
FF©I)ICTIVITY

PFBERICnfl LEGIOfl nuDiionium
[PU CLPIRE, WISCOnSln

Sponsored by

The University of Wisconsin Industrial Relations Center

and the

Eau Claire School of Vocational and Adult Education

RFCVtiVEIj
14/w& ;,

iND-uSTrP\A. RLi I



F 0 R EW RD

Set forth herein are the proceedings of a joint labor-management-public

conference on the subject of "Produotivity" which was of.fered through the facilities

of the University of 11WJisoonsints Industrial Relations Center and the Eau Claire

School of Vocational and Adult Education. The meeting held in the city of Eau

Claire on December 6, 1950, represents the second in a series of such conferences

to be held in various cities of the state under the co-sponsorship of the Industrial

Relations Center and the Vocational Schools.

The speakers on the program were Mr. Sidney Garfield, Vice President, Inter-

national Chemioal Workers Unions AFL, who lives in Chicago, Illinois and Mr. Ivan C.

Lawrence, Vice President, Minnesota Mining and Manufaoturing Company, Saint Paul,

Minnes ota.

The program was planned with the aid of a local advisory committee consisting

of Glen Rork, James Franey, E. Go Hoeppner, Fred W11inrioh, Clifford Elliot, and

James Voll. Their aid is gratefully aoknowledged.

Rq W. Fleming, Dire3tor W0 L. Enge, Director
Industrial Relat.ouLs Center School of Voca-6.onal and
University of Wisconsin Adult Education

Eau Claire, Wisconsin



PRODUCTIVITY CONFERENCE
December 6, 1950

Mr. G. V. Rork, President, Northern States Power Co S:

The Industrial Relations Center Advisory Council, of ihich I am a member, is

composed of flive men from labor,, five men from management, men from the faculty of

the University of lfisconsin. representatives from agricultures, and from the various

other groups which make up our economy in the State of Wisconsin. The Industrial

Relations Center is designed primarily for the discussion of problems which are

facing labor and management and the public at all levels in Wllisconsin. It is not

intended to be a group seeking a right answer. It is intended to be a group that

will develop the problem itself and in so doing present it in various forms so as

to bring about a meeting of minds. The Industrial Relations Center has been headed

up by a faculty committee of vh ioh Dr. Edwin E. Witte is the ohairman. Attached to

it is a young man, Prof. Bob Fleming, who is the fellow who does the paper end the

leg work throughout the state and the planing of these meetings and countless other

meetings on the campus. He is active himself in the H~ole matter and problems of

labor and management. It has been my privilege to serve with this group and to

meet frequently not only with representatives of management but also with the state

heads of the American Federation of Labor, CIO, the United Automobile Workers, the

Office Workers union, and others. In these meetings the committee has endeavored

to try and find some way, some form, some basis, for discussing these many serious

problems which affect our economy and affect everyone involved in the economy. And

in these meetings, originally at Madison, subsequently at Milwaukee, still later at

LaCrosse, and I believe at other points throughout the state, it has been found that

there are many things of common interest, many problem which can be expanded

and developed. The conferences present a sounding board, a means of developing

the problem.

In serving on this committee I have felt and do feel that here is a group

which in itself has no exact counterpart throughout the University activities. It
,i, . .. .

is part of the Universitxy, it is part of the State of1;ioni. It's a privilege



therefore, aoting for Mr. Enge1 for me to resent to you Professor R. V. Fleming

who has done an excellent job of coordinating these activities over 3 years. May I

present to you Professor Fleming.

Professor Flo :

Thank you very muoh, Mr. Rook.

I had planned to say a word or so about this kind of a meeting, but Mr. Rork

has said it so well for me that I think I need not repeat. We are proceeding on

the theory that though there are always differences between management and labor,

there are mutual areas of interest which are of even great importance. Wae do not

try, in these meetings, to foist off one group's view upon the other, or our view-

point upon both. We simply try to pick an issue which is of interest to everybody

and then explore it from a lot of different angles.

I want to say just a couple of words about these materials. The yellow

pamphlets, which some of you have, were prepared as a sort of an experiment. Our

idea was that you might like to have something to take away with you which contained

some basic facts. You will see that the charts, eto. are taken largely from

recognized books on this subject, and they give you a fairly clear picture of what

has happened produotivity-wise over the years. If any of you haven't obtained a

copy of the pamphlet there are some more over on the table, which I vmuld be glad

to have you take and read.

Now I want to say just a word about the program before we start. You will

notioe that we have first a film which I think will set before you the economic

facts of this productivity problem probably better than we can do in any other way.

Mr. Garfield, who is slated to speak immediately after the film, will be late in

arriving because his plane has been canoelled, but he is arriving on the 8:00 train.

If he is not here at 8500, and wetre late getting started we'll shift around and

have Mr. Lawrenoe talk and then put Mr. Garfield on when he gets here.

As to the subject of productivity itself, it seems to me it's pretty obvious

why it's important to all of us; if we're going to divide more things, we've got to
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have more things to divide. The reasons why it is important to labor and manage-

ment will be developed by the speakers and I don't want .to spendiany additional

time on it now.

I hope that the film will raise a number of questions in your mind, so that

when we get through with the speakers you can shoot some questions at .them

Film: "Produotivitys Key to Plenty"!

Produced by the Twentieth Century Fund and

Encyclopaedia Britannica Fund and.-

based on Amerioa's Needs and Resouroes-

by J. Frederio Dewhurst and-Associates

Now your program, shows that Mr. Garfield. is scheduled to speak first, and

I still haven't seen.him walk in the door.. I suppose after he gets here we

ought to give him thirty seconds to rest before hen starts to speak. So, I think,

Mr. Lawrence, we'11 put you on first and then turn to MrO Garfield after you

have finished.

Mr. Lawrenoe is the vice-president in charge of personnel for the Minnesota

Mining and Manufacturing Company. He has been good .enough to come down here from

St. Paul. He's a graduate of wrest Point, and Md.I.T. Those of us who were

privates in the rear rank won't hold it against him that he's from Ylest Point,

as long as he went to M.I.T. along the way, too. He served with the

Army Corps of Engineers for some time. He was-, thereafter, a consulting

engineer, Mr. Lawrence



'r. Lawrene':

Good eV'ening, friends, Mr. Chairman, ladies and gentlemen. When ilr. Fleming

asked me to -pariecipate w4th you in this progr"a 4 'Wturnod out to by t'he beginning

of an adventure for rue. I've met 'scae wonderful people and IVve been exposed to

some people who have devoted their whole oareers, even their lives, to thinking on

this very important subject of productivity.

I feel that I am not a stranger to Eau Claire; I've stopped here many times

both on trips East and also on the way to our plant in Wausau. We are 71.'isoonsin

people, as well as Minnesota people. We also have an operation at YVaukesha and

one at Cumberland, so we feel very muoh at home in W4isconsin, and we feel that we

are neighbors. Our boundary lines are only imaginary so far as I am oconoerned, and

so I bring you greetings from yowu neighbors from Minnesota.

This film that you have seon is a wonderful film; we have a oopy of it in our

company. We use -it in conneotion with our supervisory training program# where we

try among other things to give our supervisors some of the fundamentals of eoco-

nomics. I think that Mr. Fleming's work ib outstanding and Itve read some of the

conferenoes hets had at Milwaukee* I think it's a marvelous program, and I'm very

gOad to participate with you.

Productivity somehow we reeopiize as being related to work. I don't know how

many of us enjoy working. Maybe there are some things we enjoy better. I like a

good game of golf, although I don't do very well at it. Productivity implies pro-

duoing something; it's prbducing goods and services. 'If the atomic bomb should

destroy everything all around us and leave just this group here in this room,

destroy all our tools and everything, I think we'd immediately begin thinking about

what we could produce in the way of food and shelter and clothing, and some of the

other necessities as well as luxuries, that go to make up our standard of living.

Wsetd use the natural resources as best we could; the wood, the water, the soil,

the rook, and ole as we could find it and we'd start all over as our forefathers

did before us a coople of centuries ago when this country was a wilderness. And

if we were smart and waved our money and put some of that investment into more and
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better -tools and powers, why we'd probably eventually gt" to a point similar to

where wA are todays

As I caie down on the "400" this afternoon, I oouldn't help but think of the

ingenuity and inventiveness that went into making that trip possible; the savings

of many people that certainly were represented there. A hundred years ago, it

would have probably taken me all day and then I doubt if I'd have gotten here at

all, so we do enjoy the fruits of saving and of power and of ingenuity which go to

make up our standard of living' Prof. Fleming expressed it very wells I think,

that in order to divide up more amongst us, there must be more to divide, and

I think our living standard can be expressed just that way. It is the total

amount of goods which are available divided by the number of people served. If

there are more goods there is more to go arounds and certainly wetre come a long

way from the theory of scarcity which was somewhat prevalent a while ago.

We measure productivity - it comes from many elements of course, manpower,

the animal-,power, and the other sources of power, and is really related to al1 of

those thiftgsobut we measure it in terms of man hours of work; and so, in this

film, we see that the productivity level has gone up five times in a hundred years.

That's measured in terms of everything produced by all resouroes in terms of man

hours actually spent. And, by the way, in that film-m-those dollars expressed

there, while it didn't say so, those dollars are all in the same tems - you'dortt

talk abourt a fiftywcert dollar or a ihirty-cent dollar, or a seventy-five cent

dollar at various periods. It's all in terms of the same dollar, so that is

actually an inrease of fi thiiy in goods produced per man hour. You will note

that the work-week has gone down 'from 70 hours as it was in 1850, a hundred years

ago, to about 40. If we Wre're still working 70 hours a week we would have a still

greater supply -of- goods; providing we had the power to go with it. I asked Mr.

