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SUMMARY OF OBJECTIVES, METHODOLOGY AND CONCLUSIONS

A. DObjectives

Our overall objective was to analyze the manpower and skill
impact of technological change. The specific objectives of the
present phase were:

1) to apply the skill-profile methodology developed in the course
of previously reported pilot investigations to direct labor in
further types of technological change, thereby eniarging the
available data base and permitting more positive conclusions to
be reached;

2) to extend the methodology and/or modify it to obtain paralle!
data for indirect labor in a subset of the processes studied;
and

3) to provide an overview of the manpower demand pattern indicated
by the data and draw conclusions relative to manpower policy.

B. Methodology

1) Outline of the ''skill profile' method

The basic conceptual tool used is the ''skill profile'. This
is the distribution of total manhours required to produce a unit
product (or service) along the scale from least to most highly-
skilled Tabor. A suitable basis for the construction of such skill
scales has been established using skill factor scores derived from
job evaluation schemes used in most industries.

Unlike headcounts, comparison between skill profiles of
newer and older processes permits statistically controlled conclu-
sions to be drawn concerning the impact of technological change on
manpower and skill requirements, provided that precautions are taken
to control the effects of the following factors: (i) processes to
be compared must be matched for the nature and quality of their
material inputs and outputs; (ii) they must be in a steady state to
avoid contamination by transiently increased manhour and/or skill
requirements due to process development, debugging, etc.; (iit) or-
ganizational differences between firms must be controlled by repli-
cating each comparison in at least two firms.

Given these controls, paired comparisons of the manpower and
skill demand pattern before and after a specific technological ad-
vance can be made fully quantitative by the statistical technique of
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analysis of variance. The effect of central interest in the present
study was the (skill level X technology) interaction which was
tested for significance against the residual variance in the (skill
level X technology X firm) interaction term. When the variance
ratio was significant at a selectad confidence level, it was in-
ferred that the observed change in skill profile had been caused by
the technological change studied.

2) Selection of further direct-labor case studies

The skill profile method which had previously been developed
for direct labor only in the pilot investigations of selected tech-
nological changes in commercial banks, the steel industry and the
aerospace industry, was applied in further direct-labor studies on
technological changes in electricity generation, oil refineries, air
separation, and airline passenger reservation systems, As before,
these cases were each selected as being typical of a large class of
similar technological changes in the same and other industries. In
each case a fairly recent and pronounced technological advance had
become stabilized and was deemed likely to replace the older tech-
nology in the near future.

3) Extension of the ''skill-profile' method to indirect labor

Preliminary assessment of the applicability of the same
method to indirect labor pointed up a number of difficulties which
had to be resolved before data collection could begin. The most
troublesome of these concerned the identification of the indirect
labor force., While direct labor can be identified through its
physical proximity to a process, indirect labor is less well de-
fined. A criterion of 'process relatedness'' was finally adopted,
only those functions being included whose withdrawal would cause a
rapid decay in process performance. Using this criterion, it was
found that indirect labor could be traced and aliocated to unit pro-
duct. This led to the inclusion of maintenance and first 1evel
supervision, planning and scheduling, and to the exclusion of tech-
nical and research personnel and higher management. In conventional
usage these are generally considered overhead functions.

Certain practical difficulties were encountered in acquiring
data for indirect labor skill profiles. Records broken down in
sufficient detail to allow the accurate allocation of manhours to
unit product were only infrequently available, and retrospective
breakdowns of data were found liable to introduce significant dis-
tortion. Also job evaluation for indirect labor and reconciliation
to derive joint skill distributions sometimes presented problems.
Nevertheless, the feasibility of applying the skill profile method
to indirect 'abor was established, and complete (direct + indirect
labor) profiles were obtained for a sizeable subset of the total
case~study complement,
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C. Limitations and Sources of Uncertainty

1) Incomplete indirect labor data

By far the largest source of uncertainty encountered in
interpreting our overall results arose from the very incomplete
coverage of indirect labor which we had been able to acquire with-
in the time and resources available. It has become clear from the
studies completed on a pilot basis that direct labor data taken
alone vyield a misleading picture of the overall manpower and skill
impact of a given technological change. It has therefore been
necessary to emphasize conclusions based on total data where these
were available, even though for lack of replication they were not
tested for statistical significance. A very modest further research
effort would suffice to round out and substantiate the present con-
clusions by completing the 18 comparisons undertaken.

2) Variable efficiency of manpower utilization

Certain other disturbing factors could not be fully inves-
tigated within the constraints of time and research effort available,
Of these the most important was probably the relative effectiveness
of manpower utilization across processes and technologies.

In certain cases it was evident that processes were over-
manned, in the sense that reducing the complement of some or all
skill levels would be likely to cause little or no decline in out~-
put. In these cases there is a significant potential for increased
labor productivity without further technological change, obtainable
by taking up what we have termed ''organizational slack''. Manpower
forecasts predicated on the existing deployment of manhours and
skills by process and technology (i.e., based on observed skill
profiles) are therefore likely to err on the side of overestimation
of future manpower demand., This under-utilization of manpower pro-
bably declines with the time for which a given technology level has
been established. Since in our cases the newer technology had
generally been operating for only a comparatively short time (2-3
years), our estimates of the change in manpower demand might be
expected to err on the low side, Despite this factor we observed
statistically significant changes in the majority of cases. (See
Table 8.8)

3) Lack of comparability of job evaluation scores across

industries :

In drawing conclusions we needed to standardize the scales :
used for grouping skill levels and constructing skill profiles,
Since, however, every industry uses its own rating scheme, the skill
scales used were different for the set of processes studied within

- 11




each industry. This not only precluded direct cross-industry gener-
alization but called for considerable caution in comparing the sizes
of the change in skill level due to technological advance in one
process relative to another, What appears as a small change on one
skill scr.le may be equivalent to a much larger shift on another.

At a later stage and after some experimentation, we therefore adopted
a system of bench marks obtained by comparison of selected job des-
criptions across industries (see Appendix G). This led to '‘common
denominator'' scales making skill profiles broadly comparablie. Con-
siderably more effort than we could afford would have been needed

to establish a fully standardized universal skill scale.

D. Substantive Conclusions on the Manpower and Skill Impact of

ote

Technological Change"

1) Technological changes studied

The following cases have been examined:

1. Application of stored=program digital computers, magnetic tape
data storage, and machine readable data coding, to commercial
data processing

Process Studied: Check Processing and Account Posting
z Industry: Commercial Banking
S,I.C. No.: 6022, 6025
. 2. Replacement of batch by continuous processing of bulk materials
; with analog automatic control

Process Studied: Annealing, Galvanizing, and Tinplating Steel
Strip

Industry: Steel
S.I.C. No.: 3312
3. Application of automatic digital pre-programming and analog auto-

matic control techniques to cutting, shaping, and formlng three=
dimensional solid components.

Process Studied: Production of Complex Aircraft Parts
Industry: Aerospace
S.I.C, No,: 3722, 3723

wta

“This section integrates the results obtained in the present phase
of the research with those obtained earlier (Ref. 1).




L, Application of pre-programmed digital data storage, information
processing and transmission to systems meeting geographically
widespread demands for service occurring at random in time and
space (''random demand real time services'')

Process Studied: Airline Passenger Reservation System
Industry: Air Transportation
S,I1.C, No.: L4511

5. Application of stored program digital computers to online
monitoring and integrated control of continuous production

processes previously under conventional (analog) automatic
control

a) Open-loop (computer used for data logging, monitoring,
annunciation and performance calculations)
Process Studied: Electricity Generation (thermal)
Industry: Electric Utilities
S.I,C, No.: 4911

b) Partially closed-loop (computer controls some but not all
of the process variables)
Process Studied: Hydrocarbon Cracking (oil refinery)
Industry: 0il Industry
S.I.C. No.: 2911 '

c) Fully closed-loop (computer controls all process variables)
Process Studied: Air Liquefaction and Separation
Industry: Chemical Industry
S.I.C, No.: 2813
6. Centralization of manual control over manufacturing and service

processes by the use of remote sensors and status indicators,
analog data transmission, and remotely actuated control elements

Process Studied: Electricity Generation (thermal)

Industry: Electric Utilities

S.I.C, No.: L9l
Each of these changes may be taken as typical of a fairly wide range
of similar technological changes occurring in the same and other

industries and services, and together they represent a substantial
fraction of current manufacturing and service industry.

“On closer examination of this type of technological change it be-
came clear that we were dealing with three distinct subtypes, and
hence that a single sample would not validly represent the popula-
tion of computer controlled processes.

\
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Six out of the eight types of technological change involved
digital computer applications, five (#2, 3, and 5a, b, c) involved
analog automatic control, and all involved electrical, pneumatic or
or other forms of automatic data storage and transmission. However,
none of them involved major increases in the application of mechan-
ical power to replace human muscle power. This concentration on
partial automation rather than primary mechanization (advanced in
mechanical memory, data transfer and data processing as against
further application of mechanical motive power) fairly represents
current trends in production and service technology. With the
possible exception of agriculture it would have been difficult to
find significant case material falling into the class of primary
mechanization. However, full automation (leading to unattended
operation) was only encountered in one case (5c).

2) Labor Productivity

a) Direct Labor (18 comparisons covering 8 types of tech-
nological change)

Labor productivity increased in 72% of cases, and re-
mained the same in 28%; direct labor productivity was not reduced
by any of the technological changes. The largest increase noted was
+1,850% of the pre-change productivity, but this was exceptional
and normal increases ranged from +25% to +275%. Computer process
control was anomalous in that installation of partial computer
process control produced no productivity gain, whereas installation
of full computer process control (unattended operation) produced a
very large gain.

The greatest gains were recorded in those cases where
the pre-change technology required the greatest amount of direct
human intervention in the process.

b) Total Labor (direct + indirect; 8 comparisons covering
6 types of technological change)

In most cases (88%) inclusion of indirect labor data re-
duced the productivity gains computed from direct labor alone, and
in two types of technological change the result emerged as a small
net reduction in labor productivity (=2% to =10%). This dilution
was most evident in manufacturing processes with large engineering
maintenance requirements. Here the proportion of indirect labor
tended to increase with technological change.

wPrimary data on which these conclusions are based is presented in
Table 8.1, p. 146,




c) Absolute versus Marginal Labor Productivity

Several sets of data pointed up the need to distinguish
between elastic and inelastic components of the labor force on a
given process. As a generalrule, partially but not fully auto-
mated technology, representing the great bulk of post-change pro-
cesses, shows large marginal but modest absolute labor productivity.
However, the one fully automated process studied (#5c; air-separation)
showed both large marginal and large absolute productivity increase.

The former case may be described as ''labor-static!' and
is a condition which many important industries have apparently al-
ready entered. The latter, ''zero-labor,' condition still constitutes
an insignificantly small, though growing, proportion of actually
operating processes in the industrial sector. The rate of spread
of labor-static and zero-labor processes warrant special study in
relation to future manpower policy.

d) Comparison between Organizations

There was substantial variance between organizations in
productivity gains recorded due to identical (or near identical)
technological changes. This appeared to be associated mainly with
the organizational efficiency with which both older and newer pro-
cesses were exploited and partly reflects the timing of the change-
over in individual organizations, since later adoption of a new
technology tends to go with more efficient deployment of the labor
force.

3) Changes in skill profile

a) Overall Statistical Significance

The limited amount of indirect-labor data that could
be acquired within our resources unfortunately did not permit sta-
tistically controlled comparisons between pre-and post-change skill
profiles for the total process related work force. However, analysis
of variance of direct-labor manhour demands by skill level showed
highly significant change of skill profile in 2 of the 7 types and
subtypes of technological advance for which analyses could be com-
pleted, slightly to moderately significant changes in 3 more, and
complete lack of change in the remaining 2. In one of these cases
(airline reservations) the low level of confidence was apparently
due to large error variance rather than to small changes in skill
profile. The skill profile change due to the eighth technological
change (computer-controlled air separation) was large, but could not
be statistically tested for lack of a second organization in which
to replicate the study. This result would almost certainly have
been highly significant, so that overall more than 1/3 of the cases
yield strong evidence that technology has an impact on skill level,
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b) Changes in Mean Skill Level”

i) Direct Labor (18 comparisons, 8 types of technolo-
gical change)

Mean direct labor skill levels increased in 50%
of individual comparisons, remained unchanged in 33%, and declined
in 17%. Averaging over types of technological change, 4 out of 8
(50%) showed increases, 2 were unchanged, and 1 (12%) showed a
i decrease. In the remaining case, direct labor had been eliminated,
so that the post-change direct-labor skill level did not exist.

The largest increase in skill level (+70%) was re-
corded in moving from decentralized to centralized control of large
process plant. The next largest increase (+20%) occurred in moving
from batch to continuous processing of bulk materials. The single
small decrease (-6%) was recorded in numerical-control machining.

: Taking these results together, our direct-labor data thus supports
| the widely held view that technological advance tends to increase
skill demand.,

{ ii) Total Labor (direct + indirect; 5 comparisons
; covering 5 types of technological change)

The mean post-change skill level computed for the

i total process-related labor force was increased in 2 out of 5 cases Q% %)
! and reduced in 3 out of 5 (60%). Thus on the (admittedly inadequate™™)

i data available the above statement must be reversed, and the final

; conclusion drawn that on the average technological change tends to

i decrease the skill demanded of the process-related work force in manu-
% facturing and service industry.
i

!

Except in one case (the computerization of check
processing in banks) skill increases observed in the direct labor
force were largely cancelled out by decreases at indirect labor
level. The most striking instance here was centralization of pro-
cess~control where a direct labor skill level increase averaging
+70% was converted to a net deciine of -6% by including indirect
labor.

It seems that marked increases in overall skill
level are associated with technological advance only in the service
sector, where indirect labor demands are relatively Tow. In the
manufacturing sector the pattern is rather one of changing the

ate

Data summarized in Table 8.2, p. 160,

St

‘Limited resources precluded acquisition of indirect labor data in
the remaining 13 cases. Collateral evidence cited in Chapter 8
supports the present conclusion.

% viii
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distribution of a more or less constant set of skill levels among
the various directly and indirectly process-related roles,

c) Impact of Technological Change on Specific Skill Levels"

The changes in productivity and in mean skill level
summarized above were the aggregate consequences of a complex pattern
of changes in the skill profiles of the various processes. Certain
of these more detailed observations are summarized here,

i) Lower skill levels (''unskilled labor')

Only 28% of the pre-change processes required 1/10
or more of their direct labor force at lower skill levels, and the
post-change proportion declined to 17%. Put another way, a pre-
change average of 7.4% of the labor force classified in lower skill
levels was reduced to a post-change average of L4,1%. But in the 8
cases for which indirect labor data was available the net swing
appeared much smaller, and there was only a very small (0,1%) and
certainly insignificant swing away from lower skill levels. Thus
we must conclude that '"unskilled'' labor continues to account for
about 5% of the total process-related labor force despite major
technological change in the processes $tudied.

In absolute terms there was a decrease in lower
skill requirements evaluated per unit of product or service.

ii) Medium skill levels (''semiskilled labor') :

The processes studied varied widely in the pre-~
change proportion of middle-level skills required, and showed either
no change or a decline in this direct~labor skill component.

However, the addition of indirect labor again diluted
the result, for 2 out of 8 (25%) of the comparisons showed post-
change increases in the proportion of medium-skilled workers in the
labor force, and the overall average result was a quite insignificant
decline of -0.6%. Thus we conclude that technological change has on
the average no effect on the proportion of medium-level skills in
the total process~related work force.

Again, this unchanged proportion is censistent with
the fact that due to productivity increase, there was a decline in
absolute medium-level skill demand per unit product. A tendency to
shift medium-level skill demands from direct into indirect labor
accounts for the apparent dilution of the direct-labor observations.

“Data summarized in Tables 8.3 - 8.6, pp. 161-163,

ix
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iii) Higher skill levels ('skilled labor')

The pre-change direct labor demand for higher-
level skills varied from 100% to 0% of the labor force. 1In all
cases the post-change demand was increased, generally in amounts
exactly matching the decreases observed at medium-skill levels.
Here again the inclusion of indirect labor changed the picture very
markedly, again leaving little or no change in the proportion of
higher-skilled labor, due to technological change for the total
process-related work force,

The unchanged proportion of the total labor force
at higher-skill levels together with higher productivity reflects a
small but definite average reduction in higher-skilled manhours per
unit product.

A T

In this case it seems that there has been a ten-
dency to shift highly skilled labor out of the indirect into the
direct labor work force. This broadly indicates the use of small,
versatile highly skilled direct operating teams instead of larger
less skilled crews, with a corresponding reduction in required
maintenance and supervisory skills,

L) Impact of technological change on work force educational
levels™

With the one exception noted below, the newer technology
required a better educated labor force than the old in each case,
though differences were small, and the general nature of the pro-
cess had more effect than the technological change inself,

Specific educational requirements by process are discussed
in the relevant chapters and in Section 8.4,

E. Policy Implications

‘1) Structural unemployment due to technological change, short-
term training and retraining

The view, at one time widely expressed, that automation (and
by extension technological change in general) cause increased skill
demand finds no support in our data. We infer that while structural
unemployment (in & carefully defined sense; Chapter 9) may be a real
phenomenon, it is not primarily due to technological progress. In the
light of this result, active short-term government intervention in the
labor market by way of training and retraining schemes designed to

bring the supply of skills into line with changed demand, cannot be

*Data summarized in Table 8.7, p. 168.

X
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justified by reference to technologically induced changes on the demand
side of the labor market.

2) Long-term training and education for advanced technology

It appears i{rom the pattern of results together with collateral
qualitative data obtained from management and previous literature, that
the extent and pace of technological change is constrained by manpower
supply considerations, rather than the reverse. This implies that
promising new industrial and service developments are being postponed
or abandoned as infeasible due to (long term) lack of adequate man-
power supply. It appears that the most critical shortage is at the
level of routine operation and maintenance, where planners cannot
count on a continuing supply of skilled personnel familiar with the
newer technologies based on analog and digital information, storage,
programmed processing and automatic control. Private industry appears
unable or unwilling to implement long-term training programs geared to
supply this type of worker in sufficient numbers, and promising techno-
logical developments are therefore stillborn,

Wz recommend that consideration should be given to government
support for longer-range training programs of apprenticeship type,
intended to train labor force entrants in modern production and service
technology as applied in specific industries, with the objective of
removing manpower supply constraints on the exploitation of high-
production technology by providing a steady supply of highly qualified
operating and maintenance pesrsonnel for potential new processes.

3) Impact of laborstaticity and reduced labor elasticity on
full employment policies

Our case~study data, supported by other previously published
case studies, indicate that technological advances tend to displace labor
from direct production roles. The substitution of indirect for direct
labor causes a greater decline in marginal than in average labor require-
ment per unit product. This in turn causes loss of short~term labor
elasticity with respect to demand or production, and in the case of
full mechanization with partial automation, the result is labor-
staticity, i.e. short-term (1-3 year) unresponsiveness of employment
to changes in demand for the product.

Examinat ion of aggregate production/employment series for the
industries in question, and for other industries, supports this conclu-
sion and suggests that about 41% of a sample sector of the labor force
for which data were readily available (total employment 13.5 M.), was
employed in laborstatic industry in the period 1957-63, Laborstaticity
appears to be concentrated in consumer nondurable industries and in
highly organized bulk services., Little or no data is currently avail-
able on the rate of spread of laborstaticity.




This development renders it essential to consider the differ-
ential short-term employment impact of increases (or decreases) in
demand by specific industrial sector as a function of their technological
status, when contemplating the use of fiscal or monetary adjustments
intended to secure near-full employment, or control inflation.

Further study of existing data will be required to provide the
complete analysis of labor elasticity needed to permit confident pre-
diction of the employment consequences of specific patterns of demand
by industry. Longer-range projection of the potential effects of labor-
staticity would entail fuller investigation of its underlying techno-
logical and organizational causes.




CHAPTER 1: INTRODUCTION AND OUTLINE OF PREVIOUS RESULTS

The research repcrted below represents an expansion and de-
velopment of earlier work by the present authors reporiad in October
1966 under the title "Evaluation of Changes in Skill Profile and
Job Content Due to Technological Change: Methodology and Pilot
Results from the Banking, Steel and Aerospace Industries'' (1),

The overall objectives and rationale of the research program were
set forth at length in Chapters 1 and 2 of that document and will
not be repeated in detail here, However, a brief review of its
background and purpose is given for the convenience of the reader
unfamiliar with the previous report,.

1.1 Structural Unemployment and the Skill Demands of Newer Processes

At the time the research program was initiated (1964), a debate
was in progress between the ''structural' and ''deficient aggregate
demand'' schools of thought on unemployment, The question was whether
the levels of unemployment current at that time, persistently aver-
aging about 6% of the participating labor force and judged unduly
high, could be explained entirely by deficiencies in aggregate de-
mand, or whether structural factors in the labor market were also
preventing full employment. Proponents of the structuralist view
claimed that lack of adequate skills to cope with the (supposedly)
increased demands of the newer highly-mechanized and automated tech-
nologies was a major new factor preventing normal operation of the
labor market, and thus producing persistent underfull employment.

It was held that economic policy should take explicit account of
this factor. No conclusive evidence was however adduced to confirm
the structuralist hypothesis, which perforce remained one of several
competing explanations for the aggregate statistical unemployment
experience of the nation,

We initially set out to prove (or disprove) the hypothesis
that automation and technological change impose increased skill
demands on the secondary and tertiary sectors of the economy, that
is the manufacturing and service industries labor force. Our pilot
results, reported in 1966, were positive, i.e., showed mean increases
in skill level, thus supporting the structuralist position, and
extended results in the present report confirm and strengthen this
outcome,

Meanwhile, the structuralist view has been strongly reinforced
both by the subsequent behavior of the U.S. economy, and by the
results of direct ''subemployment!' surveys by the U.S. Department
of Labor, Bureau of Labor Statistics.




1.1.1 Unemployment history during the current period of economic

growth

National unemployment experience during 1960-1968, graphed in
Figure 1.1,strongly indicates the existence of structural factors
preventing full employment. The steady downward trend in 1964
and early 1965 was halted around the 3.5-3.8 % level, and despite
economic boom conditions accompanied by a degree of inflation, has
not broken this barrier. Overail employment has not reached the
98.5-99 % level that would be the characteristic result of strong
demand operating on a labor market unconstrained except by local
frictional factors, as seen in several European countries. In view
of this experience, and after taking due account of the uneven dis-
tribution of unemployment over the participating labor force, it
seems no longer possible to entertain ''deficient aggregate demand"
as a complete explanation of persistent unemployment, though aggre-
gate demand is obviously a major influence; some of the hardcore
unemployment, affecting perhaps 2 or 3% of the total labor force,

must be due to structural factors.

1.1.2 Sub-employment surveys

The result of studies reported by the U.S. Department of Labor
in 1967 (2) also provide direct evidence of structural factors and
yive some indicatior: of their quantitative significance. Examina-
tion of 1965-1966 data for the 20 largest U.S. metropolitan areas
including about 1 million of the total unemployed, showed wide
variations (2.7-6.0 %) in average unemployment rates with the unem-
ployment rate for nonwhites 3 ci more times higher than that for
whites, and even higher for nonwhite teenagers. These rates had
been estimated from sample surveys based on the traditional defini-
tion of unemployment as ''not working but actively looking for work."
Intensive surveys of subemployment made in November 1966 in ten
slum areas of eight major cities used a broader definition including
those working part-time but looking for full-time work; those earning
less than $60.00 per week; those able to work but not actively seeking
employment; those (mostly males) 'unfound' in these and earlier sur-
veys. The results showed subemployment ratss ranging from 24, 6%
(Roxbury Area, Boston) to 47.4% (East and West Sides, San Antonio),
with a mean rate for ten areas of 33.9%. While this indicates the
existence of a more serious problem than had been believed to prevail,
more important in the present context are the direct explanations
given by the unemployed or subemployed for their condition. 43,9%
indicated a lack of necessary education, training, skills or experience
and 17.4% reported age as a barrier to employment (too young or too
old). Employment Service analyses and a Milwaukee study by profes-
sional caseworkers and guidance counsellors also point to 30-50 %
of the unemployed as being handicapped by lack of skill. Other
personal factors found to be significant causes of subemployment
were criminal records, health problems and transportation problems;
in the November 1966 survey only 17% reported that no jobs were
available. A Philadelphia comparison of job vacancies with unemployed

points up the situation.’
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3
Slum Unemployed Citywide Vacancies

White Collar 15% 38% -
Craftsmen 15 23

Operatives 11 21

Laborers 26 5

Service 23 13

Never Worked 22

These results, albeit covering slum areas only, remove all doubt
that deficiencies of skill are a major factor responsible for un-
emp loyment.,

1.1.3 The how and why of structural unemployment

Given this conclusion, the important question remains to which
of the many possible structural factors one should assign major res-
ponsibility for underemployment. Plausible contenders apart from
skill deficiency are geographical immobility; lack of transportation;
age distribution and the reluctance of employers to hire older workers;
racial discrimination. Skill level shortcomings may be variously
associated with inadequate and incompleted education, lack of training
or work experience in relation to job demands, or a combination of
some or all of these factors,

While each of these and perhaps other structural factors no
doubt affects the aggregate statistical situation, previously pub-
lished discussions (Refs., 3,4) have postulated that the skill de-
ficiency group of factors is the major one at the present time,
and assigned the major share of its genesis to progressive tech-
nological change causing ''phase-out!' of previously serviceable
general laborer skills,

The data cited above only reveal the importance of skill de-
ficiency as a cause of subemployment, they do not assign reasons
for the lack of job opportunities at the unskilled and semi-skilled
level, Without further data we cannot confidently link the problem
of subemployment in the slums and elsewhere to the characteristics
of modern technology and automation, plausible though this inference
may seem, The objective of the present research, to obtain direct
evidence that the current pattern of technological change entails
skill upgrading, therefore takes on new significance as the last
link in a chain connecting macroeconomic experience in the national
labor market to technological progress in the nation's industries
and services. This objective retains its importance and is even
reinforced by macroeconomic events that were confidently expected
in early 1966 to enforce rejection of the structural hypothesis and
with it the problem of changing skill demands,

1.2 Qutline Objectives and Results of Phase I

At the outset of the research we undertook an analysis of the
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methodological prerequisites for acquiring valid evidence of changes
in skill demand due to technological change (see Chapter 2 below),
concluding that few if any previous observers had succeeded in con-
trolling (in the statistical sense) enough of the potentially dis-
turbing factors to permit them to draw unequivocal conclusions on
the impact of technological change on skill demands. As an initial
objective we set out to design and conduct pilot case studies that
would meet all the requirements determined by our methodological
analysis.

