate and calculate his B values. His
figures on observed times were practically in agreement with
those of the company time study man but the final B value
was set at 7.1 by the union representative as against 6.1 by
the company analyst. The difference could be traced almost
entirely to a difference in speed rating and could be narrowed
down further to several major elements in the job. But how
was the matter to be settled then? The difference was largely
one of judgment, and management argued, with considerable
justice, that the union representative lacked the requisite
training and experience.

Also, many union leaders feel that cooperation on this level is
very apt to take-a union outside its province with resultant
difficulties and dangers. Just as soon as they begin to share
responsibility for rates and standards, a union committee and
officers expose themselves to almost inevitable suspicion, crit-
icism, and disagreement from the membership. Regardless of
other considerations, of course, there is strong opposition any-
way to the direct type of union participation which springs from
the traditional prejudice of workers against scientific manage--
ment itself. Unions and individual leaders who have tried it
have found it extremely hard to take the broad view of plant
production problems and to consider impartially the merits of
particular wage questions and at the same time successfully
minister to the demands and interests of one party to every
issue.® ‘ '

3 The experience of the union in the familiar Naumkeag experiment in
cooperation is a case in point. See R. C. Nyman, Union Mancgement
Cooperation in the * Stretch-Out” (New Haven: Yale University Press,
1934). In Technology and Labor, Yale University Press, New Haven,
1939, Prof. E. D. Smith argues cogently that such a dual role on the

part of unions is not workable on a long run basis. It may be noted
too that Sumner Slichter, after reviewing the Naumkeag experiment in
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Case situation No. 24. Commenting on this problem the
president of a powerful local of auto workers stated emphatic-
ally that if a union wants to be admitted to joint determination
of incentive wages the leadership must be prepared to be hon-
est and reasonable. He admitted that this is sometimes hard
for the committeeman of a vociferous group of men, especially
if he comes up for election soon. In this connection he recalled
that he had gone in on timing disputes a couple of times at
one plant when a committeeman felt unable to handle the
matter. One time he checked a rate, found it satisfactory, and
told the men to get to work on it; he said he was reviled,
threatened, and assured that he would be replaced at the next
election. Shortly thereafter the men were making good money
and all was serene. This official also made the point that
employers are almost certain to find trouble by refusing to
admit unions to real responsibility in the matter of rates, for
in the face of such refusal unions will fight for all they can
get by hook or crook.

This merges info the question which was discussed in an earlier
chapter :* Is there a basic ideological incompatibility between
unionism and modern management ? It is not necessary to settle
that controversy to recognize the great practical hazards which
confront any union that tries to function in a dual capacity.
It was interesting to observe the concern with which officials
of one national union viewed the readiness of a small manufac-
turer to embrace cooperation by turning over to the union an
undue share of his managerial responsibilities. The union insis-
ted that he at least reassume final authority over hiring and
firing. As one official put it, “ We want cooperation, not opera-
tion.” For one reason or another, then, unions in general pre-
fer to play the role of challenger and critic, rather than partici-
pant, in relation to scientific management methods. Workers
his book, concludes that unions should let management assume the primary

responsibility for determining job standards and confine themselves to critic-
ism. Union Policies and Industrial Management, op. cit., p. 559.

4 See Chapter III, pp. 67-79.
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point out that they do not need to see that every rate and stand-
ard is correctly determined; they are adequately protected if
they have the right to question, investigate, and negotiate any
rate or standard that apears to be unsatisfactory.

Case situation No. 6. Thus one finds that a large rubber and
tire plant local which has taken the initiative in giving some
of its members technical training necessary to deal with super-
vision on incentive wage questions has altered its original con-
ception of the kind of participation it wants. It once asked
for the right to approve all new or changed rates and stand-
ards. The officers now state that they would not want this
authority and responsibility if they could have it. Nor does
this local desire joint time study as a matter of regular
procedure. '

This conclusion seems to lend support to the common assump-
tion that participation by organized labor in management activ-
ities is never an end in itself but a means to the accomplishment
of other purposes. In the case of incentive wage methods it
would mean that where labor participates it does so solely to
maintain fair principles in the application of those methods
and that where, and so long as, a management’s policies are fair
the union ceases to have reason for participating. The current
policies of most labor groups certainly appear to sustain this
view, but there is another aspect to worker participation of
which most employers and union leadership do not seem fully
aware. It shows up in such human relations studies as the
Western Electric experiments previously alluded to in this
report. It shows up also in the comparatively few cases where
genuine union-managément cooperation on production prob-
lems has occurred, where individual worker effort and results
have leapt upward at a rate which the workers would not
tolerate under other auspices. This less obvious product of
worker participation, the sense of participation itself, makes it
desirable regardless of what it achieves in control over manage-
ment. It can satisfy a desire in workers for self-expresion, for
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social function that commonly has no outlet in the modern in-
dustrial job. This aspect of industrial relations is beginning to
receive some realistic attention from forward-looking personnel
and management people and from such unions as the United
Steelworkers. A strong plea for greater labor participation is
made by Golden and Ruttenberg in their book on industrial
democracy.® Their advocacy is based on the need for improve-
‘ment and control of management practice and on the benefits
to be derived in democratic self-expression by workers. Their
conclusions as to the principles of wage determination are: * 1)
Participation is a constructive and positive undertaking” and
to be successful must be based on union security; “ 2) Greater
results in production and earnings are achieved when wages
are set, jobs are evaluated, and work standards are determined
jointly by management and workers through collective bar-
gaining than when management does these things solely and
arbitrarily.” '

When one recalls that the pre-depression period saw quite a
series of experiments in union-management cooperation includ-
ing some 'in which the cooperation of workers in scientific
management methods was enlisted,” he is tempted to speculate
as to why these relationships did not persist and as to the nature
of the participation that was achieved. Some were terminated
pretty clearly by conditions of economic decline and depression.