Rork how much it costs to deliver one-horsepower of energy here in Eau Claire and

he said depending on quantity used, it costs less than one cent per horsepower.

You could probably rent a horse, if you could find one, for v .75 an hour and
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yout d get one-horsepower hour, which would cost you 75 .t s as much as a -horse-

power of electrical energy. A man, here in Eau Claire, an uns:illed worker, ivi

the construction industry, will receive Wl.40 an hour, and he by his muscles oan

produce about 1/10 of a horsepower an hour, so it takes 10 men to-deliver a horse-

power hour in an hour which would cost you tl4.00. ...A horsepower -of electricity.

would cost you one cent, and so utilizing a mants physical energy would. cost you,.

right here in Eau Claire, 1400 times as much as the mechanical energy which you

get delivered from the power company. That is why we are, in this country, using

so much of that kind of energy and so saving of humn energy. Yet, no matter

how wonderful a machine we have developed, we still have to have somebody to run

it; sometimes our engineers are inclined to forget that and put the handles in the

wrong place, but I think our people are getting more man-minded in the design

of equipment and certainly it is for our best interests. As a result of this tre-

mendous increase in productivity,, we have, unquestionably the highest standard

of living of any country on earth. As compared to the rest of the world, the

film showed we only have about 6 percent of the world's population; there are

about 3 times as many people living in China, but their standard of living, believe

it or not, is only three per cent as great as ours; their productivity is 3 per.,

oent as much as ours. So that in comparison to the other countries of the world,-

of which we are (population-wise) about 1/15 or about 6 or 7 per cent,, we do

have a total of over 1/3 of the world's productions Taking a few items by them-

selves, we have over 70 per cent of the world's automobiles to go around among

6 per cent of the world's people; we have 50 per cent of the worldte radios; 50.

or 60 per cent of the worldts telephones; and about 90 per cent ofthe world's.

bathtubs. To many people, even in some of the European countries, it!s more or

less unheard of to take a bath in a regular bathtub. One hourts work in this

country will buy all kinds of goods and services -- about 3 times a -much as it

will in Britain, Franoe, or Belgium- -it will buy about 6 times as much as it -will

in either Italy or Russia; itill buy about 12 times as much as it will in India;

and one hourts work will buy about 30 times as much as it will in China. Now
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how has this came about? Do you think it is because of our manpower? Of course

not. 11ie only have 1/15 of the worldts population, and China has 3 times as many

people as we have; we only have about 7 per cent of the world's area so it isn't

the vast area we have; and only about the same amount, 7 per cent, of the world's

resources. China has just as many resources as we have, but their standard of

living and their productivity is far, far below ours. Possibly we may think it's

a question of superior brain-power. I doubt that very much. Many of our basio

inventions come from scientists from France, Germany, Italy, Sweden, Russia,

England, and no doubte, some of the basic inventions you will find way back in the

early days came from China* I don't think it's superior brain-power, but it does

seem to me the one thing on which we differ from other countries is the fact that

we have, in this oountry, not a central autocratic government that controls our

destinies, but we do have a free competitive system with the individual property

rights, the right of property ownership the right to go into whatever business

we wish to go into,, to make a profit or lose our shirt. We have the free ohoice

to direct our energies in the direction that we wish. The incentive for profit is

certainly a real one. People may criticize, and yet, I think it's one of the most

wonderful things that characterizes our system. People save up their money and

they form a partnership or corporation, depending on the size of the business they

intend to go into, and they expect to get a return on that investment. Savings

are difficult; any of us Yho have tried to save know that. 'te put our money into

a business; we take our chances, and put our energies into a business we think is

going to succeed. Wle make use of tools and power and human inventiveness and

skill and I think that because of this free o mpetitive system we get productivity

and the standard of living we have today.

OOf course, there is always the theory that when machines come in men go out.

In the horse and buggy industry I understand thede were about a million workers

at the turn of the century producing buggies and wagons and taking oare of horses

and wagons and raising feed and 80 forth. Today, all the things that go to make

up the autonotive industry employ about 8 million workers, or about eight times as
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many. Of course, we domany more th ag today with automobiles than would have

been possible to do without them; and we have 8 million people employed in this

field, inoludig the construction and maintenance of the highways that are necessary

for our automobiles. These things have been made possible through inventions,9

savings, and of oourese some of the massive equipment four stories high that will

turn out the top of the automobile body with one operation. I understand that the

hub assembly o'modern automobile, if it were produced by the primitive methods

of fifty years ago, would cost $2,000o. We certainly recognize that the oars we

get today are a lot different from those turned out fifty years agoo On the subjeot

of our American wastefulness of powerawe have learned, to waste power and to conserve

htuan energy. The automobile industry here in America soraps more equipment in one

yearts time than the whole of France does in a period of fifty years. Those of you

who Imaw somethig about French industry know that they will hang onto a piece of

equipment until it literally falls apart.

l1e sometimes forget, I think, that when people go into activity such as

government, and a certain amount of gover aent is necessary to protect our rights
and to perform certain servioes for us--the peole who go into that kind of sea

are no longer producers. They are consumers, and they get their income through

the taxes that we producers pay. But they in turn must have their share of the

standard of living, and so we as producers must produce more. so that there will

be enough for us and for them too. The more people that are absorbed in our govenn-

ment activities, the more we're going to have to produce to give,.them the same

standard of living as the rest of us have. As a member of the aevisory committee

of the Civil Service Commission in our district one of the problems that came up

was the question of the efficiency of government employees. I think that everybody

recognizes that they don't have the same incentive that we have, in private business;
the Chief of a certain department, beoause of the system thatVs set up, is paid on

the basis of the number of employees he supervises. One situation we had to oon-

tend with was if a person had 12 employees under his supervision be belonged in

one pay bracket and if he had less than 1, he was in another pay bracket, and



there was the problem of somebody who could get along with 8 or 9 or 10 people and

yet, if he would get a oouple more, that would put him in a higher pay bracicet.

Now that, of course, is a danger, too, in our industrial Job evaluation work.

Let's be sure that we don't pay a fellow for the number of extra people that he cam

got on his payroll. Letts pay him on the basis of how good a job he does and how

efficient his work is.

We sometimes get the feeling that somehow government provides us with a standard

of living. I think in this discussion tonight there should be a pretty universal

agreement that it is our productivity, and not government, that gives us our standard

of living. There is a danger, it seems to me, in our political trend towards

collectivism and towards the welfare state. Back in the days before the Civil l ar,

if you remenber, and of oourse none of you remember that far back, but the state of

ississippi passed a law for the protection of their slaves. It was up to the slave

owner to look after them in siokness and in health, to take care of their old age,

and to be the complete guardian of their social security. The only way that a slave

could be freed from that serfdom or slavery was if he performed some outstanding
he

service to the State. Then/was declared free, and he no longer had to depend on his

guardian for his livelihood or his welfare. He could go out on his own initiative,

and I think we've seen that the freedom that's been exercised by the colored people

in this country has demonstrated that they are able to take oars of themselves.

Now to oontrast that with the Indians; we have a government bureau, a pretty

large one, that's looking after a pretty small ziuinber of Indians on reservations,

and today those Indians look to the "Great Y'hite Father"t for everything they need and

want. We have a lot of Indians in our state, and sometimes I go through those

reservations and it seems to me really pitiful the degree of dependence that those

people have, and that, I'm afraid, is the- kind of thing we're likely to get if we're

going to oontinue the trend to rely on our Federal government to give us everything

that we think we need. Let's rely on the great Amerioan tradition of initiative and

free enterprise, and we'll be farther ahead in our standard of living, rather than

depending on Uncle Same
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There is this question of taxation that seems important to us. There is a

tendency to tax those who are most productive and who are most suooessful and to say

to them that they can't have all they produce. Then in other oases we grant sub-

sidies to those who are less productive and are not able to be a success and say

to them they can have more than they produce. Now it seems to me that those two

things if carried to the extreme are likely to destroy and take away the incentive

to produce. If you can't have all you produce, or if it doesn't matter how little

you produce, and you're going to get some more from the government, what's the use

of trying to produce. Let's watch that tendency.

The glass workers, as you saw in the film, had a job where they produced a

certain number of bottles a day. Today, of course, it's done by machinery with

production ever so much greater, and yet today we have 500 per cent more workers in

the glass industry than we had at the turn of the century. So many more uses for

glass have been developed because of its cheapness that although the jobs are dif-

ferent, there are more than 5 times as many people employed. Over in the Orient

when taxis first came into being, they could see that they could go farther and

faster and do the job quicker, and so they passed a law that said they had to have

two ricksha drivers riding on a taxicab. Now what they should-have done was put the

surplus manpower into a filling station or a tire repair shop or something of that

kind instead of taking a step where certainly there is a waste of productivity and

manpower. You've seen, of course, the recent struggle to have firemen on diesel

engines; that is part of that same fear, although those firemen could certainly be

useful in the production on diesel engines or in-any number of things they could do.

