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CHAPTER 19¢

(9@ THE IBM STORY

The human resource the one least efficiently used—The one hold-
ing greatest promise for improved economic performance—Its in-
creased importance under Automation—IBM’s innovations—
Making the job a challenge—The worker’s participation in plan-
ning—"“Salaries” for the workers—Keeping workers employed is
management’s job.

~1-It HAs become almost a in American management that the

o=

? | chardrtiu Sarsdbl ogren

-‘human resource is of all economic resources the onel least efﬁciently #al

‘| used, and that the greatest opportunity for improved economic per-
;| formance lies in the improvement of the effectiveness of people in
:A their work. Whether the business enterprise performs depends in the
", final analysis on its ability to get people to perform, that is, to
+: .work. The management of worker and work is therefore one of the
basic functions of management, | A

. The way the worker works may change. The unskilled laborer of
4. yesterday who contributed only animal strength has become the
» semi-skilled machine operator of today who has to exercise judg-
& ment—though of a routine nature—when he tends the machine,
- feeds in material and inspects the product. The skilled worker
. has moved from the workshop into the plant—remaining a skilled
“worker or becoming a supervisor or a technician. And three new
groups, clerical workers, professional specialists and managers, have

ome into being. | ' -

- Today we face another major change. The new technology
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256, . THE PRACTICE. OF MANAGE{VIENT /(.) 4
semi-skilled machine operator of today will tend to become 3
trained and skilled maintenance man, tool setter and machine setter,
The semi-skilled clerk will become, in many cases, a technician
possessing basic training on a par with the laboratory technician
perhaps, though still less trained than the typical plant worker of
tomorrow. And the ranks of highly trained technical, professional
and management people will swell beyond all experience or ex-
pectation.

Still the work will always have to be done by people. There may
be no people on the factory floor in the automatic plant. But there
will always be large numbers behind the scenes, designing equipment
product and process, programming and directing, maintaining
and measuring. Indeed, it is certain that the decrease in the total
number of people needed to obtain a certain quantity of work will
not be the really important development. The new technology
does make possible the output of more goods with the same number
of people. But Automation ‘derives its efficiency and productivity
mainly from the substitution of highly trained, high-grade human
work for poorly trained or semi-skilled human ‘work. It is a qualita*
tive change requiring people to move from work that is labor-
intensive to work that is brain-intensive, rather than a quantita.
tive change requiring fewer people. And the people, required in the
new. technology to produce a certain output, will be much more
expensive people on whose work will depend a good deal more.

No matter what kind of work men do, whether they are skilled
or unskilled, production workers or salaried clerks, professionals
or rank-and-ile, they are basically alike. There are, indeed, differ-
ences between workers according to kind of work, age, sex, educa-
tion—@ basically they are always human beings with human
needs and motivations.

UBM’S Innovations J _ -
) 4 & plece t_zf W""I""ﬁ

Again, the description of one company’s experience will be used
to show both the basic problems in managing worker and work, and
some of the principles for their solution. The best example I know is
that of International Business Machines (IBM), one of the largest

producers of calculating, computing and office machinery.l

! Part of the IBM story has been presented and analyzed by Charles R. Walker
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.. THE IRM STORY - 2y .

Most of the equipment produced by IBM is of a high order of
complexity. Some of the “electronic brains” contain hundreds of
thousands of parts; and even the simplest IBM products, such as
the electric typewriter, are complicated pieces of machinery. All
products are, of necessity,qepy?ggsion instruments made to extremely
close tolerances. And they must be capable of operation by
mechanically unskilled personnel, such as typists or accounting
- machine operators, must stand up under rough usage and must
- keep running with a minimum of maintenance and repairs.

Yet, this-equipment is not produced by highly skilled individual
craftsmen. Indeed, the equipment could be turned out neither in
large quantities nor at a price the customer could afford to pay
‘were its production dependent on craft skills. IBM uses semi-skilled
machine operators. It is @that Scientific Management
and mass-production principles can be applied to the production

- . 'of the most complex precision instruments in great diversity and in

Al ha o

small numbers. Of a particuylfar model, an electronic computer, for
instance, only one sample may ever be made. Yet, by dividing into
homogeneous stages the job of building this unique product IBM
is able to use semi-skilled labor for all but a small part of the work.
“ But each job is designed so as always to contain a challenge
to judgment, and an opportunity to influence the speed and rhythm
of his work.

 The story goes that Mr. Thomas TJ. t.he company’s president,
‘once saw 2 woman operator sitting idly at her machine. Asked why she
did’ not work, the woman replied: “I have to wait for the setup man to
change the tool setting for a new run.” “Couldn’t you do it yourself?”
Mr. Watson asked. “Of course,” said the woman, “but I am not supposed.
to.” Watson thereupon found out that each worker spent several hours
‘éach week waiting for the setup man. It would, however, only take a few
. -additional days of training for the worker to learn how to set up his own
machine. Thus machine setup was added to the worker’s job. And shortly
sthereafter inspection of the finished part was included, too; again it was
found that little additional training equipped the worker to do the
inspecting.

i :Haven: Yale University Press, 1948). IBM executives themselves have freety dis-
cussed their work in the field at management meetings. For the interpretation of

1. . .
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would have cushioned the depression impact on IBM even without
" the New Deal. | A
The fact remains, however, that many of IBM’s competitors
suffered heavily during the depression despite New Deal and favor. -
able long-term trend. There is something to be said for the argu-
ment used by one IBM executive: “It is not correct to say that we
managed to maintain employment during the depression because
we grew. We grew because we had committed ourselves to the main-
W This forced us to find new users and new
uses for our existing products. It forced us to find unsatisfied wants
in the market and to develop new products to satisfy them. It
forced us to develop foreign markets and to push export sales. I
am convinced that we would not today be one of the world’s leading
producers and exporters of office machinery but for our commit-
ment to maintain employment during the depression years. Indeed,”

he added, “I sometimes wonder whethe 1dn’t be well advised

to commit ourselves to increasing employment constantly.”
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CHAPTER 20

© EMPLOYING THE WHOLE MAN

 The three elements in managing worker and work—The worker as
a s_w,a Human resource and human resource. oductivit
1s an attitude—Wanted: a substitute for fear—The worker and

the group—Only peq@lop— T'hedémands of the enterprise
on the worker—The fallacy of “a fair day’s labor for a fair day’s
pay’—The worker’s \iﬂfﬁéess to accept change—The worker’s
demands on the enterprise—The economic dimension—Wage as
- seen by enterprise and by worker—The twofold meaning of profit.

NP TR VTSV it 9/90'-‘2-“-"‘

IN_HIRING a worker on)e always hires the whole man. It is evident
in the IBM story that ‘one mm__Lﬂz;m_g_hand”, its owner always
comes with it. Indeed, there are few relations which so completely
embrace a man’s entire person as his relation to his work. Work was
mﬁm 9 informs us, in man’s original nature. But it  was
included soon after. “In the sweat of thy brow shalt thou eat thy
bread” was both the Lord’s punishment for Adam’s fal@ His
_gift and blessing to make bearable and meaningful man’s life in his
fallen state. Only the relationship to his Creator and that to his
family antedate man’s relationship to his work; only they are more
fundamental. And together with them the relationship to his
work underlies all of man’s life and achievements, his civil society,
his arts, his history.
‘That one can hire only a whole man rather than any part thereof
~ explains why the improvement of human effectiveness in work is
the greatest opportunity for improvement of performance and re-
sults. The human resource—the whole man—is. of all resources

nfin
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EMPLOYING THE WHOLE MAN 263
“entrusted to man, the most productive, the most versatile, the most
resourceful.

The IBM story also demonstrates that when we talk about the
management of worker and work, we are talking about a complex
subject. we are dealing with the worker as the human resource.
We have to ask what the specific properties of this resource are,
And we get entirely different answers according to whether we put
-stress on the word “resource” or on the word “human.”

Second,)we must ask what demands the enterprise makes on the
workeT in its capacity as the organ of society responsible for getting
the work done, and what demands the worker makes on the enter-
prise in his capacity as a human being, an individual and a citizen?

by, there is an economic di i i that
the enterprise is both the wealth-producing organ of society and the
source of the worker’s livelihood. This means that in managing’
worker and work we must reconcile two different economic sys-
_tems. There is a@ct between wage as cost and wage as income

which must be harmonized. And there is the problem of the worker’s
- relation to the enterprise’s fundamental requirement of profitability.

.‘_f[iljhe Worker as a Resource 7

If we look at the worker @, comparable to all other
resources but for the fact that it is human, we have to find out how
best to utilize him in the same way in which we look at copper
or at water power as specific resources. This is an engineering ap-
proach. It considers what the human being is best and least
capable of. Its result will be the organization of work so as to fit
best the qualities and the limitations of this specific resource, the
human being at work. And the human being has one set of qualities
possessed by no other resource: it has the ability to co-ordinat®, to
. jftegrate, to [ and to imagine. In fact, this is its only specific
% _superiority; in every other respect—whether it be physical strength,
. manual skill or sensory perception—machines can do a much better
job. -

But we must also consider man at work as a human being. We

. must, in other words, also put the emphasis on “human.” This

i approach focuses od maiy as a moral and a social creature, and asks

how work should be organized to fit his qualities as a person. As a
—— -

i '.'
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264 - THE PRACTICE OF MANAGEMENT re-13 B

“ resource, man can be “utilized.” A person, however, can only utilize
himself. This is the great and ultimate. distinction.

