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^^ PREFACE 

Ine writing of "Clerical Work Measurement'' has been 

an Immense source of pleasure to me. In the course of my 

work, I have been Introduced to many of the successful busi

ness men of Dallas and Port Worth; officials of the First 

National Bank of Dallas, of the Republic National Bank of 

Dallas, of Montgomery Ward, of Sears-Roebuck & Co., of the 

Sun Oil Company, of the Magnolia Oil Compfliny and many others 

have given me aid. Southern Methodist University opened its 

doors and those of Its personnel department to me and per

mitted me to browse around there. Never have I been shown 

such extreme courtesy by so many busy men. 

I enjoyed the loan of books and even of records. 

Muxak of Texas permitted me to listen to tape recordings of 

speeches made by personnel men. (On many occasions, a help

ful conversation with an executive would be continued over 

lunch at his suggestion until the discussion of problems at 

issue has been finished.) 

At first, I was Impressed by the stumbling blocks which 

confront all types of business In the matter of evaluation of 

clerical personnel. The men who helped me showed the way to 

the future; and the future is extremely bright for personnel 

men In Texas. They have the enthusiasm of proselytes, and it 

Is well that they do for their work Is hard and takes dili

gence. As buffers between executives and personnel, these 

men are right In the middle and must be capable or they will 

not last. 
11 
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Two men, especially« were very kind in all respects. 

Mr. Thomas C. Pitney of Arthur Young & Company of New York 

sent me pages of references and an excellent outline of a 

program to be followed. Then there was Mr. L. C. Maull, who 

Is In charge of the management control section of Peat, 

Marwlck, Mitchell & Co. of Dallas. Since Mr. Maull and I 

both formerly worked for the same firm, he became particu

larly interested in my progress. Both Mr. Maull and Mr. 

Pitney are friends of many years standing, and their enthu

siasm for personnel wox^ is unsurpassed, as shown by them in 

articles published In many periodicals. 

As a result, I have found that the study of manage

ment and personnel work has become very much like research 

In a science. Most of those who study the problems of man

agement and personnel work are as dedicated as a chemist In 

search of a new element. Many of their theories have been 

proved to be wrong; business has made tremendous strides In 

the past twenty years, and what has been accomplished in 

clerical work measuz*ement has been In spite of changing and 

fluid condition^. If I have learned nothing else, I have 

learned to have a healthy respect for those men who give so 

much to a profession and, yet, are unknown by the very people 

who have benefitted from their work. 
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CHAP1SR I 

THE PROBLEM 

Briefly stated, the problem under consideration is 

that of devising procedures to bring clerical work into step 

with the vastly Increased productive capacity of Industry 

which has characterized the past two decades. 

Production has expanded enormously during recent 

years, and management has found it necessary to take pro

portionate forward strides to keep pace and to meet the chal

lenge of the new problems which have arisen as a concomitant 

to this industrial expansion. During the Second World War^ 

our nation harnessed energy, the existence of which had been 

undx*eamed of, and built up a production record which had 

never seemed possible before. Production is still high, and 

there seems to be no limit to what we, as a nation, can pro

duce. 

Manufacturing companies are expanding today to what, 

by the standards of the past, are almost fantastic propor

tions, and their expansion means that more and more clerical 

workers are concentrated under one command. Management has 

done much to keep pace with changing conditions—charts have 

been produced to aid the clerk in his tasks, and means have 

been devised to expedite the keeping of records; but manage

ment up to now has not succeeded in raising the rate of pro

duction In the lower echelons of clerical workers. That the 

foregoing is true is shown by the findings of a gx*oup of 



analysts headed by Mr. Thomas C. Pitney of Arthur Young & 

Company of New York; the analysts made a survey in 1953 of 

the productiveness of clerical workers. The report of this 

survey showed that In fifteen companies which were investi

gated, the clerical force was only fifty per cent effective. 

The clerical worker has remained frozen, as far as his 

productivity Is concerned. In the era of the quill pen, while 

Industry as a whole has passed on into an atomic and electronic 

era. It Is Important to determine the reason for this lî s and 

to devise a remedy. 

In contrast with that of the clerical worker, the pro> 

duotlvlty of the industrial worker has increased by leaps 

and bounds. The man at the bench or on the assembly line has 

been furnished with impẑ >ved tools and with better conditions, 

with the incentive of advancement and Increased Income to 

beckon him to increased production. He has responded to the 

Incentive offered, and an enormous increase in output has been 

the result. 

It is to be noted that the industrial worker's output 

la concrete and easily measured; so many more bits of metal 

processed, so many more units completed per day. The outputs 

are there to be inspected and measured, and the worker who ex

cels Is automatically In line for promotion. The clerical 

worker*s output is not so easily measured. 

Pitney. ThcMnas C , "Measure Your Office," The Comp
troller, Vol. 81, August, 1954, p. 23. 



Promotions In the clerical field are usually granted 

on an intangible basis. One man is preferred to another on 

the basis of personality; a concrete norm as a basis of judg

ment Is lacking. Advancement on the basis of personality 

usually does not rest on more than a few men's opinions; how 

many deaervlng individuals are passed over in the award of 

promotions? According to the survey mentioned above, there 

are many who are passed over. 

The attitude of management Is usually that promotion 

Is earned by the possession of "take-charge ability," which 

Is another term to denote Independence of character and ex

ecutive capacity. Certainly men showing such qualities de

serve promotion, but some st€undard Is needed to measure their 

capabilities. A desire to get ahead and an Innate spark of 

ambition are felt to be desirable attributes leading to pz*o-

motlon. It Is true that some men may advance by sheer deter

mination, yet ambition without capability is not enough. How 

many ambitious men have failed, and how many have slaved for 

years In the same place and yet have afterward made a success 

when the opportunity presented Itself! 

The establishment of a method of clerical work measure

ment Is absolutely necessary to properly determine the value 

of the individual worker. If the clerical worker's output 

can be set forth concretely, he will be furnished with the 

same types of Incentives which serve as a spur to the Indus

trial worker; he will come to feel that his promotion depends 

upon his work primarily, and not upon the personal Impression 



he may be able to make. The purpose of such a system will 

be to show the individual where his chances of success lie, 

and to help to balance the chances of promotion for everyone. 

It Is an unfortunate truth that currently companies 
employing a system of clerical work measurement do not 
measure the work of all employees; for example, the 
Aetna Xilfe Assurance Companies have had such a system 
for years but, as of today, the system applies only to 
205< of the home office force, though It is hoped in 
the next year or so to extend the system to 30̂ 1̂ .̂  

Clerical work measurement is a start In the right 

direction. Elaborations of the system will follow which will 

much broaden Its scope. Through the findings of such a sys

tem. It will become possible to eliminate many causes of com

plaints; such as, favoritism, unnecessary or unmerited r*ebuke, 

Ineqxiallty of pay schedules, and many others. With such a 

system, progress can be charted, and the employee can be 

shown what Is expected of him; a definite goal can be set up 

for the clerical worker and a reward given him for which to 

strive. 

2 
Sllmmon, James B., ^Incentives that Pz*oduce Results," 

Office Management Series No. 121 Incentive and Standards In 
6ttXce Production, p. jj. 



CHAPTER II 

THE FOUNDATION 

The first steps to be taken In setting up a system 

of measurement of clerical work should be moves of diplomacy. 