More recently we have applied the resulting criteria and data
processing procedures to a number of studies reported in the earlier
literature., While all of them were deficient in one or more aspect
of methodology they nevertheless contained data which could be
transformed into the format needed to provide reasonably valid
indices of skill impact for various technological changes in dif-
ferent sectors of modern industry (Ref. 9). While these were some-
times at variance with the original authors' conclusions, the general
impression derived from some 10 specific cases was of a distinct
upward shift in skill level accompanied by a marked increase in
productivity (i.e., reduction in total manhours per unit product).

Our own early case studies were selected to represent certain
important types of advance in production technology, viz., elect-
ronic data processing, flow processing of bulk materials, and nu-
merically controlled machine tools. We were able to overcome several
initial difficulties in implementing the necessary statistical con-
trols, and ohtained fully quantitative results from two organizations
for each of the three process types. Results were expressed as
"skill profiles,'" i.e., labor requirements expressed in manhours
per unit product, broken down by skill level., With these data in
hand before/after comparisons were drawn on labor productivity,
mean skill level, and various other indices regarded as supplementary
or subsidiary, viz., mean education level, mean job experience, etc.

As had been expected, the direct labor skill profiles thus
derived all showed major reductions in per unit manhour require-
ment due to technological advance, i.e., increased labor produc-
tivity. Mean skill levels were also found to have increased to
a modest but statistically significant extent in all cases, except
in the last named case (numerically controlled machining) where
there was a significant decrease. However there was little sign
of an absolute increase in higher-level skill requirements per unit
of output in any of the cases.

In three out of four processes studied it was also possible
to forecast overall future manpower requirements by skill level
for the U.S.A. This was done by using data on the rate of diffu-
sion of each process, combined with our skill profiles., The reader
is referred to Reference |1 for a full quantitative statement of
the results obtained in case studies A through C.

At the conclusion of the initial phase of the research, there-
fore, we possessed a clear definitive picture of the pattern of
change in skill demands attributable to three major and widely
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diffused types of technological change, each conclusion being derived
from a single well-controlled sample study.

The present phase of the study is concerned with two issues,
First we wished to extend the previous results to include indirect
labor, thus completing the methodological development,and demon-
strating the feasibility of fully quantitative estimates of the
manpower impact of technology; and second, we sought to expand the
range of technology types studied, to permit more generalized sub-
stantive conclusions on the actual historical impact of currently
ongoing technological advance.

The first of these issues is covered in Chapters 3 and 4, and
the second in Chapters 2 and 5-7. The overall conclusions from
the research are presented and discussed in Chapter 8,




CHAPTER 2: PROCESS TYPES, SELECTION OF CASE MATERIAL, AND

GENERALIZATION OF RESULTS

2.1 Statistical Basis of the Sampling Procedure

Since the purpose of the research was to assess the impact
of technological change on skill levels, education and experience
required of the manufacturing (secondary sector) and service (ter-
tiary sector) industry work force, and since we planned to use a
microeconomic or case-study approach, the selection of suitable
case material was one of our major concerns in this research. In
deploying severely limited resources we decided that most informa-
tion would be gained by exhaustive analysis of the effects of tech-
nological change in a number of specific but widely different pro-
cesses, Each process chosen for study was therefore selected to
represent as broad a range of currently ongoing technological advance
as possible and hence to permit as wide generalization as possible
from the strictly limited number of data points that could be se-
cured.

In statistical terms this procedure is one of estimating the
characteristics of a population by inference from a small sample.
While in certain cases the proper procedure to secure an unbiased
estimate is random sampling, i.e., choosing the case material by
means statistically independent of the data obtained, this rule
does not appear to apply to the present problem. The reason is
that we already possess a great deal of information about the charac-
teristics of the population of processes, enough to classify them
into a number of groups on criteria likely to be correlated with
the variable under study. Maximum information gain from a given
number of case studies therefore calls for sampling as many such
groups as possible and restricting the conclusions to the set of
groups which have been sampled. As shown by previous field studies
the main characteristic of a given process likely to affect the
skill impact of technological change is not the industry or service
in which it is located, but the nature of the technological change
itself., Thus an important preliminary to selecting case material
is the setting up of an inventory or taxonomy of process types with
a number of instances of each., Ideally, one would then choose at
random a single instance from each category, and continue until
either resources are exhausted or the observed results showed enough
agreement to permit inferring that the variable studied is uncor-
related with the criteria used for setting up the inventory.

There are many types of processes and technological changes
that are common to several industries; for example, conventional
metal-cutting machine tools and their numerical control successors
are used in the aerospace, automobile, heavy and light electrical
equipment, and other industries; mechanical and subsequently
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electronic data processing is used in commercial banks, government,
military, insurance, transportation, retail trade, 1Ideally one
would select a random instance of each type from a list of such
common cross-industry process types. However, no inventory or taxo-
nomy of processes was initially available to guide the selection,
and ensure that it would be truly representative. Since we could
not afford to compile such a taxonomy explicitly, we fell back on
general knowledge and experience of industry acquired during previous
field studies, together with perusal of the current technological
literature to guide our selection of case material, with the results
given below.

2.2 Selection of Previous Case Studies

The results outlined in Chapter 1 above covered the following
three types of advance in industrial and service technology:

Technological Change 1: Application of stored-program digital com~
puters, magnetic tape data storage, and
machine readable data coding, to commercial
data processing.

Specific Case Studied: Check Processing and Account Posting
Industry: Commercial Banking--S.I.C.* #6022 and 6025
Results apply to similar technological changes (E.D.P. Applications)
in:

Federal and State Government

Insurance

Consumer Credit Services

Retail Trade and Marketing

Sales Organizations

Stock Control, Payroll Accounting, Production Planning and

Scheduling in Manufacturing Industry

Military Logistic Services

Industrial and Scientific Research Organizations

Health and Welfare Services

Technological Change 2; Replacement of batch by continuous proces-
sing of bulk materials, with analog auto-
matic control.

Specific Case Studied: Annealing, Galvanizing, and Tinplating
' Steel Strip
Industry: Steel--S.I.C. #3312
Results apply to similar technological changes in:
Nonferrous Metal Industries
Some Types of Mining

*Department of Commerce Standard Industrial Classification (1967
Revision).




Paper and Pulp Industry
Chemical Industry

0il Industry

Printing and Publishing
Cement

Technological Change 3: Application of automatic digital pre-pro-
gramming and analog automatic control tech-
niques to cutting, shaping and forming
three-dimensional solid components.

Specific Case Studied: Production of Complex Aircraft Parts
Industry: Aerospace--S,1.C, #3722-3
Results apply to similar technological changes in:
Automobile Industry
Electrical Equipment Manufacturing
Shipbuilding

On analyzing further instances of these three types of tech-
nological advance occuring in the different manufacturing and ser-
vice sectors of the economy listed above one might plausibly expect
to find changes in skill profile and mean skill level similar to
those observed in the sample instances and reported below. OQur
conclusions therefore cover a significantly larger part of the total

. labor force than might be thought from the limited number of case
1 studies.

This line of thought is not developed in detail here and its
definitive implementation will entail a significant effort in iden-
tifying and listing similar process types in the different indus-
tries and sectors of the economy such as those tentatively listed
above., Each of the three studies should be regarded as an indicator
for a much larger population or family of related economic activities,
in all of which one might expect to find similar changes in skill
level and skill profile as technological advance proceeds.

2.3 Selection of Present Case Studies

In order to extend the coverage of technology types as widely
as possible on the general sampling beésis indicated above, we ini-
tially selected three further processes for study in the second
phase of the research, but due to difficulty in locating suitable
research sites we were forced to abandon one of them (pre-program-
med automatic assembly). Only two of the further types of tech-
nological advance initially selected were therefore studied, namely:

Technological Change 4: Application of pre-programmed digital data
storage, information processing and trans-
mission to systems meeting geographically
widespread demands for service occurring

at random in time and space (''random-demand
real time services').
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Specific Case Studied: Airline Passenger Reservation System
Industry: Air Transportation--S.I.C. #4511
Results apply to similar technological changes in:

Surface Transportation
Public Utilities

Retail Trade and Marketing
Banking

Communicat ions

tiealth Services

Brokerage

Technological Change 5: Application of siored program digital com-

puters to online monitoring and integrated
control of continuous production processes
previously under conventional (analog)
automatic control.

On closer examination of this type of technological change

: it became clear that we were dealing with at least three,and pos-

i sibly more, distinct sub-types, and hence that a single sample would

' not validly represent the population of computer-controlled pro-
cesses. The results of our further investigation, detailed in

ba.

5b,

5c.

t
i Chapter 6 below, served to identify these as follows:

Electricity Generating Plant--computer used mainly for data
logging, monitoring and annunciation (Electric Utilities,
Standard Industrial Classification #4911)

0il Refinery Catalytic Cracking--computer controls some but
not all of the process variables (0il Industry--S.I.C., #2911)

Air Separation Plant--computer controls all process variables
(Chemical Industry--S.I.C. #2813)

Results apply to similar technological changes in:

Chemicals, Petrochemicals, and Plastics Manufacturing
Cement

Pulp and Paper

Food-Process ing

Iron and Steel

Shipping

The case study selected for 5a above also afforded an oppor-

tunity to secure data on another distinct type of technological
advance, and this was added to the list ex post facto, viz,

Technological Change 6: Centralization of manual control over manu-

facturing and service processes by the use
of remote sensors and status indicators,
analog data transmission, and remotely ac-
tuated control elements,
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Specific Case Studied: Electricity Generating Plant
Industry: Electric Utility-=S,I.C. #4911
Results apply to similar technolegical changes in:

Iron and Steel

Chemical, Petrochemical, and Plastics Manufacturing

Mining

Pulp and Paper Industry

Cement Industry, etc,

2.4, General Nature of Technological Advances Studied

It will be noted that five out of the eight technology types
studied (#1, 4 and 5) use digital computers directly, six (#2, 3,
5a, b, c and 6) involve analog automatic control, and all of them
involve electrical, pneumatic or other forms of automatic data
storage and transmission. However, none of them involve more than
minor increases in the application of mechanical power to replace
human muscle power. This concentration on what may be generally
characterized as advances in mechanical memory, data transfer and
data processing as against further application of_mechanical motive
power, was involuntary in the sense that most technological advances
now in progress belong to the former class, and it would have been
difficult to find significant case material falling into the latter
class, with the possible exception of field agriculture where certain
field crop harvesting operations are still in process of what may
be termed primary mechanization.

To the extent that most technological advances currently in
progress, including those studied here, involve mechanization of
information processes rather than further applications of mechani-
cal power they all fall under the heading of automation, and form
part of the second major phase of the industrial revolution as dis-
cussed by Crossman (Refs. 10, 11) among numerous other commentators.

However, as also noted by Crossman, it is mainly information
storage, transfer and processing operations directly involved in
the production process that are currently being mechanized. 1In-
direct functions such as allocation of work, plant maintenance,
planning and scheduling, calibration of instruments, storage and
inventory, and development functions such as changes in working
methods, plant and system design and redesign, are as yet only
being automated in isolated and sporadic fashion. This will be
apparent from the later discussion of technology used to perform
indirect work (see Chapter 3).
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CHAPTER 3: METHODOLOGY: GENERAL AND INDIRECT LABOR

3.1 Formal Statement of Methodology

As noted above, our analysis of deficiencies in the methodology
and statistical designs of various earlier mic:roeconomic case studies
of the impact of technologicai advance on skill demands reviewed in
Ref. 1, together with re-examination of data gathered in our own
earlier qualitative field studies (Refs. 5 and 6), led us at the
outset of the research to formulate a list of prerequisites for the
acquisition of valid evidence demonstrating changes in skill demand
due to technological change. These will now be stated formally.

3.1.1 Controls needed tc secure matched=-pair comparison

To test the hypothesis that a given technological change in-
volving replacement of an older (lower level) method or process,
TL1, by a newsr (higher level) one, TL2¥, has caused a change
(upward or downward) in the skill level of the work force, the
following controls must first be established to ensure compara-
bility.

Product

1) TL1 and TL2 must produce essentially the same product or ser-

vice. Otherwise an observed change in skill level might be
due to a change in the product rather than in the process
technology.

2) TL1 and TL2 must either operate at the same output level, or
their labor requirements must be prorated to the same levei.
Otherwise observed changes in skill level might be due to
different production volumes, rather than to technology level
as such (see, e.g., cases J and K below).*

3) Manpower inputs must be specifically linked to tasks performed

o,

" The development given here assumes that interest centers on tech=-

nology level. However any other comparison between two (or more)

manufacturing and service processes, say two competitors at essen- {
tially the same technological level, requires the same set of j
controls. :

atoats

v ““Proration assumes constant elasticity of output with labor input,
- a condition which often fails in modern large-scale plants. See

discussion in Chapter 5 below.
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in TL1 and TLZ2 so that skill demands actually imposed by the
respective processes are compared. This requires direct obser-
vation or careful inquiry as to the nature of tasks carried

out by labor in each case. It further implies that the otjani-
zational ly-defined ''job'" concept must be abandoned in favor of
the more process-oriented ''task!'. This is because a single

job may include tasks related to several different processes,
and conversely fractional contributions may be made by several
job holders towards meeting the labor requirements of a given
process.

Stationarity

L)

TL1 and TL2 must both be in a steady state; in particular the
newer process TL2 must have passed out of the development and
debugging stage characteristic of new technologies, otherwise
an observed increase in skill demand might really be due to

the (temporary) presence of the extra skilled help which is
normally needed in the commissioning phase of a new venture.

The older process TL1 may also be disturbed if it is near com-
plete phase-out, due to withdrawal of higher level personnel.
While the steady-state condition cannot be precisely defined,

in the present study we adopted the criterion that the processes
being compared shouid both have been in continuous operation for
two or more years at the time of observation.

Organization

5)

TL1 and TL2 must be studied in two or more firms or organi-
zations and the results should agree. Otherwise observed
changes in labor requirement and skills might be specific to
one organization, and/or be attributable to organizational
changes rather than to technology as such (e.g., indirect
labor in case J below).

Skill scale

6)

The measuring instrument used to assess relative levels of
skill, ability and responsibility must be reliable™ and free
from bias with respect to technology level. A particular
danger is that the observer or analyst may ke less accus-
tomed to the newer equipment, working methods and unfamiliar
environment of TL2, and hence judge the required skills to be
more complex. This bias can be reduced or eliminated by
securing data from skill analysts known to be equally con-
versant with TL1 and TL2, which generally restricts choice to
personnel in the industry being studied.

ot

“The term ''reliable'" is used here in the technical sense defined,
for instance, by Guilford (Ref. 7).

33




13

3.1.2 Statistical tests to exclude the null hypothesis

Assuming that matched-pair comparability has been established
between two (or more) processes in two (or more) organizations, and
that the requisite empirical data has been obtained, we may test
the hypothesis that there has been a consequent change in skill
level. Since there is nearly always some difference, this reduces
to the problem of establishing that the observed difference is not
due to chance fluctuation.

Testing the null hypothesis

As usual in statistical inference, we proceed to test the null
hypothesis, in this case that no skill change has actually occurred.
If the probability that the observed data could have been generated
by this state of affairs is sufficiently high, we draw negative
conclusions. But if it is below, say, p = 0.1 (10% significance)
we conclude that a change has occurred and we may proceed to esti-
mate its size and direction. This significance test entails
forming an estimate of the magnitude of the error variance affecting
the result.

In this case the most sensitive method appears to be analysis
of variance applied to manhour inputs per unit product. Manpower
inputs are readily acquired ratio-scaled data that can be deter-
mined to any desired precision. In order to test for a change in
skill level we need only to classify these manhour inputs into two
or more skill levels, so that -a fairly coarse skill scale is
acceptable providing it is unbiased with respect to technology.

Assuming that we have manhour data from two (or more) processes
(TL1, TL2), from two or more organizations (01, 02), classified
into two (or more) skill levels (S1, S2), a three factor analysis
of variance is called for, with the following main effects and
interactions.

Main Effects

Process (Technr.logy Level) TL
Skill Level
Organization 0

Interactions

Organization X Skill Level (0 x 9)
Process X Organization (TL x 0)
Process X Skill Level (TL x S)

Residual (TL x 0 x S)




i
|
j
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We expect the first main effect, which reflects productivity increase
resulting from investment in the new technology to show a highly
significant F-ratio. The second main effect is determined by our
choice of grouping by skill level, that is on the choice of skill
scale and grouping intervals used. It is under the analyst's control
and ideally its F-ratio should be made insignificantly different
from unity, i.e., the skill-scale intervals should be so selected
that the manhour inputs are evenly distributed. The third main
effect, due to differences between organizations, would ideally also
be insignificant, though a modestly significant result does not
vitiate the comparison we are interested in.

The first interaction (0 X S) will be small if the skill scale
is unbiased with respect to organization and if organizational
policy on skill allocation is similar. The second interaction
(TL X 0) measures differences of overall productivity between
organizations and will ideally also be small if the organizations
invest equally efficiently. The triple interaction term (TL X 0 X S)
measures variations in the double interactions described above and
will also generally be small.

Since we cannot meaningfully partition the manhour by skill
level data from each process to p:roduce true replication, we are
forced to use the variance estimate from this triple interaction
to estimate the residual error against which the significance of
the main effects and double interactions are tested. If the
(0 x S) and (TL X 0) variance estimates are found insignificant on
this basis, they may legitimately be pooled with the (TL X 0 X S)
estimate to improve the residual-error estimate.

Finally the variance estimate derived from the interaction of
process type with skill level (TL X S) is the one used to test the
major hypothesis. If its F-ratio with the pooled residual-error
estimate described above proves significant at some previously
chosen (generally low) probability level, we can be sure that there
has been a change in skill level genuinely associated with the
technological level change from TL1 to TL2.

The sensitivity of this test, that is, how small a change in:
skill level proves significant, will depend mainly on the amount
of extraneous variation found in manhour input between organiza-
tions, and particularly on how closely they agree on the allocation
of skill levels to tasks in the two processes. Lack of signifi~
cance does not necessarily imply absence of skill change, but
rather that the evidence is insufficient to demonstrate it.
Conversely, a high level of significance does not necessarily
indicate a major effect, only one which was particularly clearly
observed.

3.1.3 Evaluation of the magnitude of change in skill demand

Provided that the analysis of variance described above has
demonstrated the existence of a real difference in skill level
between TL1 and TL2, we may proceed to evaluate its magnitude by
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suitable choice of descriptive statistics. However, manpower changes
from one process to another are usually complex and we do not expect
to be able to find any single perfect descriptor. Further, the
relative importance of different statistics will certainly vary
according to the scientific or policy question which it is desired

to answer at any given time, so we deem it best to present data in
several different ways. The following statistics are considered

most generally useful.

Percent change in mean skill level and/or mean educational level

and/or mean job experience required

Given an ordinal scale on which job and task requirements can
be ordered, and corresponding hour inputs per unit product, we may
express overall changes in percentage form. Thus if process TLI
requires 20 manhours per unit product at skill level 100 factor
points plus 10 manhours at skill level 150, while TL2 requires 10
manhours at skill level 100 plus 8 manhours at skill level 150, the
mean skill increase is computed as follows:

Mean skill level for TLI = (IOO x%g) + (150 x—;—g—) = 116.7 points

Mean skill level for TL2 = (IOO X %Q) + (150 X %%) = 122,2 points
_122.2 - 116.7 _ 5.5 _ )

Percentage change = 6.7 1167 " + L.7% .

While this statistic certainly reflects the overall skill impact of
the change from TL1 to TL2, it must be treated with caution since
the skill levels which are combined using manhour data are generally
not referred to an absolute datum or benchmark, and hence the same
actual changs in skill demand may show different percentage results
to observers using different skill scales,

The nearest approach to a true ratio scale of skill levels is
probably that provided by educational requirements measured in
years of school and college. Unfortunately, we have generally
found it difficult to establish such levels unequivocally for a
given job or task. Similar remarks apply to job experience, and
we have thus found it preferable to work with job evaluation data,
establishing reference levels and making comparisons as described
elsewhere in the report. When carefully applied, these do appear
to yield meaningful percent change data when computed as in the
above example.
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Percentage increase or decrease of labor input in specific skill

brackets

For research and policy purposes concerned with such issues as
training at specific levels, labor-market analysis, and prediction
of skill shortages, it may be more useful to know how much more
(or less) manpower will be needed at specific levels than simply
how much change there will be in overall skill demands. This
statistic may be computed directly from the skill profiles, which
are manhour data broken down by skill level. For instance, suppose
we are studying the employment of laborers, with skill levels (on a
particular job evaluation scale) in the range 80-120 points.

Process TL1 requires 13.5 manhours per unit product in this bracket,
while Process TL2 requires only 8.7. The impact of the technological
change on this skill bracket (assuming constant demand) may
immediately be estimated at

(13.5 - 8.7) _ -4.8 _ o .
100 x 13.5 = 100 X TETE = 35.,5% decline ,

the new demand for laborers being 64.5% of the old. This will be
independent of what may perhaps be a 15% increase in requirements
at skilled craftsman level,.

Skill profiles

The most comprehensive way of presenting and evaluating results
from which both the above results can be derived is to give the
distribution of required manhour inputs by skill level for each of
the processes in question. These distributions are termed ''skill
profiles' in what follows. They are presented in all cases. 1In
general, we have not found it useful to subdivide into more than
about 7 to 10 skill brackets, because at this point chance sampling
variations in assignment to brackets become important.

3.2 Pilot Trials of General Methodology--Direct Labor

Following the analysis of methodological requirements which led
to the projection of the new methodology formally stated above, the
first phase of the research (already reported in Ref. 1) was con-
cerned with testing the feasibility of establishing the controls
needed for matched-pair comparisons and with acquiring test batches
of the data described above. This was done by two pilot studies of a
major technological change, each conducted in a single organization.
The cases were selected mainly for ease of access and of data
acquisition, and were located in banks (check processing; machine
aided manual versus electronic data-processing systems) and steel
works (steel finishing; sheet dipping versus continuous strip
coating processes). These studies demonstrated that the basic
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method of matched-pair comparison using skill-profile data was
workable, but pointed up three difficulties:

a) Older and newer processes tended not to be found side by
side in the same firm for more than brief overlap periods,
and firms did not always retain adequately detailed records
of operating conditions in superseded processes.

b) Few technological advances could be fully isolated, since
managements usually take the opportunity afforded by the
introduction of a new process to improve organization,
introduce new product lines, change plant layout, etc.

It was not always easy to separate these out and record
the impact of the technology in a pure state. For in-
stance the adoption of a newer EDP-based check=processing
system permitted banks to introduce additional customer
services such as automatic loan repayments, a credit card
service and so forth. The effects of these additions had
to be removed to maintain proper control.

c) The impact of a given technological change on the labor
force was found to have no distinct boundaries, effects
being traceable with decreasing amplitude in direct labor,
indirect labor, overhead functions and thence to quite
distant parts of the organization; it was found difficult
to delimit the segment of the labor force concerned.

