INVESTIGATION OF TAYLOR SYSTEM OF
SHOP MANAGEMENT: HEARINGS
BEFORE THE COMMITTEE ON LABOR
OF THE HOUSE OF REPRESENTATIVES
SIXTY-SECOND CONGRESS, FIRST
SESSION ON HOUSE RESOLUTION 90



Published @ 2017 Trieste Publishing Pty Ltd

ISBN 9780649350933

Investigation of Taylor System of Shop Management: Hearings Before the Committee on Labor
of the House of Representatives sixty-second congress, first session on House Resolution 90 by
Various

Except for use in any review, the reproduction or utilisation of this work in whole or in part in
any form by any electronic, mechanical or other means, now known or hereafter invented,
including xerography, photocopying and recording, or in any information storage or retrieval
system, is forbidden without the permission of the publisher, Trieste Publishing Pty Ltd, PO Box
1576 Collingwood, Victoria 3066 Australia.

All rights reserved.

Edited by Trieste Publishing Pty Ltd.
Cover @ 2017

This book is sold subject to the condition that it shall not, by way of trade or otherwise, be lent,
re-sold, hired out, or otherwise circulated without the publisher's prior consent in any form or
binding or cover other than that in which it is published and without a similar condition
including this condition being imposed on the subsequent purchaser.

www.triestepublishing.com



VARIOUS

INVESTIGATION OF TAYLOR SYSTEM OF
SHOP MANAGEMENT: HEARINGS
BEFORE THE COMMITTEE ON LABOR
OF THE HOUSE OF REPRESENTATIVES
SIXTY-SECOND CONGRESS, FIRST
SESSION ON HOUSE RESOLUTION 90

ﬁTrieste






2 S v e ————

. /-
INVESTIGATION OF TAYLOR SYSTEM
OF SHOP MANAGEMENT

HEARINGS
BEFORE THE L ? g.

#.5 COMMITTEE ON LABOR OF THE HOUSE Fé 4
OF REPRESENTATIVES

SIXTY-SECOND CONGRESS, FIRST 3ESSION

oN

HOUSE RESOLUTION 9§90

COMMITTEHE ON LABOR
'W. B. Wicaow {Cbalmmap), of Peannylvenis,

W. L. Henarey, of Minsourl Finey H. Grar, of Indinna,
Janea P. Manig, of New York Joaw J, Gazoxan, of New Jarsey
ApTEUR B. Rovsm, of Kentucky K. B. Vapsriwp, of New Tork
Duvin J. Lewre, of Marriand H. H. Mapiaoy, of Kanaas
WiLLtan & Howann, of Georgla W. C. Haweay, of Oregon
Faanx Bocmavaw, of 1illnols ' X M C Buirn, of Michignn

Agxns H. WiLsox, Tlark

WABBINGTON
w11

g



[House resolution 80, Sixty-second Congreas, frat seasion.]

Wherens [t haa been diselosed fien the Taited Stores Guverament bag partially
installed In certain Governmeent work @ system of sho) management kuown
a8 the " Taylor system " ; and

Whereas 1t 18 now proposed amd deteridued that the said Tarlor system, or
parts thereof, sbhall be extemled to und kmstalled i other bronches of Gow-
ernment work ; and

Whereas the sald Taylor system appears to be of such a choracter aud natore
a8 to be detrimental to the best inferests of Anmerican workingmen, being
in its eseentin] parts a “ high-speed " process, where nowe but the sirong
survive and they being crowded constantly to the maxlmuo polnt of phiyaical
exertlon, to the end thal an Ineressed output may be obiained and at 2 low
Iabor cost; and

‘Whereas It has ever been recognlzd thot one of the higbest functions of any
Government i8 to guard with zealous eare the happloesa and welfare of Ita
great army of producers; and

Wheress the partial or complete [nstallation of the sald Taylor system In
Government work 18 8 matter of tremendons lmpurtance to the people of the
Tnited States, and may be followed by consequences of a fnr~r£--|r.'hlng char-
acter both to capital and labor: Therefore be ic
Resolved, That the Committes on Labor be, nud they ave hereby, nuthnﬁaed

and directed to investignte thoroughly and cowpletely the so-called ** Taylor

syetem ™ of shop manngement with especisl reference to—

First, Its effect on employees.

Second. Ite applicabllity to Government works.

Third, Its effect on wages aiul Inbor cost,

Fourth. Its posslble reduction of the expense of manufacture.

Fifth. To what extent, if &ny, It 18 belng adopted in Government work. and
ite elfect.

Sald committee to make a full report to thls House as to whether, by reason
of any facts thus ascerthined, there sbould be Iegistation by Congress with
geference thereto.