The supervisor of the department to be surveyed should first 

be won over and convinced of the desirability of a survey, 

and after him the personnel under him must be equally con

vinced. For the establishment of a new system, the willing 

cooperation of the entire staff Is necessary, amd the only 

way In irtilch such cooperation can be gained is by convincing 

the clerical employees that a new system Is both needed and 

desirable. 

The first obstacles to be overcome are the Intense 

Individualism of the American worker, clerical or otherwise; 

his Inherent conservatism, which pr(»apt8 him to suspect and 

resent all change; and the fear that any new system will 

result In bringing about lay-offs or discharges. The workers 

need to be brought to see that the new syst«a will result in 

each individual's being credited according to his deserts, 

and the fear of discharge should be definitely removed. 

Perhaps the best method of winning over the staff of 

the depeu^tment to be surveyed is to hold a meeting of all the 

employeee, in which a general discussion of the system and of 

Its objectives may be held. All should be encouraged to par

ticipate in this discussion, and its result should be to make 

all feel that the proposed change of methods will be to the 

5 



benefit of all. If the standards to be set by the new system 

are to be a basis for bonus payments, the surveyor should 

have at hand facts and figures showing how the employees of 

other companies have Increased their earning power throiagh 

close cooperation. 

Above all, the result of such a discussion should be 

to allay all fear of dismissal resulting from the findings 

of the Intended suz*vey. The employee Is likely at first to 

regard a new system as a device for turning up Individual 

faults or Inefficiencies; he should be made to see that the 

system of measurement proposed is constructive and not puni

tive In intention. Ihls assurance should come not only from 

the surveyor but also from the supervisor of the department, 

who will thus speak for the company as a whole. It is, of 

course, assitmed that the company has been convinced in ad-

vamoe that this Is the proper course, and will have empowered 

the supervisor to pledge that the establishment of the sys

tem will not be used as a basis for discharges. 

Theae preliminaries having been carried out and the 

way having been cleared for full cooperation within the de

partment concerned. It is proper here perhaps to give some 

thought to what should be the first steps to be taken in or-

ganlslxxg the new system. The first should be a complete sur

vey of the system already In use by the company of which the 

department to-be surveyed Is a part. A complete outline of 

each department and of Its functions Is absolutely necessary— 

this cannot be too greatly emphasised. The need for such an 

t t 



outline is obvious; it will give the surveyor a full grasp 

of the operations of the company as a whole and of the func

tions of each department, and its possession will make it 

possible for him to avoid being sidetracked into the pursuit 

of an item of little value. By having such an outline, the 

surveyor will be able to view the coordination of each task 

and of each movement; if, for example, the payroll depart

ment is under study, the outline will show how records flow 

Into that department and what information Is used there and 

for what purposes. The outline is the roadmap which shows 

the way to accomplishment. 

A word of caution is necessary regarding the sxigges-

tlon or attempt to make auiy immediate changes in the system 

already In operation In the department under survey. To 

many stirveyors, the call to review a system comes as a God-

glven opportunity to set up an entirely new system. Every

one has his own ideas regarding the best way to keep records, 

and everyone has a tendency to think that all other methods 

are Inferior to his own. A matter of minutes Is all that 

is needed for many accountants to discover and point out 

basic changes in an existing system which. In their opinion, 

will result In the saving of millions of dollars. In all 

the studies pursued by the author, it has been repeatedly 

pointed out to him that the desire to change a system In

herent in most surveyors has been the cause of the failure 

of the greater number of unsuccessful attempts to establish 

systems of clerical work measurement. 
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Xn this connection, it should first of all be borne 

in mind that any given system which is found already in 

operation has been adopted by the company using it after 

first having tried and discarded many others. The system 

In use has been tried and proven by experience, and it is 

now in use because it Is thought to be the best system for 

the organisation, ^ e surveyor should accept this system 

and not attempt to make any changes in it imtil he has learned 

more about the business. The surveyor, furthermoz*e, should 

never forget that he is on the ground to measure the exist

ing system, not to change it or substitute a totally new 

one. It should finally be remembered that changes are costly 

In time and money and should not be Imposed arbitrarily simply 

because, in the opinion of the surveyor, they are desirable. 

If the need for any change Is obvious, the stirveyor should 

call attention to the need and leave the change to be made 

by the company Itself, if its officials concur in his opinion; 

but the primary purpose of all surveys is to measure clerical 

work, not to alter the system under which the work is per

formed. 

To recapitulate, the foundation has now been laid. 

The company, the supervisor of the department and the cleri

cal employees have all been convinced that the Intended sur

vey will result In the benefit of all and will be of no in-

Jury to anyone. If this Is not so aî l there are still some 

employees who are still unconvinced, another meeting should 

be called and the objections of the doubters answered to 



their satisfaction. Since utter confidence and willingness 

to coopez*ate <»i the part of the staff is absolutely necessary 

to the success of any survey of clerical work, no steps should 

be taken until such an attitude has been established. 



CHAPTER III 

WHICH TO TEST: THE INDIVIDUAL OR THE GROUP? 

The next point of procedure to be determined Is that 

of the basis upon which the test is to be made; will it be 

more profitable to measure the capacities of each individual 

In the group under consideration, or should the group be 

measured as a unitary whole? 

No arbitrary principle can be established In this re

gard; whether the individual or the group as a unit shall be 

measured will depend largely upon the purpose of the survey. 

If it Is the purpose to determine the capacities of the in

dividuals of which the group Is composed, naturally each In-

dlvld\2al worker will be subjected to individxxal testing; if, 

on the other hand, the employing company is Interested in 

determining the capacities of the group as a \mlt, then the 

group as a whole will be measured. 

Many have expx̂ essed themselves in favor of considera

tion of the group as a \mlt; it has been argued that the 

furnishing of a group incentive based on a scientific survey 

of the capacities and performance of the group is more prac

tical and more successful than any scheme based upon a mea

surement of the Individual's product and capacities. The 

case for group measurement is well s\;mmied up in a report by 

Mr. Oliver A. Altum, who lists five particular reasons in 

favor of the group incentive plan:^ 

3Altumj Oliver A., "A Group Inventive Plan for the 
Office," N,A,C,A. Bulletin. Section I, May, 1951. 

10 
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1. Variation In the work load in the office is not, 
in most instances, within the control of the 
Individual operator. 

2. Office work is a group job, 

3* Small changes and variations in work can materi
ally affect individual efficiency. 

4. It Is hard to fit a program to one individual. 

5* Individuals working within an office group should 
have but one puz*pose in mind; this purpose should 
be to assist in accomplishing the function of the 
office rather than to maximise specialized output. 

The above are good arguments In favor of the gz*oup In

centive plan, and each point advanced has merit. In answer, 

proponents of the opposite plan, which favors the measurement 

of Individual efficiency, argue that of the points advanced 

by Mr. Altum only the first and the fourth deserve attention; 

In their view, argianents two and five are fuiwSamentally the 

same, and these arguments, although theoretically true, are 

not true In practice. It Is true that office work is a group 

job, but it Is the sum of the individual efforts of each li> 

dividual oompoalng the group. It Is equally true that each 

Individual In the group should, as shown In Mr. Altum's 

fifth argument, have no other purpose than to advance the 

reallaatlon of the group effort rather than to strive for 

recognition and reward as an individual worker. Office work

ers, being human beings and being motivated by the egotistic 

luiglngs of human nature, behave In the office like individual 

human beings, not as ants or bees In the ant-hill or hive. 