In the two pilot studies these three obstacles were overcome
respectively by careful selection of suitable case material, by
dissecting out the effort devoted to new ventures and recording
only that part of it explicitly concerned with generating the
predefined product or service, and by limiting consideration to
direct labor,

3.2.1 First series of paired comparisons-==-direct .labor only

Having established the basic feasibility of the method, two
further processes where major technological changes had occurred
were selected according to the sampling principles laid down in
Chapter 2, for study in two firms each. These were in the steel
industry (annealing; box versus continuous heat treatment method)
and in the traditionally important field of metal processing
(machining complex aircraft components from metal castings; con-
ventional versus numerical ly-controlled machine tools). Also the
two original pilot studies were each extended to a second organi-
zation thus completing the projected statistical design of the
"experiment'' for four distinct processes. Data acquired in the
eight case studies thus completed was all restricted to direct
labor. Care was taken to establish comparability of product across
technological levels in each case.
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With experience, we found it increasingly easy to acquire the
basic quantitative data on process operation, manhour inputs,
product specification and output units, skill levels, educational
levels and job experience. 1In later studies most of our time and
effort was devoted to study of the process and analysis of task
types, to comparative study of older and newer methods, and to
assessing the status of the newer methods in relation to competitive
processes and projected future technologies, in order to provide
ins‘ghts into the probable diffusion of new technologies through
industry.

3.3 Extension to Indirect Labor

3.3.1 Introduction

As noted above, the initial series of eight case studies dealt
with changes in skill demand attributable to direct labor only. It
was recognized at the time that this would provide only a partial
answer to the question of whether overall skill demand tends to
increase in newer technologies, and a major goal of the second
phase of the research has therefore been to extend the coverage of
the new methodology to indirect labor, in order to secure completed
comparisons for as many of the previously studied cases as possible.
At a methodological level we also wished to develop criteria for
deciding how much attention should be devoted tr indirect and over-
head labor in future studies, concerned either with specific
processes or with skill surveys of larger segments of industries
and services undergoing technological change.

While the conclusions drawn from the initial studies were
confined to direct production labor inputs, a restriction adopted
initially to permit completion of a reasonable number of case
studies within the research period, this was not a major handicap
since in all cases qualitative assessments of the relative weighting
of direct and indirect labor (by management informants, and from
our own direct observation) indicated that omission of the latter
would only affect the results to a minor extent. This claim was
based on two distinct arguments, first that indirect labor require-
ments of each of these processes appeared to represent only a
small percentage of the total labor input; and second, that the
skill demands for indirect labor were apparently less affected by
the technological changes than those for direct labor. These
subjective impressions have been borne out in substantive results
of research reported below.

While the omission of indirect labor was acceptable in pilot
studies, final conclusions on the impact of technology cannot be
drawn from direct labor data only. Previous obcervers have
pointed to a general tendency for indirect labor contributions to
increase with the level of mechanization, an effect which would
bias absolute skill demand estimates downwards if attention were
confined to direct labor. 1In other words, an overall increase in
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skill demands of newer technologies might well be concentrated in
maintenance and other indirect functions. The total skill profiles
could be markedly affected by even quite small increases in high~
level maintenance skills. More complete data were therefore needed
to establish the actual magnitude of this effect in each sample
case study.

3.3.2 Methodology for studying indirect-labor skill’impact

The first objective of the present research was therefore to
establish methods for measuring the skill demands of processes at
indirect-labor level, We do not know of any previous studies where
this has been done explicitly, and a fortiori no one has attempted
to assess indirect-labor demands while also controlling for type
and volume of product, allocation of tasks to processes, organi-
zational changes, and the other factors listed above.

While the necessary controls had aiready been established for
the four initial pairs of processes, further exploration was needed
to establish means of identifying relevant indirect-labor inputs,
delimiting the labor force to be considered in before/after com-
parisons of older and newer processes, measuring per unit manhour
inputs, and evaluating skill levels, These methodological issues
have been addressed in two pilot case studies which were essentially
extensions of the earlier ones, conducted in the banking and steel
industries.

Though the methodology finally developed for indirect labor is
a little less precise than that for direct labor, it has neverthe=
less proved feasible to achieve adequate statistical control and
precision of measurement permitting fully valid conclusions. The
developed methodology has therefore been utilized to complete as
many of the further case studies as time and facilities permitted.

3.3.3 Distinction between direct and indirect labor

There is no sharp dividing line between direct, indirect and
overhead manhour inputs to manufacturing and service processes,
and the boundaries tend to become more blurred with further
mechanization and automation.

The definition of direct labor used in Ref. 1 was:

.. personnel engaged in jobs or tasks making a direct
contribution to the conversion of material inputs into
products or to the execution of services ordered by

customers

and excluded categories were listed as follows:
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- personnel wholly employed in maintaining, servicing or
repairing the tools or machines used by dircct labor to
effect conversions on material inputs to products, or
required for the processing of data linked to the
execution of services;

- supurvisory personnel forming part of the line function;

- managerial, staff, engineering or research personnel
constituting the organization, coordinating and
supportive function;

- purchasing, sales and accounting personnel,

The first of these definitions simply repeats the word 'direct'
in a slightly more specific context. When conducting deeper inves-
tigations into indirect-labor skills, an operational need arose for
better criteria to distinguish direct from indirect contributions,
For instance, does the operator who actuates a switch causing a
conveyor to move materials from one point to another make a ''direct!
contribution or not? Although his action on the material is quite
indirect, the answer is presumably that he does, since without his
action production would not proceed. But what about the operator
who adjusts the set=-point on a flow-controller? 1In this case the
action is indirect,and due to automatic control its omission would
not bring the process to a halt, or cause it to produce at unac-
ceptable quality for perhaps several hours. Yet this must a
apparently be treated as a direct-labor input since management
undoubtedly regards it so. On the other hand, recalibration of an
instrument, which may have quite similar effects to changing a set-
point, is definitely regarded as an indirect-labor function. It
seems that these two cases lie one on each side of the boundary
between direct and indirect labor. Hence the proper distinction
seems to lie in the timing of the impact which omission of the labor
input in question would have on the process.

Accordingly we adopted an operational criterion of 'process-
relatedness'', that is directness of labor involvement, based on
how soon withdrawal of the labor input in question would cause a
significant drop in quantity, and/or departure from acceptable
quality, of the product or service. Direct-labor inputs are
those highly ''process-related' ones whose omission causes rapid
decay of system performance, while indirect-labor inputs are
those whose omission will cause deterioration only after a longer
period.” The terms 'rapidly'" and ''longer period' were interpreted

wfe

“We considered the possibility of usina ""half-life' to provide a
more fully quantitative index of directness of labor inputs. By
analogy with radioactive decay, the half-life of a process is its
mean time to failure following total withdrawal of a given section
of the work force. The half-!ife of a manual assembly process
would be zero, that of a numerically-controlled machining process
(continued)
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relative to the inherent timing of the process rather than on an
absolute time scale (for further discussion of this point, see
Woodward, Reference 12).

Our criterion of process-relatedness of tasks and labor inputs
was found to agree quite well with those normally used Ly management,
and to produce subjectively good decisions in the numerous marginal
cases encountered in the field studies.

3.3.4 Indirect versus overhead labor

Overhead labor may be defined as that part of the labor force
which, if withdrawn, would have no effect on the given process (at
a technological level) and is hence process unrelated. The sales
force obviously falls in this category, as do personnel, industrial
relations, etc. Attempts to distinguish between indirect and over-
head labor may appear at first sight fruitless since, in the limit,
one can regard the whole of an organization as indirectly necessary
to support the operation of any single process within it. Again,
therefore, the distinction between indirect and overhead labor is
one of degree rather than kind. Operationaily speaking, we dealt
with each case individually by extension of the criterion of process-
relatedness (or its inverse) used for distinguishing direct and
indirect labor,

Thus, there are many technological jobs and functions associated
with a given process which, if not performed, would yet cause no
degradation of systems performance over however long a period,
given that the system was functioning to specification at a refer-
ence time. Instances are programming in EDP systems, product
design engineering, and parts programming for numerically~controlled
machine tools. As these labor inputs contribute to development of
new process or product or to introduction of new organizational
activities, they must be regarded as being part of micro-level
capital investment directed toward system improvement which is
going on continually in most industrial and service organizations.,
They are considered to fall within the overhead category.

3.3.5 Classification of specific functions

The following classification scheme which was used in the
Bureau of Labor Statistics report series '"Trends in Manhours per
Unit" (Ref. 14) formed the starting point for our allocation of

about one-half hour, of a modern electricity generating plant
several hours, and of a computer-controlled air separation plant
several days. The longer the half-life, the less ''direct' is the
labor in question. In general,maintenance and planning labor ex-
hibit greater half-lives than, for instance, assembly and machining
labor. However this degree of quantative precision was deemed
unnecessary for our present purpose.
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specific functions to direct, indirect and overhead categories.

Direct Labor Indirect Labor Overhead Labor
Machine Set Up Maintenance Developmental Engineering
Machining Shipping Sales
Mechanical Working Receiving Company Administration
Fabrication Warehousing Personnel
Subassembly Materials Handling Employment Management
Assembly * Shop Supervision Industrial Relations
Finishing Timekeeping Payroll Records
Painting Inspection Purchasing
Packing Production Engineering

Production Control
Tools Control
Materials Control

Following the above rationale, we preferred to reclassify in-
spection as direct labor, since if withdrawn this immediately
causes a loss of product quality in the sense that the product is
no longer known to meet its specifications. Shipping, receiving,
warehousing, and materials handiing are also direct functions, since
the complete production process (including delivery to the con-
sumer) rapidly ceases if they are withdrawn. Production engineering
is clearly an overhead function, since it is concerned with develop~
ment of new products and processes rather than ongoing ones; its
cessation has no effect on ongoing production.

Of the remaining incirect functions we have found Maintenance,
Shop Supervision, and Production Control (including planning and
scheduling) to require significant manpower inputs, while Time-
keeping, Tools Control and Materials Control did not make
identifiable demands at the process level. OQur final listings
for indirect and overhead functions therefore read as follows:

Indirect Labor Overhead Labor
Maintenance Production Engineering
Shop Supervisio. llevelopmental Engineering
Production Scheduling and Purchasing
Control Sales

Personnel Administration
(Timekeeping) Company Administration
(Materials Control) Employment Management
(Tools Control) Industrial Relations and Salary

Administration
Payroll Records
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3.3.6 Allocation of process and proration per unit product

Allocation of laboir manhours to specific processes under study
is progressively more difficult for direct, indirect and overhead
labor since the tasks are successively less closely associated with
individual plant and specific production operations. In most cases
the activities of a direct labor group are confined to a single
plant and/or process, but the activities of indirect labor usually
contribute to several different ones, and it is difficult to
allocate recorded manhours to a particular one under study. Over-
head labor presents the same problem to an even greater extent.

The problem of allocating indirect labor manhour inputs to specific
processes, and the cognhate one of prorating then by product quan-
tity, caused most of the difficulty experienced i acquiring valid
data on indirect labor.

Firms and processes differ widely in organization of mainte-
nance effort and recording of work done. In general, each case
must be treated on its merits. However, most maintenance, super-
vision and planning work is usually done by personnel permanently
assigned to relatively few processes, and the quantitative uncer-
tainty due to more peripheral and irregular activities is usually
smaller than might be anticipated from a mere list of job titles
or activities.

3.3.7 Skill level assessment

In most cases the job evaluation schemes set up by management
extend or can be extended to shop supervision, maintenance and
production planning personnel. We have experienced little difficulty
in this area., For further discussion see individual case studies.

3.4  Technology of Maintenance and Production Control

Since each of these studies investigates the impact of a
single specified technological change, rather than technological
change in general, on labor force skills and manpower requirements,
it is necessary to avoid contaminating the main effect by failing
to discriminate the effects of distinct technological changes
affecting maintenance and other indirect activity which is not in-
volved in the process itself. For instance, there is a tendency to
maintain newer instrumentation, automatic control and digital
computer systems by detecting and replacing faulty modules rather
than by the older method of directly repairing components. This
leads to a marked reduction in skilled maintenance manhour require-
ments per unit product, with a countervailing increase in less skilled
labor at the central module repair facility. While this is a
significant technological advance in itself, it would ke erroneous
to treat it as part, for instance,of the installation of an EDP
system,
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Wherever possible we have therefore ensured that the technology
and methods used for indirect tasks were the same before and after
the implementation of the major technological change which was the
primary focus of the study. Where this was not so, appropriate
corrections w.re made in data reduction, or are pointed out in
discussion of specific results.
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CHAPTER 4: METHODOLOGY FOR ASSESSING SKILL IMPACT OF TECHNOLOGICAL
CHANGE AT INDIRECT LABOR LEVEL: PILOT STUDIES IN
DEMAND-DEPOSIT ACCOUNTING AND STEEL-STRIP ANNEALING

L.1 Introduction

The two studies reported in this chapter investigate changes
in skill demands at indirect labor level due to technological change.
They were extensions of previously conducted studies on direct labor
skill demands, intended to test the feasibility of obtaining com-
plete (direct and indirect labor) skill profiles for selected manu-
facturirg and service processes, and of comparing these across
technology levels, The general methodology used is set out in
Chapter 3 above, and full process descriptions will be found in
Appendices I and II, Ref. 1.

The processes studied were:

a) Check processing and account posting for demand-deposit accoun-
ting in a multi-branch bank (see Ref, 1, Section L.1 and Ap-
pendix I).

Older Technology (TL1) -- Machine-aided hand process (finally
phased out around 1967)

Newer Technology (TL2) -- Electronic data-processing system
(installed in 1959)

b) Annealing steel strip, part of the steel-finishing process
(see Ref, 1., Section 4.3 and Appendix II),.

Older Technology (TL1) -- Box annealing (in current operation)
Newer Technology (TL2) -- Continuous-strip annealing (intro-
duced around 1950)

These two pairs of processes were each studied in a single organi-
zation,

The data presented below have been combined with the earlier
direct-labor data to provide overall skill-profile comparisons for
the two techinological changes in question,




26

L.2 Pilot Study 1: Indirect-Labor Requirements of Check Processing

at Two Technological Levels

Identifying Indirect Labor in a Bank

Evidence of a considerable impact of the partial computeri-
zation of demand deposit accounting on direct labor employed in
processing checks and posting accounts in two multi-branch banks
has been presented in a previous report (Ref, 1). 1In both banks,
the introduction some years ago of central electronic data proces-
sing installations led to the abandonment throughout most of the
network of branch offices, of manual sorting, record keeping and
account posting machinery, Some outlying offices, however, had
not yet been linked to the central computer installations and it
wa: this circumstance which enabled a comparative study of the man-
power and skill requirements of the older and newer information
processing technologies. Computerization, it was shown, reduced
the direct labor manhours needed to piocess 1000 checks and deposit
slips by just under 50% in Bank A and by some 20% in Bank B; at
the same time the mean skill level was higher by 10% in the first,
by 16% in the second bank, reflecting the computerized systems'
demands for a more skilled direct labor force.

The cooperation of Bank A was subsequently enlisted for a
supplementary study of the indirect labor requirements of its manual
and computerized systems of check processina and account posting.,
One component of the indirect labor force that immediately sug-
gested itself was supervision. Beyond this, the application of the
criterion of 'process-relatedness'' pointed at two departments, part
of whose functions seemed likely tc be performed by indirect labor.
They were: :

1. Centralized Services--Though mainly concerned with special
handling of items (i.e., with extensions of the information
processing work done by direct labor), this department also
contains a mechanical equipment maintenance section, whose
staff of 70 must unquestionably b= classified as indirect
labor,*

2. The Purchasing, Supplies and Services Department--the main
functions of which are described by its title, but which is
also involved in the design, format and quality control of
all forms including checks used by customers, and in ware-
housing, record storage, furniture maintenance, etc. Though

“Bank A's mechanical secticn does not maintain, repair or service
the computers and auxiliary equipment at the EDP installations.
This maintenance is done by Field Representatives who are on the
computer manufacturer's payroll, but are permanently assigned to
each EDP center,
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the relevant personnel could be identified, its per unit man-
hours were far too small to warrant inclusion in the study,

Maintenance and Repair Demands of the Older and Newer Technologies

A fairly precise idea of the effects of technological advances
on maintenance activities can be gained by simply surveying the
machinery found in a branch office still outside the computerized
system and comparing it with the cguipment of an EDP center and of
a branch office linked to it, This parallels the approach adopted
in the direct- labor study where the interest lay in showing how the
manpower and skill effects found were related to differences in
the operations and methods used in the technologically older and
newer plants of the demand-deposit accounting system.

One aspect of the technological changes now penetrating all
office work is especially highlighted by the lists shown in Table
L. 1: the rapidly progressing mechanization of information proces-
sing. Aside from there being more kinds of machines in the newer
system, the inventory of machines is much larger. Even leaving the
EDP center machines out of account, there has been a marked pro-
liferation of conventional machinery at the EDP-1inked branch offices.
This is reflected in the absciute number of manhours going into all
repair work, In the branch office, representative of the older
technology, about 10 man-minutes of repair work are required per
week per business machine for a total of about 1-3/4 manhours. In
a typical EDP-linked branch office some 11 man-minutes of repairs
were needed per week per business machine yielding a totai of over
L-3/4 manhours. A ratio of three machinzs in the newer to every
one in the older branch offices is probably not far off the mark.

On the other hand there were no indications of any significant
increase in the complexity of conventional machinery, at least in-
sofar as it might make higher demands on repairmen in terms of diag-
nosing the causes of failure and putting it right.

The electronic data processing and associated equipment at
the computer centers is another matter, As the manufacturer's
Field Representatives were constantly in attendance throughout each
shift, it proved impossible to deduce from observations how much
attention the computer equipment demands. Only detailed activity
analysis could provide the answer., We therefore included all their
time in the totals given below for indirect labor.

Changes in Per Unit Manhour Skill Reguirements

The methods employed for determining the per unit manhours
of operating supervisors were exactly the same as those used in
the direct labor studies previously reported; as supervisors are
included in the bank's job evaluation plan, their skill ratings
were readily available, Mechanical Maintenance presented more of
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a problem. As explained in Appendix A, Section 2, different methods
had to be devised to arrive at the manhour inputs of the bank's own
Mechanical Section on the one hand, and the Manufacturer's Field
Representatives on the other; the raw Mechanical Maintenance manhour
data will be found in Section b of Appendix A, The skill ratings

of individual maintenance men included with the manhour data are
researchers' estimates,

Table 4.2 sets the total direct and indirect manhours per 1000
items processed by the manual technology (TL1) against the total
manhours expended in the application of the computer-centered tech-
nology (TL2), the per unit manhours of supervision and maintenance®
also being shown separately. As can be seen from the table the
indirect labor inputs at TL2 are smaller than at TL1 both absolutely
and relatively, due to the evident diminution in the need for per
unit supervisory manhours, The relative maintenance requirements
have nearly doubled, but as maintenance inputs amount to less than
1% under either technology, this is of no appreciable consequence.
In all, the per unit manhours savings attendant upon the introduc-
tion of electronic data processing is very close to 50%.

The mean skill levels for the total work force are about 15%
higher than for the direct labor force alone at each of the two
technology levels. The difference between the mean skill levels
at TL] and TL2, however, is about the same as it was for direct
labor alone (Table 4 .3), and this despite the very much increased
skill demands in the maintenance component of the indirect labor
force (+41%); this latter increase had no effect precisely because
ma intenance manhours account for so small a percentage of the total
input. The increased skill level within the maintenance work force
is largely the outcome of the inclusion of the computer marufacturer's
Field Representatives whose skill was rated extremely high (see
Appendix A, 3Section L), The changes at each skill level for ttie
compos ite work force are zivan in Table 4.4 and in skiil profile
form in Figure 4,1. For discussion see Section 4.4 below and

Chapters 8 and 9.

4,3 Pilot Study 2: Indirect-Labor Requirements of Annealing at

Two Technological Levels

Process Description

The processes of Batch and Continuous Annealing have been des-
cribed in detail in a previous report (Ref. 1) which was exclusively
concerned with the direct labor manpower and skill requirements of

“A more detaiied breakdown of Maintenance manhours is given in
Table A-1, Appendix A,
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TABLE 4,1: OFFICE MACHINERY USED IN THE OLDER AND NEWER CHECK
PROCESSING AND ACCOUNT POSTING SYSTEMS

Bank Branch O0ffice Not Attached EDP- linked Branch Office (TL2)

to EDP Center (TLI)

Bookkeep ing Machines Bookkeeping Machines
Adding Machines Adding Machires
Microfilmers Microfilmers
Proofing Machines Proof ing Machines

Dollar Amount Encoders

Account Number Encoders

EDP Center (TL2)

Reader Sorters

Photoreaders

Flexowriters

Tape Drives

Computers

Printers
Adding Machines
Joggers

Miscellaneous Machines Common to Older and Newer Systeins

Typewriters

Postage Meter Machines

Sealers

Check Perforatocrs

Numbering Machines

Electric Time Stamps and Clocks

Coin Counters

Addressograph Machines

Duplicating Machines
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DIRECT AND INDIRECT LABOR PER UNIT

MANHOURS IN CHECK PROCESSING

Manhours as % of
Manhours Per 1000 Items Total for
Technology Level
TLI TL2 % Change TLI TL2
Direct Labor {30.33 15.97 -47.3 87.1 90.2
Indirect Labor| 4.51 1.74 -61.4 12.9 9.8
Maintenance 0.18 0.17 - 5.6 0.9
Supervision L.33 1.57 -63.9 8.9
Other small small
Total 34,84 17.71 -49.1 1¢0.0 100.0

TABLE 4.3: DIRECT AND INDIRECT LABOR MEAN SKIIL LEVELS

Mean Skill Levels
TLI TL2 % Change
Direct Labor 112.3 pts.* 118.2 pts. + 9.4
Indirect Labor | 187.3 pts. 222.0 pts. +26,0
Maintenance 176.5 262.0 +41
Supervision 187.7 217.7 +18
Total Work +
Force ]2].9 ptS, ]28.’4 pts. 9,3

?,

“Base level (minimum skill score) = 52.0 points.
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TABLE 4,4: COMPOSITE (DIRECT AND INDIRECT LABOR) SKILL
DISTRIBUTIONS FOR MACHINE AIDED CHECK
PROCESSING (TL1) AND EDP SYSTEM (TL2)

Organization: Firm A

Process: Check Processing and Account Posting
Product Unit: 1000 Items
Technology (Level 1): Machine-Aided Hand Processing

Technology (Level 2): Computerized Processing
Source of Data: Direct Observation and Company Records

Period: 1965-1966 [Da.a Acquired - Spring 1967

1 2 3 L 5 6 7 8 9| 10 i1
.o Skill Manhours Per Manhours as % of Number of
Skill Point Total for Job Types
Level ' 1000 Items Technology Level s
Range
TLI1 TL2 |Change|]| TL1'| TL2 |Change|| TL1! TL2|Change
6
% 5[157- b5 | 1.9 ] -2.6|| 12.9] 10.7] - 2.2|] 2| 9| +7
T 4{130-156{ 0.01| 2.2 | + 2.2 0.0( 12.4] +12.4 1 8 | + 7
5 3]106-129]17.3 | 9.2 | - 8.1|| 49.7| 52,0 + 2.3|| 1 {10 | +9
§ 2| 89-105{13.0 | 3.7 | - 9.3}| 37.4| 20.9]| -16.5|| 3 | &4 | +1
g 1] 72- 88] 0.0 0.7 + 0.7 0.0 L.ol + 4.0 0 1 + 1
=~ 0| 52- 71{ 0.0 | 0.0 0.0{| o0.0| o0.0f o0.0|| o[ @ 0
Totals |34.8 [17.7 -17.111100.0]100.0 0.0 7 32 +25
|Net Manhour Change -49.1%
Mean <kill Level Standard Deviation
Technology (Level 1) 121.9 26.0
Technology (Level 2) ' 128. 4 39.%
Change ' + 6.5 (+9.3%)

A
0o




Manhours/1000 Items

Manhours/1000 Items

Manhours/1000 Items

FIGURE 4.1:
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COMPOSITE SKILL PROFILES (DIRECT AND INDIRECT LABOR)
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these processes, In batch annealing--the older technology heat
treatment is applied to steel strip coils stacked on bases by
means of a transportable box-shaped furnace which is lowered over
the coils and connected to gas and air supply mains. Under the
newer technology of continuous annealing, the steel strip is
uncoiled and passed through stationary heat treatment furnaces.

As the older technology is still in widespread use, the availa-
bility of the requisite data was ensured. The batch annealing
technology includes a separate cleaning line; on the newer process,
strip cleaning is an integral part of the process,

Structure of the Indirect Labor Force

As previously mentioned, selection of the components of the
indirect labor force for more detailed study was made on the
criterion of 'process-relatedness'. Discussions with management
and examination of the organization charts in Firm C, to which
this study was confined, pointed to three groups which conformed
to the above criterion:

Operating Supervisicn
Production Planning

Maintenance

These three groups are distinguished by heavy outlines and by
cross-hatching in Figure 4.2, The other functions shown in the
figure are staff functions whose work is not wholly confined to
anneal ing, but is distributed over all the steel works' finishing
departments: the pipe mill, wire and wire products, sheet
finishing, tin finishing and cold reduction. Cold reduction,
aside from the two annealing lines, includes a cleaning line,
pickling and cold rolling. It was clear from the start that the
amount of time the above staff functions devote to each finishing
department is negligible to the point of exerting no discernible
influence on profiles based on manhours/10 tons.