50p. cit,, p. 187; Chapters VIII & IX contain many illustrations with
which they document their arguments. See especially the -report on one case
by the union representative in charge, pp. 175-178.

6 The recent report of a committee of the National Research Council
contains a section on “ Self Expression in Industry” which supports similar
conclusions. See Fatigue of Workers, op. cit., p. 108. As a matter of fact,
recognition of the inadequacy of financial incentives and of the need for other
measures is not new. See, for example, Helen Marot’s article,” “ Production
and Preservation of Initiative,” in The Annals (Vol. o1, 1920), in which
labor participation in management decisions was urged as a means of arous-
ing the “creative impulse” in workers. What is new is the existence of
strongly established industrial unions capable of giving reality to such
participation.

7 See the group of cases summarized by Spencer Miller, Jr., 0p. cit.
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In other cases, the collaboration was definitely occasioned by
economic problems facing an enterprise or a market and once
they were surmounted and the activating leadership passed on
to other things, the relationship ceased to have meaning. Still
other cooperative programs seemed to be expressions of welfare
capitalism or advanced personnel policy on the part of certain
progressive employers. In any case it would appear that in many
instances management took the initiative and assumed responsi-
bility for pushing the program.® To the extent that this was
so one wonders how genuine worker or union participation ever
became and to what extent it constituted a real outlet for the
worker desire for self-expression and self-determination. If
something was lacking on this score in several of these experi-
ments it perhaps helps explain why they did not have greater
staying power. The same questions can be applied to the war
program of labor-management cooperation developed to facil-
itate the production drive. It is not possible to judge as yet
whether the joint committees which have been set up for special
reasons will be sustained later by an interest on the part of labor
that is rooted in a real sense of participation and the knowledge
that new lines of action are open or whether the motive power
is only government promotion and the enthusiasm temporarily

energizing all parties to the war effort. '

A well-known management engineer has suggested another ‘
sort of reason why organized labor should have direct, genuine
participation in incentive wage determination. He considers
participation in the form it usually takes — review and ap-
proval or protest of management-determined rates and stand-
ards — quite unsatisfactory. It too often reduces itself to
“horse-trading ” without reference to factual data; and it
usually means that the union lacks the necessary information

8 Mary Gilson’s account, in her What’s Past is Prologue (New York:
Harper & Bros., 1940), of the experiments in scientific management at the
Joseph & Feiss Co. of Cleveland certainly gives the impression that, enlight-
ened as were the efforts to stimulate worker partxc:patxon, the impetus
and drive came from management.
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and understanding. He recommends that representatives of
the workers take part in the actual rate setting but that they
be regular members of the plant’s standards department and
thoroughly trained for the work?® It is noteworthy that a
management authority should advocate a much fuller degree
of labor participation in rate setting than is visualized in the
policies of most unions.

There are many examples in the organized portions of the
so-called piece work industries of full union participation in
the setting of all rates prior to their application. In these in-
dustries, such as clothing, shoes, and.hosiery, although the
process of rate setting is a continuous one, it usually is not
complicated by scientific techniques so that the union partici-
. pation is not of the type visualized in the preceding discussion.

There are occasional instances also of an unusual degree of
‘union participation in particular phases of management’s con-
duct of wage matters. In two small steel companies the local
unions participated directly in the job study preliminary to the
_introduction of incentive systems; in other cases locals have
taken part in job evaluation and setting up wage classifications;
locals in several industries have had their own time study
representatives who take part in job study on a more or less
irregular basis. These and others to be discussed in greater
detail are examples of participation that are exceptional in the
initiative, responsibility, and degree of control which they allow
the representatives of the workers. Nevertheless, in no sense
do any of these arrangements place a union in a role of author-
ity and responsibility to equal that of management as regards
the whole process of wage determination. Not only does the
authority of the union remain subordinate but it continues to
look upon its unusual bargaining privileges as protective and
remedial in character, not as collaborative.
This is partial answer to a second general question to be
raised about the nature of union participation: Is there evi-