The Individual rarely reacts to the "group incentive;" 

his primary concern Is with himself as an individual, not 
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with the group. The principle that that which advances the 

interests of the group unit is in the long run to his benefit, 

leaves hla cold; but if he is shown how he, as an individual, 

may earn recognition, advancement, or other z*eward in compe

tition with his fellows, he will exert himself to advance 

his own private Interests as he never would exert himself 

for the common or "group" good. As long as human nature re

mains what It is now, the pronoiin, I, will continue to be the 

most Important word in any language; and as long as the indi

vidual's private, selfish interests are held by him to be more 

Important and more sacred than those of the group, so long 

will employers find it profitable to tempt him to extended 

effort by offers of cc^anlsslons on sales, indlvld\ial bonuses 

or advancements and lnc3:*eases in salaries as rewards for out

standing individual effort. 

The fourth argument is regarded by those in favor of 

indlvidtial measurement to be In effect no argument at all. 

While It Is quite true that small changes In procedure and 

In the nature of cfflee work affect the efficiency of the In

dividual, It Is obviously true that such changes will equally 

affect the group as a whole. This is no argument in favor 

of group versus Individual testing, but rather a statement 

of a difficulty which may stand in the way of any attempt at 

making a measurement of clerical work, whether it be on a 

group or an individual basis. 

In the above connection, it should be brought out that 

no system of standards is, or should be, static In nature. 
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Such a system should be subjected to a periodic review, the 

purpose of which should be to Institute changes and varia

tions which may expedite the work of both the individual 

and the group in the end, but which at the time of their 

adoption may have a seemingly confusing effect on the opera

tion of the system of measurement in use. No system has yet 

been devised which was absolutely infallible; a standard 

system is not to be regarded as a "cure--all", but should be 

valued as a guide to increased efficiency. 

Mr. Altum Is justified In pointing out, in his first 

argument listed above, that the measurement of the individual's 

output Is difficult in cases In which the work passing through 

his hands is variable in quality and in quantity. In offices 

where these conditions exist, it is practically impossible to 

meas\ire the output of the individual and, under such clrciam-

stanees, individual measurements should be unattempted. 

Convez*sely, the above circumstances have been proves 

to affect the measurement of the group in exactly the same 

manner and to the same degree. Xn 19^3, when the Adjutant 

General of the Army Quartermaster Corps Instituted a plan 

for measuring the output of the clerical forces of his de-

partnent. It took many man hoxxru to discover that there were 

some groups which could not be measiu*ed at all, owing to such 

variations in their work as those cited in the preceding para-
4 _ 

graph. The Aetna Life Assurance Company, the Prudential 

A Work Measurement System i Development and Use^ 
Bureau of the Budget - Management Bulletlnriferch, 1950. 
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Life Insurance C<»̂ >any, and General Electric, together with 

other corporations, have made similar discoveries In the 
5 

course of their own surveys and have adjusted accordingly. 

Xt Is obvioxis that no standard of production can be set If 

the work for the esqployee falls to materialize. 

Concerning the fourth argument advanced, which points 

out the difficulty of fitting a program to a single indivi

dual, it may be argued that It is equally difficult to fit 

a program to a group. Again, this is no argument, but rather 

a statement of one of the difficulties which lie in the path 

of all projects of clerical work measurement, whether undez^ 

taken on the basis of the individual or of the group. 

In view of the above considerations, the conclusion 

seems to be justified that no hard-and-fast rule can be laid 

down as to whether the individual or the group should be the 

basis of measurement; which one is to be selected for test

ing must depend partly on the circiimstances under which the 

work to be measured is done, and partly in view of the spe

cific purpose for which the survey is instituted—whether 

the purpose, for instance, is to discover the capacities 

and potentialities of the individual worker, or to expedite 

the work of the group as a whole. 

The following chapters of this report will be con

cerned with the measurement of the work of the individual; 

'cardall. Dr. Alfred, ''Building Incentives," NOMA 
Proceedings^ 1951. 
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most of the literature on the subject of clerical work mea

surement has been based upon the measurement of the indivi

dual's output. It has been foimd that the systems for in

dividual testing need only minor adaptation to enable them 

to be used In testing the group. In individual cases, there 

fore, when it is felt to be desirable to apply a standard to 

the group, it may be assumed that the program laid down for 

the measurement of the individual may be adapted to use in 

the testing of the group. 



CHAPTER IV 

SETTING THE STANDARD 

It has now been established that the individual, 

rather than the group, is to be taken as the basis for mea

surement. The question then arises: How is that individual 

to be measured? The methods most commonly in use are as 

follows I 

1. By setting an artificial standard; 

2. By timing with a stop-watch; 

3. By timing by the employee; 

4. By using standards set up jointly by the employee 
and his supervisor. 

An analysis of these four methods is necessary in order to 

determine which may be the best one to use in the average 

case. 

In the first method listed above, an eurtlficlal or 

arbitrary standard is set by an observer who times an em

ployee at work. Xt will be found, for instance, that the 

employee takes so many seconds to lift an eraser and make 

an erasio'e, and so many more to return it to its place; thus, 

a standard of the length of time requlz*ed to make an erasure 

is established. 

At first sight, this method of establishing a stan

dard would seem the best and, in fact, it is employed by so 

many companies that one of these has compiled a complete 

16 
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book on "artlflelal" standards. However, the ultimate value 

of a set of purely artificial standards is limited; the stan

dard is set by the performance of only one person, rarely 

more, at one time. Influential factors which might tend to 

sl<^ down or speed up the work, such as, differing condi

tions under which the work is done, are not taken into con

sideration; and the resiat is that the standard established 

by this method cannot be relied upon as absolutely infallible. 

The value of such a set of standards lies in its use as a 

check to discover how closely the results reached by other 

methods of measurement may come to the norm iriilch it has 

established. 

The second method is a variation of the first; under 

this system, the surveyor times not simply one employee but 

all those in the department under survey. This is probably 

the best and most reliable method of all, but it is the one 

most rax̂ ely employed because it is extremely expensive. 

By the third method suggested, the employee is re-

qulared to time himself by a standardized watch or perhaps by 

the office clock. This method will probably not be correct 

to the tenth of a second or even to the second, but it will 

be near enough to fux*nish a basis for observation purposes. 

The es^loyee should be required to list the time he uses in 

all operations, including time out to go to the water-cooler 

or to smoke a cigarette. He should be Impressed with the 

^millgan, Baul B., "standard Time Data for Clerical 
Performance Standards," The Controller, April, 1952. 
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Importance of keeping a strict and exact time record of each 

task or activity. 

Under the fourth method, the supervisor and the em

ployees compute the time used upon tasks as accurately as 

possible and thus arrive at a standard. This method is re

garded with little favor by those who depend on the "time 

and motion" methods of measurement; these regard the results 

of such a method as being more nearly guesswork than scien

tific findings. To a certain extent these critics are cor

rect; yet, the method has shown astonishingly accurate results 

in cases in which both the supervisor and the employees used 

it conscientiously. 

