F. W. Taylor, The Story of Schmidt, from Scientific Management (1910)

Our first step was the scientific selection of the workman. In dealing with workmen under
this type of management, it is an inflexible rule to talk to and deal with only one man at a
time, since each workman has his own special abilities and limitations, and since we are
not dealing with men in masses, but are trying to develop each individual man to his
highest state of efficiency and prosperity. Our first step was to find the proper workman
to begin with. We therefore carefully watched and studied these 75 men for three or four
days, at the end of which time we had picked out four men who appeared to be physically
able to handle pig iron at the rate of 47 tons [as opposed to the customary 12 1 tons] per
day. A careful study was then made of each of these men. We looked up their history as
far back as practicable and thorough inquiries were made as to the character, habits, and
the ambition of each of them. Finally we selected one from among the four as the most
likely man to start with. He was a little Pennsylvania Dutchman who had been observed
to trot back home for a mile or so after his work in the evening about as fresh as he was
when he came trotting down to work in the morning. We found that upon wages of $1.15
a day he had succeeded in buying a small plot of ground, and that he was engaged in
putting up the walls of a little house for himself in the morning before starting to work
and at night after leaving. He also had the reputation of being exceedingly "close," that is,
of placing a very high value on a dollar. As one man whom we talked to about him said,
"A penny looks about the size of a cart-wheel to him." This man we will call Schmidt.

The task before us, then, narrowed itself down to getting Schmidt to handle 47 tons of pig
iron per day and making him glad to do it. This was done as follows. Schmidt was called
out from among the gang of pig-iron handlers and talked to somewhat in this way:
"Schmidt, are you a high-priced man?" "Veil, | don't know vat you mean."
"Oh yes, you do. What | want to know is whether you are a high-priced man or
not."
"Vell, I don't know vat you mean."
"Oh, come now, you answer my questions. What | want to find out is whether you
are a high-priced man or one of these cheap fellows here. What | want to find out
is whether you want to earn $1.85 a day or whether you are satisfied with $1.15,
just the same as all those cheap fellows are getting."
"Did I vant $1.85 a day? Vas dot a high-priced man? Veil, yes, | vas a high-priced
man."
"Oh, you're aggravating me. Of course you want $1.85 a day-every one wants it!
You know perfectly well that that has very little to do with your being a high-
priced man. For goodness' sake answer my questions, and don't waste any more
of my time. Now come over here. You see that pile of pig iron?"
"Yes."
"You see that car?" "Yes.11
"Well, if you are a high-priced man, you will load that pig iron on that car to-
morrow for $1.85. Now do wake up and answer my question. Tell me whether
you are a -high-priced man or not."”
"Veil-did | got $1.85 for loading dot pig iron on dot car to-morrow?" "Yes, of
course you do, and you get $1.85 for loading a pile like that every day right



through the year. That is what a high-priced man does, and you know it just as
well as | do.”

"Veil, dot's all right. I could load dot pig iron on the car to-morrow for $1.85, and
| get it every day, don't 17"

"Certainly you do-certainly you do." " Veil, den, | vas a high-priced man."

"Now, hold on, hold on. You know just as well as | do that a high-priced man has
to do exactly as he's told from morning till night. You have seen this man here
before, haven't you?"

"No, I never saw him."

"Well, if you are a high-priced man, you will do exactly as this man tells you to-
morrow, from morning till night. When he tells you to pick up a pig and walk,
you pick it up and you walk, and when he tells you to sit down and rest, You do
that right straight through the day. And what's more, no back talk. Now a high-
priced man does just what he's told to do, and no back talk. Do you understand
that? When this man tells you to walk, you walk; when he tells you to sit down,
you sit down, and you don’t talk back at him. Now you come on to work here to-
morrow morning And I'll know before night whether you are really a high-priced
man or not."

This seems to be rather rough talk. And indeed it would be if ap educated mechanic,
or even an intelligent laborer. With a man of th sluggish type of Schmidt it is appropriate
and not unkind, since it is effective in fixing his attention on the high wages which he
wants and away from what, if it were called to his attention, he probably would consider
impossibly hard work. . . .

Schmidt started to work, and all day long, and at regular intervals, was told by the
man who stood over him with a watch, "Now pick up a pig and walk. Now sit down and
rest. Now walk-now rest,” etc. He worked when he was told to work, and rested when he
was told to rest, and at half-past five in the afternoon had his 471 tons loaded on the car.
And he practically never failed to work at this pace and do the task that was set him
during the three years that the writer was at Bethlehem. And throughout this time he
averaged a little more than $1.85 per day, whereas before he had never received over
$1.15 per day, which was the ruling rate of wages at that time in Bethlehem. That is, he
received 60 percent higher wages than were paid to other men who were not working on
task work. One man after another was picked out and trained to handle pig iron at the rate
of 471 tons per day until all of the pig iron was handled at this rate, and the men were
receiving 60 percent more wages than other workmen around them.

The writer has given above a brief description of three of the elements which
constitute the essence of scientific management: first, the careful selection of the
workman, and, second and third, the method of first inducing and their training and
helping the workman to work according to the scientific method. Nothing has as yet been
said about the science of handling pig iron. The writer trusts, however, that before
leaving this illustration the reader will be thoroughly convinced that there is a science of
handling pig iron, and further that this science amounts to so much that the man who is
suited to handle pig iron cannot possibly understand it, nor even work in accordance with
the laws of this science, without the help of those who are over him. . . .