Perhaps because we are building up unemployment reserves,, some of these reserve

funds ought to be devoted to re-training people whose jobs are displaced for the

moment for other jobscwhere they are needed, and certainly we have many, many places

they are needed, especially in this war-effort. I'd like to mention one example in

the construotion industry - and I kcnow there are some members of the oonstruation

industry present here. I used to be in the construction industry. myself. for a number

of years, and I know some of the problems we ran into. Our ohief e.ngineer on several



-11-.

instances deplored the fact that our oity ordinanoe requires that we^ run our eleo-

trioity through a pipe. He says electrioity isn't like waters it doetn't have bo' go

through-apipe. He said there are oonduits that pass all requirements that are much

more efficient, easier to install. 'Why do we continue to have those outo6ded methods

that are wasteful and costly and run up the cost of our housing to the point where

we can' t have as much housing as wee need and as we should have. I think those of

us who can be active in the question of city ordinances should try to have ordinances

that are designed.to do the job anyd not to specify a certain material which may

have been replaced by something more modern and equally effective.

In World r'ar II, I think that about 50 per oent of our production was for war,'

or things that were directly related to it. Before 'Korea, we were spending about

12 billion dollars a year for the military establishment; that will be very shortly

at the rate of about 30 billion and probably will be more, regardless of what

happens in Korea. So there are some people who feel that we can -go on producing

the kind of standard of living in the way of civilian goods at the r ate we have

been producing and still maintain that war effort. I dondt think it's possible and:
we haven't got the man power or -the,.produotive facilities that are required. It is

true, we can work longer hours, and it's true, we can out down on some of the things

we're using, but I think when we have a large souroe of income from war production

and also income from production of civilian goods, and the supply of civilian goods

is reduced, that we're bound to have what certainly amounts to an inflation. Com-

petition for a limited supply of goods, regardless of what happens to the regular

prices, produces inflation. Therewas a-black-mrket., as you-know, for automobiles,

during the last war, and there will be that sort of thing-unless we have controls.

I think we're going to be .faoed with oontrolstvery-shortly; that isn't going to cure

the trouble, it oan only cover it up and conceal it. The only thing that will ever

cure inflation is the balance of this thing called productivity with the purchasing

power, so there will be enough goods to match the purchasing power. But increased

productivity is certainly going to help. . There are a good many ways to increase

productivity; some of them are very sizmple; some are very on licated. When we see
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some of the machines and think of the engineering and the ingenuity that goes into

them, and all the planning, and the construction of those machines, you wonder how

you'd ever go about starting to think about such a machine. But there are some very

simple and obvious things . . . We used to make sandpaper in a sheet about 24 inches

wide and today we malk it in a oontinuous process in a machine that will coat 48

inches or 54 inches wide. That seems to be a very obvious thing; of course, it

requires quite a little bit of engineering and it's quite a different job to coat in

those widths and get the same quality all aoross, but that is one way to increase

the productivity. In my industrial engineering work, in which I started off 'With

the company 17 years ago, one of the jobs I had was to try to find ways to increase

production and out costs. I was installing, a group bonus plan at the time. I

remember one follow who had to trim off the end of a belt he was making, but he

didn't have a pair of shears. A fellow who was there about ten feet away had a pair

of shears and so whenever he came to that cutting job he would walk over and get the

pair of shears and come back, and then he'd return the shears so the other fellow ist

could use them. He probably; in walking back and. forth, paid for an extra pair of

shears in a day's time.. Things like that are likely to be overlooked. We bought

some equipment, I remember, before I came and it was located wherever there was an

empty spot. One of the jobs I did was to draw a floor plan and plot the lines of

the flow of material from one location to anther, and I noticed that there was one

place where there was a travel to one machine of about 75 feet, 150 feet round

trip, where every load of goods had to go. The production had to be loaded on

trucks which took mappower, took up aisle space, eto., and Is asked the question why

it wasn't just as good to change the location of the machine. It seemed there

wasn't enough room for it, but by re-looating one other machine a little bit, it

could be brought close by -- a very. obvious way to increase productivity a little.

There were many simple illustrations of that which happened in my work on the

West Coast. I was working a a water heater factory at one time. After assembling

the heater and putting on the cover and the imaulation two men would lift it up on

the bench so they could attach the burner; and after a while they got tired of all
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lifting and installed a little chain hoist that would lift it uP Then somebody

suggested digging a pit in the floor -- it was a one-story plant with no basement'

out there and so they dug a pit and slid the water heater over on a dolly and saved

that lifting operation. Well, I'm sure that our modern design of layouts and pro-

duotion facilities take those things into account, limit the unnecessary lifting and

the unneeassary movement, all of which take up time and tend to detract from high

productivity.&

Inwentive plans, I think, are good; they tend to give the worker a chance to

earn some extra money on his own ingenuity effort on his job and the worker can

do many things to improve his productivity on his job. In our company we have a

general profit-sharing plan which has been in effect since 1936, and I'm sure that

plan has contributed to the thinking of people in the organization that a successful

business is desirable and that savings of time or materials-is'worth while.

One thing we can do to increase productivity is to train the supervisor. A

study that was carried on by the University of Michigan on what made for good

productivity in departments indicated, to my surprise, that the highest production

departments were headed up by supervisors who were not striving for production, but

who were employee--minded - they were thinking more about the employees than they

were about just getting ouat production. Now that sounds screwy, but it is a fact.

Also, the high productive supervisors were people who were not under too close

control or supervision by their om supervisors; in other wordt, they were given a

little more opportunity to use their ot discretion. They didntt have to wait always

for detailed instructions from the boss. Another fact that distinguished these

same supervisors in the high production groups was that they were people Lho en-

couraged their employees to participate when new methods were introduoted; in other

words, they would ouxtline the plan and ask what their workers thought of it, and

veryoften get some valuable suggestions rather than just showing the thing at them.
'4 ..

I think we are learning to work cooperatively more and more; and we get more out

of our employees by-treating them as individuals" rather than as cogs in a machine.

This little pamphlet that I have brought along was published in the Reader's Digest
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sae time ago and itts written u 5O simply that even I can understand it. It's

about this question of productivity, and it does illustrate the Amerioan enterprise

system. The little fellow -is produsing rellas in a very smell hopa it costs

him one hour's worr at one dollar to produoo umbrella, and he goes out and he

tries to sell the ubrella, and all he can get for the umrella is one dollar, so he

hasn't made any money, and there's no point in keeping on ing umbrellas. So he

goes to his owners or stockholders and say, !e'vv got to put some more money into

this business, and buy somn moder equipment here.". And so the umbrellas and the

materials come on a conveyor, and there is more modern equipment; and it costs $*50

to make an urella; in other words, two umbrellas in one hour where he could only

make one before, and so he is able to go out and sell those umbrellas for $675 each.

With his profit on two umrellas -- he gets 'I 50 profit--he's able to raise' the

worker from $1.00 to `1.25, and the other qurter -- he doesn't give it all to

the stockholder - onehalf of it he puts back in the business for improv3ment and

maintenance of his equipment. It seems to =, that liUle story is a very real one.

This problem of productivity is intricate and sometimes gets so involved in

ooonoics and the question o wages and costs and markets that we get oonfused. The

siapler we can get our thinking on this subject, the more clearly we can see that we

do need to work together to introduce the best poesible method. So we can only have

more by producing more. We do need to tell the stoly of this productivity to our

employees, to our friendsbeoause it is the one thing that has made for us the

standard of living that we enjoy here in Amrioa. Thank you.

Profesolomi:A%

M. Sidney Garfield is a vioe-president of the International Chemical 'Vorkers

Union, AFL. He's made a name for hielf around the country as one of the out-

standing young men in the labor movement. He got a good deal of public attention a

year or so ago in connection withh a study down in Chicago of a plant which was organ-

ised by his Union, and some nice thinrgs were said about him_. Of aourse, now TIV

getting a little worrjd about him because recently he wrote-ann-irtilel udth a uni-
. 4

versity professor, which is always dangerous& Wshen M5r. Garfield finishes I wrould



-15-
like to ask both Mr. Gartpld and r. Lawrence to come on up here with me and wetd

like to dig around on some of the questions that I'm sure are ooming up in your

minds as they talkl. lr. Garfield

i.:ield:
Let me say that it was your delightful weather that held me back from ooming

here. I had a reservation on Northwest Airlines this morning, and the only plane

out of Chicago into Eau Claire, in time, happened to be at 1:00. I oalled"at 7s00

in the morning, and was told that everything was fine. They were flying. At 9:&1

they called the offioe and said, "I'm sorry. We're not flying.-" So I was only able

to take the 3:00 train and -just make it.

Let me explain at the outset that contrary to what people in management oan

do, those of us in labor cannot become official spokesmen. I am not an official

spokesman of the labor movement, either of the AFL, or the CIO here tonight. I am

expressing my Dersonal opinions based upon my personal experiences of the last

e leven years. I 'm not an engineer. I 'm not a teohnioal man. The only q ualifioa-

tions that I have are those Qf being a worker, of working under a number of differ-

ent systems, before a union., and after, and since then, working in the field' as a

labor offioial, trying to work out some of the problems. I thinck that the first

thing I ought to say is that I have found out that half of our problems arise from

a matter of not knowing what eaoh other is talking about; the problem of semantics.