It is the opinion of the writer that a combination of 

methods three and four gives the most accurate results. The 

individual employee should first be required to time himself 

according to the rules laid down for the third method; and 

after he has arrived at his individual table of results, he 

should have a conference with his supervisor in which the 

standard will be modified according to the letter's experience 

and the findings of other self-timing employees. This pro

cedure cuts the costs of the test and allows for adjustment 

of the standard to take care of variations arising out of 

any unusual circumstances; the results in consequence are 

more reliable, and there is the advantage that by this method 

everyone has a part in setting up the standards cund conse

quently understands their value, and the employee's coopera

tion in the task has been achieved. 
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An additional element which enters into tests of this 

nature must always be considered in fixing the final standard. 

Xt has often been the case that during a survey production 

tends to rise; although no standard has yet been set, pro

duction rises due to a psychological qxiirk. The employee 

unconsciously acquires a feeling of self-importance at see

ing his work made the object of such a detailed survey, and 

this feeling spurs him into greater efficiency. In such 

cases, there is a danger of arriving at too high a standard, 

which the employees may not be able to live up to after the 

pressure attending the test is removed. 

The standard arrived at by the above combination of 

methods thz*ee and four will not be found to vary materially 

from those arrived at by the seemingly more accurate stop

watch method. Standards are subject to periodic changes, 

and are not absolute once they are arrived at; and by the 

method outlined above, the loss In absolute accuracy arrived 

at by the "stop-watch" method is compensated for by the gain

ing of the good will of the employee and of his cooperation 
7 

in the carrying out of the test. 

The next thing to be determined is whose work should 

be measured—should the work of each employee be subjected 

^These remarks are not to be understood as favoring 
laxity in the setting of standards; to set standards too low 
is quite as bad as to set them too high. A reasonable per-
oentage of variation due to error should be allowed in all 
cases, but the lower this percentage may be held the better. 
In all cases, care and caution should accompany the final 
adoption of any set of standards. 
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to test, or only that of certain selected individuals? It 

la the opinion of the writer that all employees should be 

tested; the degree of the testing to depend upon clrcoimstances, 

for it is true that some clerical employees cannot be subjected 

to a complete test because their work is influenced by circum

stances beyond their control. Large companies desiring to 

test the work of a particular department may do well to follow 

the following rulest 

1. At least foxxr employees must be doing inter-changeable 
work so that there will be a fair chance of saving at 
least one clerk's full time and sharing the savings 
with the remaining three as the incentive. The reas
signment work among clerks should also be consldez*ed 
as a possibility where parts of two or more jobs seem 
suitable for bonus. 

2. The rate of production should be under the control 
of the person doing the work. A stenograj^er taking 
dictation is a good example of a person whose rate 
of production is HOT under her own control. 

3. Thej*e should be a relatively continuous supply of 
work. A messenger subject to call by a group of 
people within the depatrtment is an example of a 
worker whose Job probably should not be included. 

4. Work is not considered suitable for observation im-
less the procedure Is governed by definite rules. 
For Instance, an example of the type which would 
NOT be put on a standard would be the work of a 
supervisor or clerk examining applications of one 
type or another and finding that further investiga
tions are necessary before making his decision to 
accept or reject a risk. On the other hand nome 
work covered by rules is quite complicated as well 
as varied but there have been good results in mea
suring It. For Instance, one application may prove 
to have quite a lot of embellishments and the next 
would be simple. The difference in time spent on 
these two cases would be considerable, but it is 
possible to arrive at an average figure which pro
vides a very satisfactory basis of operation because 
the over-all volume of such work is large and the 
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percentage of complicated and simple cases resutlns 
sufficiently constant.^ 

As Indicated above, there are always some tasks which 

cannot be measured. Certainly the work of presidents or 

other exeoutlves of a co]:*poratlon cannot be pinned down for 

measurement, and the same will be found to be time of the 

work of many types of supervisors also; and the work of some 

"semi-executive" members of personnel, such as sales managers 

and specialist salesmen, will be found equally unmeasurable. 

The number of unmeasurable employees and types of work is 

very extensive In any large corporation. It Is significant 

that such a large ccmipany as the Aetna Life Assurance Com

pany has been able to set up standards for only 20^ of its 

office personnel; it hopes eventually to establish standards 

for 30^, but the fixing of standards for a higher percentage 

is not at present regarded as feasible. In the writer's 

oplnicm, it Is better to check all work at first and then, 

if it be deemed Impracticable to measure certain items later 

on, only that part which has been found to have economic 

value should be considered. 

Caution and tact is to be recommended in the approach 

to the matter of measurement of work in all cases; there is 

a danger of damaging good will, and thereby sabotaging results, 

by alienating either executives or employees, if untactful 

o 
"summon, James B., Vice-President of Aetna Life As

surance Companâ , "Incentives That Produce Results," AMA 
Series^ pp. 4-5, 
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methods of approach are used. With the proper approach, the 

chances are that all departments will become "work conscious" 

and that each will put Its house in order even though not 

called upon directly to do so. It has been found upon in

vestigation that many supervisors of departments will avoid 

change for a long time, and that when a clerical work measure

ment operation begins, they will then make an effort to clean 

out inefficiencies. In all cases, it is necessary to recruit 

the cooperation of both supervisors and employees, either 

directly or through emulation. 

The reports on the work having been compiled, through 

the individual's timing his own work and collating his results 

with those of his mates in c^iference with his supervisor, a 

standard may be set up by which to evaluate the rate of work 

of each esiployee. In cases in which it may be felt that the 

Indlvldital employee's work is too slow, he should be subjected 

to personal observation to determine whether his rate of work 

may not be expedited. 

A typical example of what may be done as a result of 
9 

such observation Is reported by one big company. In this 

case, it was part of t̂ e task of a girl to attach three dif

ferent papers to each other after an inspection; it was found 

that the employee kept her paper clips in a drawer of her 

desk, and when the time came for her to clip the three papers 

Valentine, D. S., "Setting Standards for Work Perform-
s^oe,*" Incentives and Standards in Office Production, Office 
Management Series Ifil, pp. 15-26. 
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together, she had to open the drawer, find the clip, close 

the drawer and then do the clipping. She was pz*ovlded with 

a small receptacle for her clips which sat open on her desk, 

and the elimination of motion which this change brought about 
10 

caused the speed of her work to rise by 12^. This is an 

extreme case of slow work due to poor planning, but many others 

quite as notable could be adduced. 

Personal observation of the worker should be resorted 

to when his rate of work shows radical variation from the 

norm set by the general report. The person in charge of the 

survey may, in conference with the employee concerned and 

his supervisor, discover the existence of delaying factors of 

an imusual nature; these factors should then, of course, be 

taken into consideration. 

Pre-knowledge of cycles of business also should be in

corporated into the z^port and allowances and adjustments 

must be made in the light of such pre-knowledge which will 

prevent the distortion of the results of the measurement. 

Above all, the worker should be made to feel that his 

work is a definite part of the over-all work of the office. 

The outline whleh the surveyor already has is an over-all 

plan of that work; in going over this plan with the employee 

and considering the work acooaq;»llshed, it may be possible that 

an error in the chain of operations as given therein may be 

^^alentlne, D. A., "Setting Standards for Work Per
formance, Incentives and standards in Office Production, 
Office Management Series ISl, pp. 19-26. 
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loeated and rectified. By going over the operatton with the 

employee personally, the surveyor will be able to fix his 

restilts more exactly and, at the same time, may be able to 

give the worker himself some psychological stimulation. 



CHAPTER V 

ESTABLISHMENT OP THE UNIT OF STANDARD 

The z*ecords having been compllckl according to the 

methods laid down in the preceding chapters, the next prob

lem is that of breaking the work performed down into units. 