The qalities of the person are specific and unique. The(hugian
being, unlike any other resource, has absolute control over whether
he works at all. Dictatorships tend to forget this; but shooting people
does not get the work done. The human resource must therefore
always be motivated to work. -

Nothing, brought this out better than the reports of the teams of Euro
pean technicians and managers who came to this country under the
Marshall Plan to study the causes of American productivity. These teams
(and there were several hundred) expected to find the causes in machines,
tools or techniques, but soon found out that these elements have little
to do with our productivity, are indeed in themselves a result of the
real cause: the basic attitudes of managers and worker. “Productivity ig
an_attitude” was their unanimous conclusion. (For details see my article
':g’_mductivity Is an Attitude” in the April, 1952, issue of Nation’s Busi-
riess). In other words, it is workers’ motivation that controls workers'
output. | | '

This is particularly important in industry today. 'f/(_j@, the
traditional motivation of the industrial worker, has largely dis-
appeared in the modern West. To eliminate it has been the main
result of the increased wealth produced by industrialization. In a
society rich enough to provide subsistence even to the unemployed,
fear has lost its motivating power. And to deprive management of
the weapon of fear has also been the main aim ofinionism; indeed,
the worker’s rebellion against this weapon and its use is among the
main driving forces behind the union movement.

That fear has gone as the major motivation is all to the good.
It is far too potent to be relied upon except for emergencies. Above
all, we used the wrong kind of fear. Fear of a threat to the com-
munity unites; there is no greater stimulus to effort than common

'@, as Britain proved after Dunkirk. But fear of someone within
the community divides and corrodes. It corrupts both him who uses
fear and him who fears. That we have got rid of fear as motivation
to work 1s therefore a major achievement. Otherwise managing the
worker in industrial society would not be possible.

But, contrary to what some human-relations experts assert, to
remove fear does not by itself motivate. All it creates is 2 vacuum.
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thought, presents no challenge, allows of no differentiation between
the highly skilled and highly motivated and the near-moron.

This whole concept, as the IBM story shows, is poor engineering.
It results in constantly lowering performance norms rather than in
raising the performance levels of the entire work group. It destroys
the productivity of the human resource. The nature of man demands
that the performance of the best, not of the poorest worker should

- become the goal for all. |

j The Demands of the Enterprise on the Worker )

If we turn to the demands of enterprise and worker on each other,

e first question is: What must the enterprise demand in order to
get the work donep =~ |
" The standard answer to this is the catch phrase “a fair day’s labor
for a fair day’s pay.” Unfortunately no one has ever been able to
figure out what is fair either in respect to labor or to pay. The real
trouble with the phrase is, however, that it demands too little,

- and demands the wrong thing.

What the enterprise must demand of the worker is that he will-
ingly direct his efforts toward the goals of the enterprise. If one
could “hire a hand,” one could indeed demand delivery of fair

~-value for fair price. If one could buy labor, one could buy it by
- whatever unit applies to it; but “labor is not an article of commerce,”
as the law knows. Precisely because labor is human beings, a fair

-

/day’s labor is unobtainable. For it is passive acquiescence—the one

thing this peculiar being is not capable of giving.

- 'The enterprise, if it wants to get anything at all, must demand
something much bigger than a fair day’s labor. It must demand,
over and above fairness, willing dedication. It cannot aim at ac
- quiescence. It must aim at building aggressive @prit de corps.
- This will be particularly important under mass production of
_uniform parts and their assembly into iversified products, under
- process production, under Automation. For these systems of pro-
. ‘'duction require that almost every worker take responsibility for
‘actions, for the simple reason that almost every worker controls
‘and determines the output of the whole through the way in which
-he performs his job, runs his operation, maintains his equipment.
A fair day’s labor for a fair day’s pay, consciously or unconsciously,




KSwhH—~Dhk
GnoBEANDOBARE NEEZT-E5)

EE VxT7)— A VMR RE RRET 09E8ANRET YT IAVT I AT 4 THRASHET

EF10E FSvyh—, 9TIILFIZDOTESE (182~HAHAT)

KiZ, 2g—r Wiy e 7oy atil - w2y —0OWaaELH L
I-nkiEolobé, TbleLizztdbsrZ Lz, [BERLEZEHEXRGREESLH
FEBWETMN LHEINAATT X, EXFHELEEWETN? ) & F
HTCOELERTIICKERITCET, DELITFAFERIZEEY, R
— T EE X, BRI O LERIH LT,
[BERETREDIARDY—IE—] FT7 v —I13O0 LR BWN T L DODIT T,
HERYOE T I v REfE, &, BETHE 0 ), AIARBIORL &FT-
AN TT, BDIELOHMBEZNED EOX I REFREL, ZOANMOEEDRNTIT
MNTATLEITLE I, BT T, HDWIITTDOAM BN =D NI o)
DEFA, 1EEICTZTIDD AL, FIHEBL, KITHET L2 L, 1FA
By AL MERERHY FHATLE, 208D RO N2 IZEHLNR
B EG 2 AR B SR TRV EHATLE, B9 3y FIFET
IThH, ENRRRTHETEEIZIRY 22oivEFHA, L, ERCEL 25 F
TIZFER L TWAMERH > 72O TTR, YRHIEEZENIITL T\ =729,
FErbiZAREMT LIz, ZOX I RERMEORNTH, BT Iy RS IIHE
FIhLETOoNELE, SHINERUCAEEZERTESAIZWVAENLTL &
5, NITKELHRTT, (183 EH» 55 H)

KSwyh—., 9T J)LFIZTDLTE

HELOIL, BEEE ) —F—2 v T2 HEZ2TEAHe RT v h—0b,
7 =2V FIE GE OFkZU DAL DIZS Db LWAMTE -T2 LI £ T, bz
LizEbdbE, V—F—ZFHMIILNEDLZTWRNSTZ, ZOEZHIT
PEH L. BERE A S X TICRBENT-AMZRIEIH>ELTCLEY, KT v —
WEo T, ITHEM] 7 L) SEITERE 23720, [AISELTHNS0OMN
RGN Lk, DxILFIE, BEDERBLETEEXRZITO -HTIELE
. GEDFEZPYBEALDIZASHLW) —F—¢ LT S EDES T,
BEEARA MIAMZBHT BRI, BEOFIEZT TR, fFRkOo=—X
EZICANND Z ERMELDT, o FIiE, 1971, H 50T 2001 FGRAT:
ENITHE 7 CEO M TIX AR o 72 h LIV, AN, 1980 fE4€ & 90 4%
DGE (X TKFHM ZRELELTHEY.,. ZOEHIZVILFO)—4F—v T
RN 1=, (199 Ex 531 )

10-15



BT

m%a=m%ﬁ@%,ﬁ%%,ﬁiﬁ,ﬁma,ﬁﬁz,
HEE, RALE HANE, BB, @A REEE, MR
ﬁ,H&Mﬂoﬂuﬁ,ﬁuﬁ,aﬁoﬁﬁﬁ,ﬂ%%,&ﬁ
%Zyﬁﬁﬁ,ﬁﬁxﬂ,ﬁuﬁ,$ﬂoﬁ$ﬁ$ﬂ,ﬁ$ﬁ
R, BY., ERE RBEN®H BEHE, FIWEZ, SBE
Wik, 7, BRE BRERZ, LBZUGE BEEE
> BWAMN, TEHAZ. BRE REEZ, LESMENES
%, ERERZ, 5L, AN, ERE, B, U8R
BWARE, AT, mzEt, HZEE FIFEL
HEGEE, AE AWE EEE BIE FLE
R%ﬁ%,ﬁimz%,%zﬁmoiﬁﬂ,u—ﬁ+,Eio
#upEss, Hi, HRAH, B, KEBMAR BIEWA
ﬁ,%$ﬂﬁﬁ,Eﬁo%EXF,#ﬁxﬁ,ﬁiﬁﬁ,%ﬁ
%ﬁ,Eﬁoﬁxﬁﬂﬁ;u&%ﬁ,uﬁﬁﬁ,&%ﬁﬁ,a
koﬂﬂﬁ%,MZﬁﬂ,%z£&,$ﬁ$gﬂo '
: ki, Ezid, REHE RS, EE LEZB
ﬂoﬂﬂﬁﬁﬁﬁﬁﬂ,$ﬂﬁﬁﬁ&%ﬁmo&&ﬁ%%,i
BXik, SHETH, SERE, FELE TRTH, HHERK
% BRERE BRER WHETE BIF8. '
ML, RT5ZRRE NENET, HT5 AR,
EWK%E,Eﬁxﬁé,ﬂﬁxﬁﬁhgﬁﬁ%,$ﬂm&o
MEZSTME, WAMRKZFEE, HzEd MEZH
. WMRDEZEZRANE, B2, AFTTEH MEFEZ
WU&,E$%%%Z$NMﬁ,H2¥ﬂoﬂﬁﬁ%,ﬁﬁ$
. ORTAE. WE, MEST, ERR AR, BT
Z, Lo



'Zﬁﬁﬁﬂﬁj%fi

i’ Dt o e () SRS

TSR0 2§ S s & QI

NAERE PN AN~ QHESL 2 100 o JIHTRRIE Qi <RI QITER G IR-@ i~
L O LML VR S e W BIRCE AR iRl 10 42 @ QIR K QU< 1L 490 Son
H R A0 QIITERQ ) -t 4 5 00° HRIK SRR BB OR 0 RRIE BT B< 4240
LAREIRD 50 B QIR S Qa0 Quu PIRBEN & & O 50° D% OV L >
IR N AT RN RN - QIR ARG | O ase°

< QBARTRE O Ln® RGBSR DMK W L LENORKEFERRE D rm2ssH
BOIEH VS 010 5 00° B HE ( QIkieg O MuFOEK v & o {REiE s
TR RS-0 e L4 © 420 BIRT FHEIRE REfI-0 O Qe L IR ke
DAL O 4 500° WO mOAR L TT B B O QR LEE Qa0

PRI EPECERT SR R L e®

02




R o | O QEAYRMITH 400° YR LIRER UGB P e<SK v oY
00 1) SUARIR O W 4 500 S IQIHEESRE Q0 HENRE T FHEGIRENTL so R EkHm
R0 5 T8 M A FR9E Q SR UENII 055000 [0~ L HHFEECREH @ ol IK-2 " HERNIRE I
rsis 5 1 Do’ i QI RO REIn-L S BEH O EREVIRT @ 1) v~uigse® 1)
O SRR R AR T LI IR RN SEH O MR Q- B K i B s s
£350° : »

WP R & O HRE< 1 O IR0 k) A TN S ARHIRE N A N2
B\ 508 | LI s s0 R DSBS 0 DR DMRaS 501 )00 28" FRBR-BRIES-H
PR N RN N7 B SHRER O FER e § <R 510° 200l
< QR QEBAMETS” M A RE LI 5 20088 5° BE& LR LIR¥EDS EORS<
O 6t QIR 14 0° DR AR RN TN HKEHER S L O SHRECIRER
A7 RN S 2 AR QIRE R AR a0 30 2106 O 7 TR Q- iR e

R m = T NSIHT <L QRO L B R W s IREESR R e & SR
PR ¢ QIE L BRS040 R 5 IRHEQ 0~ (TR L K- S0 0 2
MX-Q&Re<L R0 | | .