That is, management people talk about something, and they think that we understand

what they are talking about. Sometimes we do. Other times we don't. We talk about

certain things ..and I wonder whether they know what we're talking about. I had

occasion recently to go into a big plant of 3,000 people which my international

union has a contract with. I was asked to go in there because they've had a great

deal of trouble in there; and, in coming in there, I found that the plant officials

would do a slaw burn every time the word labor or union wasmentioned. I don't

know why. And I might, at this-ipoint, take a dig at the niversities. T th1ink they

are responsible. I want to tell you why first. You see, we have a great miny
schools of business throughout the country. We havo 'schools of agriculture, schools
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of commerce schools o-. law, and lots of schools. O'nly recently, and the University

of 'i8soonsin was one of'the first, have we had any placoe to teach some of our peopIle

from labor who were,, after all, mostly workers. Anyway, in the plant I referred

to a moment ago, I hit upon the scheme of talking about aptort enti instead of

saying labor unions. It may surprise you to know that these guys warmed up to me

because they had been trained-in management-language; they had been oriented to

think about something differently. We call it something else -- we call it-the

union. But to them, they have the corporation in their minds. There's nothing

wrong in that, except that it points up again the importance of being able to have

the universities of this country give a rounded course to everyone. Labor is not

the most important part of the economy, but it is a part-of the economy, the same

as business ard agriculture It's about time that we orient the people in this

country to wmm.that it takes all of the parts of our economy to make this thing

click.

I heard a story a couple of weeks ago which points out very dramatioally what

some people think. A couple of years ago, when Franklin D. Roosevelt was runing

for one of his tems as president, in the city of Chicago, we had a Republioan

precinct captain who went out after. votes in thevNegro districts and he was trying'

to solicit votes for the Republicn. candidate. He went into one of the Negro homes -

on the South side and he talked with one individual person whom he knew was solid

for Roosevelt, and he tried to break him down and get him to vote for the Republican

candidate, and he.argued with him at great length, and couldn't change his mind.

So he throw this at him: "Supposing Abe Lincoln were running against Roosevelt.

What would you do?" ,The Negro sat baok and said, "NTell, I suppose I'd have to vote

for Roosevelt since :Lincoln isn't living now." Then he said, "Supposing it was

Booker T. rlashington, the great. Negro leader?". The Negro said, "Trells I suppose

I'd still have to vote for Mr. Roosevelt. He's for all the people." By this time

the preoinct captain was getting pretty mad. So he says, "I suppose if we were

running Jesus Christ, you'd still have to vote for Roosevelt. Tell me why." And

the Negro sat back and he said, '"9'ell, in the. Good'Book it fays "Seek and ye shall
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find'; Mr. Roosevelt says, 'Sit still .--I'll bring it to you." Unfortunately, a

lot of management people think thatfs wvhat a union means; and all they have to do

to find that out is to go home and talk to my wife after she's come back from a

group of' people that 'she's played bridge with. * Shehad met then'for the first time

and they said, '"Vhat's your husband do? And she said, "Oh, he 'Works for the

Chemical 14orkers' Union." They look at her, scandalized; that's the same as beinig

a racketeer. WTe still have that kind of feeling by a lot of people in our society

and it accounts for a great many things that are done, and why theytre done.

Let me say that as of tonight particularly I don't think that we are on opposite

sides. Those of you who have been reading the newspapers and listening td the

radio for the past week and a half know what we're up against in' Korea; siid We're

at the beginning of the third World Wiar whether it breaks out tomorrow or a few

years from now. But I wonder how many of you have thought that the most indpori.ant

knaowledge that has'oome out of Korea is the woeful lack of manpower which we'have

against Russia and her satellites in the wcztld; arid that actually the only way'theIt

we Ue going to survive,'and I say that advisedly, is through production. Irietre

going to have to pit machines and production and equipment against the men that they

have in the Soviet or4er. And so, now more than ever this is a joint problem. If

ever labor and gemnt have to work together to make sure that we keep this Won-

derful system that we have, now is the time; I don't care whit you call item-some
call it individual enterprise, they call it everything under' the sun - I've been

around long enough so that the name d ish't-scare me any more." It means the most fcr

the cheapest amount for the' most' peo le. And that' what we 're for, because it

has created the highest standard-6f; Iving in the world. However, we're going to be

in trouble,(and I just want to6Aeind a few minuted talking about that) in this

country, because we ate'-s-ot going to-be able to oonoeive'a coherent polioy on world

issues. Our people are saying a lot of things about the mistakes we have been

making, but I think it's abundantly clear 'to vderyone that for the first time in the

history of this country the United -States is on the defensivo. V'e are not making

the moves first. "Jetre oounter-punchers; Russia is leading through her satellites
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throughout the world, and we have to pnmoh back only after Russia makes the move.

-nd so, there is no real coherent policy. '-f are in trouble, whether we go and

fight China, or whether we pull out of Korea and save our strength to fight Russia.

Mad only production is going to save us, because even if we are very optimistic, all

of you can figure how many people we will hate for an army. At our best, as you

know, we had an army of no more than 7 million people, and they aren't all combat

troops. Now if we are optimistic again and add England and Canada and a few others,

we could probably wind up, if we get all of them, with probably a 5 to 1 disadvan-

tage in manpower throughout the world against us. In Korea it happens to be as high

as 10 to 1 now, and we haven't got the men to send. The only possible way that

we can win, in the foreseeable future, is through production.. We've got to have

machines that will be expendible, and so muoh equipment that we can save on our

manpower. And that's going to be the job of both labor, management, and the entire

economy--just to survive. I thought that particularly now, when this subject (which

is actually so important) came up, that we ought to say something about the world

situation. Now, since we are not going to be able to have a really coherent policy,
it's going to be up to eaoh individual group, each individual plant to work. out;

the problem of production. I must say that the situation has changed in the past lT

or 15 years. 1O or 15 years ago, it would have been almost impossible to hold -a

meeting such as this, of labor and management. Those things just weren't done.. And

I was amazed when I was invited to the University of Toronto in Canada and was told

that that was the first meeting they had ejr had in a University where both labor

and management people sat together-tivo years ago in Toronto, The largest city in

Canadal It shows why in Canada, in spite of the faot they're doingwell, that pro-

duotion is not up to U. S. standards. They still haven't gotten over the old-world

capitalism to a certain extent. Thank God we have! But we have a-changing concept
in labor over the average. There are still individuals, a great many individual.

plants, which are in conflict with management, and vice versa. But a sign of ths

times is the fact that we now have 15 million organized workers. We are a potent

force. And it's quite a good deal different when you're. in than when you're outside
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calling names. When you have a oontract, you begin to get a responsibility. Youtre

more interested in production, because it is from production that you get wages and

conditions. And one of the signs of the times is the fact that while there is -a

definite possibility in the coming weeks or probably in a few months of controls--

wage and prioe--still labor is not shouting as hard as it did about the roll-back

of prices. Those of you who oan remember when we had the first controls in the seow

ond world 'far, how badly we yelled and how loudlyg and there was a roll-back. Now

the reason for that is that we have a stake in what our individual plants produceo

because based upon that is what we are really getting. Thatts really the key.

"hether we like to give management that acknowledgment or not, it is the key. Now

as far as management is ooncerned, they have recognized the labor movement to some

extent. Wle no longer have, on the average, strikes with open shop deals to go back

on, or the amount of strike-breakers we used to have. It's developed, for the most

part, into a test of endurance. That's one of the most forward steps that labor-

management has made in the last 50 years, because management has oonceded, evidently:

that it is the people who work at the plant to whom the Jobs really belong and'we

have really only one area to fight about, and that is: How much of the production

dollar do we get baok? 'Te have made progress, but in making progress, we haven't

learned all of the trioks of the trade.

Now, let me talk about production. As 'Mr. Lawrence so aptly pointed out, what

does it really take to increase production? It takes probably more and more machines,

ittakes new methods, it takes a profit-sharing plan., it takes an incentive plan,

it takes the workers, it takes the supervision and it takes managements That's

easy. Everybody knows that it is those ingredients which make for increased pro-

duotion. Still, we find an awful lot of plants where they don't have increased

production and are just going along, where there is trouble, and a lot of people

don't understand it. And by the way, I've seen some plants where they have some

very fine profit-sharing plans, and they still have trouble. "Fell, actually, I'd

like to go back and say sceuething about what a union is and some of the basic facts

which make for trouble simply because we don't understand each other. Let's go back
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to the Industrial Revolution, which happened in England around the. 1850'., with the

advent of the machines into the modern world. In the lest 10 years we've heard a

great deal about regugees were those who were -thrown out of work because of the

advent of the machines? The first displaced people in the modern world were those

who lost their livelihood because of the advent of machines. There was a time when

production was geared by how many hands were in the process . Wihen maohines oame

along, it was the machine which determined how much there was to be made. Remember

this: all of Us as human beings are afraid of the unknown. It's a basio faot. If

there is something we do not know, it is that that we are afraid of most times. For

that reason, a great many workers are resistent to ohanges. Because they are

afraid of changes; whether they realize that they are afraid or not, it's a basic

human urge. It's something we're all born with. We have a problem of how to

sympathetically help people, of how to understand what is happening when we have to

make a change, and say, take 10 people out of one department, put them into another

department, or split them up. five and five an4 do something in a different way. Nos
I know a great many plants that I've gone through where they have had troubles;
now it isn't that we're always so bad, we don't always have horns--it's this

inner fear; and we do have a problem.

Well, the modern labor organization is the device which was brought on to

counteract the Industrial Revolution. those of you who oan remember baok -in the

days when an individual worker made an entire piece, an entire product by his own

hands, know that he was the master of that product; he made that with his two hands.

He was the masa7of his soul. As we came into modern production methods--I don't

know how many of you work on a belt systemomit became more and more a matter of

doing a small portion of the finished product. that we've done was to have the

method and the. machine take away more and morer of the skill that we had in our tw

hands. The labor union is simply a devioe to bring all of the hands together again

through that union. We have taken say 100 peoDle in one plant who are in a produo-
tion line; now all of them are doing just a small piece of the entire job, and we t

have, through that union, made them whole again - made one worker, because the union
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then speaks for all of them. And we have gotten baok Some segments of what we used

to have before when we were the master of our own souls. Nowo you may think

that that is something queer- 4it isn't. It's just a produot of change, of progress.