Further analysis, however, soon showed that production planning
and maintenance--the two functions selected for closer study--also
have their duties spread over the whole works. Thus Production
Planning consists in effect of five distinct successive stages:
Order Entry, Steel Providing, Production Scheduling, Warehousing
and Shipping (for more detailed descriptions see Appendix 8,

Section 1). But with the sole exception of Production Scheduling,

it is impossible to determine how many manhours out of the total

effort going into, say, warehousing goes specifically towards the
product being snnealed--except that this contribution is exceedingly
small, If a reasonably accurate allocation of scheduling manhouis
to the annealing processes is possible, this is because specific
product lines are explicitly assigned to individual schedulers who
are responsible for routing the material through ti.em.
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Allocating maintenance labor manhours also posed problems. As
can be seen by reference to Figure L.2 the maintenance duties are
divided between two independent though loosely connected systems.

One of these, assigned maintenance, has a plant~wide complement of
about 200 men split into three grou, s, each permanently located in

a particular mill. The cold reduction crew of 6 assigned mainte-
nance men attends to the batch annealing with its associated cleaning
line, but also to the cold rolling and pickling lines. Its duties
include trouble shooting, inspection and minor day~-to-day repairs

of the lines while they are running.

Any mill or process can also call on the services of the
central maintenance department whose strength is about 285 men.
Central maintenance crews may be brought in to reinforce assigned
maintenance especially in emergencies. However, the bulk of their
time is spent on major, long-time repairs requiring special skills.
This is reflected in the organization of the central maintenance
department which comprises half a dozen or so specialized shops.
The main ones are the Machine 5haip which repairs and rehabilitates
worn, and builds new, components; the Electrical Shop which repairs
arnd replaces electrical equipment; and the Instrument and Meter
Shop which repairs electronic and eiectrical parts and carries out
periodic inspection of these parts throughout the plant. There are
also Rigger, Construction, Carpenter, Pipe and Paint Shops. Cen-
tral maintenance work is requisitioned through job orders sent in
by individual units.

At the end of each shift every maintenance man nands in a job
card, and these cards were a major source of data in the present
research. The job cards of assigned maintenance men contain a
record of the production lines serviced during the shift, the
number of hours worked on each, as viell as the man's badge number;
central maintenance men enter the job order number (instead of
the production lines serviced), and the hours worked on this
order. Job cards are only kept for a relatively short time and
for more extensive research it would be necessary to arrange for
their retention. This also applies to job orders and requisitions.

Other information needed were the craft of each maintenance man
who had worked on the annealing lines, and the skill rating associ-
ated with his craft. How the various items of information were
combined to derive skill proviles is explained in Appendis B,
Section 2.

Manhour allocations were no problem with regard to Operating
Supervision, since the first line foremen stay permanently with
the direct labor (operating) crews they are in charge of, and the
Gezral Foremen were able to estimaté how much of their time is
spent on each line.
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Comparative Operating Supervision Manhours and Skill Levels

As evident from Figure 4.2, the batch annealing and the con-
tinuous annealing lines each have their own Turn Foreman, and share
a General Foreman and an Assistant General Foreman. The latter
two Supervisors each spend about 60% of their time on the continu-
ous,and 40% on the batch annealing,processes. The cleaning line
which, as previously pointed out, prepares the strip for batch
anneal ing,and has been considered jointly with this process through-
out the present studies, shares a General Foreman and a Turn Foreman
with the Cold Rolling mill, enlisting about 1% of the former's and
10-15% of the latter's time. Turn Foremen are one per shift,
General Foremen one per day (5 days per week only).

Calculations based on the raw data in Appendix B, Section 3
show that twice as many supervisory manhours were required per
unit product heat treated on the continuous (newer technology)
line than by the batch or box process including cleaning line.
The actual figures were 0.32 manhours, or about 20 man-minutes per
10 tons Tor continuous, and 0.16, or about 10 man-minutes on batch
annealing. The difference is traceable to the fact that, while the
continuous line is in perpetual motion and requires fairly fre-
quent attention from supervisory personnel, the coils soaking or
cooling under the box furnace require unly relatively infrequent
and sporadic attention.

As the continuous line makes larger demands than the batch
annealing line on the time of the General Foreman and Assistant
General Foreman whose estimated skill ratings are higher than
those of the Turn Foreman, the mean skill level on this line was
somewhat higher (a rise of 0.1, from 8.9 to 9.0).

Comparative Schedul ing Manhours and Skill Levels

It should be recalled that out of the five activity phases
composing the Productiori Planning function, Scheduling is the
only one related closely enough to individual steel finishing
processes for a per unit product manhour allocation to be valid
and meaningful. The process-relatedness of scheduling is con-
firmed by the finding that within Production Planning it was thiz:
activity alone in which any changes had to be made when continuous
annealing was introduced.

Computations based on a per process breakdown of scheduling
office manhours showed that about 0.11 menhours, or 6-7 man-
minutes of the assigned schedulers' time, went toward the processing
of 10 tons of strip through the continuous annealing line, and
about 0.0L4 manhours, or less than 3 man-minutes, toward the processing
of the same amount of strip through the combined cleaning 1ine/box
annealing equipment.

The reason why scheduling of material through the continuous
line takes up more time lies in the constraints the new technology

o7
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imposes on routing procedures. To achieve maximum efficiency on
the continuous line, for example, the sequence of coil. to be fed
to the line must be carefully prearranged: their order must be
such that wider strip coils always precede narrower strip ones.

No such requirement applies to the older annealing process, where
coils can be stacked on the same bases virtually without regard to
the width of the strip.

Even so the total manhour input was found to be too small to
exert a discernible effect on the total per unit manpower require-
ments., '

Comparison of Maintenance Manpower and Skill Requirements

The continuous and box annealing processes are so unlike in
every respect that an uninitiated observer would find it hard to
believe from inspecting the equipment that they serve essentially
the same purpose. As the continuous line is both mechanically and
electrically much more complex, it was anticipated that its main-
tenance requirements would be substantially higher.

The results showed that,while for either process assigned
maintenance accounted for over two thirds of the total maintenance
labor input, the continuous line required 9% more assigned mainte-
nance and 27.5% more central maintenance manhours per 10 tons of
strip than the older batch annealing process including the
cleaning line. Moreover, the mean skill level of the central
maintenance input into the continuous line was 11% higher than
that for the older line.

In all other respects the differences are slight., The over-
all maintenance labor skill profiles of the two lines are not’
grossly dissimilar in shape, both being strongly skewed towards
the upper end of the skill scale. Separate profiles for the two
components of the maintenance force are given in Figures B~3 and
B-4 in Appendix B, Section 2; these too are in each case broadly
comparable, but they also show clearly that the highest skill
inputs are supplied by central maintenance. Averaged over the
two annealing lines, the mean skill level of assigned maintenance
is 5.8, that for central maintenance 7.7, a difference of over
30%. This however is not at all unexpected, as central maintenance
is deliberately conceived as a pool of specialized skills capable
of dealing with situations that assigned maintenance crews cannot
handle unaided.

Combined Results of Direct and Indirect Labor Studies of Annealing

The final step in the analysis of the manpower and skill
requirements of the technologically older and newer steel-strip

‘anneal ing technologies was the aggregation of the data presented

both in the previous report and in the immediately preceding
sections of this report,
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Table 4.5 below summarizes the total manhour inputs contri-
buted to the heat treatment of 10 tons of steel strip by the
operators on each of the two processes, and by what has been
described as process-related indirect labor: operating supervision
and the maintenance and schedul ing functions.

TABLE 4.5: SUMMARY OF DIRECT AND INDIRECT LABGR MANHOURS IN THE
BATCH (TL1) AND CONTINUOUS (TL2) ANNEALING TECHNOLOGIES

.

Manhours as %
Manhours Per 10 Tons of Total for
Technology Level
Batch |Continuous % Batch Continuous
TLY TL2 Change TLI TL2
Direct Labor |2.11 1.36 - 35.5 || 58.5 41.6
Indirect Labor|{1.49 1.91 + 28.2 | 4.4 58.4
Maintenance 1.29| 1.48|+ 14.7 35.9 45.3
Supervision 0.16 0.32|+100 4.5 9.8
Scheduling 0.11 0.11{+175 1.1 3.3
Total 3.60 3.27 - 9.1 100 100

Two findings refiected in this table deserve special note.
First, whereas the continuous annealing process requires 35%
fewer direct labor manhours per 10 tons than the older (batch)
annealing process, this advantage is almost completely lost when
indirect labor manhours are taken into account; continuous an-
nealing requires nearly 30% more indirect labor per unit product.
In all, the total manhour requirements of continuous annealing -

- are only about 9% less,

Next, there was a remarkable switch in the relative propor-
tion of direct and indirect manhours. On the older process the
direct labor manhours accounted. for nearly 60%, and the indirect
manhours for just. over 40% of the total input; on the newer. . -

- process these percentages were almost exactly reversed. The main
component responsible for the reversal is maintenance, which
alone contributed more manhours to continuous annealing ‘than

' difect'labor.

The breakdown bylékiil level of the combined per-unit
direct/indirect manhours inputs of the two processes being com-
_ pared’ is shown in Table 4.7 and Figure L.3, On the batch
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annealing process just over one third of the required per unit
manhour inputs are at skill levels above 5.5; on the continuous
process nearly one half are above this skill level value. The
rise of 22.7% in mean skill level, though directly consequent on
this shift in the distribution, owes virtually nothing to skill
requirement changes in the indirect work force, where the mean
rose by only L.7%, as shown in Table 4.6 below, which summarizes
the changes in skill level,

TABLE L.,6: SUMMARY OF DIRECT AND INDIRECT LABOR MEAN SKILL LEVELS;
TL1 - BATCH ANNEALING, TL2 - CONTINUOUS PROCESS
Mean Skill Levels
7Ll TL2 % Change
Direct |abor 5.07 3.7 +23.3
Indirect Labor 6.4 6.7 + 4,7
‘Maintenance 6.2 6.5 +4,8
Supervision 8.9 9.0 +1.1
Schedul ing 3,0 2.9 -3.3
| Total Workforce | 4.4 5.4 . +22.7

“Base level (minimum skill score) = 0.0

Annealing in the firm studied is thus a case of a process
where the comparatively modest productivity gains accruing from a
major capital investment in technologically advanced production
equipment have been offset to a very considerable degree by the

need for specially skilled=-and therefore more costly--manpower.

(For further discussion see the next section and Chapters 8, 9.)

L. L Discussion of Results Obtafned from Pilot Studiés 1 and 2

Check processing and account posting in banks, and annealing
of strip in steelworks, were the first processes whose indirect
labor requirements were assessed, the objective being to sup-
plement the direct labor comparisons previously reported and thus
to provide a more complete account of the manpower effects of
technological advance shown in Chapter 2 above. Each of the two
processes is representative of a wider family of processes whose
technological development has followed, or will follow, a broadly
similar course. Demand deposit accounting typifies many cases
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where electronic data-processing replaces manual methods, while - i
annealing exemplifies the transition from batch to continuous wﬁ
manufacturing processes. The two cases show a marked contrast in Y
impact of technological change at indirect-labor level. /

In demand deposit accounting, indirect labor represents only
about 10-15% of the total iabor force, and most of this is super-
vision, which is little affected by the technological change.

The slight drop in supervisory manhours from 14% to 10% of the

corresponding direct labor perhaps indicates a trend to self- ‘ 4
supervision on the newer more automatic processes. Maintenance

(including external contract labor) represents a very small propor-
tion of the total labor force in both older and newer processes. 5
The greater quantity and complexity of the office machinery em= '~ '
ployed in the newer system is undoubtedly the main factor accounting
for the increase from half to one per cent of the total labor input
per unit product. ;

The skill levels of these two components of indirect labor
were, as expected, higher on average than those of direct labor in
both cases, and there was a greater increase in skill level with
technological change than in the case of direct labor. But because
indirect labor is a small proportion of the total, its higher
skills affect the overall skill levels and changes to only a small
degree. Thus the newer technology requires a skill level on
i average about 9% higher than the older technology, or a 3% in-
crease over the estimate formed on direct labor alone.

PSR ERANE T INCULI GRS
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The situation in annealing is altogether different. While
the direct labor requirements of the newer (continuous) line are !
only about two thirds of those of the older (batch) process, %
indirect labor requirements on this line showed a marked (nearly f
b 50%) increase, reducing the decreases in total labor requirement g
from older to newer process below 10%. Supervision, at 5 to 10%
of direct labor, represents a small part of this while maintenance
is the major contributor, with an absolute increase of 15%

(0.2 manhours). It requires a higher proportion of the total

labor input than direct work on the newer process. This too is a
reversal from the older process, where the direct input was greater.
Thus the newer process emerges as only marginally (9%) more pro-
ductive than the old; and since the maintenance force here pre-
dominantly requires skill levels well above those of the direct
labor force, with pay rates correspondingly higher, it is doubtful
that the company has achieved any labor cost reduction at all to
offset the initially higher investment for .continuous annealing j
equipment. : ‘

From the standpoint of methodology it is clear that omission
of the indirect labor contribution to the overail skill profiles
caused little bias in the previously reported data for mean skill
level from both these cases (Table 4.8). To this extent our
previous argument for excluding indirect labor from consideration
is corroborated. On the other hand, a sizeable discrepancy
appeared in the estimates of changes in per unit labor requirements

Q - . v .'Eil




v B e SRRSO . C e e e . TIRGONTTIIIY pe

b

TABLE 4.7: COMPOSITE (DIRECT AND INDIRECT LABOR) SKILL
DISTRIBUTIONS FOR BATCH (TL1) AND
CONTINUQUS (TL2) ANNEALING PROCESSES

Organization: Firm C

Process: Annealing Product Unit: 10 Tons
Technology (Level 1): Box Annealing

Technology (Level 2): Continuous Annealing

Source of Data: Direct Observatibn and Company Records

Period: September 1966 [Data Acquired - Winter 1966-1967]

1 2 3 |4 5 6 7 8 19| 10 1 E

Manhours as % of | %

: Manhours Per Number of !

skiti] Skill 10 Tons Total for Job Types 5

L Point Technology Level ) ]

evel .

Range _ - i

[ TL1 {TL2 |Change|| TL1 | TL2 |Change| | TL1| TL2| Change :
& [10.5-11.4{0.07{0.11] +o.08{| 1.9/ 3.3 +1.u|| 1 {1 ] o %

= 9.5-10.4/0.02{0.07] +0.05 0.6 2.1} +1.5 24 2 0 ;

> o 8.5-.9.410.28/0.41] +0.13 7.5 12.5( +4.7 51 4 -1 i

9 | 7.5- 8.4{0.19]0.23| +0.04 | 5.3] 7.0 +1.7| 6| 8| +2 :

& | 6.5- 7.410.28]0.27] -0.01 7.8 8.3] +0.5 || 9|13 | +h ;

a
' £ | 5.5- 6.4]0.34{0.47( +0.13 9.4 4.4} +5.0 2 |1 -1 i

T L.5- 5.4{0.36/0.27( -0.09(| 10.0] 8.3} -1.7 51 4 -1 ;

< | 3.5- wnfo.ntfo.27] +o.r6|| 3.0 83| 453 || w| 5| +

2 2.5- 3.4)1.75(1.00[ =0.75]| 48.6{ 30.6] -18.0 |14 | 9 | =5 |

. | 1.5- 2.4]0.02|0.06| +o.04|| o.6| 1.8 +1.2|| 3| 4| +I f

S | 0.5- 1.4j0.17]0.%0f =0.07[| &.7] 3.1 -1.6 ]| & | 1 -3 z

0.0- 0.4|0.01{0.01 0.00 0.3 0.3 0.0 2 1 -1 é

Totals 3.60}3.27| -0.33|]100.0}100.0 0.0 57 |53 -4 %

Net Manhour Change =-9.2% . , %

‘ Mean Skill Level Standard Deviation ]
; Technology (Level 1) L. 4 2.4 | %

f Technology (Level 2) 5.4 2.5 %
(hange +1.0  (+22.7%) g

, - 62




FIGURE 4.3: COMPOSITE SKILL PROFILES (DIRECT h2
AND INDIRECT LABOR)
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of the second (steel) process due mainly to increase in indirect
activity, This appears to substantiate the view expressed earlier,
and by other writers, that automation of manufacturing processes

is associated with increase in proportionate weighting of indirect
labor.

However, comparison with the results of subsequent studies
detailed below suggests that the technological change from batch
to continuous processing of materials may be atypical of the
general run of technological advances, showing a larger than
normal increase in indirect labor requirements.

The pilot results also indicate that supervision and main-
tenance between them account for the bulk of the indirect labor
input, and hence suggest that further studies should include
these particular components of the labor force in order to ensure
reliable results. However, supervision may be excluded with little
risk of serious bias since it tends to be a fixed percentage of
direct labor,
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CHAPTER 5: IMPACT OF REMOTE CONTROL CENTRALIZATION ON SKILL DEMANDS
‘ IN ELECTRIC POWER GENERATION (DIRECT AND INDIRECT LABOR)

5.1 Introduction

Background and results of a skill profile comparison between
decentralized and centralized contral systems for electric power
generation are presented in this chapter., This particular type of
technological change was not included in the original 1list drawn
up in the planning phase of the project. However, an unexpected
opportunity arose to assess its impact in the two electric utility
firms selected originally for investigation of the effects of in-
troducing process control computers. Following the format adopted
in our earlier report (Ref. 1) we present first a general and tech-
nological description of the process, then a descriptiuvn of the
technological advance being studied, followed by results and discus-
sion of our inquiry into consequent changes in manpower requirements
and skill profiles.

The technological advance in question consists in the centrali-
zation of previously dispersed control functions, permitting the
whole operating crew to be located together in central control rooms
with consequent improvement in ability to exchange tasks and func-
tions., This change is made feasible by advances in automatic and
remote control technology and instrumentation, but has a marked
effect on work organization and operatotr skill requirements., Its
skill impact is therefore of general interest.

One of the two firms where these studies were carried out also
agreed to an extension to indirect labor., It is thus possible to
present an overall estimate of the manpower and skill effects of
centralization, This permits a distinction to be drawn between the
effects of centralization and computerization, two technological
advances which are commonly confused,

5.2 Decentralized and Centralized Control in Electric Power

Generation

Recent Trends in Power Generation Technology

Thouyn the modern power plant is impressive in the bulk and
complexity of its equipment, the process of generating electricity
is-based on the simple principle that the rotation of a magnet with-
in wire coils induces movement of the electrons in the wire; the

-propagation of this movement along the wire constitutes the flow
of electric current. 1In a power plant the magnet and wire coils
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.are encased, forming a generator. The rotating magnet which is

the core of the generator is extended into a shaft actuated by a
turbine, consisting of rows of circular frames each holding hundreds
of small blades set at an angle to the frame. By directing jets

of steam or streams of water against the blades, the frames are

made to revolve thus spinning the generator shaft.

The use of steam or water for driving turbines underlies the
distinction between steam power generation, (accounting for more
than 4/5 of total U.S. electricity production), and hydroelectric
generation. The present studies were conducted throughout in steam
power plants which utilize oil and/or natural gas as fuel for pro-
ducing steam; these conventional fuels have recently started to be
displaced by nuclear energy.

In power plants built before the late 1940's, steam produced
in several boilers is fed to a common supply point which in turn
distributes it to individual turbines; the supply point is known
as a '"'header'. The header system has the merit that one or more
boilers can be laid off for overhaul or repair without shutdown
of the generators., With boilers of older construction, typically
breaking down within one to four months from the date of repair
or overhaul, this was a major consideration,

A breakthrough in boiler construction which raised their re-
liability to near 100%, led to a new conception in the design of
power plants as a whole, Capable of operating at very substantially
higher pressures ‘and temperatures,and with a much greater steam out-
put capacity, the new type of boiler can reportedly be operated
without overhaul for periods of up to four years. The new, large,
high capacity boilers also call for less initial capital outlay
than several small boilers. Accordirgly, the header system has
given way to the one boiler/one turbine/one generator ''unit'' system.
Improvements in turbine and generator design allow the greatly
increased steam output from the new boilers to be translated into
higher power outputs. Some of the most recently installed single
units have three or more times the capacity of some of the entire
older power plants,

These developments in operating equipment have been paral-
leled by the concentration of control functions in central control
rocms, allowing a greater measure of coordination both within the
plant and between the plant and dispatch function which mediates
between customer demand and the network of power plants. Unlike
other products, the power plant output cannot be stored and the
whole network,as well as individual plants within it, must be cap-
able of rapidly responding to short-tzrm fluctuations in demand.
Because of this, and because of the cdisruptive effects power failures
have on an economy which has grown more and more dependent on elec-
tric power availability, the problem of maintaining and improving
control over production is one of the standing preoccupations of
the industry, o
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Even in the oldest plants many of the process variables are
-regulated by local automatic control loops; these are 1inked to
control boards mounted close to the. operating equipment permitting
manual override. With centralization, the control boards were re-
tained as relay boards and important instrument measurements are
transmitted to new integrated panels in the central control room.
Pneumatically actuated valves were installed to permit remote
manual control from the central control room to be substituted for
local automatic control whenever necessary. Conver:zion from the
""header'' to the consolidated one boiler/one turbine/cnz generator
"unit!" system facilitated implementation of centralized control.

Present practice favors the use of one central control room
to every two ‘'‘units'l and the allocation of a complete crew to it.
To link four or more units to a single control room, apart from
presenting technical difficulties, is considered by some engineers
to place an excessive load on the crews and to endanger both per-
sonnel and equipment.

As of March 1965, 81 digital process control computers were
in use in steam electric power plants across the nation (Ref. 13).
Increased safety, improvement in continuity of service, and reduc-
tion in fuel, operating and maintenance costs are usually given as
the main reasons for the installation of process control computers,
However, the amount of control exercised by the computers that
were actually installed in generating plants of most of the larger
utility companies in the U.S. falls far short of being either com-
plete or continuous., Closed-loop operation is confined to start-
ups and shutdowns, which are relatively infrequent events, while
in the day to day operation of power plants the computer is emp-
loyed mainly to warn operators of unusual plant conditions. Other-
wise the major portion of computer capacity is devoted to data-
logging and to performance calculations. AIll in all, the impact
of process computers to date has been small.

The overall impression gained by the investigators .in the
firms studied is of an industry in a state of consolidation of
recent technological advances: even with the growing use of nuclear
energy, the operational and organizational pattern now established
in the newer plants is not expected to change,except in relatively
minor respects.

More detailed descriptions of the steam electric power genera-
tion process, and of some of the more important control aspects of
this ProceSSsWIll be found in Appendlx C, Section 2, L

Definition of TechnologyﬁLeveIs

Electric power plants were originally selected for study as
being typical of industrial processes where conventional (analog)
automatic control was being replaced by more or less direct com-
puter control, During our preliminary |an|r|es_lt became evident
that centralization of control is a necessary prerequisite to
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computerization, and generally antedates it by some years. While
in-certain cases the two developments tend to merge, they represent

distinct stages of technological progress, centralized non-computerized

control being the typical system in use in process plant in the re-
cent past, Put another way, the decision to centralize control
must precede the decision to computerize, but the former does not
imply the latter, However, sophisticated analog automatic control
technology, the possession of reliable remote actuated control

devices, and reliable remote reading instrumentation are prerequisite

to centralization. Once these technological advances are consoli-
dated in a given process industry, centralization is a natural, in-

deed inevitable,step to take, Therefore centralization really implies

arrival at an advanced technological level in automatic control
and instrumentation.

Some electricity generating concerns have decided that com-
puterization does not currently repay its cost,and for these cases
centralized automatic/manual control is the standard current tech-
nology.