7, 2 85 Q B Qi O 2 5 i aod” A SRR © Qs Qe KR Q007 U L TSR
HROIRENT L 4Q SO O BHHRIK 049 s Qun 0’ 1810 5 R HQsQin 0 | BRI 4@ sQun”
LIS 1278 B ASED aQ50° A 1< LR UHET SRR L L 1RaQ e O R OHR

£5198E S IBMPIEE

93



B ZoBs<vo0 b QEK-VE N2 O°
=S\ AT

P3RS AR 10 O 107 LS P AN 1N = LR Q e KRS v Lo
RO 4 Q QIR vl D42 5° fRR O L 0o LB 1AW 3 — oSt
QIRKIFQ N —R—" — M S 40e°

— 00 SR A o @ SR EIEER 6 7, Yo 0 N L2 I 000500 s QA e T N 1 — M QL BT
B IROIRIE & 055500 QR48:0° BIERNTNNTR— Qi SIER L2-0 © {2 28BHEE S ROF AU
M08 W IESIEI00° HTEKEQ H RO QRIS I ORI S BB 12 S ot S EEESERE S
00 D ed” SRR LR AT Y K - IO <IR ao 2 1058 RN L LB
[R50 Q EHP RO IR TR o 00 0 © {8 1D T804 5 °

W L AR 0 S QEREE SRR R O < U O Il R S e QW RS L0
O LIRE0 1 ag O 0 QBB 0 100 © 10aQ O 4228087 Ul LA 00 1 S une | BRI
3 50 HEE AR e 50 1 ) m0-@ iS50 — M S8 W RO QRIENHRE OHEH RO W L se°
AEHU 1L S T IN— QFTIPEIIEE (e H MIRTNT AN - PR N ) ~ERENS K
B A R o B oo WG e SR © L M 2 FEE 10 a0 ) -0 O BRER O b £ 50
EA-mS e ANy —x OREIP IR R QMK | I &HM 8L mmSRn” 1

b A e ——a v rr—_

94



SN AN H — & 5 EInE O O USHEE Q< {250 O v 5, 50°
D &2 B<AFTERVENEH 00407 & OO KW — UK RSO R @i 1
W 5 e0°

+)

TSP K - = DNEANRT B OV L N T OKHOEEHMR & DI SHEL W
L4805 RIE L 42000007 [KOHMO N9 LMEBOMINEE O & St | Qe 0 42°

[MREP PP SR ] VE~T [PauntdR” DXL L L O Lt | 0 L

i d © 420

WO NNT Q0 QeEH'RE N EHR &7 BE ORI WY (RO e
H R 0 420 HEORMEIER e U HRIORE LR 0 42° i WIEH QUM LR
SR B OR42° WV ORE2 M~ RIS QB Mo L L BN ORI v Q& ORE
LK WA sQ6 i 1L 1650 1) R .Q & O 42 58I 0 400

S i SEK'R” R Sl it S B K IR S E-H-0 440 0 42° o) - S 28

1900 € oI QL QI K LR L B 50 Ha QUM RS RivaliRE 042 DRk
| <Dua w2 OQEHED0 S L8RS Ware i DR e RIS L0 BT
W RO QEHQ DS a0 | 038 BaEIEOMES L QNSRS T
RQEK A 00 Q12 D42° WO w0 QLSRR Q B0 0 a6 O 107 TR L =K g s

%193 SIBMIEE

95



DRI D ReoTBN < RIIR T QS IRDEI R O S s 1L D427

QIR — 'S QA E L s B £ i < QIKER L oK s RIS -2 i
%LtoIBM®Wﬂ%%bf\:@%m%ﬁﬁtt%®%<ﬁ\ﬁ%uﬁ?&%UQ%k:%
IR BN 4R S ? © S0 5 O 550

—~mMS O [l QEKORE ] ¢ SHFEREINL Ko sHIPa L —m ST RO
5%%u4yx}§iﬂlﬁv5o%Qm§%®ﬁ$®&mu\ﬁﬁ@&m%ﬁ%v&%&%uo
o R B SO ST I S BEEK F it s@ R T A 00 — S I 1) Q% KRR e
2158 O 5,500

D Redr) QU K 28 RHIEINTIrR Q 420 Q% Kt DWW -0l S {20 QR0 1 VREROR U
5010 %000 s < QRS 0. 9 R O 4° S o RN ¢ SRR
R B o ad HIIR O\ 5 5 S8 R ok’ B (ERUR HE R vt R O Bl
a0 7 o S S ) R B0 ad S 5 0 W A0 1) OO -t Q HERTEEERY L 58 O
500 1)U ee® il O s ERil ¢ QI QEBRH SR U IS L v S iK1 90°

HAD RSN ¢ QRMNE

=S Qe | DENNY — N T N-07 SHESEEKE L O WIE QS ALC
— NS HEYRE REQEE SN Ny — S WEER D420 HER R Qs 2K~ H NN

- - TRy 5 - fm Ty ——— s -

66

4



NN REL QSO L <05 D B0 S O 420 IRRERRRIE S H NN 1 N N 2
HHRERERLZ 0 L &7 RENREINS | MOWRIM-VERR O WIE O 420

SR QEEERT BEER0 O 5 B0 © 420 H N 1 NS N R SR S 7 IO N X
IS B L B e e B S EHE N 242° O & -oREE RS H AN 1T NS LRVE D 4
IR L s QR QHHHERSD 12 10 7, (-0 RS £l O 42°

N QIR R OIPO SRR m—mASR LY RIS CENR S BRGNS Q& L i)
HRO S 500° BIEQ H AN I NS NN QEE PEIKG | <& RATHENDL He w20 v QEH

R HANIITNE NN QURSZERET O L 107 RUSHIS-T I Q420 ¢ s dRHKIT VSRR O oL

R0 By QERI-QIIKIKS T QO I QEIIRNENCBRRO»v Y HiMe oo HM
A AR EK R EHy Qe H~°

PN | <D0 QRIS B0 AHEMHE w0012 280 QB S e L RE Ot 5 5@°
WogEY” IRROHME Qv Qe BIEQMTE HHHO N X" HHM B o fPER T
QHEI A0 QI K s R B0 W 5 w0

S ERMOFESHRHL O 2 -0 O LR O 50 —mSiu-»" i
TORKAINR - H NN NGRS O L DN R P KT IR QT N P
SR O L VBV O L 10 O& 0 [RINEL e FuiBHOTRIMGE942° 4
IR L2 SR o0 B S8 o i (RIBOSRID (R~ OMERMRTT SEmBRR) 12 0420

& QKIS HHN R v RO D00 Q W itiens” EEIN 000 LI 0K R 60 4

# 198 -IBM4IRE

o7



1L D490 0O~ HEMIE Q A HIE % 0 QIR & 18] [ <L u-oRb RO W 550° DR KGR Ol
B £ 0 QAR O {2uaud” ISk QR KIEQRIBR 98 © SL-uiu o suad” AHHN = I
OB ER O L N 21000 6 © L Q0110 — S IO N R P A Lo @ 28
e RIS G -HIE QIR S WV AT © IR K 04~ EHIb ST VIS SRR Y S o0

I B U <L © B AL ] R o 30 e L2 5

S QHEER 0 £ 000 2 AR QIR BRIN Q- LEHRII R -2 2 Tte
0421 el DL SIS 4 RS QEUEING L R issodih L O L e <QIRRL KU
i) 7, R0~ Lo )R HOBQRERE s O b Lse® .