I don't know how many of you know that every tm we have a now invention, tvory
time we have more progress we have costs. Itt's art of the price that we pay for

progress. I remember reading about Mahatma Ghandi saying that one.of the big t~enets
that he had was, "Go back to the spinning wheel," because he realized that modern

civilization, the mad tempo that we're living in was the oause of a lot of our

troiubiles. It is impossible to go back, but it's foolhardy to think that new ad-

yranoes do not cause problems, create problems. We just created the atomio bomb.

It.Qertainly is a forward step. It's going to mean a great deal when wars are over.

But juast think of the problems that it has created. That isn't to say that you can

stop-progress or that you should. * It is to say however that all progress brings

problems. It's part of our modern world. Certainly there was a problem when the

automnobile was created and they knocked out all the people who made horseless

carriages. It was a temporary problem. Now that's the sort of thing that all of

us are faoed with. Now the union was devised to help in that part of the change.

Wie took the people whose skills were taken away from them, people who got to be a

nuwnber . and we..gaye them a say. We gave them recognition. Wie gave them status.

We made them feel that they belonged through their organization. Aetullyt in a

26n9et that's WFttA. lUbcz wdon. tar -It'* .a product of our civilization. VWe get a

lot of things from it, but still it's heotio. We have more nervous breakdowns
now than we have ever had in our history. We expect to have a great many more

because of ilhe fast tempo at which we live. We burn ourselves up.

Well, what are the problems? One of the things I have been trying to do is to

explain to management what we are, the kind of animals we are, the reason we are

created, the reason that we act the way that we do. I have been a business agent

for about 8 years in the oity of Chioago.. Now I've had these experiences happen

to me. I have walked through a plant and had Joe Blow who is a worker down one Of
the lines come up. to me and say, "Hey, did you hear that management did this and
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that and the other thing,," and say, "What the heok are you going to-do about it?"

And I said, "By God, we're going to do samthing. Let's go in there. and have a

showdown." So we saunter right into the. plut superintendent's offioe and we have

a showdown. It's a very silly thing because all they had to do -was to turn around

and, oall in the union and say, "Wetre going to. ohange and use this procedure," or

"oWtre going to change and put a notice on the board and I want, you to knciv it's

going up at this and this time." Okay,. I walk through the plant and instead of .wht

happened before, Joe Blow comes. up to me and he says, "Say,- did you know that this

and this. happened in the plant," and I say, "Yes, I know, we talked it over- before

and it's okay." No need to get me burned up. I know all about it. I had an- expor-

rience not too long.ago where we were in oontraot negotiations with the Plant and

we had an. excellent relationship and-when. we were in negotiations the committee

who were. asking for a wage increase spoke about 45 minutes and they worked awfully

hard to convince management that they were entitled to an increase. When they were

through the personnel man who, by the way, is a top personnel man for quite a

large corporation having some 22 plants in the. country said something like this.

He saids,"Look fellows. You're a bunch of nioe guys. I-don't believe a damn

thing that you've been telling me, not, a thing. *.However,.:you've been swell boys

with this company. You're a bunch of nioe buys. I'm going to give you ten cents

an hour." Now soae people may oonsider, well, they got the-money they were asking

for, they ought to have been satisfied.e But I went to the membership' meetingwheie,

they presented that amount Qf money baok to the membership and this is what they

said, in effect; "IFTe met with management. KJoe Blow was here, Pop so and so was '

here. We talked and we talked and when we got all through the company man said to

us, 'You guys don't know what you're talking about, but I'm going to give you ten

cents because you're good guys'.". They had oompletely lost the feeling that they

had gained something through honest work and effort. It was just thrown at them.

It might interest you to know that six months later there was a strike there. Just

small things because people don't understand that we want recognition and dignity.'

I had another plant where we continuously had trouble and it was one of the highest
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paid i the area and there was a question of why. We were asked this. Well, let

me say this. This was a large plant of about 1000 people, a very large corporation

in the chemical industry which traditionally paid high wages and had good conditions.

About 4 years ago the union people got together and they organized and they got

quite a substantial amount of money, a few extra things in their union contract.

And they had a very fine union contract. About 6 months later trouble flared up

again and the oompany was hard put to figure out what had happened. But let me give

you the background of what was happening. 1000 people in the plant elected some

5 or 6 men as union officers* These union officers for the first time after they

organized the union were able to sit on an equal status at the same table with the

management. They became pretty big men in their om eyes and in the eyes of their

fellow workers. They felt they had arrived. They had dignity. They had status.

They were in. They felt awfully good about it. They sat there and they bargained

on equal terms with management. "'hen they got through management completely forgot

them. They took the position, "Olay, we've paid the guys off. Now let them stay

out of our hair."

I've had this sort of a thing happen to me. I've gone into a plant after being

told that the plant superintendent was all kinds of a so and so, Coming in there

and walking up the walk I've heard a lot of yelling. It was in a farm territory in

the state of Illinois about 150 miles south of Chioago. I remember when I came in

there that we had a ohap was about 5511 who was the local union president and he was

shaking his finger in the nose of the plant superintendent and yelling and pounding

to beat the band. It had something to do with seniority Weell, he stopped for a

few minutes and then introduced me and then went on yelling and pounding again. It

was the first time I had come into the plant and so I decided I had to find out what

was going on. Well, we were making dynamite there in that plant. It was one of

the X chemical plants. I turned around and I spoke to the plant superintendent who
1*.

was a man about 64 or 65 years old, grey hair, who appeared to be quite a nice

person andwe started talking about the beauties of nature. That is, I started
talking about the beauties of nature as I drove down the road. I tried to talk
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about aRnumber of other things that I thought he would have some interest in, about

philosophy, etc. It took about 3 minutes before he warmed up. Then we had a pretty

nice conversation.

Meanwhile our boys were Just looking at me, wondering what the heck I was

talking about. 'Tell, I had gotten him to the point where he was talking. Then I

turned around and I started talking about the importance of dynamite to everyone,

to the world, to civilization, the hospitals it helped build, schools, then librar-

ie.s I got them feeling that dynamite and the work they were doing was the most

important thing on this earth and they were all puffed up and they felt fine and t

then I stopped and asked them what their problem was that had something to do with

seniority. Well, then an obvious thing happened. We had a ohap who is the local

unioni president who is abnormally short for a man and he was a tough little oharao-

ter and he had to get recognition or status by yelling, and boys he yelled and he

used to call a halt and you know how that is. He could yell and the plant superinp

tendent who, as it turned out, was a graduate of Harvard, and who during the war

managed a plant in the East for X Chemical Company of some 30,000 and this was a

plant of 400, just sat there and resented the way this man went about it. Wie talked

about seniority and in order to show that the boys were taking the wrong attitude he

turned -arouind and he let me get the credit for gaining something which X Chemical

Company had'never given. They went out of their way. That was to show these boys

that if thOe took a different attitude they could get something and to show me that

he wasn't as bad as he knew he had been painted by the committee. And the upshot

of that was that 4 months later I was invited by both groups to help negotiate the

contract in a plant where we had always had a great deal of trouble. And I did

only one thing. I asked to be able to explain why the union wanted certain things

and again I used manaoement terps and instead of ooonomic words I spoke of social

reasons and there wj@n.!t lod voiqe.. in 4 days when we went into negotiation.

There was ,pretty good understanding 1A what was supRosed to have been-one of the

toughest committees that management had had to deal with in quite some time. MeIl,
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the interesting thing about that was that a few months later the local union eleof
tions took place and the local union turned around and they elected into office an

entire -new group, what was called the moderate group because they were able to get

things in a moderate way and so they were able to work with the company in a moderate

way. So. many times we have the situation where labor is expeoted to do things which

they cannot do because we have our control from the bottom. Management has it

from the tUp down. Unless we can please the group of people that we have to work

with we are not going to be able to sell management to them. Actually we can be

the best publicity agents for management within our meetings or the worst enemies

depending upon how management treats us, the status that we oan'get.

Let me say this. It's easy to talk about these things at great length for

quite some time. After all it is true that labor and management aims are the same.

We want a high standard of living. We want to leave our children with a high honor-

able American heritage. Vie only argue about how much we get back, but we must

reoognize,particularly management, that there are human beings vho have a desire to

be somebody. Within our industrial system they are being something within their

unions* Now you have to watch that whether we like it or not, human relations, the

dignity with which we treat each individual is important. Real facts are important.

I've had this situation happen too, where we've had an economy drive within a

plant and management has had and kept on some 20 to 25 vioe-presidents--never

reduced. any of them. WTorkers were being laid off. If their bunch is being out down

and some of the overhead is not being out down workers are going to resent and

resist those changes.

I want to finish with saying that probably the next year is going to be a year

of decision. Either we're going to get our productive machine working in this

country to the point where we are going to be a real factor in the world or we are

going to be in serious trouble. Management is going to have to learn the tedhnique
of living with our labor unions. We're going to'have to learn the technique of

living with management. They're all not as bad as some people craok them up to 'be,

just the same as we're not as bad as some of them have been led to believe. It is
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real.1y a joint problem. Thank you.

fsorFlemin

Before we go into the question period I'd like to talk this opportunity to

introduce to you the man who has been sitting up here behind the platform all this

time running the recording machine. Mr.- Garfield opened up an ideal opportunity to

introduce him and I think you ought to get to know him anyway because he's going to

be moving around the state a lot. This is Professor Ed Young of the Department of

Economics. He has recently been named by the Regents as Director of the Sohool for

.rorkers, succeeding Ernest Sohwarztrauber who died last fall. You people in the

la bor movement particularly knew Mr. Sohwarztrauber and I know that you will want

to take the opportunity afterwards to drop by and say hello to Ed. 'I don't know

whether he has any profound remarks that he would like to deliver himself of before

we turn over to questions or not. Ed, how about it?