Suld cotmnilttes as 4 whole, or by suheommittes, {8 authorized to sit during
the recess of Congress, to send for persona und papers, and to ndminlster onths;
and

Sald committee 18 hereby autborized to employ such stenographlic or elerical
asslatanice 138 may bo necessary for the purpose of carrying ont the provislons
and purposes of thia resolution and to pay the expense thereof from the con-
tingent fund of this House upon warrante signed by the chairman of sald
committes,
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INVESTIGATION OF TAYLOR SYSTEM OF SHOP MANAGEMENT.

Comurrres oN Labog,
House or REPRESENTATIVES,
Washington, D. C., Friday, April 28, 1911.

The committee met at 10 o’clock & m., Hon, William B. Wilson
(chairman) presiding.

The Crammax, Several gentlemen have asked for an opportunity
to be heard on House resolution Ne. 90, and the committee has been
called together for that puw this morning. I suggest that Mr.
Pepper, who is the author of the resolution, be heard first.

STATEMENT OF HON. I. 8. FEPFER.

Mr. Peeees. Mr. Chairman and gentlemen of the committee, it
is evident from a reading of the resolution that any hearing that
may be had at this time should not ga into the merits of the question
of the Taylor system, but only so {ar as to ascertain in a genernl way
what that system comprehends. I might ;-ay, however, that the
question is so important, and it is so recognized by both the laborin,
men of this country and the employers of this country, that generd
notice has been taken of it in the magazines and in the public press,
It involves such a change in shop management, in the attitude of
capital toward laber, and the treatment of labor by eapital, thak,
whatever its merits or demerits may be, it is recognized as a distincs
policy, which, if carried to its ultimate conclusion and ultimate end,
will result in a decided difference in the condition of the laboring
people of this country. Now, it has grown to be such an im-

ortant question, and it has received such recognition, that the United
gtates Government has started to inaugurate the system in the vari-
ons Government works of the country, especially in the arsenals of the
United States. I will try to confine myself to the resolution, becanse
.there are a number of laboring men here, men from the arsenals of
the United States, and other representatives of labor, who can give
you answers to any questions with reference to the system itself a

t deal better than I can, but T want Lo call your attention to the
mthst it is such a question that this committee, being a Committee
on Labor, and being cl!he committee to deal with matters which affect
labor conditions in this country to-day, ought to give it their careful

I.du.g%;uatMﬁw‘ the beginning that the questi rise }

Is at nil at the question may arise in your
minds why s resolution should have been introduced calling for sn
Jinvestigation when, of course, an investigation could be had by your
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4 TAYLOR SYSTEM OF SHOP MANAGEMENT.

committee without resolution being passed Congress, and
that is the point to which I wish to addtagssgnysalfgfthis time. ;’gu
will notice in this resolution that I have called attention to the
system and then have specified certain details and points which it
might be well to investigate. Then I nsk that Congress have this
committee, either by a subcommittee or by the whole committee, to
Investigate this question, to sit during recesses of Congress, and to
have authority to summon witnesses, books, and apers, to administer
oaths, and to pay the necessary expenses for clerical hire from the
contingent fund of the House. " Now, I think that is & vital point in
this investigation. You can not, in my judgment, investigate a sub-
iect of 50 much importance, covering such a wide range of conditions,
ocated in various parts of the country, without complete authority.
Now, this system, own as the Taylor system, has been instituted
by the ‘War Department in the Wafertown Arsenal; it is now pro-
to institute it in the Rock Island Arsenal; and, to some extent,

1t has been instituted in the Brooklyn Navy Yard. This system
was formulated by a man named Taylor, a man who has been em-
plp{:d, end who has charge of the amploz'mentr of labor, in the steel
mills of Pennsylvania, in the Midvale Steel Works, and in a num-
ber of manufacturing establishments. He has written a book or
pmihlet, which I hold in my hand, covering several hundred pages,
which undertakes to lay down his theory. He has also written o
number of magazine articles. There is a committee here to-day from
the Rock Ysland Arsenal, which has appeared before the Secretary
of War to protest against the inauguration of this system in the
arsenals of the United States, and which comes before you -
tlemen this r;m;u-rm'ngf who probably have not had this matier called
to your attention. I simply want to state the objections they have
urged, without going into a discussion of the merits or demerits of
the system, but mereby te show that the matier is one which this
committee ought to investigate thoroughly, Here are some of the
points:

(1) The replacing of the skllled mechanle by the laborer and the consequent
lowering of the wagea to little better than laborer's wages.

{2) The relentless speeding up of workmen to the extent that only & small
percentage of workmen nre able to stand the pace,

(8) The uee of the stop watch in ascertainlng “ unit-times "

{4) The system of promotion, which seemns to be based on the contest prin-
clple; that the man who haa the leawt regerd for his fellows If he also has

abllity wina,
t,ﬂt:l’ The bonus and differestial rate systeme for fxlog compenpation and
the k with Mr. Teylor's methoda for sscertaining what shall

constlinte a day's werk.