WO L DERINTS IO 4L O 250 ~RR O 500 IR T L BR -0 1
tﬁ%%ﬁow&&<\%5pmﬁ&w&%&x9;<ﬁ5kw®z#w%ﬁﬁfd<¥ﬁLfb
"2 ° | ‘

— 0 SR ) QIR R -4l © KIS LR DRI - 42
SR 25 4K RBAS b | AR & 42 L2 i S VRIR O AL°
DA ] SR BQ R SRR © O o Q- IR & O 4au T
=S S el © LB 420 Grm 542 O e HERIR T L ve®

i’ BERS<L00HMRT &

RN HCE S KEHR O AR O L°

R T 8 QReE

SR 5 e’ MERIREE QRIEHRI S~ O T8 R | <AL o - Hi 2 IR IR

L et Attt




QU HIsQ &7 IR 5 KB @ U it & O U L 50 RS - S Q-
B0 LY e NG — 2 BN KEMEORBO KRS W 5 42°

— M SRR — R —P19:0° BIEQM-u QKL+ O WELS0° QR O we
IUER TS HEIRERER (O #sc BRI o LRI L0 QR WEHIT Qe Hiik—m S SRR
Whas” KEAHSHE 12 7SI ) AR QIR O 5 420 RSO AN RN RN~ [HERWE
4o 50 1) RIS QEGE Q5000 42° — ) S 28 PIRMR O 2 AR v B e ) W URRDT KO
| - RUITOBZNME D7 ks © HERR R L $E 0 £2°

— 0 S WIE audesit s O IO QE NS L) uis L O LEAR
B s0 00 088 5,0 [EHER Q04O 0B 5° WRHRUNR MR
SNHERR DA 1850 1) VR4S 5 RO Q00 D4R O RIQUEIS a4 L
SR IR IR 4o 00 1 ) o0 1 g O W IR QP IR O 42 — 0 S ORISR0 42 5 O IS8 L -
5o s R0 D048 50 HRRsRaE QiR 0 O v | RINOBE B ER W 285 0 42°
§ IR Y — 2 BRI R L e o K s HEE O 5420 T RIHOBEOHZE DA N-=N
QIR D U HTR T 1] TR T — X RN — 0 SRRV BB L0 49 00 % FHERERIR 8- 1
HHREBHAPEI IR 78D R 04~ HRIR O BRI 'R~ KR OISR QI 2 4L° dik-onsdd”
B QBN L O T ¢ QIR O 150 42 12 R ERER TR0 2 42° INERE IR -7 RS
QEESIE O 5 82° D% O —Ih~y — REREREnSvv0” —mS5 { OKES
RS Y L U L s Rk O 420

° ] Hu

w25
LA
o

B 19FESIBMYTRE

99



L#LW%ELT\IBM®%%E$®§<ﬁ\;11?41w&%k$%%%uﬁfaﬁﬁ
P SRR 0 R Qe KEAIRIE L BHI O L 420 D4R O Re—ASE HANY Ak
SN OK QB 0 QI T L R4S 50
ﬁIBMm\&EL%#%ﬁﬁ%u%E%&ﬁ%T%tkpﬁ%vﬁ@ﬁt(&voﬁu\E%
@%ﬁ%%ﬁLk#%lBMd&ELto:@%ﬁ@@wf\IBMm%Lwﬁga%Lwﬁﬁ
%%owawhﬁagtwotoégum\ﬁ%u%pfﬁﬂgﬁgnfw&v;1ﬁ%ﬁoH\
%@;1f%ﬁﬁﬁﬁaﬁﬁ%%%L&Hn&a%&#oﬁoﬁ%tﬁ%%%%L\%&%ﬁﬁb
SR O 4L

[0 DGR 2 -0 R & 3EHE 4o 00 - ORI R A R O 2808 — S sl | QERRERNES —
ﬁlu%\%&ﬁ%u%&ofm&#otaﬁioﬁm&%E%\Eﬁ%ﬁﬁéﬁfw<:&%%
WM 0 O wasik O LQPEERSL R-VEE O L0 ]

100




i Qi LA S a0 340

LAOEHRS PATN RN L RI0! [ OS BN

B < W S ) 088 L Wl S )0 1000 — A SRR & SR & S LT
RN )08 R L0 S HRIEIE e <R O L K0 DR O T o QERERS
<SR SR 7848 1, © .
2R © @Rl L% Hiprs < O KQ»o Q& 0 42° D O’
julao 1< QKB R. Q001 0Q | O UENOSS RO o BT | o QRS i
TN QI 224 O R O QIR R0 U0 1) BRSO S IR B O 0-0 Q7 il
R0 ROEROQEAR L0180 1)~ 342° .

<L QEREY < VEVOREE <L QR L KCR L EBN-e 0° W e o QREE
LRAKRR I -2 0° W2 BRSO V- U7 e ek L7 E HET B
HOBB 2 EHI2.Q O v 5 00°

I0X



£ Eanr )y ARERD IR OEH
JER L TR

102

<0 | BvHle ) 08 O oL VIO 10 S RSSO
S Qe B IR S -1 QY500 LBRHE” A R0 SR

_‘“MN\
%@@5%\%%éﬁ%f@b&ﬁ&%%%ﬁL%fv%ﬁf@ao%Lf\%@ﬁ%aﬁﬁ%

R0 O K a0 °
IBM%%Q\A&ﬁ%@7%9ﬂykﬁﬁﬁaﬁﬁﬁ%5:h%ﬂkfm5o
%ﬁKNA%Q%&LT®@<Aﬁv60::fd%ﬁ&bf@k@%ﬁ&@ﬁ#%ﬁi%%g

ﬁbao:®ﬁvuﬁ¢%gE@\7A%€%_®ﬂA%_kv5§%%¢bu%25#r£§ﬁ

0 5 T 1 B 5 2 126 O oK~ B0 ©
%:u\&%uﬁ#%ﬁ&%%o&%m%%atf@ﬁ%ﬁ\@(AuﬁL%ﬁT&%%@mﬂ

#%%i&%%ﬁ%éo%Lfﬁt\®<kﬁ\A\ﬁA\ﬁE&LfﬁﬁuﬁL%ﬁﬁ&%%w

(YT 040 o0

732 & O s R 9950
%Eu\ﬁ%ﬁﬁ%uxﬁ%%®%m%%f@6&&éu\@<A®&%@%@L$
D SRR Q100 Lt <L VTHHS PN ARNAUR LY

2 5] |0 SRR & 03 b~ 5o S
:o@%ﬁ@yzib%%ﬂéﬁéﬁ%ﬁ%ao%:t@:zb&tf@%@kﬁ%&Lf@ﬁﬁ
QR ERR® WO RITROHIK R O ST BV OREL R CERReT




S0 DB AL

<R R0 LKA R LB 0o 0050 TRE-RRISI QAR E D62 LR
K0 ) b Q< £ 40 IR L B & P 10 1 ) 0 IR K-S0 BR80T H AN RSN
f%&?fuk%ﬁﬁ%&&%o%@h@umif\A%%ﬁ@%o%ﬂt%ﬁ&%&%ﬁ%%k
BSOS L0 W IR <L Ll e QR VR OHE L < O O RREE
%%za:kﬁfﬁéo

< 2 TS QUIIZE 1) 266 % KR 490° s Qa0 FRHND” B Frm o EiE - 0dRPRe”
#4502 QU0 <A D OMME R KT v £ O QIR DR e RERSER LY W
LMW’ 80 5 BRI IR P DOIMRU O L WHHEQMNE 10 R LG
N IVSE NN

NEHL QL0 LB~ << I VE R Q0° e Qa0 [<EIKE| © [<E]
5@ Bsdad Q- 1 J sQ T 12 BT QS UENR 49000 Aot Qa0 L WHRER IR it O W REEE 1
v QPRI 240 © £2:HH © B QLURMHEPA 0 0 LI I — R E99:0° SIEE- 0§ f8.078<

RRER0 VR P ause® D& DT <LEa-e M0 O<EEP a0 QB <RT e

NS R<VEE VY IR OV ERBEQEM Qe
L3800 O lbiHu O Q< QRN ERREES O PSS RElRvR e’ <BEQHEY O

HWESAFREILIZL

io3



%E@ﬁ&bxﬁ<#@#&w#t0bf§i\Kkﬁ%étimﬁ%%ofw%oﬁﬁ%ML@
61 )@ A 00 e O 0 O o KO QB e VK L0 DR O <
LRmime ) O 7, s ) RO o R K-V A650°

104

R IR QAL A QIR 5 © ISR EE o 0 420 127 R [ KHBGKEERN K ARV S LT —
0 A% O RBIIEI A S & 0 o FERIE QB " 1) SHFIRQER & LD &o0@e2
QI L°

%ﬂ%@@ﬁu@&&%ﬁﬂﬁ\7}9%@&%@@%3@%@%@%@%&&&%%@ﬁ
Q0P NRER LG O IR0 DR DEOZ a0 v S0 Q-0 Qi SFE
58 U SIRBE Q15 5 1IN O 420 W00 QIS HEER L2 oS & © 42°

bR R 1 42 0 I QI w0 QST QIR 2 BBV B~ < {Ls0 QIR 248 © 427
,EK:Rﬁéﬁﬁt@%%®ﬁ%f@é_kvi@ﬁ%&®_ﬁLh%%k&oho§m%
nd 3@ 550078 R 50 0 @ < QTR 148 50°

TR QMR - O s R0 (0° S e ISR HRE
v O WIBRRSEED oM 0 42 [BHR] » 5 n2 Q'R -0 O I O LR
1Q50° 4000 ) QEAE QIR TS IR a4 0 (00420050 S LIEQFK L2500 ©119:0° KR
S e (RS © M0 & 50 1850 L & 12458 O 42l 187 BRSNS OB TORMKE




2 OIS AN R N - Qith & OBHE LM £ B0 ) VR IREBER O MK © £2° e
Yoo QIR LR o0 ) )0’ IRBEIR QGRS O 42°

R T QU O - QEHER R i3 O 4210 R0 Q00 O g 5 1) 032 0427
BAE TSR0 O W 750 e LR O 7 B el LB ) w B L L0 DR Qe Q8%
i) O S QRIS O o 4, 42°

HEAEE & A0 © { QRHETSHIFE L FIHIA-0 4000 B N A R A WHr= K LR
L7 HIE QR R V<SRN D2 QNS L °

DA HELS | RO D R oM EHHKENRH D P 0° RHENIPNOSC
VBRI @ SO BUR MR 4000 4% O 17 LB & 3oL RO N oV ORIER
STIE 400 S v KA ER00° Mu-oss DR HIRAZEIL B 5 MBIV < PN R
N0 1) 080T Sl O WG O 4 L8 50

0 R ORHEAE L AT <EEREIE (20— N R AT NK) R Snebn 2@
ORI D0 Sy 248 40 R R A 05 D 1R50° RUERIEE D4 &0 S O B0
4 TR TG 2 96,5200 I ERAP o0 ) T8 0045 50 Q.S QS HRAHE L0507 il
ﬁ%&%ﬁﬁﬁ%&ﬁ&?%?ﬁb%o:h:%%EQvﬁﬁfyPﬁﬁﬁTéx%%@@&%ﬁ
TN

]

20 S AFTEI LS

105



21.