Professor Edwin Young, Director, Sohool for Workers t

I have no profound remarks but I did observe that I was the worker this

evening

Seriously, I do want to say one or two things. One of the fine things about

the American system, is that it is possible to win recognition, to-get respect and

dignity in a number of different ways. One of the groups mhioh has risen most

prominently and the fastest is the labor group and the mark of its success and

respect is,. the fact that sa 80 universities are now offering courses in workers'

education.,. I am proud that Wisoonsin was the first--for over a quarter of a cedtury

such work has been given at Wisconsin. I think the Regents and the administration

at the university believe that all the groups in society, farm groups, the management

groups, and the workers? group have special problems as groups which the University

can help them solve. We at the lrrorkerst School can't tell workers how to do their

job better. Most of us couldn't lay bricks or build a machine or do anything which

some people would call useful, but we can do a certain type of thing. We can helpv
a group, whether it's a management group or a farm group or a labor group, know

something about the over-all eoonomy and know something about the techniques that
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such groups may use to win their own aims--whatever those aims are. 5'Ie can't tell

them what their aims should be, but we can tell them that other.people have made

mistakes and we can tell them sotethiag folout the history 6f th~eir own Qrgnization
and other organizations.
Trade unicts and othr grccpa ahteuad, ' know something about the teoh-

niques*,the law., and. the government.

Well, my lectures usually run 50 minutes. I'll stop now., however* and say that

Itm most anxious to get to know everyone--management and labor people--I'll be

working mostly with labor people,* but I can assure you that the School for Workers

will carry on as Ernest intended it should be carried on.

Professor Fleming:

Now I hope you will open up on some questions for these people-.

Mr. Lawrenoe:
Can I ask a question of the labor representative?

Professor Flem.In

I think we might let you.

Mr. Garfield:

Surely, if I have the same privilege.

Mr. Lawrence:

I've been concerned. We've: had, since World War II, the first round', the

second round, the third round, the fourth round and now the men are talking about

the fifth round, We're in the fifth round now.

And as near as I can figure out it's about a 50% increase in labor rates since

the end of World riar II. Our increase in produotivity in manufacturing organization

averages about 2% a year, about 3% a year, maybe that-'s taken place. I don't thinks

it actually took place in the year after thewar, but suppose we give the oredit

for 15% increase in productivity and a 50% inorease, in labor oosts--what is

happening to our eoonomy as a result of this?

Mr. Garfield:

OK. Of course you would ask thatt
Well, let me say this. During wartime we xDually get results in soientific
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development and inventions at a great deal faster pace than is possible during

peacetime. There is great stimulus to do this. The labor union in this country

has acted,! many ooeasions as-argopad to management. We hat6 forced, we have

pushed pretty hard for money, for conditions, it is perfectly true.* We have sIrnce

the war gotten almost 50% in increases. WTe can probably get a great deal moreil It

doesn't reallUy matter how much we get in money. It really matters what the unit

cost is going to be. Now I can agree with you that the time may come when we may

not be able to get it back out of inoreased production through new machines, new

methods, and then we will be ion, trouble. However, let us look at the fact that we

have gained 50% in wages-not real wages because the dollar has gone down through

inflation, but we've gained 50% in wages. You might say that that is a terrible

situation but at the same time management has kept up to it very well because the

profit picture is at the highest it's ever been which is good. As long as we oan

develop methods, techniques, new machinery and use research so that the unit cost

remains low it doesn't matter how much money is given and it is to the benefit of

society as a whole that we do get fairly high wages. If we are able to get an

average of %?2.00 an hour in this country over-pall and keep our-unit oost at what

they are now we will be extremely prosperous. However, if we get w2*00 an hour and

we are not able to reduce the unit cost we're going to be in trouble. Let me say

that this country is made up of--our economic system--a system of oheck and balance.

Any time that labor goes and takes too muoh, too biE a share we're going to endanger

the estire economic system, but the same is true that if the day comes that manage-

ment makes exorbitant profits without an adequate return to the worker so that we

can buy back the goods which we produce we're going to have the same problem--

actually wetre exactly in the same boat. If we can hold our unit cost down and keep

paying more so that the profits will continue and wages will go u this country

will be in fine shape. Today if either side gets out of balance all of us are going

to pay for it.

Professor Fleming:

Let me toss this one; in because I :thnk the public viewpoint ought to be thrown
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in here. somewhere. When you discuss a question like that--how about those of us who

constitute the Dublic insofar as the public can be separated from either labor" or

management. Would you be better off in your increased produotivity if, rather than

increasing profits or increasing wages, you out prices? Is that also in the pio-

ture? Wlhen you talk about wages going up, unit costs going down, etc., I can see

how that is satisfaotory to both of you. Now I wonder if it's as satisfactory to

those of us who are going to purohase things. I'd like to toss that out to both of

you.

Mr. Lawrence:

It's .a management prerogative to speak first.

Mr. Garfield:

He's got the management prerogative nowr.

Mri Lawrence s

!"Tell, I don't think labor is 50% better off than it was during the war. I

know the consumer, the public, the individual Who's on a fixed basis of earnings

whether he be retired or whether his income is fixed in some way by salary-ama

teacher perhaps, is not. It seems to mte that we would.be better off if the inoreased

productivity oould be passed on. to the oonsuming public rather than either going to

management or labor. Do you want to take a crack at that, Mr. Garfield?

Mr. Gartield:

Sure, I'll take a crack at anything. Well, theoretically you might be- right.

I didn't say that we received in real dollars 50%. Unfortunately, that wasn't true.

Sure, we got 50% in wages, but with the cost of living and the inflation eating it

up we didn't. get a great deal baok. Actually, there is (I don't know whether you

oan call it the forgotten public or not), but there is g substantial group of people

who do not get the benefits of organization as quickly as the labor organization

does. You must remember that a labor organization is a pressure group. That's

completely true and yet we, being a pressure group, are never able to keep up with

the increase in the cost of living. We're always one round behind and it's pretty

diffioult, very frankly, for white collar groups, for people on a fixed income to be
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able to -keep up. It's the soam darn 'roblen that we've had recently where labor

went out to get pensions. They started out with a figure of $100.00 and as soon as

they' get through with the $100.00 they began to realize it would be -- with the

increase in the cost-of-living--$100 in 20 years probably might not be adequate at

all. And so they.asked for $125. I don't know where it is going to stop. The only

thing that I can say to the public as such -- and that constitutes mostly white

collar workers -- is that they'd better hurry up and join a union so they will have

someone to talk for them and for the other forgotten people who happen to be in

either foreman or supervisory positionsa I notice that they have taken the hint

and of late they have joined organizations. lte're in a pressure sooiety and in a

pressure society you're going to have these kinds of ups and downs. Eventually

you're going to be able to straighten them out. But, by the way, it's one of the

weaknesses of our democratic system, of our individual enterprise system - the fact

that we cannot immediately compensate and make all segments of society get the same

amount imediately. It just doesn't work that way. Now it's very easy to do it.

All we have to do is just call in the Dictator of Communist Russia and he will

immedio-tely see that we all get the same,- depending on what you do. But you see

there is a defect, or we shouldn't call it a defeotm-there are weaknesses in our

economic system. _It does take time for some segments of the economy to catch up,

but with all that it is still the best system and I have no ready answer about what

to do with the public except to sOme way become part of a pressure group also.

Mr. Lawreme:s

I'd like to add one thought here. In this little booklet there is a triangle

and the triangle is composed of labor, of capital, and' the public-the consumer.

And management is in the middle. Management has to try and satisfy labor, it has

to try to satisfy the customer who buys the product they produce so it is a three-

way proposition. It isn't just a question of the pressure group. It's a question

of serving 3 segments of the economy: the worker, the investor, and the consuming

public.
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Profes sor Fleming:

Could you put it in a littl different way? Are you likely to ever reach a time,

do you think, when management as a pressure group, or labor as a pressure group,

would be inclined to pressure for decreased prices rather than increased profits

or increased wages with the idea that both of them would be better off in the long

run?

MAr Lawreme t

I think that time may comw. There have been 'some evidences of that.' 'I know

that General Electric Company tried very hard to hold the line on prices.

Mro Garfield:

So did Ford for;about a month.

PosorF

Doesn't the wage level depend then' on what the employment market is? Is that

what happened in connection with the so-called "voluntary" increases recently? Where

they voluntary? W^Tere they inoreasedwhioh came about because management wanted to

hold its employees at a time like this?

Mr. GerfieldX

To a great extent we have gotten increases sinoe June. I just finished negotiate

ting a contract' where we got eleven obets now and four cents next year in a plant

which until June of this year was in hriib'le shape. They make'industrial alcohol

and there was no market whatsoever for industrial alcohol until this June and all-

of a sudden it began to boom. Last year- ore-didn't get an increase there because it

was so bad; the picture in industrial aloohol had been terrible.' It's been a market

which has been simply glutted. The elployer gave an increase first because of the

fact that he had to compete for. labor with a lot of plants which were going into

war work and which had vital products to produce. He had to hold them. "Rie got ouk

next yearts because he felt that there would be a wage freeze and the four cents

would be insurance for them in case they started giTing out'war contracts and he had

to have his rate in line. Aotually most of the increases to a certain extent were

because of the cost of living and a lot of them were in anticipation of competition



-32-
with other firms for labor. That's actually what has happened.