In the light of the above considerations, it was decided to
investigate and develop skill profiles for three technology levels,
defined respectively as non-centralized (TL1), centralized (TL2)
and centralized/computerized (TL3) process control, Plants opera-
ting at each of these three levels were found in both cooperating
utilities, which are identified by the code letteis J and K,

The analysis in this chapter will be confined to comparisons
between the non-centralized and centralized control technologies;
both modes of control can also be viewed as forms of semi-automatic
control. Comparisons between the centralized and centralized/com-
puterized control modes are included in the next chapter, where they
figure alongside other studies of the effects on manpower and skill
requirements of manual and computer control respectively,

The comparison was unfortunately compiicated in some of the
power plant case studies by differences in control technology coin-
ciding with differences in plant capacity. Where this occurs it
is impossible to determine whether a given decrease in manhours
per unit output (IO6 kwhr) should be ascribed to altered control
methods or equipment or merely to a fortuitous increase in capacity.
To escape from this dilemma the manhours expanded in toto and at
each skill level were related to plant operating hour as well as
to unit output. Any manhour changes per unit output are effectively

net changes, whereas changes per plant operating hour result ex-

clusively from changed methods of operation and control,

Description of Non-Central ized and Centralized Plants

It would have been desirable to select, at least in.each com-
pany, plants identical in every respect except for the independent
variable of non-centralized and centralized control, ‘As evident
from the table following, this aim was only partially achieved,
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On a priori grounds it further seemed particularly important to
find in both companies plants matched in generating capacity and

in the number of boilers and turbine-generators,

Plants J1 and

J2a met this criterion perfectly, while Plants K1 and K2, though ap-
proximately equal as to number of pieces of operating equipment,

had very different capacities,

It was this difference which com-

pelled a supplementary analysis of skill profiles related to plant
operating hours,

TABLE 5.1: CHARACTERISTICS OF NON-CENTRALLY (TL1)

AND CENTRALLY (TL2) CONTROLLED POWER PLANTS

. gt B T
R TIT R AN B AL ST

Plant dee Name

Generating.
Capacity Per
Boiler

Capacity of
Each Turbine- .
Generator

400,000 1b/hr

75 MW

400,000 1b/hr

75 M

500,000 1b/hr

61 MW

J1 J2a K1 K2
. 1954
Built In 1949 (Modern ized) 1930 1961
Control Non , Non _
System AR Centralized N Centralized
Centralized : Central ized :
(TEECZ?;ogy (TL1) (TL2) (L) (TL2)
‘ Header System Header System Unit System
. with Single with Vertical, with Cross-
M?'n Plant Stage, Single As Jl Compound, Compound, Four
Design Features
_ Fiow, Turbine : Single-Flow Flow, Turbine
Units Turbine Units Units
| 'Gggsgifégg 300 MW 300 MW 122 MW 660 MW
Number of .
" Boilers 7 7 3 2
Number of .
Turbine- L L 2 2
Generators
Steam

2,160,000 1b/hr

330 MW

A A

Sipsds

h I

e S LA

25




: With regard to the independent variable, plants J1 and K1 are

| typical examples of decentralized control whlch was general to all

; power plants built in the 1930's and 1940's, Perhaps the term ''dis-

i persed' control would have been more descriptive of the older system

| then ''!mon-centralized!'. Individual operators were stationed at

i the boilers, the turbines, the koiler feed pumps, and at various

; auxiliary equipment locations, The control boards situated in im-

g mediate proximity to each piece of equipment only displayed status

) information about this operating equipment, coordination of activities
being maintained through voice communication, The operators, though
thoroughly familiar with the equipment under their immediate control,
had only very superficial notions about other operating equipment
or the functioning of the system as a whole. Rotation within op-
erating crews was apparently not widely practised. A simplified
generalized representation of the manning scheme in a non-centra-
lized plant is shown in Figure 5.1, More detailed flow diagrams
and manning schemes for the two plants are included in Appendix C,
Figures C6 and C10.

Of the two plants representative of the centralized control
technology, plant J2a is physically identical with plant JI; a cen-
tral control room was set up in 1954 and all the control gear inside
it is simply a duplicate version of the remotely located panels
(which were left in situ). Plant K2 on the other hand was from
the start conceived as a one boiler/one turbine/one generator ''ynit!
system,with a central control room as an integral part of the system.
The steam-generating capacity of its two boilers (Table 5.1), which
produce over four times as much steam as did the two boilers in
plant KI, is the main factor responsible for its much larger over-
all power generating capacity, which compares favorably with the
most up~-to-data plants in the U.S.

g

Some of the technical aspects of centralized control have been
; outlined in the introductory section,and further explanations are
: given in Appendix C,which also contains separate flow diagrams of
i plants J2a and K2. A graphic overall impression of the manning of
centralized plants is conveyed by the simplified diagram in Figure 5.2,

5.3 Manpower and Skill Impact of Centralization

To characterize the changes in the work system brought about
by the centralization of control functions, it is insufficient to
; refer merely to the concentration of previously dispersed operators
i ' within the walls of a central.control room,or to the reduction in
the size of the working crews. Each operator in the central room
i ' - must now be 'polyvalent!' in the sense that he has to understand and
' o be able to deal with the exigencies of the whole system. For this
he. needs initially a much broader conception of the system, and
must in the course of his experience build up a much more extensive
and diversified schema of its functioning. On top of this he must
sustain a subs*antlally higher level of vigilance. He is constantly
reminded of the potentially catastrophic consequences of failure,
and encouraged to broaden h|s theoretlcal knowledge More and more
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managements of electrical utilities tend to view the training of
their operators not as a relatively brief episode with a definite
terminal point but rather as a continuing process. This should
be borne in mind in assessing the quantitative shifts in the skill
distributions.

. e
Changes in Manhour Requirements

As the output capacity of Plant J1 remained the same after
its conversion into centrally controlled Plant J2a, the percentage
decrease in the total manhour inputs is the same whether unit pro-
duct (Table 5.2a and Figure 5.3a) or plant operating hour (Table 5.2b
and Figure 5.3b) is taken as basis for computation. The decrease
is close to 50%, and is strikingly similar to the decrease recorded
for the two plants in Firm K when considered on the per plant opera-
ting basis (Table 5.3b and Figure 5,4b)., These manhour reductions
are ascribable entirely to the change in the control technology
used, which is evidently capable of halving the manpower require-
ments of .a generating plant.

This certainly amounts to a marked improvement in labor utili-
zation, However, where the centralized control technology coin-
5 cides with the installation of higher output capacity equipment,
- as happened in Plant K2, the per unit kwhr manhour reductions are
) much greater. To produce a kwhr in Plant K2 required less than
10% of the manhours needed in Plant Kl.

That the newer control technologies demand more skill on the
part of the operating crews is shown unambiguously by the very
large increases in mean skill levels from TL1 to TL2 and also by
the shifts in the distribution which have radically changed the
shape of the skill profiles, The mean skill level of the operator
in Plant J2a is some 40% higher than in Plant J1; and in Plant K2
it is nearly 80% higher then in Plant K1. 1In the centralized plants
of both firms operators in the higher skill level categories now
constitute all or most of the crews. There are however some notable
differences between the two centralized planis, The Plant K2 profile
which is skewed towards the highest skill levels retains some lower
level manhours; the Plant J2a profile has-no lower skill manhours,

o and the medium skill manhours still predominate over the highest
- skills., |
g The changes in the skill distributions between TLI and TL2

were tested for statistical significance by two analyses of vari-
ance, one based on per unit output and the other on per plant basis,
In each case variance estimates were obtained for three skill levels : .

“Manhours by skill level have in each instance been related both

to unit output (106.kwhr) and to plant operating hour. Tables and
"skill profile diagrams developed on these alternative bases are

presented facing each other separately for Plants J1, J2a and for '

Plants K1, K2, The reasons for this expedient are explained on p. 48,
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TABLE 5.2: DIRECT LABOR FORCE SKILL DISTRIBUTIONS FOR NON-CENTRALLY
(TL1) AND CENTRALLY (TL2) CONTROLLED POWER PLANTS IN UTILITY J

y éi (a) Basis: 10% knhr

Organization: Electric Utility J.

s DT

T T

Process: Power Production by Steam-Electric Process
Techno]ogy (Level 1): Non-Centralized Control
Technology (Level 2): Céntra]ized Control

Source of Data: Direct Observation and Fifm's Records

Period: 1950-1952 (TL1) and 1964-1967 (TL2) [Data Acquired - Winter 1966]

: ! 2 3 L 5 6 | 7 8 910 1
; .
; . Skill Manhours Per Manhours as % of Number of
; Skill Point 6 Total for Job Types
% Level Range 10" kwhr Technology Level
i TL1| TL2 |Change|| TL1 | TL2 [Change||TL1 |TL2 |Change

6
5 5|b49-530| 0.0 3.3| +3.3]| 0.0 19.0|+19.0]| 0 | 1 | +I
T ul367-448] 3.3] 4.1| + 0.8(| 10.0] 23.6] +13.6[] 1 1 0

N § 3|285-366| 6.7 10.0] + 3.3 20.0] 57.4| +37.4{ 2 | 1 -1
i E 2{203-284] 16.7] o0.0| -16.7}] 50.0] 0.0} -50.0 310 -3

, 1|121-202 6.7 0.0l - 6.71} 20.0! 0.0} -20.0 1 0 -1

S o] 38-120f 0.0| 0.0 0.0 0.0{ 0.0 0.0 0 0 0

Totals | 33.4} 17.4| -16.0}]100.0}100.0 0.0 7 3 -4

Net Manhour Change -47.9%

Mean Skill Level Standard Deviation
Technology (Level 1) 267.0 - 59.8
Technology (Level 2) 367 .4 . 57.9
Change - +100.4
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(b) Basis: Plant Operating Hour

Organization: Electric Utility J

Process: Power Production by Steam Electric Process
Technology (Level 1): Non-Centralized Control
Technology (Level 2): Centralized Control

Source of Data: Direct Observation and Firm's Records

Period: 1950-1952 (TL1) and 1964-1967 (TL2) ([Data Acquired - Winter 1966]

] 2 3 L 5 6 7 8 91 10 11
- Manhours Per Manhours as % of
Skill gg;;l Plant Operating Total for ﬁ:gbi;p::
Level Range Hour Technology Level
TL1 | TL2 |Change|| TL1 | TL2 [Change|{TL1 [TL2 |Change
€&
S 5\ hbk9-530{ o0.0] 1.0} + 1.0{| o©.0f 19.2| +19.2|] o 1+
T L{368-448] 1.0] 1.2] + 0.2|| 10.0f 23.1] +13.1[{ 1 I 0
5 3|285-366| 2.0/ 3.0 + 1.0{| 20.0| 57.7| +37.7{| 2 1| -
E 2| 203-284 5.0 0.0 - 5.0 50.0 0.0] =50.0 3 0 -3
g 11 121~202 2.0 0.0 - 2.0 20.0 0.0 =-20.0 1 0 -1
—~ o| 38-120{ 0.0} 0.0 0.0 0.0f o0.0f o0.0{j 0 0 0
Totals | 10.0] 5.2| - 4.8||100.0|{100.0] o0.0|| 7 3| -k
Manhour Change Due to Technological Change =-48.0%
‘Meén‘Skill Level Standard Deviation é
Technology (Leve!,l) ' 267.0 . 59.8
Technology.- (Level 2) ' ”f.367.4 ” | 57.9
Change w00 |




(a) Basis: 106 kwhr
NON-CENTRALIZED CONTROL

FIGURE 5.3: DIRECT LABOR FORCE SKILL PROFILES FOR NON-CENTRALLY (TL1)
56 AND CENTRALLY (TL2) CONTROLLED POWER PLANTS IN UTILITY J
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(b) Basis: Plant Operating Hour
NON-CENTRALIZED CONTROL
= 5 4
kS , 5.0 Total Manhours/Plant
o 4t Operating Hour = 10.0
i Mean Skill Level = 267.0
g 341
<]
Q.
° 2
c 2.0 2.0
=
[a 'I-
) [ - 1.0 '
0 o
3 o . 0.0 0.0
£ 38-120 121-202  203-284 285-366 367-448  LL9-530 )
= Skill Level (In Skill Factor Points)
CENTRALIZED CONTROL
T Total Manhours/Plant
@ 4 1 Operating Hour = 5,2
fg Mean Skill Level = 367.4
- 3 4
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|
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& 1 4
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TABLE 5.3:

asis:

Organization:

Process:

Technology (Level 1):
Technology (Level 2):

Source of Data:

106 kwhr

Electric Utility K

Direct Observation and Firm's Records

Non-Centralized Control

Centralized Control

Power Production by Steam-Electric Process

DIRECT LABOR FORCE SKILL DISTRIBUTIONS FOR NON-CENTRALLY
(TL1) AND CENTRALLY (TL2) CONTROLLED POWER PLANTS IN UTILITY K

Period: Winter ]967
2 3 b 5 6 7 8 9| 10 11
. Skill Manhours Per Manhours as % of . Mumber of
Skill Point 6 Total for Job Types
Level ° 10 " kwhr Technology Level P
Range
TL1 | TL2 |Change|| TL1 | TL2 [Change|| TL1| TL2|Change
6
§§ 5| 4b49-530 0.0 3.0 + 3.0 0.0| L4.1} +4b4.1 0 2 +2
Ty 367-448] 2.0 1.5 - 0.5 2.71 22.1] +19.4 ] ] 0
E
3 3| 285-366] 8.2 1.5 - 6.711 10.8 22.1} +11.3 ] 0
E 2| 203-284 32.8 0.0f -32.8|| 43.3] 0.0] -43.3 2 0 -2
- 121-202] 16.4 0.8 =-15.6]| 21.6] 11.7] - 9.9 ] ] 0
2 0] 38-120 16.4 0.0] -16.4| 21.6 o0.0f -21.6/| 1| ¢ | -1
Totals | 75.8 6.8/ -69.0[}100.0]{ 100.0 0.0 6 5 -1
Net Manhour Change -91.0% -

Mean Skill Level

- Standard Deviation

‘Technology (Level 2).

| Change

| Technology (Level 1)

216.4
- 386.7
+170.3

77
91.3
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(b) Basis: Plant Operating Hour

Organization: Electric Utility K

Process: Power Production by.Steam*Electric Process
Technology (Level 1): Non-Centra.ized Control
Technology (Level 2): Centralized Control

Source of Data: Direct Observation and Firm's Records

Period: Winter 1967

1 2 3 4| 5 || 6| 7 i 9| 10 11

Skill Manhours Per |l Manhours as % of .
Skill Point Plant Operating . Total for '

Level Range ~Hour Technology Level

Number of
Job Types

TL1 | TL2 |Change|| TLI1 | TL2 >Change TLI 'TLZ Change

(o)

L"L"9'530 0.0 2.0 L+ 2.0 . 0.0 L|.L|..5 +L|_L'_°5 ol 2 | +2 ‘
u|367-448) 0.3 1.0] + 0.7|| 3.2| 22.2] +19.0f| 1| 1| o

High 
i

3| 285-366| 1.0 1.0| 0.0| 10.8] 22.2f +nrin|| 1| 1| o
2|203-284) 4:0{ 0.0| - h,0]| 43.0| 0.0 -b3.0| 2| 0 | -2

121-202| - 2.0] 0.5 - 1.5|| 2i.5{ a0l 1 F 1] o
o{ 38-120{ 2.0{ 0.0} - 2.0{} 21.5| 0.0{ -2i.5{] 1 | 0| -I

—

L.ow. |Medium

Totals | 9.3 4.5| = 4.8[|100.0(100.0| ~0.0|| 6| 5| -I

Mahhour Change Due t§:Techndiogy'Change -51.6% .

. Mean Skill Level = | Standard Deviation |

x3f%éﬁﬁﬁ5'9§Y (Lév9if1)};ff:?;{ j{~f;f216,A R B S N o
6.7 {93 b

\
RS
o

o lchange oo




‘ 60 FIGURE 5.4: DIRECT LABOR FORCE SKILL PROFILES FOR NONfCENTRALLY (TL1)
i AND CENTRALLY (TL2) CONTROLLED POWER PLANTS IN UTILITY K

(a) Basis: IO6 kwhr
NON-CENTRALIZED CONTROL
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(lower, medium, higher) and for two technology levels (non-centialized,
centralized), the 'between firms'' variance serving as a check on the
bias introduced by differences between the firms. The figure of

-most interest is the variance ratio for the technology X skill level

interaction which is in effect a measure of the extent to which the
change in technology has affected skill requirements.

Owing mainly to the large dlfference in the output. capaC|t|es
of plants Kl and K2, reflected in a large residual or error vari-
ance, the analysis of the manhour per unit product data (Table 5.ha)
yielded statistically non-significant results throughout. The
same analysis based on manhours per plant operating hour (Table 5.4b)
showed that the. technology X skill level interaction contributes
more. than any other effect to the total variance. Expanded ver-
sions of Tables 5.4a ‘and 5.4b will be found in: Appendlx C.

© Changes in Skill Ccntent

In both utilities the variety of job types decreased as a°

‘consequence of centralization: 'from 7.to 3 in Utility J, from

6 to 5 in Utility K. As foreshadowed in the profiles, new high
skill level jobs were created and low skill level jobs eliminated.

Changes in Educational. and On-the-Job Experience Requirements

Estimates of the educational levels of |nd|V|dual operators
were made by the researchers after discussions with management

‘personnel and are given .in Appendix C. Benchmarks for the esti-

mates of required on-the-job experience,which are also shown in

‘this Appendix, were supplied by Utility J. The estimates were. averaged

over both firms, and the averaged values are g|ven in Tables 5.5

‘and 5 6.

Judged by the respect|ve mean educat|onal levels the opera-

‘:tors in the centralized plants seem to require only sl|ghtly more

of a general educational background then the. operators in the older
non-centralized plants. However, this slight rise reflects the

.complete elimination of operators without high" school education.
- The. central.ized plants are staffed excluS|vely by h|gh school gradu-
" ates: or near h|gh school graduates R

Requlrements for -on- the-Job exper|ence have risen’ dramat|cally

»_The mean - length .of experience in the centrallzed plants is now 5
years, compared with less than 1% years in the. non-central ized
'plants ~ It appears that . any operator with Jess than two years

exper|ence is regarded as a trainee. and is not allowed to take |n-
dependent charge of -the system, -At- the other end of the scale .

B noteworthy that nearly one th|rd “of, what are presumably key
.. . .operators in the centralized plants are expected to have on-the-
-+ job experlence exceedlng 63 years; such a h|gh requlrement d|d not
- exist-for -any. operators |n the older system
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TABLE 5.4

STATISTICAL SIGNIFICANCE TEST OF CHANGES IN SKILL

LEVEL REQUIREMENTS ASSOCIATED WITH CHANGES 1IN
TECHNOLOGY (DIRECT LABOR ONLY)

(a) Basis: 106 kwhrs

Source of Variance V.R, | Significance Level
Between Skill Levels 4,47 Chf
Between Technologies 12.37 Qﬁ%.
Between Firms 1.74 Cfe
SL x T 4,97 T
SL x F 1,25 |
T xF L. 85

- (b) Basis:. Plant Oberating Hdur'””

Source of Variance V.R. | Significance Level
Between Skill Levels 19.92 P < 0.025
Between Technologies 1 | 19.94 | P <0.025
Between Firms | ' 0.49 . o
CoSLx T 2 | BB P < 0.050
CSLxF 2 | 7ar S
T XF 1| 0.00

 Foctatied data in Appendix ¢, Section'6.
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TABLE 5.5: BEFORE AND AFTER CENTRALIZATION ESTIMATED HIGH SCHOOL
"EDUCATION REQUIREMENTS, POWER GENERATION, FIRMS J AND
K (DIRECT LABOR ONLY)

High School | Average Manhours Per Average Manhours as % of
. . Total for Each
Education Plant Operating Hour 1 L
(Years) : Technology Level
TL1 | TLZ | Change TLI1 TL2 Change
3-4 8.6 [ 4.9 - 3.7 89.6 [100.0 +10.4
1 -2 0.0{ 0.0 0.0 0.0 0.0 0.0
0 1.0 [ 0.0 - 1.0 10. 4 0.0 - 10.4
Mean Educational Level . TLI TL2
(Years of High School) 3.2 3.5

TABLE 5.6: ~ BEFORE AND AFTER CENTRALIZATION. ESTIMATED .ON-THE-JOB
| EXPERIENCE REQUIREMENTS, POWER GENERATION, FIRMS J

AND K
“On=the=Job Average Manhours Per Average M3"h°“r5 as % of
. . Total for Each
Experience Plant Operating Hour Technology Level
(Months) - . ’ . gy
| TLI | TL2 | Change | . TLI | TL2 Change
78-1k | 00| 1.5 +1.5 0.0 | 30.6 | +30.6
5k - 77 | 0.6 | 1.1 | + 0.5 6.2 | 22.5 | +16.3
24 - 53 0.0 /2.0 +20 | 0.0 4.8 | +40.8
12- 23 | 6.0 0.0 -6.0 | 62.5] 0.0 -62.5
0= 1| 3.0[0.3) =27 | 31.3]| 6.1 -25.2
"Mean_Lengthvof:EXpefiende- 7Ll L2
e 1 60.1.

16.8*-
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It must thus be concluded that the high skill levels of the
operators in a centralized plant are for the most part a result
of the much extended on-the=job experience the operators have to
undergo. Also the requirements for 3-4 years of high school educa-
tion seems to be more strictly enforced: without this prerequisite
operators are presumably not considered capable of absorbing the
theoretical concepts and principles the mastery of which is coming
to be regarded as a conditio sine qua non of reliable and effec-
tive control performance.

Composition and Structure of Indirect Labor in Power Plants of

Utility J

Agreement was sought and obtained from Firm J to extend the
data collection to cover the main components of its indirect labor
force: maintenance and first line supervision, Not included in
the study were clerical personnel and personnel classified as over-
head--hlgher level supervision and plant eng|neers :

Unlike direct labor, which is permanently assigned to the
plant equipment, maintenance and first line supervision divide
their time between all the plants making up a generating station.
Thus any changes in technology normally react on the structure and
composition of indirect labor and this is especially so with the -
maintenance force. A good illustration is provided by the two
plants K1 (non-centralized) and K2 (centralized). The changes that
took place were as much actuated by the replacement of the header
system by the unit system, as by the concentration of operating
functions in a central control room. These two types of change
tend to go together in power plants. o

Replacement of header by unit systems was coincident with the
realization that any gains accruing from the much more highly pro-
ductive and reliable units would be more than cancelled out by pro-
longed layoffs,resulting from breakdowns occuring during the period
between scheduled overhauls. One way of cutting down repair time
would have been to build up the malntenance crews at each station--
a very uneconomic solution as the crews would have been idle for

‘long periods of time. 1Instead it was decided to reduce station
-maintenance by about a half and to set up'a functlonally indepen~

dent Divisional Maintenance group under its own supervision., This
group, made up of highly coordinated and specialized squads, carries

out all overhaul work on a rotating schedule. At the request of

Station Chiefs, squads are also dlspatched at short notice to rein-

' force'standlng statlon malntenance crews in emergencues

The second development was in response to the prollferatlon -

o of” lnstrumentatlon and control gear Instrument malntenance per-
,j;sonnel at each .station was split .off from. general nlant malnfenan'9n~
-and subordlnated to the Chief Plant Engineer,
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A graphic representation of the change in organization that

] took place when J1 was converted to J2a is given in Figures 5,5

’ and 5.6, where the manpower covered by this report is shown in heavy
outlines combined with cross hatching.

As was done in the case of the direct labor results, the man-
hours of the indirect labor components considered here will in each
instance be presented on a per unit product basis (IO6 kwhr) and
on a per plant operating hour basis. Changes in manhours per plant
operating hour reflect exclusively the effects of technological
changes, as they discount differences in plant capacity. Changes
in manhours per unit product on the other hand show the net effect
: of both differences in capacity and/or changes in technology.

