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think they were right after all." Apart from
criticisms of the standards set, there were also some
complaints of indirect or direct rate-cutting if a too
high output had been reached. In one clothing
factory when the output of any line was too high
(in relation to other lines) the management " read-
justed" the team so as to include in it some less
efficient workers. This caused resentment against
the management and also social conflict among the
women, since the speed of a line was necessarily
that of the slowest worker. A group of men tobacco
workers alleged an unfair rate-cutting some two
years previously and since that time had imposed
their own ceiling on production; and several
workers in a military equipment department made
remarks such as, " If you do too well the over-
looker will say something to you, so that you won't
have to have your rate cut or be moved."

Although, in the opinion of the investigators,
cases of deliberate " twisting " by the time-study
engineers were not common in these factories, it
should be noted that in no factory was the setting
of bonus standards preceded by any thorough and
competent motion study. Even the casual observer
might notice many examples of inefficient and
wasteful methods of working. Some of the workers
themselves commented on these and said that they
thought it better to continue in these methods than
to risk a re-timing of their jobs.

Social Conflicts.-The social conflicts arising
from or attributed to the bonus system were in
many cases the almost inevitable accompaniment
of the various inequalities in opportunity already
referred to and most of the comments on conflicts
between groups were of this type. The word
" conflict " in the sense here used does not neces-
sarily imply personal hostility but rather a sense of
division. In a number of cases, workers on the
" good" jobs spoke of feelings of discomfort and
sometimes almost of shame since their " luck ",
as they termed it, tended to create a social barrier
between them and the less fortunate. One said,
" It's especially wrong for me, being a shop steward.
I was really much happier when I was on a bad
job ". The workers' comments showed that their
wish for social harmony and for justice was some-
times frustrated by circumstances resulting from the
system of payment, and, in other cases, that it came
into conflict with the individual's desire or need to
earn as much as he could irrespective of whether his
rewards were due to merit or to chance. A small
proportion of both men and women spoke of
definitely hostile competitiveness between groups,
particularly where a number of small groups were

all engaged on similar work. In one such depart-
ment in a tobacco factory the workers themselves
had attempted to prevent this jealousy by refusing
to agree to the production study engineer's proposal
to post up the weekly output of each machine, and
they had created a social code by which it was " not
done " to try and discover another man's earnings.*
Despite this, envy and jealousy existed and men
watched their neighbours. There were sometimes
open quarrels but envy was not always entirely of
money, which might also be important as a symbol
of superior skill or personal worth. As one man
said, " If I'm having trouble with my machine and
I see the man on the next machine doing well I
can't help thinking 'He's a better man than me'
even if I know he isn't." Among these machine
operators there was a strong wish to have their
bonus system abolished, but the management
firmly refused to do this, fearing a big drop in
output. One of the men remarked, " You see, the
management don't trust us to do a fair day's work,
even though most of us have been here for years.
They think we won't do anything except for money,
and they're not interested in us but only in what we
turn out." This feeling probably contributed
towards making the poorer or less fortunate workers
consider themselves personally inferior, but in this
department as elsewhere there were some whose
wish for dominance and superiority was given a
means of expression if not positively encouraged
through the system of payment.

Conflict within the groups arose mainly from
differences between individuals in their willingness
or capacity to work. Proportionately more women
than men complained of laziness in others in the
team, though it seemed that in some cases the word
" lazy " was used by girls to describe someone whom
they disliked for general or quite other reasons. In
some groups of women the desire to earn bonus was
often and apparently easily defeated by purely
social motives. For instance, on one line in a
clothing factory some girls admitted that they did
not try to reach their target because they disliked
their woman overlooker and " you don't feel like
working if they (i.e. the supervisors) don't care."
On another line one girl said that she had " said
something to upset some of the girls" and so they
had interfered with her machine. She added,
" I've been offwork for a week and it's only through
worrying about the girls." Since the jobs on the
line were interdependent any breakdown affected
the whole team, but apparently the satisfaction of
revenge was greater than that of money. The

* A similar code, most rigidly adhered to, existed in a social group
of women individual piece workers in another tobacco factory.
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comments on differences in capacity to work,
although not very numerous, were often very
emphatic. Resentment against the older, less fit
or less competent members of a group was not
common although many workers stressed the
importance of having a homogeneous team, both
personally and in capacity. Some workers, both
men and women, considered that the social disunity
caused by the bonus system was its greatest dis-
advantage and went so far as to say that, on this
account alone, it was " evil" and produced " tragic
results " and had " made more enemies than time
can tell".

Personal Conflicts.-The comments grouped under
the heading of " personal conflicts " are those in
which the individual considers the bonus system
purely in its effects on his own attitude of mind or
health of body. Complaints that the bonus led to
feelings of strain or exhaustion were made by 19-2%
of men and 11 4%' of women. Comments on

physical fatigue came mainly from workers in
certain tobacco departments, in which conditions
were hot and humid, and from the men making
prefabricated houses. In the former case the
complaints were often accompanied by expressions
of anxiety that increasing age would soon make the
present speed of working impossible. In the latter
a number of the men were already 60 years old or
more and felt driven too hard by the speed set by
the group and, as one said, " by being determined
not to let them say that we are on their backs ".
Nervous strain, rather than physical fatigue, was

experienced by some of the machine workers. One
of them said, " The strain is hard to explain to a
lay person. The machines are almost human in
their cussedness, and the strain is all increased by
the bonus system, which accounts for 75% of it.
The only thing to like about the bonus system is the
money. Apart from that I hate the sight of it.
It makes you a slave to the machine and the allow-
ances are not adequate or fair." Another man, on a

different type of machine, said, " It's the ruin of
men's health, physically and mentally. When the
bonus came on I worked so hard that I got pleurisy,
with the sweating and then catching cold. Since
then I've not bothered, for health is more important.
At the moment I'm washing walls down, not on
bonus, and have a nice relaxation of mind. They've
a dozen or so of us employed on this and they're
all cheerful and singing. It's because they're not
on a bonus machine, though they don't realize it
themselves." Another, aged 31, said, " In a few
more years I shan't be able to keep at the rate
needed. I don't know how some of the older chaps

manage, because when I go home I'm finished. I
flop in a chair and have no energy to lead my own
life."