Prfssor~on

Mr. Fleming, may I edy something here?

Protessor, leMing

I think we might let you.

Professor Young:,

I wasn't supposed to speak twioe, but this is such an important thing that

somebody ought to say something about it. You can't blame management and you oan't

blame labor for inflation. Inflation came about because of the war, "Torld War II.

We didn't tax enough. We printed money and put money into circulation when everybody

had a job, when every factory was going, people had money in their pockets and they

oould go out and get good jobs. The President of the United States said to manage:-

ment, "Don't raise prices. Be patriotic." But as the saying goes, "Some people

said to others: 'You be good and keep your prices down. Other people raise theirs.

You/may go out of business, but it's patriotio."" That kind of thing doesn't work.

Neither management nor labor has a decent chance to keep prices down and to keep

wages down. I don't think there's any point in spending time in trying to decide

who was responsible, which Congressman, which Administration, which President. I

just wanted to tell you that I think we ought to take~a warning from this. We're

going into another defense period pand we don't want a. lot of loose money lying

around. Wfe don't want to kid ourselves that we're getting $100 when actually we're

getting y,,5O a week because the other 650 is going into munitions which we-cantt use

and will never be able to do us any good. In other words we've got to realize whatts

going on. We can print more money and we can raise prices, but in spite of all this

we can't have the goods so it isn't doing us any good.

Mra Lawrence,

May I ask the economist something? Wouldn't we better off from the standpoint

of inflation if we followed a policy of paying as we go?

Professor2s:

Yess I think so. That would be.my plea.
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Mr. Garfield:

Let's put it another way. 1'e've been operating under deficits fosr so long.

Every year we have a deficit to oontribute towards inflation.

Professor Fleming;

Maybe we'd better drop the deficit right now while we've got everybody agreeing

that there is a deficiti VPve been expecting someone to shoot this question at

them which they both touched on a little. Maybe you haven't shot it because there

isn't any answer to it. You noticed the statistics which show the terrific increase

in the machine power and the decrease in the importance of manpower. And maybe

you've noticed lately the stories coming out of one of the steel plants where now

in one of the rolling mills they have an almost automatic rolling'mill so that the

manpower in that particular mill is decreasing and decreasing all the time. And you

may have noticed that one of the best-seller books right now is written by an

engineer from LI.Te., in which (though I haven't read it, 1 pass this on by hearsay)

he says that it is theoretically possible by machine power in a great many indus-

tries end certainly in a good deal of white collar work to replace manpower almost

completely. You can make calculations quicker, more accurately and you can simply

replace them. Now it seems to me that one of the questions vwhich certainly is occur-

ting to an awful lot of people these days is that if that day comes about where does

that leave all of us? Are we'simply going to become a society of machines? And

f. *1
,.,fif so0, where does that leave those of us who would like to have some source of

living? Mr. Lawrence, do you want to say anything about that?

Mr. Lawrence:

Well, I suppose when we get to that point we will just come to work in the

morning, punch a time clock, get our check, and then we'll punch out and go home and

raise orchids or peonies or something of that naturej
Professor Flemin: .

I wonder if your company is a fair illustration of what can happen. Now before

the war in 1940 you were a company of what ' '2400 or thereabouts --

and you're now what? -



Mr. Lawrenoe About 10,000.

Professor Fleming:

Ad to what extent are you. still producing products that you produced before?

Is it the same operation? Are you simply producing more now?

Mr. Lawrences

Well, our company has never lost its appetite. ..e have ambitious technical.

people who want to discover something or improve something or come out with some;.;

now product and we have a large research staff which I think helps to keep us on our

toes. Tie have come out with additional lines of products that in some manner may

have been related to saoe other line of products we had, but we haven't lost our

appetite for growth.

PfessorFlnS
In the course of your operation have machines come to replace more and more of

your people? Or have you simply expanded into new products? Is that the reason you

have more employees?

Mr. Lawrnoen:

We have more employees in those lines where we modernized our equipment too.

Our Abrasives Division is a great deal more modern today than it was 20 or 25 years

ago, but it is far more expensive in technically controlled equipment. However,

there are many more employees in that division than there were before-we had that

equipment beoause it's enabled us to produce a better produot and more for the

money and expand the market, the use for that type of product.

Professor Fleming:

You certainly hear a lot today about the fear of machines. Do you run into

that, Ur. Garfield?

ijir . Garfie ld s

We run into that every day. As you know, I work for the Chemioal Workers

Union. The chemical industry in this country is still an expanding industry, but

every day we run into plants which are obsolete in a matter of a few year.. You may

have a company, for instance, whioh started making penicillin. I know of one
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company which started making penioillinp but the first one in-the field was a part,

of American Cyanamid. They made penicillin f6'a few years and then they; got out

of the field. It was no longer profitable. Everybody. else learned how to make it.

Chemioals have a number of different formulas and you come to the same end result,

as you know. And what is today a good machine may two years from now be obsolete.

We will lose people. This has happened, but the chemical industry has grown every

year for the last 20 years. IWe haven't yet reached the limit. Let me give you a

very brief illustration. A few years ago someone oame up with a substitute for soap.

Companies started making detergents which are ohemioals. The result was that a

large number of soap workers were laid off. But within a very short time they were

all brought back and we put them to work on detergents. You take a company like

Lever Brothers, or Proctor and Gamble, or Colgate-Palmolive Peet. About 60 per oent

of their workers and their production is on ohemioal detergents, all through that

line: Surf and Tide and all that stuff. They're still making soap and we have a

few more employees than we used to have., Now that isn't saying that we will not

have the problem of unemployment. The chemioal industry happens to be one of the

fortunate industries that oan branch out and make new uses for something else, new

products, eto. I remember whon I was working in a plant I oame into this plant and

we were on piece work. There Was no union, but we had just a oertain amount of work

to be done because that was all they could sell. This was in the depression days.

W-Te had an unwrittern agreement among ourselves, that we would produce just so muoh.

The company happened to be making almost a Christmas product. W!re were silly to

produce more because we would be laid off the next week. Well, about 4 months before

Christmas they could sell all they could make. Unfortunately this oompanywasn't
big enough to be able to stockpile during the year. They Just didn't have the money

and so 4 months before Christmas, boy, we went like the dickens. We produced and

made as much money as we possibly could. Then we started all over again after the

first of the year because we had to out down. We did havea problem. I don't know
in what industries it is going to hit but certainly when you count there are

certain industries which have reached either their zenith or they can't go into
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another product and when we do out back it means men are out of work,: but progress Is

such that we're hopeful that with our expanding economy that they can go into semean

thing else. They will temporarily lose out. It is a real problem. We're all

afraid of it. One of the reasons that we came to an 8 hour work day was because of

that. One of the reasons in the railroad industry that you have what you referred a

to is that fear that maybe because of machines there would be cutting down. And it

is a real problem. I only hope that we can continue to discover now products and

new ideas to make things and take up the slack where we do lose out. We very

definitely can lose out and we hope they can go somewhere else. Nobody yet has that

answer.

be~Lawrenoes

We were discussing at the dinner table the situation just shortly -after the war

when people were pretty well loaded up with abrasives. Our abrasive business did

fall off and I remember about that same time our sound recording business was Just
coan-g into its own and I remember we transferred 30 girls from ths packaging of-

eo'-asives into the wrapping of rolls of recording tapee That new product took.-up

the slack of the old one, and although that wasntt the reason we brought that nerw

product out, that is what happened. Wshen you have a variety of lines within one

oompany, which we do, that's helpful. What it really amounts to, it seems to me, is'

that we are both in a fortunate position in that reasp ect. You're in a union where'

you're able to branch out. I am in a company where we have al*ays been able to do

the same. The real pinch, it seems to me, may come when you are in an industry

where that is not so and then you face this problem. You have the situatibn of

holding down production not because men prefer to work slower but because they're

afraid they'll work themselves out-of work. That takes a great amount of under-.

standing, and is partly a'matter of education.

Professor Flemin:

Itm not sure but that it takes more than education. I rememiber hearing a talk

one night in which an economist gave the audience the straight line about mechanizv-

tion always being much better in the long run. He showed statistically and
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had been expand-. Jft-r ae act all tero h.[ r-ae-iL3r o^e Yeltcw oaiau u

some union where they were having difficulty and said, "That's all very well and

fihne> only I can't eat the figures"t So, IVm not sure that education is the only

answer. A fellow likes to eat while he's being eduoated! That's the core of the

problem. There is this proposal which Mra Lawrence suggested, namely that if you

run into technological unemployment on any mass soale you may have to retrain men

under unemployment compensation or some program of that kind which will take care

of it'-of the day to day aspect of ito

Mr v Lawrence &

I'm not so sure every business can't diversify. One plant I used to call on

in Y-fausau had a slack season in the summertime, so they started making fishing taokle

for a couple of months in the summer. And another mill up in our area during the

war made mechanical devices for the government and after the war they switched over

to flatirons and waffle irons and they seemed to go very well with their food pro-

ducts. I think that where there's a certain amount of effort devoted to that

research phase that any business will create some avenues of diversification which

will be beneficial both to profits and to employment.