{
'
i

P

Indirect Labor Requirements in Plants J1 and J2a

Detailed breakdowns of maintenance manhours by skill level
prorated to unit output (106 kwhr) and to plant operatlhg hour
are given in Tables C5a and C5b and Figures C13a and C13b in Ap-
pendix C, Section 9. The main results have been summarized in
Table 5. 7 below : ' o

TABLE 5.7: CHANGES IN MAINTENANCE MANHOUR
| - AND SKILL REQUIREMENTS

A - : , ‘ : “Manhours |, :
Control’ Capacity Manhours Per Plant Mean No. of
Plant System Type (MW) Per Operatin Skill Job
' - ‘ our I
o ,'NOn__:'."-Z _ : | . R ‘_:'v .
JI Centralized Header1 1k 3095l .31‘0 N 2.3 o 26219 , 12
~ J2a | central ized Header 300 | 26.6 | 8.0 258.9| 17

Slnce both plants have header systems and thelr capaCIty is
also the same,,lt would be easy to conclude that’ the 14% reduction’
in manhour requirements must have been a direct result of centra- -
Ilzatlon . In fact, however, centralization. connc:ded with the
-creation of the D|V|S|onal Ma.intenance . group and. the snmultaneous
curtallment of . statlon (ln-plant) maintehance Crch, and the policy
: L0 :decision’ back of this organ|zat|onal change seems to have been
’T*?“"”'“*"f“?}fiﬁ}-—ma1uny—baseu oI Lﬁé“fépWacement of header: generatlng systems by’ unlt o
o e systems  in- other plants of ‘the Utlllty Company J. . It is doubtful,

... /to say the Ieast, that " central|zat|on had any appreC|abIe lnfluence ,
" on the deC|S|on : :

AR




I 73A37 AD0TONHIIL Ly LYWHI NOILYZINYIHO NOILYLS P ALITILN  3S°S 3WN9IA
0 _
)
1
-
o
g - |auuosuay’ b
buileaadp, 4 7 leat49)g, - “
L
iy
— e e i e 0
loleuadp . : - ao01euaadqg !
wes3g ~ - 491089 pesaH . | auiqang vmm._._wi “ A
‘uewsuo4 ~ T daauibug yolem |
. asueualujey o o ! 0
~ : : |
sa99ujbuy ~ . I |
N . : L. :
T mr—===-=" _llln_-lll_ o TTmET T
oo S E L e |
| 121343 | S o I jueysissy | | 18214313 )
——— : D l ]
N ~ k - —_——— - =
~ o N . - (
D YT S
I' uopieyg !
|
1




And i arrgd o) o
LAYt il

68

pue, 19| 10g

uewalo4 qng

\

j\ﬁ\\\Y\\

| Ma1) |BD14393]
\N\\

uPwWaJIO4 qng

\\

LSS

M319 | EDiueyday]

/

uewaloly qng

ajueuajuiey
|ea1ueyoday
‘uewaloy

Jdajiog pue [E21432913

._muwcww\n uewalo4

1 Josiajadng |
| @dueuajutey
| leuoistiAalg

9dueUBIUlBY (BUO|IS]IAIQ

(Aluo €71 1e uOIIRIUBWNIISUT ‘405 ) Asadng)

€ ONV 7 ST3AT1 AD0TIONHIIL LY LYVHD NOILYZINVINO NOILYLS f ALITILA 9°9

ER (IR E]

i

asueuajuley
juawnalsuy

aoueudjU I BY
jue|d

..mZoku
" Butledadg

|3UUOSIay: .
- 1eagla)

asueudjuley
uPWaIO 4
juswnalsug

uoijejuawnialsuy
‘a10s1A13dng

1
ueotuysa) .“
|B21way) 1
[
AU sJaauibuy |
! -— !
! e
I ! aaulbu
, [] H H 31
lllllll I jueqd "/

~
| S |

wealg
uewsJ04
ajueuajutey

asueuajul ey
jue|d
- ¢Jos1adadng

\
~ ' v
S seun !
| :O,_ uumum. _\

| I |

~_ Fm=—a.7

[

g

uewsio4
Buyjeaadp

-4.
J93ubuy
cuwmz

| ke |
| suotijesadg
| ue|d
| ‘dosiAgadng | .
S

e mm e — - o

W.IAI\L.I -

._.LOm_>Lwa=m;
Cpo-ie21a31a

| - leuoIsIALqg |

|
o
L

: Q89 u




69

The decrease in mean skill level is no more than a chance ef-
fect. More noteworthy is the rise in the number of job types from 12
to 17. another immediate consequence of the setting up. of Divisional
Maintenance, It confirms, if confirmation is needed, the intended
increase in specialization of the maintenance force.

A summary of the differences in suEervisorx manhours and skill
~ requirements in Plants J1 and J2a is given in Table 5.8, the total
— differences belng malnly determined by the reduced reqU|rement for
operating supervision,

TABLE 5.8: CHANGES IN FIRST-LINE SUPERVISION (OPERATING .
AND MAINTENANCE) MANHOUR AND SKILL REQUIREMENTS

Manhours | Manhours N £ ' M 3
Plant | Supervision Per Per Plant] "O. © ' , hean
106 kwhi | Optg. Hr. Job Types Skill Level
Operat ing 10.40 v 3.12 oy 455.6
Ji _ ’ .
Maintenance 0.80 0.24 I L62.0
Total 11.20 3,36 : 5 Average L56,1
Operating 3.73 [ 1.2 v3 . | { - 485.9
J2a ' : : ' ' ‘ o
’ Maintenance| - 1,77 0.53 8 Lé9.5
Total 5,50 | 1.65 11 |Averaga  480.7

Total supervisory manhours in Plant J2a are almost exactly half
of those in Plant J1, the operating supervision manhours alone having:
decreased by nearly two thirds. .This decrease was directly con-
nected with centralization of control, when a single Operating Fore=-

“man . replaced a Head Boiler Operator and :i Head Turbine Operator,
both supervusory positions (see Flgure 5. 5) The countervailing
- increase in maintenance supervision manhours mainly reflects the :
~setting. up of Divisional Maintenance; as'evident from the next to . ;
last column of Table 5.8, seven new supervusory posutlons were created‘ :
for the new groups ‘flﬁ“- Ce EE v L i {

The mean sklll level of the entire flrst llne superV|s10n
(based ‘on ‘the researchers| estlmates), whlch has risen by about
. 6% on. average, ‘suggests . “that” supervnsors of a hlgher caliber ‘are
, requured in the centralized plant thls applles espeCIaIly to the
_ operatlng supervusors. f:" : i
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Changes in Aggregate Labor Inputs by Skill Level

To provide a comprehensive view of the manpower and skill
effects of centralization of power plant control, the results of
the direct and indirect labor studies in the plants of Utility J
have been pooled and are presented in Figures 5.7a and 5.7b.

As the non-centralized and centralized Plants J1 and J2a have
the same generating capacities, and any manhcur and skill changes
observed could thus only be due to changes in technology, it was
immatarial whether the per unit output or the per plant operating

.hour basis was used. The per unit output basis is in fact used

in Table 5.9 to show the absolute and relative manhour inputs of
each component of the work force.

TABLE 5.9: AGGREGATE CHANGES IN DIRECT AND INDIRECT -
LABOR MANHOUR REQUIREMENTS

v " Manhours as %
Manhours- Per T06 kwhr Egth$:Ehnz?ogy
‘ | Level
TL [ T2 .-'Chaz’gé TLI T2
|oirect Labor | 334 |17 | ass || e | 35
FIndirect Labor 'h2;2 T: 32,1 . 525 A ‘56. v"',65' ‘
) Ma’intenance »31.0 o 261.6‘ -1k Ln Sh
.fSuperstory, ' ;11'2, ;, v: 5.5: | -ST - GTE' __.‘ 11
|Totals. - |7s6 o fwos o f 35 ffio0 o | ool

The overall effect of centrallzatlon has been a one thlrd

. .reduction in total manhour..requirements, the d|rect labor- inputs S
~ having been cut by nearly one half, the indirect- labor inputs by S

nearly a fourth. : As a- result ‘the preponderance of |nd|rect over

L_g.fdlrect labor has |ncreased to: the point. where the latter component
. supplies ‘two: th|rds of the:’ total manhour, |nput the ra|sed main-
~ tenance requirements. besng the main contrabutsng factor ‘Super-
~ vision wh|ch accounted for 15%: of  the total. |nput at TLI accounts
'f‘ffor only JUSt over IO% in the centrallzed plant L

-




FIGURE 5.7: COMPOSITE SKILL PROFILES FOR TOTAL LABOR FORCE IN y
71 POWER PLANTS J1 (NON-CENTRALIZED CONTROL) AND J2a
' (CENTRALIZED CONTROL)

(a) Basis: 106 kwhr
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Table 5.10 shows the mean skill levels at both technology
levels. Contrary to expectations, the newer technology appears
to require greatly increased skills from direct labor, while main-
tenance skills have remained about the same as at TL1,and are at
TL2 substantially below those of the direct labor force.' Super-
visory skill requirements too have risen.

TABLE 5.10: AGGREGATE CHANGES IN DIRECT AND
INDIRECT LABOR SKILL REQUIREMENTS

TLI TL2Z | % Change

Direct Labor '267.0 '367.4 +43;8
Maintenance | 262.9 | 258.9 - 1.8
Supervisory 456.1 | 480.7 +5.9

A1l Labor 293.3 | 321.6 | +11.1

Comparison of the shapes of the skill profiles for the aggre-
gate labor inputs (Figures 5.7a and 5.7b) indicates a pronounced
shift toward the higher end of the skill scale, Whereas at TL1
over 80% of all manhours were at low and lower medium skill levels,
their share has shrunk to little over 25% after centralization,

5.4 Diseussion of Effeeta‘of'Centralization'ofhcentrol

Concentration of control activities in central control rooms
is not usually regarded as a distinct aspect of automation; either
because the control activities themselves are little affected, or
because centralization is overshadowed by the coincident instal-"

‘lation of process computers,. in which case any subsequent effects

in productlon or produrthIty tend to be ascribed to the computer. -
What is overlooked is that centralization always poses some very

-intricate problems of automatic control design which, once solved,

advance the system most of the way- towards computerization, regard-
less ‘of whether or not a computer is actually installed. The studies
of steam electric power plants reported in Chapter. 5,and in Section

" 6.2 of Chapter 6,helped to highlight this fact through the compari-

sons they permitted between non-centralized and centralized plants
on the one hand, and centrallzed and centrallzed/computerlzed plants
on the other . -

The impact of centrallzatlon on the manpower requ:rements in.
steam electric power plants was found to be considerabie,and there
is every reason to assume that centralization. has had or wnll have,

i
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similar effects wherever it takes place. As would be expected, the
change affects the operating crews (direct labor manhours) most

~ markedly, reducing them by 50% in the case studied. The crews in
~ _'the central control rooms consisted throughout of operators with

prolonged experience and greater skill, the requ|rement for low
skills and most med|um skills being small

_ Per unit |nd1rect.laborvmanhour requirements were also reduced,
but to a lesser degree. As a result, maintenance manhours overtook

direct labor manhour inputs, a development which parallels that
observed in the steel strip annealing process. This preponderance

of maintenance labor suggests that this production system is entering
what we have termed the ''labor-static'' phase of technology, where

the size of the labor force becomes partly or wholly inelastic with
respect to demand and volume of productnon ' :

The skill profiles for the total manpower input show that medium
skill levels preponderate, accounting for approximately half of the
entire input. A further third of the input is at higher skill levels.
Skillwise,  the composutlon of .the workforce is. llkely to remain
stable, though output per manhour is likely to |ncrease further

* due to increases in capacuty of the newer plants
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CHAPTER 6: IMPACT OF THE APPLICATION OF DIGITAL PROCESS-CONTROL
COMPUTERS ONSKILL DEMANDS OF CONTINUOUS-FLOW PROCESSES

(DIRECT AND INDIRECT LABOR)

6.1 Standard Automatic Control vs. Computer Control of Continuous

Manufacturing Processes

~ The introduction of digital computers for online real-time
monitoring and control of manufacturing processes represents a
distinct stage of automation, which in principle can have a major
effect on manpower, since for the first time it permits fully auto-
matic (unatterded) operation. It is a new development, since the
first known applications date only from the late 1950's, and in
1963 there were only some 200 process-control computers in the
U.S.A., The current growth rate indicates that there will be about
1,500 by 1970, aggregated over all industries.

At the time of submitting the proposal (December 1965) our
technological familiarity with this type of development was strict-
ly limited, and our initial research efforts were therefore directed
towards acquiring more detailed information on processes and appli=~
cations of computers in various industries. Visits were made to oil
refineries, cement plants, air products plants and electric power
plants.. - ‘ ’

It became clear both from the literature survey and from these
visits that there are several technologically distinct types of on-
line computer application, with markedly different allocations of
operating functions as between computer equipment, conventional
automatic-control equipment and men (including operating crew, main=_
tenance force and management). - The matrix on page 77 sets out the
technological options actually encountered in out studies,

A" jndicates the normal allocation of function in a fully
'manually controlled" plant, such as an older cement kiln; ''B'
describes a normal modern automatically=controlled plant such as

_a newer cement kiln or oil refinery process without a computer;

C, and C, show two types of what may be called 'computer-aided"
automatic-control situations in which the plant is regulated by a

" number of |ndependently operatung analog (usually preumatic)
'automatlc controllers with manually adjusted set-points. The
' computer in this case serves_two functions: l) to ‘log data and

make performance calculatnons which serve as a basis for set=point

"changes which are actually carried out by technical staff or

operating ‘crews; and/or 2) to scan lnstruments, detect the occur=-
rence of nonstandard conditions requiring remedial action and draw

" the operating crew's attent|on to them, without actually initiating

4,€}E§7
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corrective actions. This is known as ''open-loop'' on-1line computer
application. In certain cases the computer may also control start-
up and shutdown sequences,

The currently most advanced on=-line computer-controlled process
plants (e.g., air separation plant) have functions allotted as in D.
In this case the operating crew has been displaced entirely by a-
combination of analog automatic controllers and a computer, and any
functions that cannot be carried out by the computer are allocated
to technical staff on an intermittent basis, A further technolo-
gical development known as direct-digital control (DDC), at present
rarely applied, transfers routine control functions from numerous
conventional analog devices to the (singie) computer,operating on a
time-shared basis, When it does appear in quantity, DDC appears
likely to have little or no further manpower impact, representing
simply a transfer of control from one hardware device to another.

While, given the great number of possible distributions of
function between operating crew and analog and digital automatic-
control devices, the four technological stages described above are
by no means mutually exclusive or clearly demarcated, they do seem
sufficiently well defined to permlt comparative manpower and sklll
studies of the type desired.

The overall pattern of case study finally selected is set
out in the following table: .

TECHNOLOGICAL LEVEL

PROCESS — —
I 2 3

Steam Electric Conventfonal. Computer Control’

. ‘| - Automatic
Qeneratlon P]ants‘ Control (Type Cr.and CZ)
Catalytic Crackers _Convent!ona] Computer Cohtrol
(0i1 Industry) Automatic . (Type C, and C,)
o ) _ Control NIRRT T T2

: Fully Computer
Seml-Automatlc ‘Controlled -

Air Separatioh . _ R : o
_ .}Control _ o . | (Unattended)

Though showung a number of lnterestlng features, computer control
in the cement lndustry was reJected as unsuitable for further study
for several reasons, the major one being that the computer-control
system was evndently not fully operational in the plant visited. The
picture in the plants vusnted was also complicated by a number of
overlapplng technologlcal and ‘organizational advances whose effects
would have been dlffICU]t to: |solate, among them better thermal
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design of kilns, centralization of operating facilities, increased
~ scale of plant, different and better materials~handling facilities,
and improved sampling and laboratory testing methods.

The remainder of this chapter sets out the results of the
three studies listed in the table above, each being treated as a
sel f=contained whole.

:‘_‘L oo

6.2 Process Computers in Electricity Generation

i3

. a9
Process Description

D|g|tal process computers started to be included in power plant
design in the early 1960's, less than a decade after centralized
plants had come into operation.- Very likely these two developments
were not unconnected, at least in the minds of some managements,
though there also appeared to be a widespread appreciation on the
part of engineers of the difficulties connected with computerization.
In the upshot, the amount of control transferred to the first
computers installed was and remains small. In one of the two uti-
lities, the feeling that computers were not. paying their way became
so pronounced and prevalent that they were left out of the design
of the firm's newest plant altogether.  Evidently the realization"
of the computer's full potential is contingent on further advances
in automatic control and in computer rel|ab|l|ty and enhanced
process control capablllty.

These consnderat|ons have a direct bearing on the studies and
resul ts reported here. Managements of neither of the two ''com-
puterized" Plants J3 and K3 look upon these ‘installations as
being in any significant sense under computer control, with the
possible exception of start=up and shutdown operations; but as
already mentioned, these are rare events. Computers are thus -
perceived mainly as means of keeplng operators-currently appralsed
of the state of the system and of alert|ng them to developments
call|ng for urgent attentlon or |ntervent|on.-

A summary of the main character|st|cs of the four plants
- representative of centralized (TL2) and central|zed/computer|zed
(TL3) control is. g|ven in. Table 6 1.

The two computer|zed Plants J3 and K3 are remarkably similar
in most: characteristics, especially in their total generating o
 capacity and the number of operat|ng equipment un|ts. This also
“holds. for Plant ‘K2 - which, except for:the computer,.is identical
with Plant K3 in every maJor respect. . But even Plants J2b and J3
~are not unlike, at least in the number of "units'' of wh|ch they
are made up. Because of the desure to keep th|s var|able controlled

For a general descrlptlon of power generatlon processes and control
technology, seée Chapter 5 and Appendlx C. For specifics of the
computer appl|cat|ons see Append|x C. ' S

e “_-_,'99_
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Plant J2b was preferred to.the 7 boiler, 4 turbine/generator Plant
J2a used in the preceding chapter. That J2b has a lower generating
capacity than the three other plants used in this study is from our
point of view an advantage: it enables a separation of manpower
effects due to changes in control technology from those due to
sheer increase in capacity.

Detailed flow diagrams of Plants J2b, J3 and K3 which also
include manning charts and control point locations are given in
Figures C-8, C-9 and C~12 in Appendix C.

Installation of process computers has not affected the or-
ganizational structure which had become established with centra-
lization., Nor were the existing training procedures affected in
any substantial respect: according to the managements in both
firms hardly more was involved than familiarizing operators with
the meaning of alarm messages and of methods of entering the com=-
puter memory store to determine system status. The problem of
interpreting the print-outs which appear in coded form, has been
partly overcome by providing a dictionary; but this is only an
interim solution to be ultimately superseded by prlntlng the
messages in Engllsh

CHanges in Manhour Requirements by Skill Level (Direct Labor Only)

All that has been said up to this point adds up to the expec-
tation of little or no changes in manning, or in the skill level of
the labor force. This expectation is borne out by the analysis of
the labor inputs, whether total or broken down by skill levels,

The absence of ahy change is'incisiVely demoﬁstrated in the
skill proflles contrasting Plants K2 and K3. As the two plants are

identical in total generating capacity, the change in manhour inputs,

whether considered on the unit product (Table 6.3a and Figure 6.2a)
or.on the per plant (Table 6.3b and Figure 6.2b) basis, would be
exclusively referrable to the change in control--to the introduction
of the computer. - There is no evidence of any change, either in the
total labor input nor in. the inputs at the various skill levels.

~ In the second utility company, the results of the comparisons
between centralized Plant J2b and centrallzed/computerlzed Plant J3 -
are’ dlfferent dependlng on the basis adopted. Table 6.2b and.
Figure 6.1b, which show the data and profiles on the per plant
basis, |nd|cate no dlfference between ‘the number of manhours used

‘andnodifference in:the_Shapeé of the profiles. In other words,.the'

Manhours by skill Ievel have in each |nstance been related both to
unit output: (IO6 kwhr) and to plant operating hour. Tables and

V,Sklll profile diagrams developed on these alternative but comple-
mentary bases are presented facing each other, separately Ffor Plants

J2b, J3 and for Plants’ K2 and K3. The reasons for this expedient

'are explalned on page 48, -
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CHARACTERISTICS OF NON-COMPUTERIZED (TL2)

AND COMPUTERIZED (TL3) POWER PLANTS.

Generating
Capacity Per
Boiler

Capacity of

~Each Turbine-
Generator

1,140,000 1b/hr

175 MW

2,305,000 1b/hr

320 MW

Plant Code Name J2b J3 K2 K3
Built in 1957 1963 1961 1964
Control . Centralized/ . Centralized/
Technology Centralized Computerized Centralized Computerized
hnol .
(ngv:?)°gy (TL2) (TL3) (TL2) (TL3)
Unit System Unit SYstem Unit System
Main Plant with Tandem with Cross=- - with Cross~
Desian Features Compound ,. Compound, Compound , As K2
9 Triple Flow Single Flow Four Flow
' Turbine Units | Turbine Units || Turbise Units
Generating 350 MW 640 MW 660 MW 660 MW
Capacity v
Num?er of 2 2 2 2
Boilers
Number of
Turbine~ 2 2 2 2
Generators
Steam

2,160,000 1b/hr|2

- 330 MW

,160,000 1b/hr

330 MW

o1
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TABLE 6.2: DIRECT LABOR SKILL DISTRIBUTIONS FOR NON-COMPUTERIZES (TL2)
~ AND COMPUTERIZED (TL3) POWER PLANTS IN UTILITY J
Y (a) Basis: ]06kwhr
Organization: Electric Utility J
Process: Power Production by Steam-Electric Process
- Technology (Level 2): Centralized Control
i Technology (Level 3): Centralized/Computerized Control
Source of Data: Direct Observation and Firm's Records
Period: 1962-1966 (TL2) and 1964-1967 (TL3) [Data Acquired - Winter 1967]
1 2 3 i 5 o) 7 8 || 910 f 11
. Skill - Manhours Per . Manhours‘as % of Number‘of
Skill Point 6 ‘ Total for Job T .
Level int: - 10 kwhr .Technology Level ob type
: .-Range _ - = :
L . TL2 | TL3 |Change|| TL2 | TL3 |Change{| TL2| TL3|Change
‘g 6. |
1 S 5|hh9-530 2.9 1.6 - 1.3]| 25.2| 25.4| + 0.2|| 1| 1 0
Tyl 367-448 2.9 1.6 - 1.3|| 25.2| 25.4) + 0.2[| 1| 1 0
- 5 3[285-366 ) - 2.6[| 49.6] B9.2f - o.4| 1 | 0
& 2|203-284 o.0f 0.0 o0.0f| 0.0 o0.0f c.0ff o] o 0
o 1| 121-202] 0.0] 0.0 0.0f| 0.0 o0.0] 0.0 o o
| S o] 38120 o0.0] 0.0/ o0.of| o0.0f 0.0 ow0ff 0| 0| o
b 1 |Totals | 11.5] 6.3 - 5.2/|100.0[100.0] 0.0 3| 3 0
Net Manhour Change -U5.2% O
o '-;-’fMeah’SkiIT Leveli ' Standard DeViatioh
| Technology (Level 2) | . 3;7.0 | 0.3
. Technology - (Level 3) .o 377,00} 60.3.
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? (b) Basis: Plant Operating Hour

Organization: Electric Utility J

Process: Power Production by Steam-Electric Process
Technology (Level 2): Centralized Control

Technology (Level 3): Centralized/Computerized Control

Source of Data: Direct Observation and Firm's Records

Period: 1962-1966 (T12) and 1964-1967 (TL3) [Data Acquired - Winter 1967]

1 2 | 3 I 5 6 | 7| 8 gl 10| 11

: SKill Manhours Per Manhours as % of
Skilll o . . Plant Operating _ Total for

Level Range Hour . Technology Level

"Number of
Job Types

f R ] TL2 | TL3 [Change|| TL2 | TL3 |change|| TL2| TL3|Change

hg-530] 1.0 1.0| 0.0| 25.0] 25.0] o0 S
367-L48|  1.0[ - 1.0 .0}| 25.0{-25.0{ o0.0{} 1| 1

High
= v O

285-366| 2.0| 2.0 0.0|| 50.0| 50.0| 0.0f| 17| 1
203-284| - 0.0 o0.0f 0.0|| o0.0] o0.0] c.0ff o] o

N W

1{ 121-202} 0.0} o0.0| 0.0} .0.0
o{ 38-120{ 0.0 o0.0! o0.0{| 0.0 0.0

Low {Medium

Totals | L.0| Q;QL:.IO o||100.0]100.0] o0.0f| 3| 3 0

' Manhour Change Due to Teéhndlogy_change7, 0: 0%

Meén §kij[;Level  . Standard'DeviatJon

rTeChnolbgy'(Lével72)'-' . ‘,377;0 SR  .'560.§
Technology (Level 3) = | - 377.0 ©60.3

"_'Change  L
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(a)

FIGURE 6.1:

Basis: 106 kwhr

CENTRALIZED CONTROL

Manhours/106kwhr

6

Total Manhours/
10%whr = 11.5
Lt Mean Skill Level= 377.0

5.7

DIRECT LABOR SKILL PROFILES - POWER PLANTS IN UTILITY J

Manhours/106kwhr

€kill Levei (In Skill Factor Points)

Manhoufs/106kwhr

CHANGES - OLD TO NEW TECHNOLOGY

2 o

]..__'

2.9 2.9
21
0 0.0 , 0.0 :, 0.0 : |
38-120 121-202 203-284 285-366 367-448  L449-530
Skill Level (In Skill Factor Points)
CENTRALIZED/COMPUTERIZED CONTROL
61 6
: Total Manhours/10 kwhr = 6.3
T ‘ . Mean Skill Levei - = 377.0
ol |
3.1
21
1.6 1.6
ol_9o 0o 0.0 . |
38-120 12:-202 - 203-284 285-366 367-448 L4L49-530

1.3

.1.3
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(b) Basis: Plant Operating Hour
CENTRAL I ZED CONTROL

L T
. Total Manhours/Plant Operating Hour = 4.0
3 Mean Skill Level = 377.0
I 3 T
[=)]
£
o 2 4
o 2.0
[o N
o
- 14
o o 1.0 1.0
& 0 0.0 0.0 0.0
» —— +—
é 38-120 121-202 203-284 285-366 367-448 L4L49-530
£ Skill level (In Skill Factor Points)
s .
CENTRAL I ZED/COMPUTERIZED CONTROL

L _
| .
é Total Manhours/Plant Operating Hour = 4,0
@ 3 1 Mean Skill Level ' = 377.0
< .
E
) 2 .
S 2.0
Fw)
o 1 4 ‘ :
a 1.0 1.0
} .
0 . 0.0 ~ 0.0 0.0 |
2 38-120  121-202 203-284 285-366  367-448 449-530
2 Skill Level (In Skill Factor Points)

CHANGES - OLD TO NEW TECHNOLOGY

"1

(No Change)

Manhours/Plant
Operating Hour

105
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TABLE 6.3: DIRECT LABOR SKILL DISTRIBUTIONS FOR NON-COMPUTERIZED (TL2)
AND COMPUTERIZED (TL3) POWER PLANTS IN UTILITY K
F (a) Basis: 106 kwhr i
Organization: Eléctric Utility K
Process: Power Production by Steam-Electric Process .
Technology (Level 2): Central ized Control
Technology (Level 3): Centralized/Computerized Control
Source of Data: Direct Observation and Firm's Records
Period: Winter 1967
I 2 3 T 6 7 8 9| 10] 1
. Manhohfs Per Manhours as % of
skitn| Skl o6y Total for 'j‘c‘)’gbir of
Level| 2" 10 kwhr Technology Level P
Range ; -
? ‘ ' 1 7L2 | TL3 |change|| TLz -| TL3 |Change|| TL2 | TL3 [Change
6 .
5 5|uw49-530| 3.0{ 3.0] 0.0]| 1| 44| o0.0f] 2 | 2 \
= u|367-u48| 1.5 1.5 o0.0f| 22.1} 2z '] o0.0]| 1 1 0
5 . 30285-366| 1.5| 1.5 o.0ff 22.1| 22,1 o.0f[ 1 | 1
3 2|203-284 0.0/ 0.0 o0.0|| 0.0[ 0.0] 0.0/f O | O | O
, 1jt21-202) 0.8| 0.8) o.of} n.7{ 11.7] 00f] 1 | |
'S o] 38-120] o0.0f o0.0{ o0.0|] 0.0f 0.0/ o0.0]f O [ O 0
Totals | 6.8 6.8] 0.0]|100.0/100.0{ o0.0¢i 5| 5| 0
Net Manhour Change  0.0%

Mean Skill Level Standard Deviation

Technology (Level 2) ~ 386.7 91.3
Technology (Level 3) ' ‘386.7 91,3
‘Change ' - 0.0
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(b) Basis: Plant Operating Hour

Organization: Electric Utility K

Process: Power Production}by.Stéam-Electric Process
Technology (Level 2): Centralized Control .

