The need for, origin, development and application of MTM.

A message that Harold B. Maynard addresses to MTM students at the Methods
Engineering Council in Pittsburgh. (ca. 1950)

Note: This text has been translated back into English. We are recommended for the original text!

I THE NEED

Very many people nowadays claim that the problem of human posture in indus-
try is the most important issue. Speaker after speaker urges his audience to pay
more attention to the human element in the industry.

They say that technical progress has surpassed social progress, and that we
need to improve our human relationships, if we want to benefit from the material
advantages that technical progress can offer us.

This is all genuinely nice, and anyone who understands today's problems of the
industry will admit that these things need to be said. The difficulty, however, is
that most speakers speak in general terms. They work on our feelings. They can
impress all of us with, the better human conditions in the industry, but most of
them do not tell us how to achieve this. The inevitable consequence is that our
internal urge to do something disappears due to a lack of means to comply with
it, and a short time later we are back at the point of exit.

Now I do not want to claim that MTM could provide the answer to all the human
difficulties in the industry. That would be foolish because it is not true. But it is
interesting to note that the MTM system was originally designed in response to
the observation of the human problem. It was designed more to solve this hu-
manitarian problem than to solve a technical problem. And as we will now see, it
not only solved the problem that was originally identified, but also several other
human problems.

The way in which the problem was dealt with was essentially rational and I
would like to elaborate to point out that this is also, in my opinion, the only way
that is possibly capable of solving our human problems. In this way it is all about
getting the facts. When we have facts to work with, solutions to these problems
come to light.

I said its origin was a human problem. You can read something about it in the
book Methods-Time Measurement; but let me tell you something myself. The
work of the labour analyst that should come to the fore is to improve working
methods. Almost everyone nowadays realizes that we have acquired our high
standard of living by producing things in a shorter period. Not only are we able
to provide us with all the necessities of life - and what we have come to regard
as necessities of life - but we can acquire many more things if we want to. And
in doing so, we work in a short time and have more and more free time to enjoy
ourselves with our material creations.

All this is made possible by better production methods developed by all kinds of
engineers. This is openly acknowledged, and one often sees articles in maga-
zines and newspapers praising the progress of engineers.

Nevertheless, a labour analyst usually encounters a lot of opposition when he
comes into a factory and proposes an abundance of practical solutions to improve
a working method. This is especially the case when he tries to change the se-
quence of the worker's movements without making any further major changes to
the workplace.
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There are several reasons for this; fear of loss of security, or the idea that one
will become superfluous by doing the work more quickly, as there is only a lim-
ited amount of work to be done.

These feelings can be countered by guarantees that the worker will be able to
remain in the company, by giving the worker a sense of economy, etc. But then
we will still experience a certain resistance to the new ways of working, so that in
the end we must conclude - and this has been known for centuries - that human
nature resists change.

When this is the case, the labour analyst, in his search to improve the working
method, i.e. by replacing the old method with a new one, does something that
goes against the deepest instincts and tendencies of the worker. His work, which
is of inestimable benefit to mankind, at the same time causes human problems
which, as far as possible, should be avoided.

When examining what a labour analyst does, when he is working a method im-
proves, we see that he usually corrects the working method instead of building a
working method. He studies the working method that already exists and tries to
improve it by correcting the imperfections he finds. He is forced to do this be-
cause he is usually not touched by the work before production is already under-
way. Thus, he is always given the role of a critic, who must criticise the working
method established by the foreman, the worker, or others, and then he starts to
do things that go against human tendencies not to change.

It would be much better if he could study the method of working before it is put

into practice was put into practice. There are seldom difficulties when the meth-

od of performing a task is introduced for the first time. Therefore, industrial rela-
tions will be significantly improved when the first working method is efficient, so

no subsequent changes are necessary.

However, if the labour analyst is enabled to determine best practice before it is
put into practice, he must have better tools at his disposal than the motion and
time study. The movement study lacks the essential element: time.