9 Phil Carroll, Jr, “One View of Labor’s Participation in Time and
Motion Study,” Advanced Management, VI (1941), 75. .
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dence that any phase of wage administration activity may
come to be handled jointly between union and management on
a non-controversial plane? The possibility is suggested by the
contention of certain management experts that modern time
study is a process of factual measurement which should not be
subjected to bargaining. The possibility is suggested also by
the principle observed in those plant situations where there is
union-management cooperation on production problems; the
common rule in these cases is that the joint conferences on
technical plant problems be restricted to the business at hand
with grievances and ordinary personnel problems strictly ex-
cluded and treated in separate negotiations. The plant situa-
tions investigated for this study indicate that there is no notice-
able tendency on the part of labor to separate incentive pay-.
ment and related methods and treat them differently from
other bargaining problems. In fact, time study, incentive plans,
and similar management activities are still very much in the
realm of major grievances so far as unions are concerned and
there would appear to be little likelihood of their being viewed
in any other light in the near future. This means that most
of the questions raised by incentive plans and job study are
issues and differences to be bargained rather than quantitative
problems to be settled by mutual determination of certain ob-
jective facts.’® It may be repeated, therefore, that when the
term participation is used in this discussion to refer to the role
of unions in incentive wage determination it does not carry the
connotation of a partner having an equal interest in the judicial
use of scientific method. The significant fact about union poli-
cies in this sphere is that unions seek participation almost in-
variably for the purpose of taking issue with management and

10 No one has exploded more effectively than R. F. Hoxie the claims
made for scientific management methods that they eliminate the need for
human judgment and for collective bargaining in determining objective
facts about work standards and labor performance. See, for example, his
chapter on “ Scientific Management and Labor Welfare,” Trade Unionism
in the United States (New York: D, Appleton & Co., 1017), pp. 296-325.
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seek only that degree of control that is necessary to make their
point of view effective.

Most management representatives who were questioned
agreed that grievances brought up for negotiation by the work-
ers or the union are usually stated as unprecise objections or
broad claims and rarely in the specific terms of element times,
speed or effort rating, and like technical details of rate setting
or job valuation.

Case situation No. 33. The attitude of many union officials
seems to resemble that of the.committeeman at a large steel
mill who spoke rather ruefully of supervision’s technical
knowledge of precedents and agreement interpretations in
handling grievance cases. He recalled one superintendent who
gave him trouble because he based his position in disputes on
technicalities. Finally, the committeeman said to him, *“ Look
here, let’s forget the technicalities and talk steel worker’s
talk.” This unionist claimed that he gets results with this
superintendent who now resorts to technicalities only when
hard pressed.

If discussion is held at the technical level if is at the insistence
of management and usually is not successfully confined to
technical considerations even then. The employer who would
"keep the peace must supplement his scientific management
techniques with a readiness to compromise.

Case situation No. 34. The type of management approach
that seems to be called for is well illustrated by an incident
that occurred at a large auto parts plant. A simplifying engi-
neering change was made on an assembly job and the exact
value of the eliminated element—17 points—was subtracted
from the standard. The workers, through their committee-
man, immediately protested vigorously that it was too tight.
The plant manager pointed out that they had been turning
out 140 B’s an hour previously, with 125 B’s the average
output, so he had a clear cut case. He told the committeeman
that he had him but because he knew the latter had stuck his
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neck out with promises to the workers he would grant him
2 points. They finally settled on 3 points. .

Although the two questions which have been posed in pre-
ceding paragraphs about the nature of labor participation have .
been answered in the negative, it must be remembered that
these conclusions serve only to qualify the larger fact that in
one manner or another unions are actually increasing -their
effective control over management decisions relating to incen-
tive wages. The other considerations simply mean that unions
are adding to their control not so much by direct participation
in management procedures as by improved collective bargain-
ing relations in general; the ideas and sentiments of workers
are receiving more attention and greater acceptance from man-
agement.

Union representatives in sncentive wage matters. The fact
that most unions have no ambition to be accepted as respon-
sible partners of management for purposes of incentive wage
determination and that they expect to accomplish their pur-
poses through regular collective bargaining channels does not
mean that they could not make good use of men who are quali-
fied by training and experience to meet management on its
own terms. Many local officials have admitted as much and
some have suggested that their international organizations
would do well to retain management experts to serve in a
general consulting capacity and to be on call to locals. The
idea is not a new one. In 1929, Geoffrey Brown wrote an
article for the Taylor Society in which he made the point that
the only way in which organized labor can meet management
effectively is on a scientific basis.!* To this end he proposed
that the national union organizations establish management
research departments, employ time study engineers, insist upon
adequate cost finding methods in industry, and promote thor-
oughgoing union participation in incentive wage and standard

11 " Workers' Participation in Management,” Bulletin of the Taylor
Society, XIV (1929), 11.
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determination. As we have seen, a broadening of union pro-
grams to take on the scope visualized in these proposals has
occurred very slowly and remains a hope largely unrealized.
A steel union official acknowledged that although there is a
growing recognition of the need for trained specialists in labor
organizations it is a slow process and there are still many men
on union directorates who do not appreciate, and are reluctant
to dole out money for, even the functions of an ordinary eco-
nomic research staff.