22.

HLL M (21~22) RSP RL Do
(N &fEE)

'z t E]"I*O)ll_.\l:\llﬂ

HFLDBRIENDOIFVIZ, NRIZEY EDOETLRBE RNy T 4 T2 Z—
IZF T, BT o T NER LR LA AT OED Z & % Hun
HLTWe, AEAHIFHRDLE o1z, TolFEkET 287 C, 4R
“Ltom%5$$@ﬁ HORET, LF¥aT7—T6HEET-> W=k
CIRBBEECY 3T ey REFToT-DTE, Ll BlIRMINHH b7
%@k%oho,m@kmt Lo TerIp e ANLTL = DA f72 -
720
IR IRE. AHITIE, WO EIRL L L9 EELDNIE -T2, v~ Vv —IZ
7o TR DREFHSFY , ARELZLIEL Y &Lz, Hom< 72, BFER
AR FERICGENTITZ ) & 2T,

IR AD MF—LIZEENSMLT:

WERIZ TR, B FELLCLFa2T7—Z2HEBELTEEBESEN, ¥R
~“)>¢/I~5° N/ %Dubf<htob\o%>0)ct5_7*9%‘/%@:0»\(*9

ke L TWDH e ERB/AEICYIVHLTE, HhoxBivb~vxrT A
/k%imbﬁf<hﬁmﬁﬁj_oLfﬁiwmwﬁ%?f?y@ém\
eI E LTI E ZNDFFANT AT ¥ —D 7T NTITo TN RT A bR
IS, ERLBNMTDHE Vo7,

EREOSMIZKY ., thDEPLDERBE VD RE I, FEKHOEY Fizon
The i e o TEHM E] LT T OB OV TOIIETR, FERHT & D
HES7 MO O A EFEN 2 bD LT 5a TR L —ra VAT,
Flo, DHERERY) — T OBRBELR BT o0, ERLEITRNT, IEER
DT AT 4 TIZLD L KZOFEREDES| %ﬁbf\%&fﬁﬁbf
Lo, HEREDIC THTRERA~AHE T Z&52bo8 U 7T, FiFIZkk
CTHHEI &L,

11



(RRDA PRIyt )URR 128~129, 174~175, 275~276, 228, 266~E)

ATy —DREELZOEBEITKE L,

O XYy —DRE, DRALEEBROBRIMLY I RELEERZRET S
Lo FRUTA =7 AR T OREHILETWS, QERICHEELEIATILSD
DEBENVFRIZDBESNATWNWEEDE, AMSES, W aEHICLT
HRlRRITfaRIzZ S b 2D,

OA/R=2aviE, BFERHINEO LD TR EETH 5. MikDIMIH
OTEETHY ., HOERADEETH D, > THAETEGELS, BITH
BITERZELIRITNELRE LR, ERMA -V —ROHROHRTIIR
(. BREDLDELEZDHE, TiHERL NS Z LT

FTTICRAELTWARNG, TORFHIREENELZEZNTORVELES, 4
IRN=2aVDEELRD, bo L bHEELRZB P AOBEDEILETH D,
T E - & bEELREILTH D,

OA/RN=VaVDBELEL, ThhbhOFERIEEMN, RAITHLINEN] &
DREINBIE S, BBFEROBEIL, BHAEORL, —v X, HiLEit@T v
XTI T D b DO EIRET H, ZHUTKI L, A S R_N— 3 CORIE T,
BEDLDEIASNTHELT D ERET 5.

OBBEDEDIE TEYZL ] A/ R=23 F T&KYELT=2D] Lo on
IS O TH L, EHZETTZZE, B, FFICAMEW ) EEER %
FHLWEDODT-DICRTE 5,

RADAD FDOEHEDIRIE (X2

O ZD X I RIEMMEDIRILIT —> L2, T7bb, AOMKZAPERR S
DIZTHILETHD, TUHBBOBENTHS, —AD L Y DO ARICH LT,
HOERIEL-ODOFETH D,

O FAT4T7EREADN, BBERAD, RELITEREEFOZ L TR, K
FEIITETHS, BRLTNDEE, BRLETA T4 TIEEEDELRNE
BT L BT RE Th D,

O FywTIRRAVKMIZREELTIEHELEL, F—LTHD, F—LIZiIx 7T
YWD, X T TUE, RAATIERLS T —HX—Tbhd, ¥ 7T 0K
BlOEIIZETH D,

11-2



11-3~5

FREADRE E21E AFEEEWELED)

O Foyh—WASEBREZTMLAWERIZMAAD, (EFE~DOEENEHERT
AR
(DA D ERRITE RO N N FE B A T LT D
(2)5F— K KHR(1914~18 4) & 35 A MMES N 20 & LTV D
BB B WL EHEIZBNTAFTITIERK L ODTF T D
(4) NFBFREm O A b FIEL, MR B EE~ORBERE G0N A S
(There has been so little building on the foundations of Personal
Administration)

OFB—DRALEEZDRERR. AROFFELEARDOZLNED
(DE— DR, FHED, v 2TV AV MRE = OOREEA
(2) BFEA~ORRS, TRYE Z BRI IEATEI<
OfEFICEAZEE TRV, FULARREITEE, LEFETIERW
(DAND~RT AL T D REFEH R BEFRIZ R T TV 5
(Remove fear , and people will work)

O BlZEMEEE. AEHEBEOIRDAY FOEXRGER
(DR FRVEREOER O A, oy 0HE#
QftFEOFEZ BN, (EFORENEREIETHD L HM LT
(B)F1H & FATO /B, FHE & FATIX —SDEFTIE AR
DR EBEEO G R S, EROFEN, BRSO ERE. BT L5
(Planning and doing are separate parts of the same job)



B30

CHAPTER 21
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Parsonal wW A PEze

IS PERSONNEL MANAGEMENT
| -~ BANKRUPT?

Personnel Administration and Human Relations—What has Per-
sonnel Administration achieved?—Its three basic misconceptions—
The insight of Human Relations—And its limitations—*‘Scientific
Management,” our most widely practiced personnel-manage-
‘ment concept—Its basic concepts—Its world-wide impact—1Its
stagnation since the early twenties—Its two blind spots—"“Cee-Ay-
Tee” or Cat”?»—The “divorce of planning from doing”—Scien-
tific Management and the new technology—Is Personnel Manage-
ment bankrupt?

A FEW years ago I received the following letter from the president
of a company: '

;_.;I employ 2,300 people mostly women doing unskilled assembly work.
Please send me at your earliest convenience a suitable personnel policy
and enclose a statement of your fee.

- For a long time I thought this letter a good, though unintentional,
joke. But lately it has dawned on me that the laugh was really on
me. My correspondent, I have come to suspect, is much like the
child in Andersen’s story of “The Emperor’s New Clothes” who had
the innocence to say out loud that the emperor was naked when
everybody else was trying to pretend that he could see the ruler’s
garments,

" A good deal of what passes today for management of the human

organization is mechanical in nature and might indeed be dispensed

by mail. The two generally accepted concepts of managing the

oMo
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worker—Personnel Administration and Human Relations—see the
task to be done as something one tacks onto a business. To manage
worker and work does not seem to require any change in the way
the business is being conducted. And the tools and concepts needed
seem to apply equally to any business.

An indication that this may not be the right approach is the lack
of progress, of new thinking and of new contributions in either Per-
sonnel Administration or Human Relations. There is no field in
the entire area of management where so many people are so hard
at work. Personnel departments are growing like Jack’s beanstalk;
and Dot one but contains some research men complete with cal-
culating machines and Ph.D. degrees. In every university hundreds
of people lecture, research and gather data in the field. Indeed,
a raft of new disciplines has been created—industrial psychology, in-
dustrial sociology, industrial anthropology, industrial relations, per-
sonnel management and so forth. They all produce supposedly
original dissertations. They produce books and hold meetings. There
are dozens of magazines devoted to the field. And no self-respecting
business organization, whether the Seedgrowers of America or the
Sioux City Chamber of Commerce, would consider a convention
complete without at least one talk on the management of people at
work. :

And what has been the result of all this activity, what has all this
work by so many good, devoted, intelligent people produced?

_Personnel Administration, as the term is commonly understood,

began with World War 1. It grew out of the recruiting, training.a nd
payment of vast masses-of new workers in the war-production effort.
World War I has been over for thirty-five years. Yet everything we
know today about Personnel Administration was known by the
early twenties, everything we practice was practiced then. There have
been refinements, but little else. Everything to be found in one of
the big textbooks of today (save only the chapter on union relations)
can be found, for instance, in the articles and papers Thomas Spates
(one of the founding fathers of Personnel Administration) published
in the early twenties. We have only poured on a heavy dressing
of humanitarian rhetoric—the way a poor cook pours a brown
starchy sauce on overcooked brussels sprouts. .

There has been the same intellectual aridity in the field of Human
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Relations—though there is perhaps even more activity there. Hu-

- man Relations, too, grew out of World War I; but it took a little
longer to mature. It reached its bloom in the famous Hawthorne
experiments conducted by Elton Mayo of Harvard and his asso-
ciates around 1928—twenty-six years ago. And the reports of the

- Harvard group on the work at Hawthorne are still the best, the
most advanced and the most complete works on the subject. Indeed,
it is debatable whether the many refinements added since by the

" Iabor of countless people in industry, labor unions and academic life
have clarified or obscured the original insight.