This procedure is necessary particularly if the standard is 

to be used as a basis for determining bonus payments; but 

the reduction to units is necessary even when the standard 

is intended only as a basis for comparison between depart

ments. 

In actual fact, the establishment of a unit of mea

surement is not so complicated a matter as It may at first 

seem. There are differing ways in which to €u*rlve at a unit 

of measurement, but the writer has found that the most effec

tive and the most simple of these methods is to set up a unit 

by comparison of time. This consists in establishing a fixed 

length of time for the performance of each given task; for 

example, the hour may be taken as a unit and all work may be 

classified according to what segment of the unit is used to 

complete a task. For example, a clerk may be found to be 

able to file a report in ten minutes; thus, his work will con

sist of a unit for every six reports duly filed. Furthermore, 

a typist may copy a report in thirty minutes, so that each 

task she performs may be considered to constitute half of a 

unit. Naturally, there will be cases in which one person 

will combine two tasks, as in those, for Instance, in which 

25 
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the employee is both typist and file clerk, in which case his 

unit will be determined accordingly. 

In order to arrive at a determination of the unit of 

standard, the analyst will go into conference with the super

visor. Together they will subject the flow charts and the 

individual task list to a close analysis. 

The organization chart, which will show functions and 

inter-unit relationships, should be supplemented by a study 

of personnel; this latter study will reveal the type of em

ployee who is being used and the length of service of each 

member of the personnel. It is particularly necessary to 

have such a study in those cases in which new employees have 

recently been added. Variations will be found in the skill 

and the experience of employees, and a record of variations 

in the work load within the unit (and, of course, including 

the distribution of the work load) should be available for 

consideration. 

Xt is important that the percentage of errors detected 

of the total of those committed should be established. Er

rors will Inevitably be made, some of which will be detected 

while others will be allowed to slip by into the files and 

be lost there. Xt is Important to consider the percentage 

of errors detected, since with the rise in production there 

is also a sharp rise in the nimber of errors; in many cases, 

the number of errors may Increase out of proportion to the 

increase in production. It is necessary in all cases to 

devise some means to keep the number of errors to a minimum. 
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A slight penalty in efficiency rating or in remuneration may 

be charged against the employee for each ez*ror; for example, 

on an error being detected, the charge assessed against the 

guilty employee will be arrived at by multiplying the number 

of errors committed by the estimated number of unknown errors. 

A work distribution chart should be prepared as the 

next step. For the first column of the work distribution 

chart, the activities of employees should be listed in order 

of Importance; in the second column the total number of man 

hours per unit of time (hour, day, week, month) should be 

shown; and the succeeding columns should be used to show the 

distribution of tasks to each employee for each activity, the 

coliimns headings giving the names, grades and working-titles 

of individual employees in the order of their responsibility. 

Xt is also pertinent to note, in some fashion, the 

tasks which for one reason or another seem to be of a repul

sive nature to most employees. In every office there will 

be found one task the performance of which everyone dislikes, 

and which consequently is neglected by everyone in the hope 

that some co-worker will carry it out. Such an onerous task, 

in many payroll departsients, is the filling in of unemploy

ment returns. The report is filed only periodically, and the 

work is not of a routine nature; and for these x*easons, its 

compilation is disliked by many. In most cases, it is only 

necessary that one person give a few hours to the task but, 

nevertheless, it is disliked and evaded and is performed 

only upon specific command. The remedy is to give some small 
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extra credit to the employee performing such tasks, which 

provides an Impetus for their accomplishment. 

Xn actiial fact, such an analysis as that suggested 

above will be found useful in many ways other than its pri

mary object, the establishment of the unit of standard. Xt 

may disclose cases of misdirected effort, and may show whether 

skills are being applied Improperly or whether employees are 

being required to perfona too many unrelated tasks; it may 

give clues as to whether tasks are being spread evenly or 

the reverse. Such incidental discoveries should be discussed 

with the supervisor in order that he may make any changes 

which may be deemed necessary before the standard of measure

ment is set up. 

The unit of measurement has now been selected as a 

result of the above steps. For the purpose of this paper, 

let It be assumed that the hour is to be used as a basis of 

the unit. A cheek of the charts will show how many tasks 

can be performed within the one-hour unit of time. On com

paring the actual records of employees, it will be found 

that there are a number of employees who are performing the 

same tasks, but in very few cases will the output of two 

individuals be the same. Which output should be selected as 

the norm—the highest, the lowest, or should the norm be based 

on an estimate of what the output should be? The analyst will 

try to fix a standard which will become a stepping stone to 

an employee's potential. In some cases, it may be found 

that the top producer is only putting out 50Ĵ  of his full 
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capacity and that his co-workers are lagging along behind him 

and allowing him to set the pace. When this is found to be 

true, the analyst will set the standard at a higher point than 

that which represents the highest individual production for 

such an office. Again, it may be found that some of the work

ers are "company men" and are exerting themselves to their ut

most, while their office-mates put out only a minimum of ef

fort. Xn such a case, the unit established will be a com

promise between the high output of the better employees and 

the lower minimum of the laggards. A basis is thus reached 

which will be higher in some cases and lower in others. 

In fact, in the majority of cases, the rate of produc

tion will be found to be fairly close to the same. It is 

obvious that the establishment of the unit depends upon com

mon sense and upon the consideration of the circumstances 

Inherent to each individual case. 

One more matter should be noticed. Before the stan

dard is set, conditions in other divisions of the corpora

tion should be taken into account. At this point, many 

beginners may have the feeling that the task of clerical 

work measurement has too many ramifications, and may be in

clined to give up in despair. Clerical work measurement is 

not easy, and it cannot be denied that it poses a great num

ber of problems; but these problems are not unsurmountable. 

The need for the task is here, and the task must be performed. 

For its competent performance, it is necessary to make a 

qulek survey of the other departments of the corporation for 
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the purpose of determining that the standards set up are as 

even as may be possible. In actual fact, the process is not 

as difficult as it may at first appear, since if all stan

dards are set with 50^ (or 6o^ or 70^) efficiency in mind, 

it will be found that the unit adopted for any given division 

will accord closely with the record of all others. 



CHAPTER VI 

PROBLEMS OF MEASUREMENT 

The standard once having been determined and set up, 

the actual process of work measurement can be commenced. 

Xn the course of the analysis, a number of p2?oblems may be 

encountered; the satisfactory solution of which is vital to, 

the success of the survey. 

Many analysts will be inclined to inform the employees 

of the nature and extent of the standard which they are re

quired to meet. Such a proeediû e has value since it sets 

the employees a goal to strive towax*d and ultimately to at

tain. There can be no question of the psychological value 

of the Impulse to competition which a known goal will arouse. 

If the goal Is known to the employees, better results may be 

expected than if they are left in Ignorance of the nature of 

the standard which they are to be required to meet. 

One of the problims which is likely to be met during 

the course of the measurement pz*ocess is that of the dis

posal to be made of the employee who becomes unnecessary. 

With the rise of produeticm resulting from employees compe

tition to meet the standard, it may develop that there is 

not enough work for everyone. One employee, for Instance, 

may have become unnecessary because his work has been ab-

sort»ed by the remainder of the group. If such a contingency 

arises, the extra employee should be shifted to another di

vision where his services may be utilized. 