(8) The eystem of discipline advocated, which sterts with punishing the
most Segract of cffenses, principally those agalnet otber workmen, and which
Increases the number of acie to be regarded as offenses unt!l the required sob-
mission on the part of the workman (3 eecured and the * factor of safety " In
human endurance is resched.

¢T) Tobe principle that workmen must be deelt with Individoally and not
in massea orf through committees, that it 1= ne concern of one workman what
happens to aoother,

Now these are some of the objections. Whether or not these ob-
jections are , a8 applied to the Taylor system, is a question which
1 think should be investigated. I am not here, as I stated, to argue
either on the merits or the demerits of the Taylor system; I only
want to call sttention to the fact that it proposes such radical changes




TAYLOR SYSTEM OF BHOP MANAGEMENT. b

in the conduct of the working establishment of this country,and that as
it is being applied to Government work and will affect It'ie employees
of the National Government, and that it is of such importance that
in the interests of labor it should be investigated. Now, it may be
that some of these objections are not good; it may be that the objec-
tions raised by labor at this time are not well founded, but that is
not an argument agsinsi the investigation of the subject. If the
objections are not , the investigation will so show, but if they are
od, then it is of the more importance that some legislation should
t_mncted which will have a tend to prevent, at least, the
National Government setting the example and putting its stamp of
approval on a system open to such oq;jeet.mns. The Government
should net approve a system which reduces the laboring man to a
mere machine, to an organism which is to be put to its greatest
physical test, not for the benefit of the laboring man, but only for
the purpose of wri 'ng from that laboring man the hi hest possible
result, regardless of his health or happiness. Now, I think that
would be an unwise policy for both the employer and the emplayee,
There are s number o gent.lemant here who can answer a great
many questions, which no doubt will arise in the minds of the com-
mittee, in reference to this matter. This question has received the
marked attention of labor all over this country, and T do not believe
that any investigation that you gentlemen could conduct without
the authority contained in this resolution would be effective. T do
not believe that you could sit here und listen to arguments purely
from the theoretical standpoint and arrive at any just conelusion,
You must ascerfain the facts; find out where this system has been in
operation; what was its eifect upon labor and the condition or work-
ing peufle. and determine the line of your investigation from those
facts. I might say that this system wzs in vogue at Bethlehem, Pa.,
for some time, but was afterwards abandoned. Now, that would be
a ve imémﬂmt question to i:west.igale; find out why it was aban-
doned and how it operated there. We have two stories about the
matter, one from the standpoint of the employer and one from the
standpoint of the laborer, and it will be a very important question
to determine why a system that has received such recognition from
the United States Government should have been abandoned by a pri-
vate institution.
Mr. Veesraxo. How lo:ﬁ has this system been in usef
Mr, Perper. I can not tell the exacl number of years, but T think
it has been in use for five or six years. You understand this system
is s0 complex that it can not be inaugurated in & day or a month
or & year; it takes two or three years to get it into operation. As
Mr. Taylor says, if this system should be inaugurated at once there
would not be any men working in the shops. You must gradually
work it in in order to allay what he calls the suspicions of the labor-
mer,

r. Bucaanax. Did I understand you to say that Mr, Taylor ad-
vocated treating with laborers as individuals and against treating
with them colleefively .

Mr. Peeper. That is a part of the theory which be advocated.
Mr. Lewis. Does it necessarily follow that there should be ne col-
lective relations among the workingmen {
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Mr, Prrees. Tt does, if the system is carried to ifs ultimate con-
clusion. Under this sgstam evory man is put to the highest degree
of efficiency. In this book here he attempts to get up what he calls
& unit of time system; that is, the shortest space ofp time in which
the best man can produce a given amount of work, and the work of
such 4 man in that given time constitutes the standard. Now, if a
man does not reach that standerd of efficiency——

Mr. Lews, Are the men docked for the shortage?

Mr. Peeper. Under this Taylor system he has to be put at some-
thing that he can do better, but if you follow that to itslogical conclu-
sion there will always be the average man, s man who is not the best
specimen of physieal manhood, who can not find work that will re-
turn him the living to which he is entitled by reason of the very
fundamental principles governing the employment of labor.

Mr. Bocmawaw. If that system were put into effect, would not
avery man work at the highest rate of speed he could go, and would
not evelt'ly workingman undergo a strain in the effort to reach that
standard {

Mr. Perrer. Yes; that would be the standard. I might add that
Mr. Taylor says that that standard is only that d of speed and
that degree of wage which the laboring maon will be happy and thrive
under.

Mr. Henarey. Who is to be the judge of that?