Of course, time is considered in the time study, but this in turn requires that
someone does the work, can be applied for the time study. What the labour ana-
lyst therefore needs to study and develop a method of working before it is put
into practice is a system that can tell him how long each series of movements he
devises will last without first having to teach a worker the work so that he can
then follow it and de-terminate the time on the basis of a stopwatch observed..

II THE RECOMMENDATION

With such a system, the labour analyst would finally move away from correcting
working methods and move on to the actual labour studies. The result will be
that one of the causes of unrest in the industry will be eliminated.

This was the reasoning that led to the development of the MTM system. It was
developed with the basic idea of improving industrial relations in the industry.
We will now see that experience has shown that it fulfils this task.

Once the need for a system such as MTM was established, the next step was to
develop it through research. Of course, it was not yet possible to imagine what
the final shape of the system would be.

In the beginning, we only knew that we wanted something that would allow us to
develop best practices without the need to make movement studies of an already
existing work. The first idea about the direction in which the system could devel-
op came naturally. We were able to avoid making time studies of certain types of
work by developing time formulas. A time formula is a composition of time study
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data, which makes it possible to establish a time standard without making a de-
tailed time study. It was very natural that we started thinking about developing a
work method formula that would make it possible to develop a work method
without making a motion study of an existing chore beforehand.

This was our plan. We first decided to try to find a formula for a table drill. We
made film recordings of working with table drilling machines in different facto-
ries. The films obtained were studied very carefully. In fact, we studied every
inch of film three times in a row, before taking a direction that turned out to be
wrong. Finally, we managed to develop a set of data with which we could accu-
rately determine the hand time for each method of operating tabletop drill, which
we can imagine. The method formula was born.

In Pittsburgh at the MEC you can still find this first stored method-formula. It is
only of historical value, because it was never used. Because the idea of the
method formula was abandoned almost immediately when the first method for-
mula was complete and for noticeably clear reasons. On 12 December 1941 we
were already investigating the application of the method-formula, when finally,
something became clear to us that we should have noticed much earlier. But we
had not seen the wood for the trees.

IITI THE DEVELOPMENT

When we developed our method formula, we had not studied the work of
a tabletop drill, but instead had studied movements and how they were
made. Once we realised this, we saw that we had developed a set of
method-time data that we could apply to any kind of work that involves
hand movements. It would not be necessary to develop method formulas
for drilling machines, lathes, punching machines and assembly work. The
same set of method-time data applied to all of them.

When the method-time data was finally developed, we had reached the
goal we had set ourselves.

We had created a tool that opened the possibility of developing best prac-
tices before production started. In this way, our search for something
that would improve human relations, insofar as this lies within the power
of labour analysis, had succeeded. Success was indeed beyond our initial
expectations and so grandiose that what has been achieved overshadows
what was originally stated.

The MTM system made it possible to set production standards without us-
ing a stopwatch. Now it is not the case that there are any objections to
the stopwatch. It is only a means of measuring time.

It is used to get objective figures about time instead of subjective esti-
mates. Nevertheless, the stopwatch has been abused to such an extent
by so-called efficiency experts, by people from the hunting system and
by tinkerers who didn't quite know how to use it, a prejudice against it
has undeniably arisen all over the world. Taking time studies with the
stopwatch is an extraordinarily useful way of working, which produces
excellent results when done right. Wherever the times of machines or
processes need to be measured, it will be used.

At the same time, it is too obvious that any system that makes the use of
a stop-watch superfluous will give a significant improvement in human
relations. And if at the same time the system eliminates the necessity for
the labour analyst to estimate how fast or how slow he believes the
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worker works, then indeed one of the main causes of the human problem
will be eliminated in labour analysis.

And this, of course, is exactly what the MTM system does. It is certainly a
technical thing, a tool for business organization, but it is also of practical
importance for human relations in industry. After all, it is the kind of de-
velopment that will lead us to better human relations in our work. Alt-
hough from now on we are going to talk about technical things, in this
opening word I wanted to emphasize the human aspects of the system.
They are especially important.
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