31 
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Another problem will be that of the employee who does 

not, or cannot, perform well under the pressures of the stan-

terd system. This type of person may be a valuable employee, 

yet be of such a nature that he cannot work well when he feels 

that someone or something is pushing him. Such a person is 

easily detected, since under a new condition he will begin to 

make many more errors than he had to his debit before the sur

vey started; it will be the duty of the supervisor to watch 

for this type of person and have a quiet talk with him to 

discover what his attitude may be. The man who cannot work 

under press\u*e should be transferred to some department in 

which work measurement is iiiqposslble or not feasible; to try 

to keep such a person at work under the standard system would 

be as tragic in its results for him as it would be for the 

company. There is always a place in which such a man can 

make hliaself valuable in other divisions of any corporation 

in which it is, as yet, impracticable to conduct surveys; 

since in all companies which practice clerical work measure

ment, it has been foujuJ that over 70)^ of the total force can-

11 
not, as yet, be measured. 

An employee should be discharged as a result of the 

findings of the analysis only in extreme cases and as a last 

resort. From the beginning, the analysts have assured the 

employees that the institution of the system of clerical work 

11 
Sllmmon, James B., Vice-President of Aetna Life As 

surance Company, "Incentives That Produce Results," AMA 
Series, p. 12. "*~* 
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meaaurement will not produce any changes in the security of 

anyone concerned; this has been done in order to win the full 

cooperation of the group undergoing the test, and it is vital 

that the analysts live up to this prcwaise. 

Xt may be found, however, in checking the results of 

the first month of the test, that a certain employee is fall

ing below the standard; in such a case, the supervisor shovild 

investigate and find out what his difficulty is. In other 

cases, it may be found durlx^ the investigation preliminary 

to the setting up of the standard that a particular worker 

is habitiuilly lax. Such a worker will in all probability 

pass the standard under the pressure of competition incident 

to the test, but if he continues to lag the supervisor should 

investigate his case. The exact figures found by the system 

should not be Immediately given to such an employee, since 

he Blight use the Information as a basis for an attempt to 

sabotage the standard—which can be attained by arousing a 

general feeling of distrust. A distrustful, worried group 

can very easily be led into a general slowdown which, of 

course, results in a cosq̂ lete invalidation of the standard. 

After the standard has been In use for two months or 

more, it loses its novelty and becomes part of the routine 

of office life; the employees will then begin to live wltti 

it and will feel accustomed to it. Until the standard has 

reached this state of stabilization, the employees under 

analysis must be treated gingerly and tactfully. All prob

lems should be dealt with promptly and unostentatiously, and 
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It should be cax*efully and repeatedly exemplified to the em

ployees that it is to the advantage of all that the standard 

be maintained. 



CHAPTER VII 

CONTROLLING THE STANDARD 

The most difficult and onerous part of the work mea

surement process is the control of the standard after it 

has been set and the process is in actual operation. A check 

system must be set up which will keep track of work performed; 

and this is the point at which many corporations bog down and 

abandon the attempt at work measurement. Much has been writ

ten on the value of clerical work measurement, but little on 

its contz*ol after the system has been set up. The control of 

the system after it has been put to work is as important, if 

not more so, than the details of its establishment; to con

sider at length the detail of establishing such a system and 

fall to provide means for its control when in operation is 

equivalent to a physician's prescribing a medicine without 

giving Instructions for its use. 

The check system should yield results as exact as are 

those of a bank balance. It is not sufficient to rely, as 

many companies do, on the supervisor to know who, among the 

employees under him, is doing the work; he may have an hon

est opinion, but accurate checks have often shown such opin

ions to be wrong. 

The application of a check system to determine which 

employees are meeting the standard and which ones are lag

ging behind is not so difficult as may at first appear. Let 

it be ass\aaed that a check system Is being set up to control 

35 
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the standard set for the workers in the stenographic pool of 

a large corporation. Such a corporation will have a proof

reading department, and it will be easy for the proof-readers 

to keep a check on the nund&er of letters turned out by indl-

vld\jal workers in the pool and of the total number of letters 

which pass through their hands. In cases in which letters 

are the only product of the stenograirfilc pool, the letters 

may be counted on the stamping machine; this, of course, gives 

only statistics on the c^ipleted work, and does not take into 

accotint the time spent on corrections or in retyping faulty 

copies. These methods are not the most scientific, but they 

are the easiest to apply and are used by many. 

Another method of checking the work of individual em

ployees in the stenographic department Involves the use of 

the stroke machine, the stroke machine is a fascinating de

vice which is designed to record the number of stz*okes made 

by the typist. The results are accurate in regard to the 

number of strokes given the keyboard, but it is again neces

sary to take into consideration the number of letters which 

must be retyped because of errors. The proof-reader should 

keep a record of letters which have to be retyped, and the 

operator's record should be debited with an estimated number 

of lines.^^ It is hardly necessary to note that any operator 

whose work is so faulty as to require constant retyping should 

xhe estimate is based upon the average number of 
strokes made per line; this average (or computed) standard 
should be multiplied by thenumber of lines which it has been 
necessary to retype, and the result should be deducted from 
the total number of strokes standing to the operator's credit. 
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be transferred to aome other type of work for which he may 

be better suited. 

Another example of the working of the check system 

might be illustrated by its application to the "file pool" 

of a large corporation. Every large company has a great 

number of filing cabinets in which its records are stored, 

and a pool of employees who are charged with the filing of 

such records and with the responsibility of finding any item 

in the files which may be required. It is inoperative to es

tablish a check on the work of these employees to determine 

whether or not they are all conforming to the standard. 

It may be assiamed that the filing system under con

sideration is that of a large Insurance company. Such a com

pany will write literally thousands of policies, and will re

ceive hundreds of letters every day regarding individual 

accounts, to answer which the files must be combed by the 

members of the pool to obtain the information necessary to 

answer the inquiries. For a long time, the larger companies 

have been relying upon the system of issuing a requisition 

for eaoh document to be located in the files. The requisi

tion records the time at which the request for the document 

is made, the name of the employee who has been charged with 

locating it, and the time at which the document is returned 

to the files. The requisitions are numbered, and in conse

quence it is easy to determine how much work has been done 

by any particular individual, or by the whole group, by sim

ply counting the number of requisitions which have been com

pleted . 
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Such companies usually Impose a serious penalty in 

the case of misplacement of documents in the files, and are 

right in doing so, for a misplaced document is a night-mare 

to find, and its loss may demoralize the work of an entire 

department. In applying any type of check, it should be 

borne in mind that although speed is Important, accuracy 

counts above everything, A heavy penalty for Inaccurate or 

careless work will tend to Increase the employee's sense of 

responsibility. 

There are, of course, many other typea of work where 

the checking system will be employed. In the typing of in

voices, the counting of the number completed furnishes an 

accurate check; in taking Inventories, the number of trains-

actions may be determined through the requisitions; in check

ing payroll operations, the number of time cards completed 

will furnish the basis for a check. Thus, a solution can be 

found for almost any problem which may arise if the person 

in charge is willing to maintain an objective point of view. 

Effort and time, as well as patience, will be needed, but 

the results striven for are worthwhile and can be achieved. 