Novelty is, of course, no argument for soundness. Still, it is most
unlikely for any new discipline to emerge fully formed and per-
fected at its birth like Venus from the waves. It takes decades to
build the edifice on the foundations laid by the first thinkers in
‘the field. That two new disciplines should have been blessed with
full maturity at their birth is altogether improbable. VLL@&J

-submit, justified in wondering whether the reason that there has
been so little building on the fo i ne Inistra-
. tion and Human Relations is not that the foundations themselves

were inadequate. '

{ :What Has Personnel Administration Achievedﬂ

' The limitations of Personnel Administration are not hard to
‘perceive. They are indeed admitted by most of the people in the
field—at least by implication. The constant worry of all personnel
. &dministrators is their inability to prove that they are making a
‘eontribution to the enterprise. Their preoccupation is with the
search for a “gimmick” that will impress their management asso-
ciates. ‘Their persistent complaint is that they lack status. For
‘personnel administration—using the term in its comaon usage—
As"largely a collection of incidental techniques without much in-
“ternal cohesion. Some wit once said maliciously that it puts to-
‘gether and calls “personnel management” all those things that do

fot d ith the wo eople and that are ment.

.+ There is, unfortunately, some justice to the gibe.' As personnel

§ ??"jadministration conceives the job of managing worker -and work,
At is partly a file clerk’s job, partly a housekeeping job, partly a
‘social worker’s job and partly “firefighting” to head off union
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trouble or to settle it. The things the personnel administrator i
typically responsible for—safety and pension plans, the suggestion
system, the employment office and union grievances—are necessary
chores. They are mostly unpleasant chores. I doubt, though, that
they should be put together in one department; for they are a
hodgepodge, as one look at the organization chart of the typical
personnel department, or at the table of contents of the typical
textbook on personnel management, will show. They are neither
one function by kinship of skills required to carry the activities, nor
are they one function by being linked together in the work process,
by forming a distinct stage in the work of the manager or in the
process of the business.

None of these activities is in itself of such a nature as to call
for more than moderate capacity in its management. None by itself
has a major impact upon the business. Putting a great many of
these activities together in one function does not produce a major
function entitled to representation in top management or requiring
the services of a top executive. For it is quality (that is, the kind
of work and its impact upon the business) that alone makes 2 major
function or defines the orbit of a senior executive.

Even if these things were best assembled into one department, they
would not add up to managing people. They have indeed little
to do with the job to be done in this area. That the personnel
department as a rule stays away from the management of the enter-
prise’s most important human resource, managers, has already been
mentioned. It also generally avoids the two most important areas in
the management of workers: the organization of the work, and the
organization of people to do the work. It accepts both as it finds
them. (There are exceptions to be sure. A notable one is the Sears,
Roebuck personnel department; but it is no accident that personnel
work in Sears did not start with Personnel Administration at all,
but with the management of managers.)

The reason for the sterility if Personnel Administration is its

three basic misconceptions.! ) 1t assumes

1They have recently been brilliantly analyzed by Douglas McGregor, president
of Antioch College and himself one of our leading personnel experts. His paper
Line Management’s Responsibility for Human Relations (American Management

Association, Manufacturing Series Number 213, New York, 19%53), “must”
reading for any manager.

J
3
¢
i
3
i
H
3
i
¢
H



IS PERSONNEL MANAGEMENT BANKRUPT? 2474

[~

| o-work. As Douglas McGregor points out, it views “work as a
~ kind of punishment that people must undergo in order to get satis-

——

- faction elsewhere.” It tends therefore to prrt—emphasis on satis-
factions outside and beyond the work @ Personnel Ad-

//-10

. - - - ——
ministration looks upon the management~of~wofker and work as

‘the job of a specialist rather than as part of the ma@ger’ij(_)la. It is
- the classical example of a staff department and of the confusion the
staff concept causes. To be sure, there is constant talk in all per-
~ sonnel departments of the need to educate operating managers in
‘managing people. But go per cent of the budget, manpower and
effort is devoted to personnel programs, thought up, established
and operated by the department. The best textbook of Personnel
‘Administration,? for instance, starts out by saying that the two first
jobs of the personnel administrator are to advise operating manage-
- ment and to diagnose the stability or morale of the organization as
an effective team. But then it spends 301 of its ga1 pages on the
~ programs that the department itself organizes and manages.
"This means, in effect, either that personnel administration has to
usurp the functions and responsibility of the operating manager
 (since whoever manages the people under him is the “boss,” what-
ever his title); or else it means that operating managers, in self-
~defense, have to confine personnel administration to the handling
of incidental chores, that is, to those things that are not essential to
‘the management of worker and work. It is not surprising that the
latter has been the all but universal trend. '
‘(Finally) Personnel Administration tends to be “fire-fighting,” to
see ~personnel” as concerned with “problems” and “headaches” that
threaten the otherwise smooth and unruffied course of production.
It was born with this tendency. But the unionization drives of the
thirties have made it dominant. It is not too much to say that many
_personnel administrators, though mostly subconsciously, have a
stake in trouble. Indeed, there was some ‘truth in the joking remark
~made by a union leader about the personnel department of a big
‘company: “T'hose fellows ought to kick back 10 per cent of their
salaries into the union treasury; but for the union they'd still be
fifty-dollar-a-week clerks.” But worker and work simply cannot be
managed if trouble is the focus. It is not even enough to make

. *Personnel Administration by Paul Pigors and Charles A. Myers (New York:
McGraw-Hil], 1947). '
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“fire prevention” rather than “fire-fighting” the focus; managing

“worker and work—the IBM story shows this clearly—must focus on
.the positive and must build on underlymg strength and harmony |

} ‘The Insight of Human Relatzoand Its Lzmztatzons{

Human Relations, the second p_revallmg. theory of the manage.
ment of worker and work, starts out with the right basic concepts:

people want to work; and managing people is the manager’s job,

not that of a specialist. It is therefore not just a ‘collection of u

related activities. It also rests on a profound insight—the insight

summarized when we say that one cannot “hire a hand.”
Human Relations recognizes that the human resource is a specific

‘resource. It emphasizes this against mechanistic concepts of the

human being, against the belief in the “slot-machine man” who
responds only and automatically to monetary stimulus. It has made
American management aware of the fact that the human resource
requires definite attitudes and methods, which is a tremendous con- .
tribution. Human Relations, when first developed, was one of the
great liberating forces, knocking off blinkers that management had
been wearing for a century.

Yet, Human Relations is, at least in the form in which it exists
thus far, primarily a negative contribution. It freed management

‘from the domination of viciously wrong ideas; but it did not

succeed in substituting new concepts.

One reason is the belief in “spontaneous motivation.” M
fear,” the Human Relations people seem to say, “and people will
"work.”[This was a tremeéndous contribution at a time when manage-
ment still felt that people could be motivated only through fear.
Even more important was the implied attack on the assumption that
men do not want to work. Yet, absence of wrong motivation, we

‘have learned, is not enough. And on positive motivations Human

Relations offers little but generalities.

Human Relations also lacks an adequate focus on work. Positiv
motlvauons must have their center in -work and ng@ Human
‘Relations puts all the stress on inter- personal relations and on the

“informal group.” Its starting point was in individual psychology
rather than in an analysis of worker and work. As a result, it
assumes that it is immaterial what kind of work a man does since
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CHAPTER 2 2

© HUMAN ORGANIZATION
FOR PEAK PERFORMANCE

Engineering the job—The lesson of the automobile assembly line
—Its real meaning: the assembly line as@efﬁcient engineering—

ouk. Mechanize machine work(anil integrate human work—The rules
- of “integration”—The application of Scientific Management—

.
4

‘The worker’s need to see the result—The worker’s need to control
- speed and rhythm of the work—Some challenge in every job—
Organizing people for work—Working as an individual—Work-
ing as a team—Placement—“When do ninety days equal  thirty
yearsy” '
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/ T'HE title of this chapter is a manifesto. By proclaiming peak per-
formance to be the goal—rather than happiness or satisfaction—it
- SO that we have to go beyond Human Relations. By stressing
human organization, it asserts that we have to go beyond traditional

Scientific Management. stk eleardy
Though a statement of what we have to do father than a sum-
mary of what we are doing, it is not an expression © plous inten-

tions. We are on the whole not doing the job today. But we know

what it takes to do it.

Engineering the Job _ ,

This is particularly true of the first requirement of human or-

ganization for peak performance: the engineering of the individual

job for maximum efficiency. It can be argued convincingly that our

difficulties and failures here are fot)the resq I
S

refusal to accent our awn knawladoes NP
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We are, 1 think, pretty much in the position in which the bacteriologists
were for fifty years. In their search for effective germ killers they concen-
trated on producing the absolutely pure bacterial culture. Again and
again they found themselves frustrated by fungus infestations that killed
the bacteria. These fungi became well known; the penicillium mold was
isolated and its properties were described almost fifty years ago. But their
conviction that a pure culture was the starting point of all research totally
blinded the bacteriologists to the fact that the pesky fungus was what they
were really hunting for: the potent germ killer. For decades they regarded
the fungus as a nuisance, threw away the infested cultures and sterilized
the equipment anew. It took genius to see that the infested culture @er
than the pure one offered the clue to bacteria control. But once Alexander
Fleming had had this true “fiash of genius,” it took but a few _years to
develop all of today’s antibiotic medicines.

Similarly, in engineering the job, we have been blinded for a
half century by the search for the elementary motion and by the
belief that the job should correspond as much as_possible to one
such motion. We have had abundant evidence to the contrary:
the IBM example is only one of a great many similar experiences.
But we have brushed aside this evidence as a nuisance, have ra-
tionalized it away as nothing more than emotionalism, have
apologized for it as poor engineering. We have, so to speak, thrown
out the penicillin because it killed bacteria and thus hampered our
search for what kills bacteria.

One reason for this self-imposed blindness has been the tremen-
dous impact of the automobile industry on our thinking. I have
mentioned earlier how Henry Ford’s insistence on the uniform finai
product obscured our realization of the essence of mass production.
Similarly, the tremendous success of his assembly line with its at-
tempt to confine each worker to one operation, if not to one motion,
has blinded us to the real meaning of the scientific and systematic
analysis of human work and has deprived us of its full value.