The clothing unions, in fact, do have men on their head-
quarters’ staffs who qualify as engineers in their industries
and these unions and others of the larger organizations have
not hesitated to employ experts for special investigations and
* for arbitration cases. In its St. Louis region, the International
Ladies Garment Workers Union has made what seems to be
one of the very few systematic attempts in the movement to
train local union representatives in time study and efficiency
methods. The Textile Workers Union has kept men in the field
as “ technical advisers ” to locals in work load and wage dis-
putes; they have not been trained textile engineers, but men
with experience in the industry, who are familiar with the
technology and are able to conduct time studies. In practice,
these technical advisers are trouble-shooters who are sent into
critical conflict situations, many of which have developed out
of modernization programs in the textile industry. On the
whole, they take little part in the regular determination of rates
and work assignments. At least one textile union official ques-
tioned the value of maintaining representatives in this capac-
ity. The United Steelworkers union has a representative,
formerly a worker in the industry, who devotes his time to
union-management cooperation cases, to problems and disputes
having to do with incentive systems, and to job evaluation
matters. The United Automobile Workers union added to its
national staff a representative drawn from one of its locals
to specialize in problems relating to production standards.
In other industries the regular international representatives
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may be called on for technical assistance in local disputes, and,
while such men are usually better qualified than most local
leadership by experience and often by a certain amount .of
reading in the field, as a rule they are not equipped to the best
advantage. Occasionally, notably in the textile industry, reg-
ular provision is made by agreement for employment in dis-
putes of outside technical assistance if the parties so choose,
sometimes the union and management each chooses its own
consultant; in other cases both parties must agree on a com-
mon engineer or expert.

Very few local unions are served by representatives who
have technical training in management matters. When the two
steel locals previously mentioned agreed to cooperate in intro-
ducing incentive systems into their respective plants on con-
dition that they share in establishing the underlying job
standards, union members without previous training had to be
taken onto the time study staffs and learn the methods from
scratch. At one of the large tire and rubber plants where the
local has taken an unusually active concern in the effect of the
incentive system on the workers, several young union mem-
bers are attending night classes in time study with the definite
aim of having a worker representative in each of the main
plant divisions who is competent to handle grievances per-
taining to standards. One department of the United Automobile
Workers union is reported to have sent some of its representa-
tives to classes in time study procedures. In a large Detroit plant
under contract with this union the local has established a Time
+ Study Committee of several union members who have received
some training from the company standards department. A fur-
ther aspect of the unusual measure of cooperation which exists
in this plant is a manual on production standards and time
study procedure which is issued jointly by the local union and
the company in the interest of promoting greater understanding
among the workers and the supervisory personnel. At a glass
plant a young union member who happened to have taken some
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night school work in management subjects was elected the
local’s time study representative and proved a great help to the
. workers in that capacity by checking on management in griev-
ance cases and investigating worker claims. At several plants
visited during this inquiry the management had offered to
coach a worker selected by the union in time study matters or
to give a series of classes or demonstrations to the whole
executive committee and anybody else wishing to attend. The
offer was rejected in some cases and accepted in others. At a
flat glass plant the incentive engineer attributes the satisfac-
toriness of the incentive system in operation there, in part, to
his efforts to give the workers some understanding of the
methods and procedures involved. In a series of group meet-
ings which eventually covered the entire production force, the
incentive plan and the method of determining rates through
the use of time study were described. It is also this engineer’s
practice whenever a rate question threatens to get difficult or
methods are criticized to call in the group affected and go over
: the time study sheets with them, have them use the stop watch
and make some experimental speed ratings. The time spent
by the workers at these meetings is always compensated by the
company. The management of a southern textile mill recently
took a union officer onto its time study staff with the under-
standing that he would be representing the workers’ interests.
The union is not unduly hopeful about the arrangement be-
cause it is not confident of this particular member’s integrity
and fearlessness.
" These instances of specific training or specialization on the
side of the union are distinctly the exception. Nor are local
unions making a noticeable effort to train individual repre-
sentatives or to educate their memberships to understand or
" deal with these methods, with the exception of a few locals
which have a text or two on scientific management methods
available for the use of the membership. Within the United
Electrical, Radio, and Machine Workers the Committee on
Time Study and Piece Work Prices of the General Electric
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Locals Conference Board meets periodically to consider incen-
tive wage questions applying on a company-wide basis. The
most comprehensive and effective union publication dealing
with incentive plans and time study which has come to the
writer’s attention is the “U. E. Guide to Wage Payment
Plans, Time Study and Job Evaluation ” issued by this Inter-
national Union in 1943. It is a cleverly illustrated little book-
let of over 100 pages which answers a long-felt need for an’
understanding treatment from labor’s point of view. It opens
with a persuasive argument for incentive wage methods which
are properly applied and subject to” satisfactory union partici-
pation and safeguards. In three successive chapters it. deals
clearly and purposefully with common incentive plans and their
operation, with time study, and with job evaldation. An in-
teresting feature of the booklet is the Appendix which contains
a section on ““ Practical Application,” including a selection of
sample contract provisions, and a glossary of technical termis.
It is hard to conceive of a group of employees, whose rank and
file union leadership had been armed with this Guide, who
could be subjected in the future to any serious degree of mis-
application of incentive methods. - o
Geoffrey C. Brown, a consulting engineer for the American
‘Federation of Labor, wrote a critical analysis of the Bedaux
system which appeared in The American Federationist in
1935.12 This article has been reprinted to a limited extent in
the press of other unions. Solomon Barkin, Research Director
of the Textile Workers Union, has written a series of brief
articles on time study and work load problems which appeared
in Textile Labor.'® But these topics are not dealt with, for the
most part, in the union press. Nor have they been included in
union educational programs except as they arise in the course of

12“A. F. L. Report on the Bedaux System,” The Amevican Federationist,
XLII (1935), 936. In response to numerous requests this article was re-
printed in the Federationist of September, 1938.