CHAPTER VIII 

THE BONUS SYSTEM 

The establishment of a bonus system is not intrinsi

cally a part of the process of clerical work measurement, 

but Is rather Instead a logical outgrowth of the working of 

that process. The measurement of clerical work, as outlined 

in the preceding chapters, enables the employer to determine 

which of his employees is meeting the standard of accomplish

ment which has been set; as has been repeatedly pointed out, 

the working of the system in itself provides a spur to the 

employee's endeavor. It is usually desirable to provide an 

additional incentive in the form of a reward to employees 

who meet or who exceed the standard. It is bec<»ning more 

and more the practice in private Industry to pay more for 

better work, and the system has proved its value as an in

centive; it often happens that a company will set up a sys

tem of clerical work measurement with the sole end in view 

of making the results a basis for the award of bonus pay

ments. 

Many ocmpanles have obtained notable results in in

creased efficiency and In Increased production through the 

establishment of rewards over and above wages which are based 

on a production schedule. The advantages of such a system 

are well set forth by Mr. James B. Sllmmon, Vice-president 

of the Aetna Life Assurance CcMipanles, whose organization 

39 
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has a long-established bonus system. ^ 

Regarding incentive results, we find that when the 

plan la well administered in a department, about 90^ of the 

employees under it earn some addition to their salaries--

the average extra amount being 205̂ . After payment of this 

Increased salary cost, there will be an average reduction 

of about 30^ in the labor cost, from which about 10^ should 

be deducted to cover the cost of installation and maintenance, 

leaving a new savings to the company more than equal to the 
l4 

additional amount paid to employees. 

Mr. Sllmmon emphasised the value of office morale, 

in answering questions put to him at a meeting, whose pro

ceedings are reported in the same publication in which his 

paper appearst 

Questions What non-financial incentives do you 
consider most effective? 

Mr. summons The iiK̂st effective non-financial incen
tives are those which build morale. 
You may give your workers a good cafe-
teria^ an attractive club room, and so 
forth; but you will find they have only 
a limited effect on workers these days— 
practically none if morale is low. Per
haps the greatest non-financial incentive 
an employee can have is happy relation
ship with hla supervisor. He knows he 
always has a hearing, if he can see his 
supervisor at any time, etc. 

^Sllmmon, J^SMa B., "Incentives That Produce Res\xlts, 
AMA Series 121, p. 4. 

14 
X^ld.. p. 5* 
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Slnee Mr. Slimnon's report speaks not only for the 

results obtained by his own company but for those of many 

others, it is clear that some consideration of the workings 

of a bonus system is in order in any discussion of clerical 

work measurement. 

For the purpose of such consideration, the present 

paper will use the group as the \mlt of measurement instead 

of the Individual, as has herein before been recommended. 

This is the practice adopted in an excellent though little-

noticed x*eport on the Incentive plan made by Mr. Oliver S. 

Altum in May of 1951.^^ the plan described by Mr. Altum is 

so c^splete and so clear-cut that it may well serve as a 

model, and it is here advanced as a type to which companies 

intending to set up a system of bonus awards may well find 

It profitable to conform. 

As an example of the workings of his group incentive 

plan, Mr. Altum has taken, as his example, its operation in 

the dlabiu^sement department of his corporation; he Includes 

all îq;>loyees paid either bi-weekly or monthly who are per

manently assigned to that depau'tment. The tasks falling 

within the scope of the duties of the department are listed 

as follows in Mr. Altum's papers 

Accounts receivable - cashier 
Group Leader, payroll clerks 
HISR dalary and aeelal security clerk 

15 
AltiSR, Oliver R., "A Group Incentive Plan for the 

Office," n.k.Q.A. Bulletin. Section I. May, 195X. 
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Petty cash cashier 
Tax and retirement data clerk 
Assistant group leader, payroll clerk 
Group leau3er - accounts payable 
Accounts payable, accoxmtant 
Secretary, manager 
Stenographer 
MSR Expense clê Hc 
Addresaograph operator 
Payroll posting machine operator 
Posting machine operator (ACCOUNTS PAYABLE) 
Utility clerkK 

The operations covered in this plan included s 

1. All routine operations necessary to fulfill the 
requirements of the Jobs listed above. 

2. All correspondeneei teleaphone conversations, re
ports, surveys, interruptions, unavoidable delays 
or any oilaoellaneous operations necessary to effec
tively carry out the duties of the disbursement 
department.^'^ 

Since all sections of the department are combined for 

consideration into one operating group, the computation of 

a single per cent of efficiency is made in order to deter

mine the effectiveness with which all members of the group 

operate. 

In the case reviewed by Mr. AXtmn. in the paper cited, 

t̂ ie per cent of efficiency was determined through a survey 

of the basic operations in the disbursement department made 

by a time study observer from the department of methods and 

^Altum, Oliver R., "A Group Incentive Plan for the 
Office,** N»A.C.A. Bulletin^ Section I, May, 1951* P* 1034. 

^^Slid., p. 1035. 



*3 

Standards of the same corporation. This survey Included both 

observation and conversations with the department manager 

and with the supervisors in the department under examination. 

From standard date and time studies, allowances were estab

lished for all operations performed by the group, with the 

following resultss 

UNIT (F MSASURBMBNT STANDARD 

Accounts payable checks 4.32 mln/check 

MSR expense checks 3.24 rain/check 

Bl-'weekly and monthly 

period payroll checks 3.45 mln/check 

Supplies Invoices 2.33 mln/lnvolce 

Dally constant 3307.00 mln/day^^ 

The standard productive minutes developed by the group 

are determined by multiplying the number of units of work com

pleted during the pay period by the standard time allowances 

for such units as shown above. The actual number of minutes 

worked by the group during the period, excluding vacations, 

absences with or without pay, and transfers, is divided into 

the standard minutes developed by the group; the results in

dicate the per cent of efficiency at which the group is operat

ing. 

Uhder this plan, the form shown in Exhibit I below is 

used to report the work completed for each day; it is filled 

18 
AltiSB, Oliver R., "A Group Incentive Plan for the 

OttXca, N.A.C.A. Bulletin, Section I, May, 1951, p. 1035. 
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out and the entries verified by the employee who may be 

charged with the responsibility of keeping the record. 

EXHIBIT I 

Dally Bonus Report 

Methods and Standards Department 
Ret Dally Bonus Reports for Operations 

performed on 
(Date) 

The following units were completed on the 
above date. 

Accoimts Payable Checks 
"^SR Expense Checks 
>tSR Salary Checks 
)B1-weekly & Period Payroll Checks 
jl^ppllers Invoices (excludes rail, 

truck and express) 

Disbursement Department - M-708 

19 Signed 

As an example of the computation of the group per cent 

efficiency in a single instance, it may be assximed that the 

total hours wortced were 1,462, or 87,720 minutes. Division 

of standard minutes as before developed by actual minutes 

worked gives an efficiency rating as followss 

66,741 standard minutes - 4- - 87,720 » 75.85̂  

^^Altum, Oliver R., "A Group Incentive Flan for the 
Office," N^A.C.A. Bulletin. Section X, May, 1951, P. 1036. 
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This result would be Interpreted as showing 765̂  efficiency 

for the group during the pay period. 

If at any time changes are made in methods, materials, 

layout or equipment, the department of methods and standards 

is understood to have the unq\iallfled right to restudy all 

operations and to adjust any or all standards to meet the 

new conditions. It should be the responsibility of the de

partment manager to notify the department of methods and 

standards of any of the changes listed above. 