Professor Fleming:

Of course you've always got the increasing population to consider. Just befors

the Korean thing began we were maintaining full employment in the sense of total

.umbers of employed but as the population increased we were not absorbing the -

LMcreaseo

1r * Garfie 1 d:

Back about February of this year there were somewhere olose to 4 * million

leople unemployed. Vale have 700 thousand people a year going into the labor force.
)eoause of our complex system we have also expanded our nonproductive group in this

country. Plell, unless industry is able consistently to keep up with that 7 hundred

thousand in peacetime you are surely going to run into trouble. All of you remember

here was great talk in WTashington back in about Maroh of this year as to what we
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wore going to do. Vie had 4-1/2 million people out of work already in this year

before the Korean orisis. It's going to be a ticklish problem. The Communi<ts+<
betting that we were going into a depression. They said that we would destroy our-

selves by a depression given enough rope. I don't know whether it is true or nota

but by God, we came darn close to, the start of something whioh looked like a gra-

dual decline; I don't know the answer to it. Very frankly, it may be that we may

have to go to a 30 hour week if industry cannot consistently absorb that 700 thou-

sand Deople who come out of school every year. Ten years from now you can have 65

million people employed and still be going down the road to a small scale-depression

because every year you get 700 thousand people and more as your population goes

up and maybe there'll be no job. So you have a real problem and nobody yet knows

the answer. *It may be that if industry cannot come up with either new industry,

new ideas, or give employment to these people each year that you might have to come

to a 30 hour week. I don't know, but certainly it's something to think about.

MrS. Lawrence:

We now produce in forty hours three times as much in the way of production per

person as we did a hundred years ago in 70 hours, and we have three times as good a

standard of living as we had. V.To earn and produce 5 times as much per hour, We

del't work as many hours and the net result is we have three times as good a stan-

dard of living as we had a hundred years ago. Then we learn to produce as muoh in

30 hours or twice as much in 30 hours as we now do in 40 hours we oan work 30 hours

and still have a better standard of living. How do we get to that point and how do

we get the production. W7ell, it's by reinvesting part of the earnings. Every worker

should be part owner or part investor in some phase of free enterprise so that we

can go further forward in productivity.

One more questions We hear a lot about the corporation profits. A thing

that's frequently forgotten is that with the higher level of total business you need

a higher amount of working capital and in a high level period you're going to

replace equipment that is worn out or buy new equipment. Some of the equipment and

buildings that we carry on our books at cost today if we were replacing them they
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would cost us 2-1/2 times their book value. In other words the profit dollar i`
depreciated just as march as the earning dollar so that I think those things hevb to

be considered when you're talking about what is a proper level of profit. I don't

think the level of profits today, while it is greater in total dollars, is very muh-

greater in percentage of total sales and by the time you set aside a part of that

for reinvesting it for expansion and for this increase in productivity you haven't

got very much more than you had before this inflation.

Questions

-I understand that in 1940 corporation profits were 4 billion dollars and in

1950 they were estimated at 23 billion. It is true that a working man's wages have

gone up, but he has lost a good share of it beoause the cost of living has increased.

PrfssorLFleming
sTell, of course) the counterpart-of that, on management's side, is that the

dollar with which they will expand the plant, eto. is also not worth what it was

before% I suppose your real question is whether the disparity is becoming too

great on either side. That's the heart of the question, and I don't think that any

one can answer a question-of that kind except froki their own particular point of

view.

Mr. Lawrence:

I could answer that for our company. I think our company is a fairly success-

ful company as companies &o. In 1940 we had sales of '20,000,000 dollars. Our

profit after taxes was 84,000,000. Our pay rolls were 46,000,000. The stockholder

got about $2,000,000 and about $2,000,000 was reinvested in the business and that has

been our polioy through the years from 1940 up to the present time. Last year our

sales were about .l100,000,000; our profits were about $11,000,000; reinvested was

about $7?,00,ooo and the stockholder got $4,000,000 or twice what he got in 1940.

Our wages and salary payroll was about 630,000,000 or 5 times what it was in 1940.

So I don't see that the stockholder has profitted at the expense of the employee.

The consumer benefitted by being able to obtain many new and useful products and a

much greater volume of goods.
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Professor Flo :

It's} getting late and it's getting hot in here. I don't want to hold youtxo

long.' Is there anybody who would like to ask. a. question?

Question:
I would like to ask a question from theG floor. I'd like to go baek. to some-

thing that wa mentioned before tonight. Somewhere in this eoonomic question thEre

is the human being involved. Mr. Gorfield painted out that man produced, or shall

we say,, was a unit and then s where through the years beoame a fixture of mass

production. The employee has lost some- inentive, he has lost some' pride and he has

beoome a machine. The skill is not necessary, that is, like the oldtime craftsman.

He has beoome a timoard. In these employer-employee relations a ma may;be

content to pull-a button.- He may be butter equipped -to walk a short distance than

to lift up and down and in that picotw e, Vr. -Garfitld pointed'out, that wre have

come in pAd taken over these variousn dividual units. and made them as one units I

was Just wondering what has been done by management and by labor to show or gLve

baok to this individual human being the part ownership from his production.

Probably in profit-sharing lies the answer but somewhere in between there what is

management doing on this question? What have management and labor done to. show this,

individual that he is not only working for money? He is working for part of the

job and he is not only taking home money but he's got something .in the know-how.

Mr. Garfields

Management does have a responsibility to make the individual--whatever-his job
is-have a feeling that he belongs. One way to do it, I thinks is to help him

understand what the product on whioh he works is used, for, that dynamite is impor-

tant, help him to know what goes on in other departments, teaoh him more ab1out ,the

company and his relationship to the company and to tke product which he-makes. You

have to have him have a feeling that he is not just a cog on a gear but he is a very

important part of a very important whole. During the last war we had quite a good
deal of trouble in this country when we were producing big units which were part of



a lar.ger overall picture. For insteinoe..'we had a plant vihioh was producing airplane

wtng oovers which in themselves were a very drab item, tremendously long-for B'24ts,

B-l'?'ta, and a great many other planes. But we had a group of people of about 600

in this one particular plant who absolutely had no enjoyment for the job. It was

just, a job. Ve found that the reason--and the Army Air Forces cane into this

pioture--the reason that they didn't get any enjoyment or feeling for the job wae

that it was just a pice of sethings They oouldntt visualize Chut that piece of

something was going to do for the war effort. We had to turn around and in conjunc-

tion with the Air Forces put a picture of airplanes on which the wing cover was

being. used first. Vge had to put a number of illustrations on.*here, when, and why

the-wig covers were used on an airplane. We had tonmake the people feel that they

were important, that the job that they were doing was important to the nation'ts

overall effort in the war. It was rather difficult. We had to continue to give it

dignity. We had to tell them that they were part 'of the war effort. We have that

problem. all the time. The bigger a plant gets, the more difficult it is to realize

for the individual worker that he is producing. anything of value. 'He knows he works

for Ford,, but if he is turning a little screw, as they do in an assembly line, it is

rather diffioult for him to get a picture or feeling of satisfaction at just turning

a corew. That's one of the reasons that the union has come in. We have to make him

feel that he has a job there. That's one of the reasons that management has gone

out of its way to make him feel that he is part of an overall picture. It a a -difi-

oult problem to take a detached little operation and to say of that little operation

by that little individual--"You're part of the overall poiture." You have to do so

mPny things in our complex society to make him really feel that he belongs and thatts

part of our job in the union. Itts pretty hard to do it otherwise but both working

together ean and have done a pretty fair job.

Let me tell you a story that happened not far from here. We had a situation of

a plant that after the war had most of its machinery obsolete. They knew that they

had to go ahead and modernize their equipment, set up a new system, and do a good

job, so they brought in a firm of industrial engineers and they did a swell teohnioal
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Job, They did a real fine job. They made only one mistake. They forgot to tell

the'people involved what it was all about and they had this happen. Ife had one

individual worker who came up to the foreman and asked the foreman why the industrial

engineer changed the machine to do something on the lefthand side instead of the

right and the foreman bawled the living daylights out of him--told him it was none

of his damn business. Well, the reason- the foreman bawled him out--and this was a'

terrible overs-ight-was because the industrial engineers had forgotten to brief the

management people on why it was done. The top vioeumpresident who hired this indus-

trial engineering firm knew that they were to do a certain job, but they had not

spent any time with anything but the machinery. The human equipment was completely

forgotten and oro we had a terrible reaction in that one plant and we had that reac-

tion until the industrial engineers were called in by management to hold a series of

olasses for the foremen who then didn't feel that they were forgotten.: They could

ask questions and they were called in by management to hold a series of classes for

the foremen who then didn't feel that they were forgotten. They could ask questions

and they were then able to impart that knowledge of why it was changed to the worker,

but until that happened we had quite a terrific situation there. Actually, the human

equipment is even a little bit more importnat, or as important as the capital equip-

ment, and we have a lot of engineers who oan do a lot of work with mechanical equip-

ment, but some of them either forget or are not equipped to take care of the human

element.

Professor FlemiS

Now I'm going to adjourn because it's so hot in here. I'm sure these gentlemen

will be here for a few minutes. If. any of you would like to oome up and asik quesf

tions we would be delighted to have you.

May I say to you that we appreciate very muoh all of you coming out on a night

like this. I want also to express our appreciation to the local committees Mr.

Rork, Mr. Hoeppzer, Mr. Franey, Mr. Winrioh, Mr. Elliott, and Mr. Voll who worked

with us on this.

Vie invite your comments on this meeting, and we hope that we may return on
another ococaion.