13 0p. cit,
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meetings of shop stewards.!* Despite lack of formal training,
however, there are many local union officers who have a rough
understanding of the incentive and time study methods em-
ployed in their own plants or industry. Such a working know-
ledge gained through experience and observation may be quite
sufficient in many a bargaining situation, especially when sup-
plemented by an intimate knowledge of the jobs themselves.
Unless a local has a special delegate to handle time study
and rate questions, the regularly accredited officers, the bar-
gaining committee, or whatever representatives carry on the
routine bargaining duties of the union also conduct the nego-
tiation of incentive wage questions. Where a local organization
, is able to support a full-time business agent or other officers,
most of the responsibility for negotiation falls on such represen-
tatives. In men’s clothing, price (i. e., wage rate) making is
almost entirely in the hands of the business agents and price
experts. In shoes, women’s clothing, and millinery, business
agents also play an important part in price settlement, but local
shop committees frequently carry on the negotiations at the
first stage. It may be added that, depending upon the situation,
a business agent may act as the representative of all the workers
in a plant or of one craft throughout several shops or that he
may be employed by a single local or by a joint board or council.
Where a local covers a large industrial establishment and
its participation in incentive wage determination is principally
through the channels of grievance proceedings the immediate
representatives ‘of the workers in the plant—the shop stewards
and the departmental committeemen — assume increased im-
- portance in the bargaining. It is up to them to see that pre-
vailing incentive rates and standards in their departments or

14 An interesting development in the way of training opportunities for
labor representatives in the field of wage administration and job study is
the inauguration by Harvard University of a series of courses established
especially for workers and union representatives. The curriculum includes
courses in Industrial Management, Job Analysis, and Rate Setting. See the
account in the Jowrnal of Electrical Workers, Sept., 1042, D. 443.
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sections are not infringed upon and that guarantees under the
agreements are upheld. They are the first agents of the union to
handle grievances growing out of the activities of time study
men or the operation of the incentive plan; they deal on the spot
with foremen, time study men and other supervisory personnel.
If they know the agreement thoroughly, know the jobs in their
department in detail, understand the fundamentals of time study
method and other aspects of the incentive system under which
they work, are sufficiently aggressive and at the same time
have impressed management with their fairness, these union
officials often can be successful in disposing of grlevances or
obtaining the necessary adjustments or corrections in the first
instance, which eliminates successive bargaining steps and
delay and which helps to make the incentive method itself
acceptable to the workers. Much of the effectiveness of a union’s
program to give its workers protection and security of earnings
under an incentive plan depends upon the capabilities of the
elected stewards and committeemen. The more continuous and
direct union participation becomes the more critical becomes
the responsibility which rests on these officials. Considering the
difficult choices and conflicts in motives which face them, it is
not surprising that they do not always measure up. In more
than one plant that was visited during the field study the sudden
emergence of conflict over issues relating to the wage system
could be traced to the fact that a recent election had brought
in a new set of shop stewards. This could mean either that the
. new men, lacking experience and the confidence not only of
supervision but of the workers, were not able to settle griev-
ances as successfully as their predecessors or that as new incum-
bents anxious to make good they went out of their way to find
or create issues.

These are among the considerations that have led the auto
workers and other unions to campaign for effective shop stew-

ard or committeeman systems as the basis for collective bar-
gaining in their industries.
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Case situation No. 35. The head of one large auto local
explained that the lack of conflict over production standards
in his plant was the result in part of the fact that the union
is given a real voice in the determination of standards. But
he attributed it also to the fact that differences over standards
are not taken up through the ordinary grievance channels but
are handled on a basis of almost complete departmental
autonomy

Employer representatives also bear witness to the importance

- in industrial relations of the ' men who represent their co-workers

on the shop floor. There are many plant executives who are fond

.of enlarging upon the amount of trouble that one belligerent or

radical committeeman can cause, and such union policies as re-
striction of output and abolition of incentive plans are frequently
attributed to the election ambitions of union officials. Manage-
ment men who criticize the lack of democracy in the local union
with which they deal seem unaware of their own inconsistency
later in bemoaning the fact that, once a set of stewards or com-
mitteemen has been broken in and educated to management
methods, the process must be repeated with a different set of
men and smooth industrial relations subjected to the hazards
of intra-union politics. '

In incentive wage matters the vested interests of special
groups within a labor force may affect the course of bargaining
relations as much as the personal and political ambitions of
individual union leaders. The fact that the prevailing form of
labor organization in heavy industry is that of the industrial
union has not eliminated the notions and aspirations of indi-
vidual occupational classes regarding the ranking of their jobs

'and the appropriate incentive rates they should receive. If these

special groups are sufficiently organized and aggressive, especi-
ally if they perform strategic operations, they may be responsible
for a disproportionate amount of controversy in the settlement
of incentive rates. The shearmen at a large steel mill have played
such a role, and the polishers at a steel fabricating plant, and the
boners in a meat packing plant, to mention only a few examples.
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Like certain craft elements in the clothing, textile, and shoe
industries the demands of these special groups tend to distort
the job and wage classifications in the companies and indus-
tries involved. '

Employer representatives. Incentive systems and time study
methods naturally have required far more specialization on the
management than on the labor side. In all but the smallest com-
panies and those using simple, rule-of-thumb piece work a tech-
nical staff of some kind is necessary, even if it is only a fore-
man who doubles as a time study man, to set rates and stand-
ards and to carry on whatever amount of job analysis is
required under the wage program. As a rule, the larger plants
and companies employ the more technical and ambitious meth-
ods and require the largest specialized personnel. In such cases
this personnel usually has independent status in the form of an
efficiency or time study department and is headed by a manage-
ment engineer. In other plants it is simply a matter of several
time study men working under the direction of the plant man-
ager or some other regular management officials. An interesting
departure from the rule that advanced management practices
usually accompany large scale operations is to be found in the
case of one of the smaller automobile companies which none-
theless operates a sizeable plant.