Units of Measurement 

EXHIBIT II 

No. 
of 
IMlts standard 

Standard 
Minutes 
Developed 

Accounts Payable Checks 1337 

MSR Expense Checks 874 

MSR Salary Checks 449 

Bl^neekly & Monthly 
Period payroll Checks 4354 

Suppliers Invoices 3353 

Dally constant 

Overtime Constant @ 100^ 

4.32 min/ck 

3.24 min/ck 

2.60 min/ck 

3.45 mln/ck 

2.33 mln/lnv 

3307.0 rain/day 

781.0 ° ^ 

5776 

2822 

1167 

15021 

7824 

33070 

781 
20 

20 
Altum, Oliver R., "A Group Incentive Plan for the 

Office,•• N.A.C.A. Bulletin. Section I, May, 1951, P. IO36. 
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All employees who come under the plan have a bonus 

rate, usually referred to simply as a base rate or by the 

abbreviation B3.R. This base rate is determined by the Job 

evaluation rating for the place held and the overall perform

ance of the task. The amount of the individual's base rate 

(which each employee will always know) and the per cent of 

efficiency (i^lch is available on each efficiency report 

posted in the department) will give the information necessary 

to confute the hourly rate of pay for the pay period. This 

hourly rate is the base rate times the multiplier for the ap

plicable rate of efficiency in accordance with the scale pre-

sorlbed In Exhibit III below. Interpolation is not necessary 

as any efficiency calculation falling between even per cents 

is rounded to nearest whole per cent. 21 

Per cent 
of 

Efficiency 

EXHIBIT III 

Bonus 
Base Rate 
Multiplier 

Per cent 
of 

Efficiency 

Bonus 
Base Rate 
Multiplier 

50 
51 
52 

li 
ii 
5i 

e tc . 

1,000 
1.005 
1.010 
1.015 
1.020 
1.025 
1.030 
1.0^5 
1.040 
1.045 
1.050 
e t c . 

e t c . 
190 
191 
192 
193 
194 
195 
196 
197 
198 
199 
200 

e t c . 
1.700 
1.705 
1.710 
1.715 
1.720 
1.725 
1.730 
1.735 
1.740 
1.7^5 22 
1.750 ^2 

21 Altxim, Oliver R., **A Group Incentive Plan for the 
Office,'' N.A.C,A. Bul le t in . Section I , May, 1951, p . 1037. 

2i2jDbld., P .T037; 
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It has been indicated that the employees paid monthly, 

aa well as bi-weekly, are included in the plan. Naturally, 

the group efficiency ccaaputation is for the shorter period. 

The boniis base rate multiplier of an Msployee paid on a 

monthly basis is the average of the multiplier for the group 

for the two or three complete periods, part or all of which 

fall in the month during question. 

Xn addition, it has been noted that the incentive 

covers other enumerated operations within the disbursement 

departsMnt. If the ei^loyee was engaged in such work for 

more than half of the time during the period, his wages for 

the period will be figured as If he were on incentive full 

time. His hourly rate multiplied by the number of hours in 

the pay p.rlod for which he is p*ld (overtime hour, being 

included at one and one-half times the actxial overtime hours 

woz^ced) will give gross pay. Hence, a feature of the plan 

Is that the employee is paid at the per cent of efficiency 

which is earned on the assigned task for all the hours dur

ing a pay period, even though he be temporarily transferred 

up to 30jf of the time to another department. 

Should the employee be on bonus on an assigned job 

less than one-half the time worked diiring a period, he still 

will not lose incentive pay; but his bonus rate multiplier 

will be the average of those applicable to the group's effi

ciency for the last two pay periods during which he was on 

bonus operations on an assigned Job for 50Ĵ  or more of the 

time. 
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An example of pay computation \mder such circumstances 

would be as follows! 

From the scale In Exhibit III, it can be seen that 1,120 
Is the multiplier for 74j< efficiency for the group. Let 
It be assumed that the employee's base rate is $1.20 per 
hour and that he has worked 80 hours during the period 
and that for 50^ of that time he has been working on his 
assigned Job on bonus. His wages for the period would 
work out as followsi 

$1.20 Base rate 
1.120 Multiplier for 7^% efficiency 
1.3*^ Hourly rate of jpay for period 

_x_80 Paid hours 
1107.52 Wages for period 

With the incentive plan In operation, the employees 

are given the opportunity to Increase their earnings by in-

creasing their efficiency, which is attained by reducing the 

time necessary to perform the operations of the group thoroughly 

and aecurately. The bonus incentive plan is one which provides 

a reward for better performance of duties. 

file:///mder


CHAPTER IX 

CONCLUSION 

"And so what? What can you do about it? Well, 
here is what one stenographer did about it - a 
stenographer working for an oil company in Tulsa, 
CHclahcsaa. For several days each month, she had one 
of the dullest jobs imaginable i filling out printed 
forms for oil leases, inserting figures and statis
tics. This task was so boring that she resolved, in 
self-defense, to make it interesting. How? She had a 
dally contest with herself. She counted the nianber of 
forms she filled out each morning and then tried to 
excel that record in the afternoon. She counted each 
day's total and tried to better it the next day. Re
sult? She was soon able to fill out more of these dull 
printed forms than any other stenograj^er in her divi
sion. And what did all this get her? Praise? No. 
Thanks? no. Promotion? No. 

I happen to know this story is true, because I 
married that girl.**23 

The above statement enc(»ipasses the reasons and the 

results of Clerical Work Measiirement. It is ironic that Mr. 

Dale Carnegie's chapter heading for the above statement is 

*'KOW to Banish the Boredom That Produces Fatigue, Worry, and 

Resentonent." And so, the future Mrs. Carnegie used our sys

tem of measurement for an added benefit not heretofore spoken. 

Why then is all of this seemingly possible? Because 

it is a known fact that our civilization revolves around the 

"reward** system. In early life, a person is rewarded for eat

ing something that is not palatable. All through school the 

student is awarded (or rewarded) grades for being astute in 

Carnegie, Dale, How to Stop Worrying and Start Llv-
iat, Simon and Schuster, Wew York, 1548, pp. 202-203. 

49 
TEXAS TECHNOLOGICAL COLLEGE 
LUBBOCK, TEXAS 
LIBRARY 
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studies. Now it stands to reason that persons continue to 

like to be rewarded in proportion to their efforts. This 

can be dcme by praise, promotion, or an Increase in salary. 

Take the machine operator, the assembly line worker 

if you please, of the not too distant past. Engineers ad

vocated time and motion studies for these wox4cers who were 

against and afraid of this "high talking mumbo-jumbo," Look 

at the reaults during our time. Scientific study has im

proved t^e lot of this t^pe worker to unheard of heights to

day. The dignity, the productiveness and the economic well-

being of men in factories have been increased as a result of 

the standardization of industrial labor, and the same bene

fits will accrue to the office worker irtien his work is equally 

standardized. The office worker then, like the man on the 

assenibly line, will have a goal to strive for, for his effl-

cleney will be a matter of record, not a matter of guess 

work on the part of some superior. He will find under the 

new system that eompetltion with his fellows will bring him 

a reward. 

In view of the above consideration, it is obvious that 

the adoption of a system of clerleal work measurement is bene

ficial both to employer and to employee. It benefits the em

ployer by Invariably bringing about a rise In both efficiency 

and In production, and the employee by giving an individual 

value to his work and by setting him a goal of accomplishment 

which may be expected to result in Improved standing, advance

ment and a better salary. 
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