It is, of course, possible to argue, as did the time-
study engineer of some of the workers quoted, that
such comments indicate the " success " of the
incentive. However, apart from the question as to
whether this might not be a short-sighted point of
view, there can be little doubt that some workers
suffered severely from what they termed " nervous
tension" and were apprehensive of becoming
unable to continue their present jobs. Such workers
often made the task of supervision difficult, one
departmental manager describing his machine
operators as " extraordinarily difficult to handle,
touchy and liable to flare up over any trifle ", while
another manager said that three-quarters of his
time was spent in dealing with complaints about
the bonus system.
The most frequent comment under the heading

of conflict with " own code of behaviour " referred
to the struggle between the desire for speed and
the desire for quality. Quite apart from the effect
that " rejects " had in lowering the bonus, the
turning out of work that was not as good as it might
have been was disliked and resented by some
workers. On some of the jobs the product went
through the hands of examiners before being passed
on for the next process but in others the workers
themselves acted as examiners. In the latter case
workers sometimes gave way to the temptation to
pass work that was of doubtful quality, especially
if faults might plausibly be attributed to poor
materials, although they might feel guilty in doing
so. In the military equipment departments some
workers admitted to breaking the safety regulations
and others were very emphatic that it was " all
wrong" to tempt them to take risks with articles
which might be dangerous to the users as well as
to the makers.

Various devices were used in the factories investi-
gated to prevent the workers from working at a
speed likely to prove deleterious to quality. One
worker described his management as " trying to
have it both ways and always dissatisfied because
they won't realize that this is impossible ". These
devices, however, often failed to take effect because
the workers did not understand them. For example,
on a group of machines in a cigarette factory, the
management set a ceiling on daily production and
stated that output in excess of this was. not to be
counted for bonus payment. The women resented
this ceiling on the grounds that " I always thought
the idea of a bonus system was that you could earn
as much as you like " and also because they found it
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extremely difficult to know when they had reached
the prescribed limit and so often did more work
than they were paid for.
The comments made by a few workers that bonus

was " against Trade Union principles " referred to
the traditional objections that payment by results
led to unemployment and to exploitation. In some
of these, and also in some of the remarks about the
bad effects of bonus on character, the objections
were primarily on ethical grounds. While it is true
that what might be termed moral judgments were
implied also in many of the remarks previously
discussed about the injustice or enmity caused,
here they were explicit and were expressed in
phrases such as, " It makes you hard when you
would not be- normally. It brings out the worst in
you ", "' It sets men against each other and is an
evil thing ", and, " It encourages you to be too kind
to yourself when you are booking your stoppages ".

Summary
Some results of an investigation into the attitudes

of 386 men and 402 women towards group bonus
methods of payment are described. The workers'
self-assessments of their general attitude to this
system of payment showed that about two-thirds
of the total number were either definitely dis-
satisfied with it or were neutral or divided in
opinion. Although proportions varied in different
types of work, in only one group did as many as
half the workers express themselves as satisfied.
The main reasons given for liking the system were
that it increased earnings, many workers saying
that without it they would not earn a living wage,
and that group payment had various social advan-
tages. About 80% of the workers made some
criticism of the system and the criticisms indicate
that the workers tended to have very similar
standards of judgment, despite the great differences
in their jobs and circumstances.
An analysis of the reasons given for disliking the

system shows that it aroused three main types of
psychological conflict. First, the desire to earn
more money, stimulated by the assumption that
reward is dependent on effort, is often thwarted
both by the difficulty of observing the relationship
and by the influence on the bonus of many factors
outside the control of the worker. This leads to a
sense of injustice, which may be expressed in aggres-
sive behaviour or in feelings of helplessness.

Secondly, and closely connected, are the social
conflicts arising within or between the payment
groups. Thirdly, workers may experience personal
conflicts in that they feel impelled to act in a way
that is opposed to their concern for their health,
their standards of workmanship, or their ethical code.

These conflicts are basically psychological and
are largely emotional rather than intellectual in
nature. They tend to arise when bonus systems are
introduced in unsuitable circumstances and without
due knowledge of or regard for the existing motives
and scale of values of the workers.

There is considerable evidence that these systems
of payment cause feelings of physical and, more
often, mental strain. Complaints of strain are
apparently seldom referred to the factory medical
officer, either because workers consider that con-
ditions of payment, unlike physical working con-
ditions, are outside his sphere or because they fear
he might order them to be moved to a job which
carries no bonus and which they cannot afford.
The factories here investigated all employed

medical officers and had well equipped surgeries and
welfare departments. In no case did the medical
officer take any part in advising on the systems of
payment, which were usually left entirely to the
production study engineers. These engineers tended
to base their theories and practices on inadequate
and often wholly unwarranted psychological assump-
tions about " the worker ". It is suggested that
there is urgent need for systems of payment to be
regarded primarily as matters affecting the health
and morale of workers and, therefore, in their
broad principles, as the concern of the industrial
medical officer. Many of the objections raised to
them might be obviated if the general policy were
jointly framed by management, personnel officers,
and medical officers, and if the production engineers
were regarded as technical experts to carry out this
policy. The effects of systems of payment present
an almost unexplored field for students both of
social psychology and social medicine.
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