Case situation No. 36. This firm continues to operate on a
piece work basis and has steadfastly avoided the adoption of
modern techniques of job analysis. Most rates on new models
are set simply by reference to previously existing rates and
by approval of union representatives. Time study is utilized
only in exceptional instances and then in the interests of-
cost information. The personnel director asserted that the
omission of modern methods was conscious policy and that
he felt rather looked down upon at personnel management
gatherings; however, he offers it as one explanation of this
firm’s unusually successful labor relations. It is significant
also that the local union in this case was one that openly
expressed its satisfaction with the piece work payment method.
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The technical administration of incentive systems of wage
payment may be distinguished from the task of meeting the lab-
or problems growing out of them and in many large firms there
is at least a partial separation between the two functions within
management. This separation is most clear-cut when responsi-
bility for the wage system is vested in a special department,
variously called efficiency, time study, or wage rate department
while the personnel responsibilities rest with the industrial
relations or personnel director. The latter is charged with
supervision of all collective bargaining relations whether they
pertain to seniority and discharge or to bonus rates and time
studies. This separation of function does not always make for
the smoothest industrial relations, for, unlike the situation on
the union side of the bargaining table, supervision of negotia-
tions and final decision are not concentrated in the hands of the
same individuals or even departments. For example, if a dis-
puted incentive rate is at issue and comes up unsettled to a per-
sonnel official, his duty is to meet with union representatives,
hear the complaint and attempt to compose the differences; he
may call in a representative from the time study department to
explain the rate; he may call for a restudy of the job which is
performed by time study personnel; again he will try to reach
agreement. Time study or wage rate department representatives
are likely to be in on the negotiations in an advisory capacity;
however, they may not have authority to make an adjustment
nor does the personnel director usually have that power. The
issue, if still controverted, goes to a higher executive official
who weighs the recommendations of the time study and per-
sonnel departments against the arguments of the union and
makes a decision. This division of oversight on the management
side sometimes is the source of division as to policy and places
officials in charge of labor relations in an awkward position.
Nominally in charge of negotiations and responsible for good
relations, the personnel man may see reasons for a decision
which he has no authority to make and which other manage-
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ment officials, too preoccupied with costs and the technical
. basis for a refusal will not make. There are a great many plants,
of course, where the conduct of negotiations and final decision
-in wage matters are in the hands of the same management
representatives.

There are other employer representatives who can influence
greatly the reactions of workers to incentive methods. These
are the foremen, time study men, and other lower supervisory
officials who come in regular contact with the workers and deal
with all complaints and grievances in the first instance. These
officials rarely have any large degree of authority over final rates
and standards, although this is not always true in smaller enter-
prises, but their jurisdiction usually includes many of the extras,
working conditions, and attendant circumstances which make
an incentive system satisfactory or unsatisfactory to the
workers. The time study men themselves can do much to make
or break a plan. It is largely up to them to educate workers in
the methods employed and convince them of the fairness of the ’
results. Many personnel men have noted that a large part of a
time study man’s job is or should be spent in maintaining good
will.}® He will arouse immediate worker opposition if he makes.
mistakes, if he exhibits ignorance about the job he studies, if
he fails to take into account all the qualifying conditions, and
if he is too severe in rating the operator. In this connection
the head of the time study staff in an auto plant which manages
to operate a piece work system with very little controversy
remarked that he would not think of having as a time study
man someone who had not had years of working experience
at the type of jobs he would study. At several plants visited
where relations are well established on a basis of mutual con-
fidence, the union has been permitted to take the time study
men into membership, a step that ordinarily is very strongly
opposed by management.

15 Phil Carroll, Jr. has stated that 75% of a time study man’s efforts
should be devoted to human relations. See his “One View of Labor’s
Participation in Time and Motion Study,” loc. cit., p. 76.



168 UNIONS AND INCENTIVE METHODS

Similarly, there are numerous small ways in which foremen
can influence workers’ attitudes toward an incentive plan. They
may be considerate of union wishes as to which operators, or
how many, shall be timed, as to how long the timing shall last,
and under what working conditions the observations will take
place. They may govern the distribution of work so that the
hard work or poor material will be equally divided and so that
all workers will share equally in slack periods. They may be
liberal in granting allowances for poor material, for unexpected
conditions, and for lost-time. Lower supervision also can do
much to explain timing methods to workers and the manner
in which rates and standards are determined and earnings are
computed. Needless to say, time study men and foremen are
not independent agents in dealing with workers. They cannot
make an incentive scheme operate satisfactorily for workers
if top management does not take the lead or if they are com-
pelled to get out more production regardless, to take the slack
out of loose standards, and to pare new rates. On the other
" hand, no matter how well intentioned top management may be,