Mr. Preeen. The employer, and, therefore, the ultimate result will
be that in order to procure bresd for his family s man will say that
he is happy whether he is or not; otherwise, it would be plain that
he has not attained to the standard prescribed in the system under
which he works. Now, the question as to whether or not he is happy
or is thriving is left to the decision of a partial judge, that is, it 1s
left to the decision of the mun who is trying to wring as much profit
s gmmlg out of a man’s muscles, ¥ may net understand this system,
and that s the reason I am asking this commitiee to investigate it.

It may be that I have not read the book right; it may be that the
facts I have ascertained from workers under the system may be wrong
and misleading; but I submit to you gentlemen that this matfer is
of such importance and is being opposed by so many laboring men
who look to the welfare ef themselves and their families that you
will be doing a service to this country if you investigate it thoroug]‘lly.
You will be doing a service to the manufacturers of this country 1f
you can prevent the inauguration of a system which. in its ultimate
results, will bring labor to a lower standard than at the present time,
because unwise men sometimes in their greed for gain will do things
to wring profit from labor which, if they were wise to their own inter-
ests, they would not do. So I think we sheuld look at it from the
broad standpoint—not even from the standpoint of the laboring man
but from the standpoint of the general welfare of this country. f
this system is carried out to its ultimate conclusion, it will certainly
resilt in a complete change of the attitude of capital toward laber,
and it is, therefore. n matter that ought to receive the attention o
Congress and its merits thrashed out.” I do not want to take up the
time of the committee by discussing the nerits nnd demerits of this
system, beeause there are gentlemen%wre who are thoroughly familiar
with it.

Mr. Vreeraxo. How generally is this system employed?
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Mr. Preres. So far as the Government is concerned, it has been ia
effect at the Watertown Arsenal about tw;efaars., but, as I have
stated, it takes some time to completety inaugurate the sys-

tem. 1t is being tried at the Brooklyn Navy Yard, it is proposed
to install it at the Rock Island Arsenal. Now, a number of private
institutions—a number of them in Philadelphia, although I can not
now call the names—are now using the system. The Midvale Steel
Works and a great number of manufacturers have started it. Some
of them have the system only partially, and some of them have it

m:ﬂ:ltﬁlete.
. Lxwis. Has any connection been shown between this system
and an undue tendency to accidents? 3
Mr. Perezz. I can not answer that; I do not know. We have hers
what he calls the factor of safety, that is, he punishes wnrlcinfgmn
h¥ a reduction in their wages for the purpose of securing that factor
o snfet¥, but this is effective in many cases to simply reduce the
of the laboring man.
. Lewis, The wn.gm of the men employed in these arsenals are
fixed by *mgulatium of the War Department and not by statute, are
not

‘Wa,

r. Pepren. Yes, sir; there are some tions, I think, that gov-
ern for periods of time. Of ¢ the War De ent has com-
plete charge of that part of it. In fact, they say that the attitude of
the arsenals toward wages has been that t!beg wﬂ]&:y 88 much for
eight hours’ work in the arsenal as private individuals 1n the vicinity
of the arsenals pay for ten hours’ work. That is the general attitude.

Mr. Hexsrey. What conclusions have they reached about it since
that system has been in vogue st the Watertown Arsenal?

Mr. Peerer, (Gen, Crozier says that there hasbeen a great saving to
the Government, but he has not yet done anything more. I should
have stated that the Ta%]lor system comprehends a great deal more
than the speeding up of the workmen. at is onlfr one of the things.
I think a great eng of the system is not original with Mr. Taylor.
I think he compiled a great many things together and advocated
them as a general system. Ome feature of the system is the double
check from the storehouse to the factory, so that a man can be sup-

lied with the proper material, and not lose time running around to
]ﬁ]'nd matia'rinl for tf e work upon 'H]f]hic{]:jh he is . ‘ﬁx&m }ils
8 general system of supervision, which is a very vita the s
tem plsinning depaP:tm(:nt is provided where ever_',l?m:ltece of w£
is planned out, with writtea instructions as to what each man has to
do. Now, in Watertown, they have done nothing except to put in the

eral scheme of saving time in the making of tools and things of

that kind. Nothing has been done there towards the inauguration of
the speeding-up process and trying to eliminate those who have not
been able to reach a certain standard. But, of course, Gen. Crozier
says that if it works any hardship to the laboring man he will stop
short of that; but he is to be the judge.

Mr. Tsflor kimself says that the system must be carried out in f|;l:1-
or he will not stand responsible for its effectiveness, and the natu
result is that if a man can not attain this high speed—that is, if he
can not perform this greatest amount of work in & given space of
time—he will find himself without a job. In my cpinion, he will be
eliminated. Omne of the illustrations he uses is in the case of carrying