Tecﬁnology (Level 3): Céntralized/Computerized Control
Source of Data: DiEect Observation and Firm's Records-

Period: Winter 1967

86

1 2 | 3| b | 5 6 | 7| 8 9| 10| 1
_ . :Manhoufs Perv Manhours as'%‘of ‘
Skill §E;ll Plant Operating || ° Total for ?;Ebir ::
Level Range Hour : . Technology Level . 'Yp
TLZz | TL3 |Change[| TLZ | TL3 |Change|| TLZ| TL3 Change
6( : | . : '

S 5|449-530( 2.0 2.0|.  o0.0|| uh.5| Lu.5] 0.0|| 2| 2 0

T u367-448| 1.0 1.0{ o0.0|| 22.2| 22,2 0.0[f 1 | 1 0

E  3]285-366| 1.0 1.0 o0.0f| 22.2| 22.2| ~.0.0f| 1| 1| o

B 2|203-284 o0.0] 0.0{ 0.0/| 0.0] o.0| . 0.0 0] 0 0

= 1}121-202] 0.5 o.5] oe.oll vial il o.of| 1} 1 0

3 A . ! L _

- o] 38-120/ 0.0f ~0.0| 0.0{| 0.0/ 0.0] “0.0f] O O] .0
Totals | 4.5 L4.5[° 0.0{[100.0]100.0] . 0.0|] 5| 5 0
Manhour Change Due to Téchnology Change‘ 0.0%

‘ Mean Skill Level .] Standard Deviation

Technology (Levelﬂz), ' -;;;i  -' 386.7 91,3_A‘

Té¢hhofogy (Level 3) - . 386.7 - 91.3

Change . | oo |

107
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FIGURE 6.2: DIRECT LABOR SKILL PROFILES - POWER PLANTS IN UTILITY K
(a) Basis: 106 kwhr |

CENTRALIZED CONTROL
b o

Tofal ManhourS/lOekwhr = 6.8
Mean Skill Level = 386.7

3.0

Manhours/106kwhr
N

| 1.5 1.5

| o.8 .
0.0 0.0 . . ‘ s
38-120 121-202 203-284  28-366 367-448  L49-530 g
Skitl Level (In Skill Factor Points) |

CENTRALIZED/COMPUTERIZED CONTROL

4 “ . 6 . ‘. N ) | ‘
T . A Total Manhours/10 kwhr = 6.8 . ‘

Mean Skill Level = 386.7

i<

3.0

Manﬁours/106kwhr
N

o | 1.5 | 1.5 o o

" [o.8 - . |

" 0.0 | 0.0 o . - | i‘

38-120 121-202 203-284 285-366 367-L448  LL9-530
 SKkill Level (In Skill Factor Points)

o A S i A

CHANGES - OLD TQ NEW TECHNOLOGYv-- " S | V' ) - i

]1- ' I - | 3
e ~ (No Change) - : N

108%uhr
o
I §

. Manhours/

]
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(b) Basis: Plant Operating Hour

CENTRALIZED CONTROL

. b |

3 Total Manhours/Plant Operating Hour = 4.5
) ; | Mean. Skill Level = 386.7
_C

£

L

o 2

S + 2,0
> |

 ond .

kS 1+ ‘

%; | 1.0 1.0

s 0.0 0.5 0.0 | |

£ 38-120 121-202  203-284 285-366 367-448  Lk9~530
2 Skill Level (In Skill Factor Points)

CENTRAL § ZED/COMPUTERIZED CONTROL -

L L 'F : Total'Manhours/Plént Operating Hour = 4.5
3 ’ . ’ )
2 Mean Skill Level S = 386.7
Y g) 3-. : Co
e '
g
5 2 4
() 2,0
=
= 1 R .
5 o L—0.0 0.5 | 0.0 | B
%_. 38-120 121-202 203-284 285:366 367-448  L4L49-~530
[0} .
g

Skill Level (in Skill Factor Points)

CHANGES = OLD TO NEW TECHNOLOGY
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introduction of the process computer has left the manning pattern
set up in the centralized Plant J2b unaffected, exactly as is the
case with Plants K2 and K3. The decrease of 45.2% in total manhour
requirements per unit kwhr found when the per unit product basis

is used (Table 6.2a and Figure 6.1a), is purely a reflection of the
difference in the capatities of Plants J2b (350 MW) and J3 (640 My).

Changes in Skill Content

instaiiation of the computer left the individual job types in
the operating crews as well as the number of job types unchanged in
the plants of both utllltleS.

Changes. in Educational and on-the-Jovaxperience Requirements

As shown in Tables 6.4 and 6.5 there has been no change in
either the estimated general educational or the estimated on-the-
job training requirements in Plants J3 and K3 as compared with
Plants J2b and K2.

Indirect Labor Reqdirements in Plants”JZb'éhd-Jj

Data collection on indirect labor requirements was confined to-
Plants J2b and J3 whose organization corresponds broadly to that
shown in Figure 5.6. The’ organlzataonal pattern represented in the -
flgure was designed to meet the exigencies of plants operating ''unit"
rather than 'header" systems, and thus applies specifically to the
two plants discussed in this. section. Centralization of control in.
itself played a minor part, if any, in the reorganization, the main
feature of which is the functional separation of day-to-day mainte-
nance duties,allocated to small station crews, from larger overhaul
and repair tasks performed by Divisional Maintenance squads.

A summary of maintenance manhours and mean skill levels is
given -in Table 6,6 on page 90. More detailed breakdowns of these
manhours prorated to unit output (IO6 kwhr) and to plant operating
hours is contained in the Tables C-6a and C 6b and Figures C-lk4a
and C-14b in Appendlx C, Section 9. , ,

The smaller per unit manhour reqU|rements of Plant J3 are
exclusively ascribable to this plant's larger capacity, which is
‘of secondary importance in the present context. This also holds
good for the 20% increase in per plant manhour requirements, which
have to do with the greater. complexity of the operating equipment
in this plant rather than with the installation of process com-
'puters. _The 4% dlfference in mean sklll levels of the maintenance
force is too small even to approafh statlstlcal sugnlflcance.

110
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TABLE 6.6: CHANGES IN MAINTENANCE MANHOURS AND SKILL REQUIREMENTS
- . Manhours|Manhours|Mean |No., of
Plant| Control System Ca?;;;ty 6Per- Per |Skill| Job
10° kwhr| Plant }Level| Types
J2b |Centralized | Unit 350 13.3 4,7 |274.3] 17
J3 |Computerized| Unit 640 8.8 5.7 1263.8 17

- (Figure 6.32).

Supervisory manhours per plant operating hour increased very
slightly in Plant J3 due to the creation of the position of Super-
visor of Instrumentation, whose duties are exclusively in the area
of computer maintenance,

Effects of Part-Computerized Process Control on the Total Labor Force

The consol idated results of the studies of direct and indirect
labor requirements in Plants J2b and J3 are shown in Figures 6.3a
and 6.3b. It will be immediately noted that in contrast to the
small increase in manhour requirements when these are related tg
plant operating hour (Figure 6.3b),.the use of unit product,
kwhr, as a basis indicates a very marked decrease in manhours
'This decrease, as previously emphasized, is wholly ‘
the outcome of increased plant size-and hence generating capacity,
and as such only of marginal interest in the present context,
where the prime concern is with advances in control technology.
These advances have evidently not caused significant changes in
maﬂhour requirements,

The above considerations also apply to Tables 6.7 and 6.8
which merely summarize for ease of reV|ew of the data in Figures

6.3a and 6. 3b.

The limited transfer of some control functions to the computer
has clearly left the manhour inputs almost unaffected, There was
no significant change either in the skill requ1rements, as shown in
Table 6.9 and by the shapes of the skill profiles in Figures 6.3a
and 6.3b.

AGGREGATE CHANGES IN DIRECT AND

TABLE 6.9:
: INDIRECT LABOR SKILL REQUIREMENTS

TL2 | TL3 | % Change

Direct Labor | 377.0 | 377.0 0.0
Maintenance 274.3 | 263.8 4.4
Supervision | 480.6 | 485.0 +0,01
A1l Labor . | 347.2 | 336.7 | -3.4
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TABLE 6.4: BEFORE AND AFTER COMPUTERIZATION ESTIMATED HIGH SCHOOL
EDUCATION REQUIREMENTS, POWER GENERATION, FIRMS J AND K

Ayeraéé Manhours as % of
High School ﬁY:;?gg ::2:?:rsti: Total for Each
Education P d Technology Level '
(Years) -
TL2 | TL3 | Change TL2 TL3 Change
3 -4 4.3 | 4.3 0.0 100.0 [100.0 0.0
1 =2 0.0 | 0.0 0.0 0.0 0.0 0.0
0 0.0} 0.0 0.0 0.0 0.0 0.0
Mean Educational Level TL2 TL3
(Years of High School) 3.5 3.5

TABLE 6.5: BEFORE AND AFTER COMPUTERIZATION ESTIMATED ON-THE-JOB
EXPERIENCE REQUIREMENTS, POWER GENERATION, FIRMS J AND K

' Average Manhours as % of
On-the-Job ﬁY:;igg 2?2:?:rsHZi: Total for Each
Experience P 9 Technology Level ,
(Months) B
TL2 { TL3 | Change TL2 |TL3 Change :
-1 - (
78 - 114 1.5 | 1.5 0.0 34.9 |3h.9 0.0 P
54~ 77 ] 1.0] 1.0 0.0 23.2 |23.2 0.0
2k - 53 1.5] 1.5 0.0 34.9 |3k.9 0.0
12 -~ 23 0.0 | 0.0 0.0 0.0 | 0.0 0.0
0 - 11 0.3 1 0.3 0.0 7.0 7.0 0.0
Mean Length of Experience TL2 TL3 :
(Months) 62.5 62.5 E
f
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COMPOSITE SKILL PROFILES FOR TOTAL LABOR FORCE IN POWER PLANTS

J2b (NON-COMPUTERIZED) AND J3 (COMPUTERIZED)

Basis: 106 kwhr
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(b) Basis: Plant Operating Hour
CENTRALIZED CONTROL
5 Total Manhours/Plant Operating Hour = 10.3
. Mean Skill Level = 347.2
:O: A 3.9
- \Q
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© 3T 2.7
o
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. 2 M 1.7
© 1.3 \\\\
S RN N \\ KKK
15 \ 0-7
) N
R & 0.0 \\\\
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5 r. Total Manhours/Plant Operating Hour = 11.4 N aintenance

Mean Skill Level
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TABLE 6.7: AGGREGATE CHANGES IN DIRECT AND INDIRECT
LABOR REQUIREMENTS (BASIS: 10° kwhr)
Manhours as %
Manhgurs Per of Total for
107 kwhr Each Technology
Level
TL2 TL3 % Change TL2 TL3
Direct Labor |[11.4 6.2 ~45.6 38.5 35.0
Indirect Labor{18.1 11.5 -36.5 61.5 6.0
Maintenance 13.3 8.9 -33.1 Ls, 2 50.0
Supervision 4.8 2.6 -45,8 16.3 15.0
Clerical small small small small small
Totals 29.5 17.7 -40.0 (100) (100)
TABLE 6. 8: AGGREGATE CHANGES IN DIRECT AND INDIRECT LABOR
MANHOUR REQUIREMENTS (BASIS: PLANT OPERATING HOUR)
Manhours as %
Manhours Per Plant of Total for
Operating Hour cach Technology
Level
TL2 TL3 % Change | TL2 L3
Direct Labor | k4.0 k.o 0.0 38.5 35.0
Indirect Labor{ 6.4 7.4 +15.9 61.5 65.0
‘Maintenance h.7 5.7.1  #+21.3| hs5.2 50.0
Supervision 1.7 L7 +0.01 16.3 15.0
Clerical ‘small small "sméll, small small
Totals 10.4 1.4 + 9.6 (100) (100)
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6.3 Process Computers in Hydrocarbon Catalytic Cracking (0il

Refinery Apglication)

%

Process Description

* Since 1913 when the thermal cracking process was introduced
commercially, technological change has become the way of life of
the petroleum industry. This new process enabled the small yield
of straight-run gasoline, resulting from the original simple dis=
tillation of crude oil in so-called tank and later pipe stills, to
be augmented by converting the heavier distillates or fractions,
previously used as fuel oils, into additional gasoline. = Not only
did the yield per barrel of crude rise to near 25%, but the syn-
thetic gasoline also proved better suited for use in internal
combustion engines,

Catalytic cracking introduced in the Thirties enabled the
yield to be raised to not far short of 50%, but theoretically even
higher yields appeared po;snble The commercial exploitation of
i catalytic cracking processes in the industry genérally was from the
start contingent on automatic control and on instrumentation; there
was an early realization that, second only to advances in catalyst
technology, progress in automatic control would henceforth be the
main factor in improving the yield and also the quality of mar=-
ketable product. Of the very large sums expended by the industry

- in research and development, a substantial proportlon has accor-
dingly gone for some time past into automatic control technology.

At present there seem to be four areas where .research and-
ol , experimentation are mainly concentrated:

1) End-point control: The geéring of plant controllers!
v set=points to the desired qualities of the end product
rather than to operating characteristics.

2) Open and closed-loop computer control: The calculation

of the desired values of plant variavles based on an
¢ optimizing computer control program and the computer
control of these variables by the adJustment of controller
set=points.

) , , , o :
: 3) Direct digital computer control: The direct inputting of
& process information recorded by the plant sensor elements
i into an electronic computer,and the direct activation of

: control elements by the computer through |ts output
E ’ : channels.

* :
4 This section gives an overview of the technological change. For
specifics of plant and process see Appendix D.
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L) Centralized computer control: The setting up of an .
integrated computer installation controlling a number of -
process plants or all process plants comprising a v
refinery.
All of these developments involve the use of electronic digital s é
computers, and catalytic crackers are a favorite site for their s

initial application. Of the ninety process computers reported to
have been installed,or to be in the process of installation, in oil
refineries throughout the world at the end of 1966, twenty-two were
in catalytic cracking plants. - This made these plants a suitable
selection for the present studies.

Figure 6.4 indicates the location of the catalytic cracking
unit in relation to the other process units in a diversified oil
refinery. The diagram also provides some notion of the importance
of the catalytic cracking unit in the sense that it shows how its
component outputs serve as inputs of various auxiliary processes.
The two levels of technology considered were manual as against
partially computer initiated and maintained closed-loop process
control. These two levels of control technology are briefly
discussed below, a more detailed description is given in Appendix D,
Section 1.

Control before and after Computerization

At the older technological level, most of the hundred odd
process variables requiring regulation were controlled by automatic -
devices built into the plant. The operators carried out most func=
tions from a control room equipped with display panels containing
various recording and control instruments. Even though the job *
descriptions do not indigate much of a functional differentiation
especially in the F.C.C.” units, each operator was responsible for
a certain section of the unit in terms of its associated instru-
ments. Due to the complexity of the process, the activities of the
operators were highly interrelated since more than one operator was
responsible for controlling different independent variables deter-
mining the values of the same dependent variables,

The control activities of the operators mainly consisted in
adjusting the set-points of the various controllers so as to main-
tain optimal operating conditions for the unit. This meant frequent
readjustments of each set=-point because of disturbances from various
sources, as -.well as from time~-lags inherent in the process.

At the newer technological level the computer has assumed
control of a small number of the more critical process variables

c.C Fluid Catalytic Cracker
T.C.C. = Thermofor Catalytic Cracker

«
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ILLUSTRATION 6.1: CENTRAL CONTROL RCOM OF A FLUID CATALYTIC CRACKING UNIT (FIRM G)

e g

The graphic panel incorporates a. process flow diagram showing the

relative location of the various controlling and measuring instru-
ments and the different product streams between plant components.

The equipment on the table is part of the computer installatijon.

8
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influencing product value and conversion“‘ When operating in the
closed-loop mode the computer through its control program adjusts
the set-points of the controllers associated with these variables
and maintains close to optimal operating conditions over long
periods of time, Computer control is significantly smoother, since
several set-points can be changed simultaneously and: there is thus
hardly any time lag between the control-program recommendations and
changes in the set-points.

Aside from the occasions when the computer assumes direct
control over some plant.variables, it is permanently . available as
an aid to operators, for whom it prints cut recommended settings for
several of the manually controlled variables as calculated by its
optimizing control program. Through the scan and ‘alarm programs,

- the computer also detects and informs the operator of any malfunc-

tioning of instruments. A logging program finally provides the
operator with information on process variables at predetermined
intervals or on demand. All this information IS presented to the
operator in typewrltten message form.

Three modes of .control may be selected by the operating crew
under the newer technology:

Manual Cnntrol - This is the same as the older'technological level,
i.e., operator receives no.aid from the computer.

Open-Loop Control = The computer does not control any of the pro-
cess variables,but prints out an ''operating guide' that provides
the operator with recommended settings for several of the con-
trollable variables, based on values derived rrom the optimizing
control program.

Closed-Loop Control - Besides providing the operator with an

"operating guide.' the computer exarcises direct control over
a small number of process variables by changing the set-points

" of the controller associated with these varlables.

On the two FnC.C; units, closed-loop, open-loop and manual
control are used an estimated 85, 5 and. 10% of the time respec-
tively; the corresponding percentages for the T.C.C. unit are
90, 0 and 10. Even though it would be possible to operate the
units for more than 85-90% of the time in the closed-loop mode,
it is at present felt by the supervisors that the system should be.
retained for about 10~-15% of the time on manual control in order
to prevent operators becoming "rusty!" and relylng too heavily on
the computer :

*As used in this report, Eroduc va1ue is the dollar value of pro-
cess output less the value of plant feed required to produce this
output. Conversion is the yield of lighter fractions (i.e., gaso-:_
lines, etc. s per unlt of the fresh feed '
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Effect of Computer Control on Production

For competitive reasons, the firms concerned were understand-
ably not pirepared to provide data on the output of their catalytic
cracking units,which would necessarily reveal their success in
achieving increased yield of the. commercially most valuable lighter
fraction products.  Furthermore, improvements .in the catalyst and
in instrumentation not necessarily associated with the computer in-
stallation would make it difficult to isolate the change in yield

due to the introduction of closed-loop computer control. For these’
reasons, the input of gas oil into the three cracking units was used

to derive the skill profiles. This-variable, which is determined
by the plant throughput capacity and thus essentially remains. fixed
‘within a range of + 10% (in terms of barrels per 'day), is insen-
sitive to improvements in the efficiency of the conversion process.

Though it has not been possible to assess quantitatively what
production gains have been made through.the introduction of process
control computers in the three refineries, it was stated by manage-
ment that in addition to the valuable operational "experience wnich

has accumulated from the use of the process computers to date, there
have been definite production pay-offs. In-one of the refineries it

was stated that the 2% rise in product value hoped for at tne'time
the computer was installed,had been substantially exceeded.”™ This
can only mean that the average yield of the lighter fractions has

increased, a result which is the outcome of tighter control that per-
mits the unit to be operated closer to its critical limits, However,

throughput capacity was unaffected by computerlzatlon.

Changes in Direct Labor Manpower and Skill Reguirements

- The crews in the control foom of all three cracking units were

the same before and after the technological charige- and worked the
same hours. ' Some reductions in per unit labor requirements con-
sequent on the computerization of the catalytic cracking unitswould
only have appeared if these requirements could have been related
to changes in the yield of gasoline Related to 1000 barrels of

gas oil input the manpower requlrements were.-unchanged (see Figures

6.5, 6.6 and 6.7).

From the descrlptlon of the operatlonal procedures in the con=
trol 'room in a preceding section, it appears that the activities of
the crew were not materially affected, by the introduction of the

computer. This observatlon receives confirmation from'a comparison.

‘of the results of activity analyses,carried out in one of the re-
fineries sheitly before computerization and again recently, after
the computer had become thoroughly established. Summaries of these

%
Even ‘a small percent |ncrease in product value represents a major

economic gain due to the large throughput
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TABLE 6.10: DIRECT LABOR SKILL DISTRIBUTIONS FOR PRE-COMPUTERIZED‘(TL])

AND POST-COMPUTERIZED (TLZ) CONTROL OF FCC, UNIT IN REFINERY G.

Organization: O0il Refinery G

Process: Fluid Catalytic Cracking

Technology (Level 1):

Pre-Computer ization

Technology.(Level 2): Post-Computerization

Source of Data:

- Period: Spring 1967

Ditect Observation

Product Unit:

100Q Barrels

I 2 3] b 5 6 | 7 8 (| 9 10| 1
. Skill Manhours Per  Manhours as % of Number of
Skill Point.| 1000 Barrels Total for Job Types
Level Range ; Technology Level
TL1 | TL2 |Change|| TL1 |TL2 |Change(| TL1 | TL2 |Change
6] 396-4611 0.9 | 0.9 0.0} 29.0 | 29.0 0.0/{ 2 2 0
S 5| 330-399 2.2 | 2.2 0.0 71.0| ;4.0 0.0
T L] 264-329 0.0 | 0.0 0.q| 0.0 0.0 0.0 0 0
§ 3| 198-263 0.0 | 0.0 0.0 0.d| 0 | o
3 2| 132-197 0.0 |o. 0.0 0.9 0
3 66-131 0.0 | 0.0 | 0.4} 0,0} 0.0] 00| 0 | O] O
0
|Totals [ 3.1 | 3.1 0.d[100.0{100.0 0.4} 7 71 o
Net Manhour Change 0.0%

'Mean Skill Level

“Standard Deviation

Technology (Level 1)

Change

Technology (Level 2).°

368.6
368.6
0.0

17.6
17.6
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FIG. 6.5: DIRECT LABOR SKILL PROFILES F,C.C. UNIT IN REFINERY G,

F.C.C., PRE-COMPUTERIZATION

Total Manhours/1000 Barrels = 3.1
Mean Skiil Level = 368.6

3 .