an incentive system will continue unsatisfactory unless there is
close managerial check on the detailed policies of lower super-
vision, especially if the supervisory personnel is a carry-over
from an earlier way of doing things. On the whole, top manage-
ment is more easily converted to wise incentive wage policies
than is lower supervision. It must be noted in addition that eco-
nomic exigencies may nullify the best intentions of all manage-
ment representatives. - This is particularly true in industries
where substantial segments are non-union and the organized
employers are forced to meet lower labor cost competition.
In addition to the employer representatives from within
_company managements mention should be made of the prac-
tice of engaging outside engineering assistance. A company
does this usually in conjunction with some major step in man-
agement such as a reorganization of production processes, a
wage classification, or the introduction of a new incentive plan.
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In most manufacturing industries the installation of incentive
systems preceded the organization and recognition of ‘unions
so that participation by the workers in the initial setting.up
of incentive payment was virtually unknown. Nevertheless,
workers have had experience of outside engineers in other capac-
ities and have learned to be more suspicious of such firms than

of their own managements. Consultants and efficiency ex-

perts are employed primarily for one-purpose, to increase pro-
ductivity and reduce costs as advertised, and their reputations
depend upon the results they achieve. Moreover, their tenure in
any one plant is of relatively short duration so they are not un-
der the necessity of calculating long-run consequences. This
short-run cost consciousness is an inevitable characteristic of
the trade and has resulted in practices which have given these
engineering firms their reputation as exploiters of labor.’® In
the southern textile industry the compulsion of wage and hour
legislation, growing unionism, and general cut-throat competi-
tion have given considerable vogue to the practice of bringing
in textile engineering consultants to reduce costs by revising
work schedules and improving production processes. These pro-
grams have frequently been the cause of serious labor conflict
situations. It is the accusation of the union that too often the
cost reduction is accomplished by increasing work loads without
any serious study of mill operations and without commensurate
technical changes. In a number of these situations the union has
succeeded in negotiating readjustments and corrections of in-
equities or has obtained employer agreement to submit the dis-
putes to arbitration.

16 Like employers, efficiency engineers were more subject to criticism on
this score prior to and in the early days of industrial unionism. They are
learning too that human relations are a part of their job. In 1941 the Bedaux.

Company is reported to have had its engineers in 83 plants, most of them '

in CIO organized industries. Before undertaking an efficiency survey it
recommends calling in worker representatives. The president of the Company
has stated, “ We need the union’s practical skill as well as our own scientific
skill so that with management we may arrive at a tri-partite agreement.”
See the story in Time, January 19, 1042, p. 69.

-
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In some industries, associations of employers play an im-
portant part in the negotiation of incentive wage questions.
This is true in the garment, millinery, hosiery, shoe, and
leather industries and in a few instances in the textile industry.
In several cases the association has little other purpose than
labor relations and association representatives sometimes almost
entirely supplant the individual employer in the price making
process.

Case situation No. 37. The lengths to which this delegation
of authority can go-is illustrated in the case of the attorney
for a group of silk manufacturers. He stated that he performs
the function of a business agent for many of these shops and
that the union business agents in turn practically live in his
office. An employer encountered in this official’s office said he
was waiting to see the attorney about a grievance in his shop;

- since the attorney could talk to the union about it as he, the
employer, could not he would let him handle it. The attorney
reported that many grievances, including rate and job assign-
ment questions, cleared through him in this way and that
although he is an employer representative he fulfills the role
of arbitrator to some extent as well.

Arbitration. The services of an impartial third party or
body are an important part of the machinery for the determina-
tion of incentive rates and job standards in some industries.
In Massachusetts the State Board of Conciliation and Arbi-
tration constitutes the final step in the bargaining procedure in.
both the shoe and leather industries and has handed down a
great many decisions in disputes over piece rates. In difficult
cases the Board frequently calls for the assistance of experts
selected by each party to the dispute. These men have authority
to make a first hand investigation of the issue or disputed opera-
tion and of comparable situations as a basis for their recommen-
dations to the Board. But the latter renders its own decisions
which are binding. Arbitration has long been a characteristic
feature in the clothing industries. At the present time in the
New York and Chicago markets in men’s clothing it does not
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figure at all in the settling of piece rates because there is no
need for it. However, in the New York women’s garment
industry impartial adjustment is a highly important final step in
the joint price settlement machinery in both the dress and coat
and suit branches. For the former there is-a price adjustment
bureau attached to the Impartial Chairman’s office and for the
latter there is a price adjuster attached to the National Coat
and Suit Recovery Board. Piece rate settlements are likewise
an important part of the duties of the Impartial Chairman of
“the full-fashioned hosiery industry. The Impartial Chairman in
the New York millinery market also handles a large number
of price disputes. The Textile Workers Union is attempting
with some success to establish a policy of using arbitration in
the adjustment of work load and wage disputes.!” In both the
steel and automobile industries there is increasing resort to the
arbitration process, but whether disputes over scientific manage-
ment matters and production standards will be submitted to
settlement in this manner it is impossible to foresee. In other
manufacturing industries unions and managements agree occa-
sionally to arbitrate a controversy but it does not constitute
an integral step in the collective bargammg process as in the
clothing and shoe industries.’® '
The United States Conciliation, Service, which is not an
arbitrating agency, is often requested to designate arbitrators,
from its own staff or elsewhere, to serve in disputes in indus-
tries which have no standing umpires. In addition, without
functioning specifically as arbiters, Conciliation Service repre--
sentatives are brought into disputes on a consultative basis. .
17 Solomon Barkin, “Arbitration Supplants Strikes in Stopping Textile

* Stretchout’,” Arbitration Journal, April, 1940, pp. 85-g0.