Little work could actually be organized on the Ford principle of
one motion to the worker. The specific conditions that made this
an effective principle on the automobile assembly line, the produc-
tion of one basically uniform product, exist in few other industries.
In fact, they are to be found most often outside of manufacturing:
in processing orders in a mail-order house, or in clearing checks.
But for decades we have tried to-apply the one-operation principle

Aocrmien +Lon 3P ___1.+
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supervisor. As a result productivity has gone up almost 30 per cent; turn.
over of clerks has dropped by two thirds.

But IBM is, to my knowledge, the only company that has so far
drawn the obvious conclusion from this experience.

One reason for our blindness is that we have only recently ob-
tained the key to the understanding of our experiences. Till now
the question has always been: How do we explain the undoubted
efficiency and productivity of the automobile assembly line if it is
true that people work more effectively when they do-an integrated
job rather than one motion? As long as the one-motion one-job con-
cept produced the results so.ob.vious in Detroit, experiences such as
the ones cited here could always be dismissed as exceptions.

The Assembly Line—Inefficient Engineering

Now, however, we know that the automobile assembly line is
not perfect engineering of human work. It is imperfect and in-
efficient engineering of machine work. This has been shown by the
automobile industry itself, for instance, in the new Ford Motor
Company plant in Cleveland. There a traditional assembly-line
process has been completely mechanized—with significant increases
in efliciency and output. All materials handling, machine tending
and routine inspection is automatic. The total number of workers

is not significantly lower than it would be in the traditional plant.
But the workers are not on the production floor; they are designing,

building, maintaining and controlling the automatic equipment.

We know today, in other words, that wherever the one-motion
one-job concept can be used effectively, we have an operation that
can and should be mechanized. In such an operation the assembly-
line concept may indeed be the most effective principle for human
work, but human work, in such an operation, is itself an imperfec-
tion. This is work that should properly be engineered as the work
of machines rather than of men.

For all other work—and that means for most of the work done
today in manufacturing industry and for all the work that will be
created by Automation—the principle is the organization of the

job so as to integrate a number of motions or operations into a

whole.

4 .
LY I S RN Y
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We have two principles therefore rather than one. @e for
mechanlcal work is Mechanization. 'Phe ofje for human work is In-
| eggatlon Both start out with the systematic analysis of the work
into its constituent motions. Both lay out the work in a logical
sequence of motions. In both attention has to focus on each motion,
to make it easier, faster, more effortless; and improvement of the
entire output depends on improvement of the constitutent motions,
But the one organizes the motions mechanically so as to utilize the
special properties of the machine, that is, its ability to do one thing
fast and faultlessly. The other one integrates operations so as to
utilize the special properties of the human being, that is, his ability
to make a whole out of many things, to judge, to plan and to change.,

The technological changes under way not only make possible the
realization of the correct principles but force us to apply them. They
give us the means to make fully mechanic those jobs in which the
human being is used as an adjunct to a machine tool. But the work
that is not capable of ‘being mechanized—above all, the work
that is needed to make the new technology possible and to support
it—can under Automation only be organized on the principle of
integration, can, in fact, not be done at all unless so organ'ized.
Productivity will therefore increasingly depend on understanding
these two principles and applying them systematically.

How far to go with Automation and how fast, where to apply it
and how, are engineering problems that have been considered else-
where. Here we need only say that wherever work can effectively
be organized on the one-motion, one-job concept, we have prima
facie evidence of its being capable of being mechanized with a con-
sequent Increase in efficiency and productivity. Anything short of
mechanization in such work should be considered a stopgap and
evidence of incomplete or imperfect engineering rather than an
example of human organization for work. The automobile assembly-
line worker is not a model of human work, as we so long believed.
He is an—already obsolescent—model of non-human, mechanic
machine work.

The Rules of Integrgtion

But do we know how to organize human work? Do we know what
integration means, what its rules are? Can we tell effective from in-
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MOTIVATING TO PEAK PERFORMANCE

R T —

What motivation is needed-—“Employee satisfaction” will not do
—The enterprise’s need is for respomsibility—The responsible
worker—High standards of performance—Can workers be man-
aged by objectivess—The performance of management—Keeping
the worker informed—The managerial vision—The need for
partlapatlon—The C.%0. example—The plant-community activ-
1t1es = -

. . m—
WHAT motivation is needed to obtain peak performance from the
worker? The answer that is usually giveh today in American in.
dustry is g_rggoyee satisfaction.” But this is M
concept, t. Even if it meant somethmg, ‘employee satisfaction” would
still not be sufficient motivation to fulfill the needs ot the enterprise.
A man may be satisfied with his job because he really finds ful-
filment in it. He may also be satisfied because the job permits him
to “get by.” A man may be dissatisfied because he is genuinely dis-
contented. But he may also be dissatisfied because he wants to do
a better job, wants to improve his own work and that of his group,
wants to do bigger and better things. And this dissatisfaction is the
most valuable attitude any company can possess in its employees,
and the most real expression of pride in job and work, and of
responsibility. Yet we have no way of telling satisfaction that is ful-
filment from satisfaction that is just apathy, dissatisfaction that is
discontent from dissatisfaction that is the desire to do a better job.
We also have no standards to measure what degree of satisfaction

is satisfactory. If 7o per cent of the employees answer “yes” to the
question: . “Do you think the company is a good place to work in?”

l
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—is that “high satisfaction,” “low satisfaction” or what? and what

does the question mean? Could any manager answer it with “Yes”

or “No”? We can measure the effectivenéss of concrete company

policies. It makes sense to ask: “Is the scheduling system good
enough to enable you to work or do you often have to wait for
‘parts?” It is meaningful to ask: “Is the parking lot adequate?” But
“satisfaction” as such is a measureless and meaningless word.

.And nobody knows which of the things that we are trying to
measure 1n terms of satisfaction have any impact on behavior and
performance, or how much impact they have. Is satisfaction with
one’s fellow-workers more important in motivating people to work
than satisfaction with physical working condmons? Is either of
them important? We do not know.

But satisfaction is, above all, inadequate as motivation. It is
. passive acquiescence. A man who is deeply dissatisfied may quit; or
if he stays, he is likely to become bitter and move into opposition to
company and management. But what does the man do who is
- satisfied? After all, the enterprise must demand of the worker that
- ‘he do something, willingly, and with personal involvement. It must
- have performance—not just acquiescence.

[ The present concern with satisfaction arose out of the realization |
that fear no longer supplies the motivation for the worker in in-
dustrial society. But instead of facing the problem created by the
‘|disappearance of fear as the motive, the concern with satisfaction
sidesteps it. What we need is to replace the externally imposed spur
'|of fear with an internal self-motivation for performance. Responsi-
bility—not satisfaction—is the only thing that will serve.
{ One can be satisfied with what somebody else is doing; but to
perform one has to take respon51b111ty for one’s own actions and
‘their impact. To perform, one has, in fact, to be dissatisfied, to want |
\to do better.

| Responsibility cannot be bought for money. Financial rewards
‘and incentives are, of course, important, but they work largely
‘negatively. Discontent with financial rewards is a powerful dis-
‘incentive, undermining and corroding responsibility for perform-
-ance. But satisfaction with monetary rewards is not, the evidence
‘indicates, a sufficient positive motivation. It motivates only where
other things have made the worker ready to assume responsibility.
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One can see this quite clearly when studying incentive pay for
increased work. The incentive pay produces better output where
there is already a willingness to perform better; otherwise it 1s in-
effectual, is indeed, sabotaged.

| The question whether people want to assume responsibility
has been mooted for thousands of years. It is being discussed again -
‘today in industry. On one side, we are being told by the Human
Relations group that people want responsibility; indeed, that they
need it. On the other, we are told by management after management
that people fear responsibility and shun it like the plague.

wa The evidence produced by neither side is particularly convincing.
But the whole discussion is none too relevant. It does not matter
whether the worker wants responsibility or not. The enterprise must
demand it of him. The enterprise needs performance; and now that
it can no longer use fear, it can get it only by encouraging, by induc-
ing, if need be by pushing, the worker into assuming responsibility.

The Responsible Worker
There arm which we can attempt to reach the goal

_of the responsible worke hey are careful glacementohlgh stand-
gds of Eerformance@prowdmg the worker with the information
needed to control hlmTeTt@and with opportunities for T participation
that will give him a managerlal vision. All four are necessary.

DA systematic, serious and continual effort to place people right
{ has already been described as a prerequisite to high motivation,
® Nothing challenges men as effectively to improved performance as

a job that makes high demands on them. Nothing gives them more
pride of workmanship and accomplishment. To focus on the

_minimum_required is always to destroy people’s motivation. To

focus on the best that can just be reached by constant effort and
ability always builds motivation. This does not mean that one
should drive people. On_the contrary, one must let them drive
themselves. But the only way to do this is to focus their vision on a
high goal. S —

Output standards for the gverage worker aré always, of necessity,
minimum standards. They therefore inevitably misdirect. They
should not even be used as declared minimums with extra compensa-
tion for output above the standard, for the worker will still consider

Oreng
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: the standard as normal. Indeed, the good worker who can easily
¢ “beat the standard” is likely to be affected adversely. He will either
feel that he has to keep his output down so as not to “put on the
i spot” his less competent fellow-workers; or he will lose respect for a
management that does not know better than to set so absurdly low
a standard. And whenever management attempts to raise the stand-
ard, he will be the first to complain that he is being driven.
.. The IBM decision to abolish general standards and to let the
- individual worker work out his own norm was sound—as its results
| showed.é Its success suggests that industry might go further and set
enuinem—the worker’s job rather than output standards.
: Instead of starting out with what a worker can do physically, we
" might start out with what he needs to contribute. We ought to be
able to spell out for each job what it has to contribute to the attain-
ment of the objectives of the department, of the plant, of the
- company. For the jobs in the new technology an objective in place
of a minimum norm will be required; they could not be done other-
wise. But even for the machine-paced work in today’s assembly
. plants, objectives can be set meaningfully if some challenge to skill
. and judgment is built into the job.