18In contrast to these trends toward the increased use of arbitration.
procedures one finds an occasional determination to exclude incentive rates
and standards from settlement in this manner. Thus, at one rubber company
it is provided by agreement that “grievances arising out of any base rates
and to be established on new operations or processes and pew standards
resulting from time study shall not be subject to arbitration.”
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In some of these cases they serve not only as mediators but as
fact finders. For example, in the textile industry the Concilia-
tion Service has been requested frequently to send members
of its staff into local situations to make surveys or studies of
work loads or wages in order to straighten out deadlocked
negotiations.

Several local union omcxals revealed that the threat of arbitra-
tlon can be used effectively as a bargaining weapon to secure
a desired rate or standard when the employer is reluctant to
undergo the publicity, delay, and expense of fighting his case
through a proceeding. It was also admitted by many union
spokesmen that a certain number of weak cases are purposely
carried to arbitration in order that the arbiter may relieve the
union leadership of making and enforcing unpopular decisions.

Procedure of union participation. The manner in which
unions participate in incentive wage administration and the
nature of the ‘controls they exercise depend very largely upon
' the particular set of problems and the character of the bar-
gaining relationship presented by each industry or plant situa-
tion. In a firm which employs a complicated wage system
based upon scientific methods the mechanics of participation are
sure to differ from those which obtain where simple piece rates
are set on a basis of experience and precedent. Indeed, in terms
of extent and mode of participation, it is well to distinguish
between the greater part of manufacturing industry and the or-
_ ganized portions of the clothing, hosiery, millinery, and shoe in-

dustries. The fact that the latter are the only industries in which
" rate setting is really a joint process, the fact that in many cases
they have a long history of successful bargaining relations, and
the fact that modern management techniques and concepts have
-made few inraads, although characteristic procedural arrange-
ments have developed, all combine to make the story for these
industries quite different from the larger pattern. Another fac-
. tor which differentiates most of the apparel trades is that the
" multitudes of styles and the very frequent changes in styles
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necessitate a like number of prices and price changes. In conse-
quence, the price making relationship between union and man-
agement is almost a continuous one. One can get a sense of the
difference between the two types of industries and of the pecu-
liar quality of the union-employer relationship which prevails in
the piece work industries by persuading a qualified veteran in
the union, say a business agent or board official, to talk about
the development of his organization as he has seen it. This is
especially true of those clothing markets in which the record of
collective bargaining has been a long one. An important fact that
immediately becomes apparent is the personalized relations
between management and workers and union. The typical
producing unit is small; the owner is often his own manager;
and more often than not he is a former worker in the in-
dustry and may become one again if he fails. As a clothing
union official put it, these industries are *“ labor ”’ industries in
which the overhead cost of scientific management methods can-
not in most instances bring enough saving in labor to make
them worthwhile. The union representatives, if capable, tend to
enjoy long tenure; over a period of years, therefore, they and -
management become well acquainted and are forced to- estab-
lish a good working basis which frequently becomes genuinely
amicable and is quite free of the sparring, aggressiveness, and
recrimination which set the tone in many industries where col-
lective bargaining has not passed the belligerent stage.

A business agent for the Amalgamated Clothing Workers in
Chicago who was interviewed had been engaged in price mak-
ing for the union for approximately 20 years. He recalled
that by no means had it always been the present routine and
straightforward process. In earlier years of the union it was
marked by much controversy and disputes were often pro-.
longed. He attributed most of these early conflicts to.the dis-
trust which existed on both sides and to the fact that piece
rates were convenient issues for testing general bargaining
strength. He confessed that he used to conceive it his job as
business agent to try to get all that he,could on every rate
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The present atmosphere of cooperative effort in reaching a fair
price came only with experience and mutual confidence. The
position of the business agent in the clothing field has another
aspect. Having often had long years of service and performing
a function solidly established by long usage, he frequently
possesses an independence of individual, craft, or group inter-
est that does not obtain with representatives of other unions.
From such a veteran unionist one gathers something of the
qualities of union participation in rate setting in these indus-
tries. One is impressed by the durability of the relationships;
union participation is very much of a system despite its lack
of the systematic and the predominance of the personal. One
is impressed too by the strength of custom as it governs rates
and the procedure of settlement, and finally, by the great im-
portance of the personal equation as it permeates all aspects
of collective bargaining in these industries where it still is
‘necessary often to have separate business agents for the prin-
cipal language groups.’

For most of the men’s clothing industry piece rates are set
within the framework of the Amalgamated Clothing Workers’
stabilization program inaugurated in 1939. This establishes
minimum total labor costs, which were negotiated, for several
basic grades of garments. The construction specifications dis-
tinguishing thése grades and the minimum costs applying in
each case are enforced for all unionized shops which manufac-
ture clothes falling in these grades. Stabilization does not
standardize individual piece price