L

4 - To motivate the worker to peak performance, it is equally im-
portant that management set and enforce on imelm |
‘Jfor- its own performance of those functions that determine the
| worker’s ability to_perform,

- Few things demoralize employees as much as to sit around waiting
" for work while management fumbles—no matter how much they
pretend to themselves that they enjoy their paid rest. Few things
~ constitute such conclusive proof of management’s incompetence in
. their eyes.] To schedule so that there is always work to do for the
Jmien is not a minor matter. Nor is having the equipment in first-
J class- condition or maintaining it before it breaks down or repairing
{it immediately when it breaks down. And one of the most important
l:é‘pUrs to worker performance is spotless housekeeping. These activ-
\ities directly reflect management’s competence and its standards, by
|making manifest to the worker how good his management is and

| _ﬁbw serigusly it takes his work. r

" "This_applies fully as much to salesmen as it does to machine |

-
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gperators, to.office_workers as it does ,Lg_cnginccrs[;e first test]
ol management’s competence is its ability to keep people working{’ E
with the minimum of disruption and the maximum of effectiveness,
There are few worse cost leaks than the office manager who keeps
his staff waiting in the morning until he has read and sorted the
mail—only to put pressure on them in the afternoon to make up
for lost time. No union speaker can curtail output as effectively as
the foreman who keeps workers standing around while he hunts
in the tool-room for a replacement part he should have procured
a week ago. Nothing damages morale as much as the chief engineer
who hoards a few men “just in case” and keeps them employed on| |
“made work.” Any such lack of sound planning lowers the men’s
respect for management. It convinces employees that the company "'
does not really want them to perform, and destroys their willingness
to exert themselves. Only one common saying is more damning to a
company than the proverbial “They let you get away with murder
around here.” It is: “It’s just like the Army; hurry up and waill
@ A wise plant manager once Told me that he didn’t want his
foremen to do anything except to keep their department@ the

machines in it spotlessly clean, always to s hedule work three da %

ahead, to insist on the newest equipment available and to replacel| .
tools before they gave out. His successor has brought in a whole\ |
array of Personnel Management techniques and gadgets, spends
time and money on selecting his foremen and even more on training
them, and pelts them with Human-Relations talks—and yet he has
never been able to equal his predecessor’s production record. —

Keepi ' |
To_mpeasure work against objectives requires jnf,gm;ationl The

~question is not: How much information does the worker want? It
is: How much must the enterprise get him to absorb in its -own
interest? How much must he have to allow the enterprise to demand
responsible performance of him, and when should he get it?

@) The worker should he enabled to control, measure and guide his
own_performance. He should know how he is doing without being
told. The rules for procedures and information that apply to

l managers apply to workers as well. . = -
" But the enterprise must also atterapt to have the worker take
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responsibility for the consequences of his actions. He should know
how his work relates to the work of the whole. He should know
what he contributes to the enterprise and, through the enterprise, to
'soc1ety
- Irealize that it is not easy to provide the worker Wll‘.h the necessary
information to do his own job. It requires new techniques. The
figures themselves are usually on record, but new tools are needed
to get them speedily to the worker whose work they measure. He
alone can do anything about them. And if he lacks information, he
will lack both incentive and means to improve his performance.
To provide the worker with information on the enterprise and
his contribution to it is even harder. For most of the conventional
data mean nothing to him, especially if presented in conventional
~ form and with the conventional time lag. Still, management must
try to convey this information—not because the worker wants it
but because the best interest of the enterprise demands that he
have it. The great mass of employees may never be reached even
with the best of efforts. But only by trying to get information to
every' worker can management hope to reach the small group
that in every plant, ofﬁce, or store leads public opinion and molds
common attitudes. ‘

The Managcria? Vision

/214

- Placement, performance standards and information are conditions
for the motivation of responsibility. But by themselves they do not

supply this motivation. 'The worker will assume responsibility for

peak performance only if he bas a managerial vision, that is, if he
sees the enterprise as if he were a_manager responsible, through his
performance, for its success and survival. This vision he can only
attain through the experience of participation.

¥

We hear a great deal today about “giving” people pride in their

accomplishment cannot be given. People cannot be made to ‘“feel”

important. The president who writes letters to the workers as “dear
fellow employees™ will not make them feel more important; he will
only make himself look foolish. Pride and accomplishment, further,
cannot be created outside of the job and work, but must grow out
of them. A “service pin” for twenty-five vears’ faithful work may be

work and a sense of importance or accomplishment. Pride and

4
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® THE ECONOMIC DIMENSION
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Financial rewards not a source of positive motivation—The most
serious decisions imminent in this area—An insured expectation
of income and employment--The resistance to profit—Profit-

wl)—-” No_sale, no job”
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I HAVE intentionally postponed any discussion of the economic rela-
tionship between enterprise and worker. Not that it is of minor
importance. But financial rewards, as already indicated, are not
major Sources of positive motivation in the modern industrial so-
ciety, even though discontent with them_inhibits performance. The
best economic rewards are not substitutes for responsibility or for
the proper organization of the job. Yet, conversely, non-financial
incentives cannot compensate for discontent with economic rewards.

It is in this area that we may face the most serious immediate
decisions. If only because of the union demand for the “guaranteed
annual wage,” the next few years may well determine whether
we can resolve economic conflicts to the lasting benefit of enter-
prise, worker and society, or will instead aggravate them for years
to come.

The main problem is not one of high or low wage rates. It is not
even primarily one of wage differentials, powerful though resent-
ment against “wrong” differentials may be. The real problems lie
much deeper.

The first of these is the_conflict between t
and its demand for wage flexibility, And)the employee’s

v_lew of wage m and his demand for wage stability. This con-

M
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flict can be resolved only by a predictable wage and employment
plan.t ‘

To demand or to give a guarantee of absolute employment
security—the “guaranteed annual wage” of current union propa-
ganda—is as inane as to promise a man that he will never die. It is
less than worthless; for it could not be honored. when the worker
needs security, that is, in a depression. And its spread, by making
- the whole economy rigid, would make a depression inevitable and
twice as severe. The danger is clearly shown by the experience of
Italy with such a promise of “guaranteed employment.” In the
bleakest days after the Italian collapse in World War II when Com-
munist victory seemed all but inevitable, the Italian Government
enacted a law which forbids employers to dismiss regular workers
except when the business is in extreme economic distress. As a
_result nobody in Italy hires people; for once they have been hired
they become right-away regular workers and are permanently on
the pay roll. Companies prefer to forego expansion rather than
hire more men. Even though there is an acute power shortage in the
industrial areas of Northern Italy the power companies, for in-
stance, are stretchmg_out their building programs rather than hire
additional men into construction gangs where there would be no
work for them after five years or so. This law enacted to prevent
unemployment—and perhaps necessary under the conditions of
1945 or 1946—has become one of the major causes of large-scale
- unemployment in Italy. Yet nobody dares say so in public, let alone
suggest that the law be changed or repealed; since it is labeled “a
guaranteed employment law,” it has become the holy of hohes
of the labor unions and completely sacrosanct.

What is needed is not the promise of immortality that is the
unions’ traditional “guaranteed annual wage.” What is needed is
a life-insurance policy. And that can be given.2 |

-Most companies can anticipate on the basis of their own past ex-
. perience the worst drop in employment likely to occur within any
twelve-month period. (For most American businesses the worst such

1For a detailed discussion see my The New Society, page 232 ff.
*One very simple but effective plan for a small company—the Resistoflex Cor-

poration, Belleville, New Jersey—is described m the January, 1954 issue ol
Personnel Magazine.
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drop came in 1937-38.) On the basis of this experience the probable
worst for today’s workers can be worked out. That alone would
give an expectation of employment and income that goes far beyond
workers’ expectations. Only a small minority of enterprises has ever
experienced a drop of one third in the hours worked within a
twelve-month period; and even a one-third drop means that 8o per
cent of the workers can expect to work 8o per cent of their present
-hours during the twelve months ahead. And 8o per cent of present
income is enough of an expectation to allow them to budget.

Once we have such an expectation we can actually insure it and
thus limit the risk for enterprise as well as for employee. Of course,
there is always the danger of the unpredictable catastrophe. An
insured expectation of employment and wages will not protect jobs
if a business goes bankrupt or a whole industry collapses. But this is
like saying that. fire insurance is no good because it does not cover
damage done by tornadoes.

We have enough experience by now to know that, properly done,
stabilizing employment and wages directly benefits the enterprise
and cuts costs of operations. It is not a philanthropic venture and
should not be tackled as such. Indeed, the most successful predict-
able wage and employment plans have grown out of attempts to
reduce costs by stabilizing operations.

One example is that of maintenance operations on a railroad. Mainte-
nance work used to be conducted according to current income. This meant,
however, that most work was done when traffic was high—that is, when-
maintenance workers often spend more time standing by for passing
trains than on their work. By putting maintenance work on a fixed budget
and by scheduling the peaks for periods of slack traffic, costs were cut
by well over a third. And employment could be stabilized with a maximum
fluctuation of 10 per cent or less for any twelve-month period.

The new technology will force the enterprise into stabilizing em-
ployment. Not only will automatic equipment have to be run at a
continuous rate as nearly as possible, but the highly trained and
skilled employees will represent an almost irreplaceable investment.
In its own interest the enterprise must do everything possible to
keep them in its employ—regardless of economic fluctuations.

The modern economy offers for the first time in human history
the opportunity to resolve the age-old conflict between economic
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