2 -

1 2,2

o Lo 0.0 0.0 0.0 0.0 0.3

' 14 T Y -
0-65 66-131 132-197 198-263 26L4-229 330-395 . 396-L61
Skill Level (In Skill Factor Points)
F.C.C. POST-COMPUTERIZATION

_Total Manhours/1000 Barrels = 3.1
Mean Skill Level = 368.6

0-65 '66-131 132-197 ' 198-263 2€k-329 330-395 = 396-461
Skill Level (In 5::i11 Factor Points)
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| o TABLE 6.11:; DIRECT LABOR SKILL DISTRIBUTIONS FOR PRE-COMPUTERIZED (TL1)
,' AND POST~-COMPUTERIZATION (TL2) CQNTR'OL' OF F._C.C. UNIT IN REFINERY-H.
i. Organization: O0il Refinery H §
1 Process: Fluid Catalytic Cracking Product Unit: 1000 Barrels é
_ Technology (Level 1): Pre-Computerization g
? Technology (Level 2): Post-Computerization é
i o L. h . i
Source of Data: Direct Observation " ?
? Period: Spring 1967
%; 1 2 ] 3 4 5 6 7 | 8 9] 10 11
§§ . Skill Manhours Per Manhours as % of Number of |
% Skilli plint | 1000 Rarrels - Total for Job Types i
ﬁz Level Range L Technology Level ;
3 £ ’ e v ;
?' TLI1 TL2 |Changel! TLI TL2 jChange TL1} TL2|Change i
¢ 6 396.461{ 1.0 [ 1.0 0.0l28.6|28.6| 0.0 2| 2
5 5/330-394 2.5 |2.5 | o.0|[71.4]71.4] 0.0 :
T 4 264-329 0.0 {0.0 | o0.0{| 0.0| 0.0] 0.0
5 3/ 198-2630.0 |0.0 | o.0|| 0.0f 0.0:| 0.0
E 132-197/ 0.0 | 0.0 0.0{[ 0.0 0.0 0.0 i
z 1| 66-13] 0.0 [0.0 | - 0.0}] 0.0|.0.0{ 0.0
~ of o0-650.0 [0.0 0.0 ([ 0.0 0.0 0.0
Totals 13 5 |35 | o.0l{l100.0100.0] 0.0 71 7 0
Net Manhdur Change 0.0%
Mean Skili Level - Standard Deviation |
| Technology  (Level 1) | . 368.6 - 17.6
Technology  (Level 2) | =~ 368.6 - 17.6
Change o ' 0.0




Manhours/1000 Barrels

Manhours/1000 Barrels

FIG, 6.6:

F.C.C. PRE-COMPUTERIZATION

DIRECT LABOR SKILL PROFILES F,C.C, UNIT IN REFINERY H,

Total Manhours/1000 Barrels

3}- Mean Skill Leve]

24

]- 2.5 ‘——_—_
Lo 1.0

0 0.9 . 0,0 0.0 0.0 0.0

0-65 66-131

Skill Level (In Skill Factor Points)

F.C.C. POST-COMPUTERIZATION

Total Manhours/1000 Barrels

132-197 198-263 264-329 330-395 396-L6]

3,
( Mean Skill Level
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14 2.5
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TABLE 6.12: DIRECT LABOR FORCE SKILL DISTRIBUTIONS FOR PRE-COMPUTERIZATION
(TL1) AND POST-COMPUTERIZATION (TL2) CONTROL OF TCC UNIT IN
REF INERY 1. '

Organization: 0il Refinery I

Process:
Technology (Level 1):

Technology (Level 2):

Source of Data:

Thermofor Catalytic Crackinyg

Di

Pre-Computerization
Post-Computerization

rect Observation

Period: Spring 1967

Product Unit:

1000 Barrels

1 2 -3 L 5 6 7 8 9f 10| N
i Manhour 9 :
skit1| SKfl1 | Manhours per el for Number of
Level Rg;;z 1000 Barreis Technology Level Job Types
TL1 | TL2 |change!| TL1 [TL2 |changef|TL! [TLZ {Change
6{ 396-461 4.0 | 4.0 0.0 |[100.0 loo.0 | 0.0 3

5 5[330-3950.0 0.0 | 0.0|| 0.0/ 0.0 0.0

T 4| 264-329/ 0.0 | 0.0 0.0{| 0.0] o.0| 0.0

5 198-263/ 0.0 | 0.0 | 0.0

E 132-197/ 0.0 |{ 0.0 0.0

x 1| 66-1310.0 | 0.0 0.0 || 0.0] 0.0

- o| o0-650.0 |0,0 0.0/ o0.0! 0.0
Totals | 4.0 | 4.0 0.0 ([100.0 {100.0] 0.0} 3 3 0
Net Manhour Change 0.0%

Standard Deviation

Technology (Level 1)

‘Mean Skill Level

436.7
436.7

Technology (Level 2)
Change o

0.0

11.9
11.9
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FIG., 6.7: DIRECT LABOR SKILL PROFILES--T.C.C. UNIT IN REFINERY I,

PRE-COMPUTERIZATION '
4.o

u WI »
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o :
o i
S ;
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results will be found in Section 5 of Appendix D. The original
purpose of the activity analyses was to ascertain the workload on
each operator with a view to its more equitable redistribution over
the crew.

It will be noted that the total effective labor input by the
whole operating crew as determined by the activity analysis has
risen from 51% (142.5 hours) to 55% (156.0 hours) per week; none
of the additional hours worked leve gone into control and monitoring
activities. The latter have actually decreased, both absolutely
(from 100.5 hours to 94.5 hours per week) and as a percentage
(from 35.9% to 33.6%). The very slight decrease in control and
monitoring activities indicates that the impact of the computer on
total labor input is not very marked.

Comparison of the labor inputs broken down by skill levels
equally confirms little change in operational practices. Both
before and after computerization the inputs are bunched about the
highest values of the skill scale, most of the low skill=level
work having been eliminated much earlier, when catalytic cracking
displaced the older processes;” the small amount of this work which
remains has been integrated into the operators main duties (this
phencmenon is common to both catalytic processes studied, the
Fluid and the Thermofor).

Indirect Labor

The indirect labor force on catalytic cracking installations--

both Fluid and Thermofor--is made up of supervision and maintenance.

On the F.C.C. units in the refineries studied there were two super-
visors, a Plant Supervisor and a Section Shift Supervisor, who
between them contributed about 5% of the total per unit manhours at
either technology level. The Plant Supervisor is responsible for
planning the operations of the cracking unit on the day shifts,

the Section Shift Supervisor (who additionally oversees six other
units in the Division) is in charge of the remaining shifts.

Maintenance which is provided by a separate department,
accounted for around 12% of the total per unit manhour input on the
computerless installations,and has increased to about 14% on the
newer technology.. Maintenance planning is also taking up more of
the Supervisors! time, a good deal of it accounted for by the needs
of the computer-associated equipment.

The overall per unit manhour réquirements of the F.C,C. plants
in Refineries G and H are shown in Table 6.13 and 6.1k,

"A detailed description of the changes attending the introduction
of the newer cracking technology is given in U.S. Department of
Labor, Bureau of Labor Statistics Report No. 120.
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Supervision on the T.C.C. plant in Refinery I consisted of a
Unit Foreman, and Assistant Foreman and a Shift Foreman. The
activities of the first two correspond broadly to those of the-
F.C.C. Piant Supervisor, those of the Shift Foreman are equivalent
in content to those of the F.C.C. Section Shift Supervisor.
However, supervisory per unit manhours account for approximately

13% of the total per unit manhours at both technology levels, com-

pared with 5% on the F.C.C. plants,

The maintenance complement on the T.C.C. plant was increased
at the newer technology level, a second Instrument Mechanic con-
cerned exclusively with the computer and its ancillary equipment
being added to the Mechanic in charge of existing controllers and
recorders. : :

Maintenance manhours per unit product also constituted a
higher proportion of the total per unit manhours than on the F.C,C,
plants, at both technology levels: 22% at TL1 (12% on the F.C.C,
plants) and 27% at TL2 (14% on the F.C.C., plants). The increase

from TL1 to TL2 is due to the second Maintenance Mechanic's manhours.

In toto, indirect labor appears to be much more prominent in
the T,C.C, plant,where the ratio of indirect to direct manhours is
1:2,as against a ratio of I:5 in the F,C,C, plants. The total per
unit T.C,C., manhours are given in Table 6.15. In comparing the

absolute per unit manhours with those on the two F,C.C, plants,

allowance should be made for the fact that whereas the capacities
of the latter are in the region of 17,000 barrels per shift, the
T.C.C, plant’s capacity is only 6,000 barrels per shift. If this
were to be discounted, the total per unit manhours would be lower
on the T.C.C, then the F,C,C, plants. '

Changes in Educational and on-the-Job Experience Requirements

The tables in Appendix D, Section L give estimates of the
length of on-the-job experience required of the various operators
of the three catalytic cracking units. No specific educational
requirements, such as number of years of high school education, were

“considered. jn evaluating the skill of the operators, even though the

three firms formally required new prospective operators to have a
high school education or equivalent. During interviews with per-
sonnel in the three firms, it was specifically mentioned by
personnel in one of the firms that the operators did not require
a high school education to perform their duties satisfactorily,
and that such an educational requirement was mainly intended to
qual ify the operators for promotions.

No appreciable change in the on-the-job experience requirements
occurred with the introduction of computer control. Even though
none of the operators had previously been involved with computers,
they were able to-operate the cqmputérizedvsystem'after about two
days of formal training. The fact that the skill ratings of the
operators are determined mainly by on-the=job experience.partly’
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Manhours per Manhours as % of
1000 Barrels Total for each
;. Technology ievel
'_%Tm TLI TL2  |% Change TLI TL2 i
Direct Labor [3.50 3.50 0 82.7 80.3
Indirect Labor| .73 .86 +18 17.3 19.7 :
Maintenance .50 .63 +26 11.8 4.4 ;{
; Supervision .23 .23 0 5.5 5.3 é
Totals L. 23 L.36 [+ 3 100 100 ;

TABLE 6.13: AGGREGATE CHANGES IN DIRECT AND INDIRECT LABOR MANHOUR
REQUIREMENTS F.C.C. PLANT, REFINERY G,

Manhou Manhours as % of _

IOSOOB;er?r Total for each ]

rrets Technology Level ;

TLI TL2  [% Change TLI TL2 ;

4 Direct Labor [3.10  [3.10 0 83.1 80.7 :
Indirect Labor| .63 gk 17 16.9 19.3 [

Maintenance b 551 +25 11.8 14,3 ;

Supervision 19 .19 0 5.1 5.0 :

i

Totals 3.73 3.84 + 3 100 100 §

TABLE 6.14: AGGREGATE CHANGES IN DIRECT AND INDIRECT LABOR MANHOUR
REQUIREMENTS F.C.C. PLANT, REFINERY H. %
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explains why these ratings were found to be the same for the two
levels of technology. It is interesting to note that in one of the
firms the average length of actual experience of all men presently
filling the jobs of Head Operator, Unit Operator and Operator is
23, 21 and 8 years, respectively, while the comparable figures for
required experience were estimated as 9, 7 and 3.5 years only,

TABLE 6.15: AGGREGATE CHANGES IN DIRECT AND INDIRECT LABOR MAN-
HOUR REQUIREMENTS, T.C.C, PLANT, REFINERY I

) Manhours as % of
Manhours Per 1080 Barrels Total for Each
Technology Level
TLI TL2 % Change TLI TL2
Direct Labor [4.00 4.00 0 6L4.9 60.5
Indirect Labor{2.i16 2.61 +21 35.1 39.5
Maintenance 1.33 1.78 +34 21.6 26.9
Supervision .83 .83 0 13.5 12.6
Totals 6.16 6.6l + 7 100 - 100

6.4 Process Computers in Air Separation (Chemical Indus;;yl

Process Description

Air separation on a commercial scale meets a growing demand for
the separated components of atmospheric air, especially oxygen, nitro=
gen and argon. The process is.a two-stage one, air being first
liquefied and then fractionated. Liquefaction of air (or any other
gas) is accomplished by first cooling to condensation temperature
and then removing the latent heat of vaporization. Since conden=
sation temperatures are very low (around -250°F), the central
problem of air liquefaction is to find a refrigeration process that
effectively removes heat from a substance already at low temperature.
Most of the research effort put into modern liquefiers is concerned
with finding eff:cuent methods of production and conservation of

refrigeration.
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The idea that the components of liquid air could be separated
by applying the well-known fractional distillation methods of the
alcohol industry, was conceived by Linde and Hampson toward the end
of the last century. They realized that such methods would ulti-
mately make it possible to produce tonnage oxyjen leading to new uses
.for the gas,and the development of a new industry to produce it.
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be sufficient by themselves to justify the installation of process-
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With the discovery of new applications in steel making, welding
and metal cutting, and in the field of medicine, and with the
growing use of cryogenic propellants in space vehicles, demand for ;
air products has been expanding at a startling rate over recent P
years. There has also been an increasing demand for purer pro-
ducts. The suppliers have responded by committing resources and’ |
directing effort to (1) low temperature research, (2) the develop- '
ment of more efficient methods and equipment for air separation and
purification,and (3) the search for improved process=control equip-
ment,

On the operational side, the original single column distillation
unit in widespread use since 1902 is being replaced by multiple
column arrangements. These new units enable the efficient produc=
tion of both pure oxygen and pure nitrogen, where the older units
only produced pure oxygen and impure nitrogen.

determinant of plant utilization, equipment efficiencies and
qualities of end products. Even though these processes were not
necessarily contingent on automatic control instrumentation, the
development of such instruments found a logical application in air
separation plants. Most modern plants employ conventional auto-
matic control instruments,and only a few of the older and smaller
plants are still entirely on manual operation. The aim for some
time past has been, if not totally closed-loop, then at least
partly closed-loop and partly open-loop computer control, with
direct digital control as the ultimate objective,

|
The control aspect of an air separation plant is a principal

Effects of Computer Control on Production

Due to reduced electric power consumption the computerized dual
process plant is about 5-7% more efficient in the production of liquid
oxygen and liquid nitrogen than an identical plant would be under
conventional control. The yield of argon is also increased by as
much as -10-15%. The reason for this is that in a manually controlled
plant a very slight operator error may reduce argon purity to the
point where production must be dumped. This never happens in the
computerized plant. Moreover, it takes 12-14 hours before argon
production  is back to normal after dumplng. Oxygen and nitrogen
production is unaffected by stoppages in argon production.

" Increases in eff|C|ency and yield of the order noted above would

control computers in plants of 200-300 tons per day capacity, which
is not uncommon. With capacities of this magnitude--and some.
recently built plants in the U.S. have a capacity of 1000 tons per
day--manpower savings are not the main factor in the decision to
invest in a computer. In the firm studied, with a plant capacity

. of only some 80 tons per day, computerization was contingent on

savings in manpower additional to efficiency and yield increases.
The projected savings of 21 operator-shifts per week, resulting in
a fivefold productIVIty increase, was cnted |n justification of the

132
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decision; the predicted savings were actually realized from the very .
start of the computer-controlled operation.

System Reliability and Process Safety

Apart from the first few months of operation, the overall sys=
tem reliability has been extremely good. Several of the electronic
instruments, such as transmitters and set-point station hardware,
represented a relatively new line of instruments at the time of
installation and had a high initial failure rate. Even though
these instruments still do not perform entirely satisfactorily,
very few actual failures are recorded and minor inaccuracies are
catered for automatically.

The Bunker-Ramo RW=300 computer has proved to be as reliable as
it was claimed to be. Since the plants went into unattended operation
more than a year ago, the computer has not had a single breakdown.

In order to deal with any such breakdowns should they occur, the firm
has had one of its engineers trained by the computer vendor to pro-
vide immediate maintenance in case of need.

As far as process safety is concerned, an unattended plant
compares very favorably with an equivalent plant under manual con-
trol. The potential for equipment damage, especially from undetecte
malfunction, has been reduced,as the computer is a more reliable
monitor of equipment and process than an operator. For fire hazards,
however, an unattended plant compares poorly with an attended one.

Detai]s of Process

As noted above, an air separation plant performs two essen-
tially distinct functions, viz.,

1) Liquefaction of Atmospheric Air by cooling and condensation at
around =-2509F and 1-5 atmospheres pressure.

2) Fractional Distillation to separate oxygen, nitrogen, and argon
from the mixture to the desired degree of purity.

The products are stored in large insulated tanks at atmospheric
pressure and delivered to the customer in small pressurized con-
tainers or in insulated mobile tank units (bulk deliveries). Apart
from air, the only input to the process is electric power, so that
firms have considerable freedom of choice in locating plants. In
general they are situated near bulk consumers,and as a result air
separation plants are to be found in all major industrial areas; but
there are no major production centers. There are estimated to be
well over 100 plants in the U.S. comparable in size or larger than
the one studied here.

| —a
C
.




3

Jorene e s

113

Selection of Firm and Technology Levels

The firm selected for this study provided the researchers with
the unique opportunity of analyzing the manpower impact of a tech-
nological change resulting from fully closed-loop computer control
and totally unattended operation of an air separation plant. The
plant studied (actually two identical plants operated in parallel),
which went into unattended operation in early 1966, was the first
one to achieve this objective, and was known to be the only one in
operation at the time of the study. Each plant is rated at 40 tons
per day of liquid oxygen and liquid nitrogen, this in addition to a
maximum recovery of crude argon.

The older plants are also still in full operation under manual
control at the same location. In one of these plants, built in
1957 and rated at 25 tons of liquid product per day, an operator
controls the process directly by manual adjustment of control valves.
The other unit, which went into operation in 1961 and is rated at
40 tons of liquid product per day, is equipped with conventional
automatic control instruments. One operator per shift runs both
units together.

Even though the four plants studied are at three distinct
levels of technology, only two levels were considered when-ana-
lyzing the effects of technological change on manpower and skill
requirements. These were manual and computerized control, where
imanual control refers to the mode of control in both older plants
(i.e., operator control with and without the aid of automatic con-
trol instruments).

Operating Procedures

At the older technological level the operator's main acti-
vities consist in monitoring and controlling the values of process
variables and in checking the performance of plant equipment. Though
the operatoris not conversant with the thermodynamic theory under-
lying the process, he has been trained to recognize the most important
process relationships.

The values of the various process variables are displayed on
measuring and recording instruments, some of which are located at
various points in the plant, others on a central control panel.
Whenever discrepancies are found between the measured and desired
values of these variables, and whenever the latter values change,
the operator adjusts the control valves and set-points of the
appropriate controllers. Due to the interrelationships between
the various variables and disturbances affecting their values, the
settings for individual control valves and controllers are not self=~
evident, To reach a desired state several readjustments may be
necessary. '
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At the newer technological level, the digital computer operates
the entire process in the twin air separation plants. It is pro-
grammed to adjust the set-points of a large number of controllers
according to values calculated by the control program. This is
designed to maintain stable operation, optimize various equipment
efficiencies, and ensure maximum yield of oxygen and/or nitrogen
and/or argon as requested by the Distribution Manager.

Whenever the computer needs the value of a process variable for
a control computation, it first checks for instrument failure and
violation of process limits. If the scanning program, by which the
value of each variable is updated once every eight seconds, has not
indicated any such failure or violation, the computer uses the
stored value in its control computation. Any malfunctioning of
instruments and limit violations are typed out as error messages on
a remote teletypewriter located in the nearby attended plants whose
operator may then notify the maintenance department or one of the
firm's engineers. However, this is a rare occurrence.

The values of the most important process variables are typed
out on a logging teletypewriter once every hour or on demand. These
variables can also be trend-printed at any frequency. The trend-
log feature facilitates the analysis of instrument and process
problems,and is mainly used by maintenance and supervisory personnel.
Since the one computer operates the same process in twin plants, an
indexing method is used whereby the monitoring and control activities
of the computer are equally distributed between the two processes.

The only external operating control normally exercised is that
of the Distribution Manager who enters his daily production require- .
ments by means of punched tape at a remote tape-reader station in
his office. The computer responds to these commands by appropriate
modification of its operating policies to secure maximum compliance
with marketing needs.

For a more detailed description of the process and control

technologies, including the various computer programs, see
Appendix E, Section 1.

Changes in Manpower and Skill Requirements

Data on both direct and indirect labor inputs to the two tech-
nologies were acquired in the single firm studied by the same
methods used in previous studies. The results for the older tech-
nology were verified by qualitative comparison with data from
another two firms employing similar technologies, but as noted
above the newer technology was unique at the time of writing, and
no comparison was possible,
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"Direct Labor

As shown in Table 6.16 and Figure 6.8, computer control of the
air separation plants was found to have reduced the already low .
direct manhour requirements of the manually controlled plants
essentially to zero. The reduction fell just short of 100% since
an operator in the firm's nearby (older) plants was charged with
responding to visual alarm signals and to simultaneous messages on
remote teletypewriters. Receipt of an alarm message, however, did
not imply the temporary substitution of manual for computer control.
All the operator was required to do was to notlfy the repair and
maintenance function or management.

The mean skill level of the very small direct labor input
under the new technology was the same as under the older. .

Indirect Labor

Indirect labor consists of two main components: supervision
of operating crews and maintenance. There are distinct maintenance
crews attending to mechanical equipment (i.e., compressors, expansion
engines, etc.), and others, concerned with measuring |nstruments,
automatic control equipment, etc.

Elimination of the need for a plant foreman was the main item
responsible for the recorded decrease of 20% in total indirect
labor manhours shown in Table 6.17. The 11.6% drop in mean skill
level was also completely accounted for by the withdrawal of the
plant foreman from the second highest skill level category.

There were no changes in either the manhour inputs or the skill
levels of the maintenance personnel--the maintenance mechanic and
his helper--or of the laboratory technician who makes a daily check
of the stream analyzer calibrations. There was a change in the man-
hour input required from the instrument technician who attends to
the pneumatic and electronic control instrumentation, but this was
so small that it is not reflected in the tables and figures.

Overall Changes in Manhour ahd'Skill Requirements

The net effect of the change to computerized technology in the
air separation plant studies has been an impressive reduction of
over. 80% in total manhour requirements (see Figure 6.9); where the
labor input for the 80 tons of product manufactured per day was
nearly 31 manhours in the manually controlled plants, it is just
short of 5 hours in the unattended plants. Nearly ali of the re-
maining manhours are contributed by indirect labor=~the maintenance
crews and the technicians. These manpower savings add up to a
productivity increase of 550%, all of it due to the technological
advance in control equipment.
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TABLE 6.16: DIRECT LABOR SKILL DISTRIBUTIONS FOR NORMALLY CONTROLLED
(TL1) AND COMPUTER CONTROLLED (TL2) AIR SEPARATION PLANTS,

Organization: Air Products Firm

Process: Air Separation _— ' Product Unit: 10 Tons :
Technology (Level 1): Manual Control %
. |
Technology (Level 2): Computer Control %
" Source of Data: Direct Observaticn i
Period: Summer-Fall 1967 ]
l 2 3 L 5 6 7 8 9| 10] 11
Skill Skill Manhours Per Manh?g;;la:o% of Number of ;
Point 10 Tons Job Types :
Level Range | . ‘ : Technology Level ype ;
TL1 | TL2 [Changel| TL1 |TL2 |Change||TL1 | TLZ|Change ;

| 6] 432-503
| & 5| 360-431 ' i
T L 288-359 ;
5 3|216-287 .
8 2| 14k-21513,7 |.0002| - 3.7/|100 [i00 | o© 1 1 0

§ 1| 72-143

o| 0=71

Totals (3.7 |.0 - 3.7({ 100 |100 0 1 1 0
Net Manhour Change -99.99%

Mean Skill Level Standard Deviation E
'Technology (Level 1) 160.0 ?
Technology (Level 2) , - 160.0 E
Change . _ 0.0 ;
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FIG. 6.8: DIRECT LABOR SKILL PROFILES=-AIR SEPARATION PLANTS
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TABLE 6.17: IND IRECT LABOR SKILL DISTRIBUTIONS FOR MANUALLY CONTROLLED

(TL1) AND COMPUTER CONTROLLED_(TLZ) AIR SEPARATION PLANTS,

Organization:

Air Products Firm

Process: Air Separation Product Unit: 10 Tons
Technology (Level 1): Manual Control
_ Technology (Level 2): Computer Control
Source of Data: Direct Observation
Period: Summer-Fall 1967
1 2 3 L 5 6 7 8 91 10 11
. Skill Manhours Per Manhours as % of Number of
Skill Point 10 Tons Total for Job Types
Level Range Technology Level
TL1 | TL2 Change|( TL1 | TLZ [Change[| TL1| TLZ|Change
6|432-503] 0.1 0.1 0.0 10.0 12.5] + 2.5 2 0
S 5|360-431 . -0.0 | -~ 0.2]| 20.0 ~20.0 1 -1
*  4|288-359| 0.0 | 0.0 0.0 0.0 0.0 0 0
§ 3|216-287f 0.5 | o. 0.0[f 50.0f 62.5] +12.5f[ 1 | 1
E 2| 14h4-215 0. 0.0/] 20.0] 25.0] + 5.0 1 1
z 1| 72-143 0.0 0.0 0.0
- o 0~ 71 0.0 3.0 0.0 -
Totals | 1,0 | 0.8 | - 0.2||100.0|100.0| 0.0 5 L[ -1
Net Manhour Change ~20%

Mean Skill Level

Standard Deviation

“Technology (Level’l)

Technology (Level 1)

_Change

307.1
271.6

- 35.5 (11.6%)

59.0
82.4
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. FIGURE 6.9: COMPOSITE (DIRECT AND INDIRECT LABOR)
‘ SKILL PROFILES - AIR SEPARATION PLANTS
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The overall mean sklll level of the labor force rose by some
43%, from 190.6 for the older to 271.6 for .the newer technology,
the latter skill level being of course that of the indirect labor
input, as no direct labor remains.

A aed s nde T T I

~i;w Changes in Educational and On-the-Job Experience Requirements

Estimates of the length of education and on-the-job experience
required of both indirect and direct labor under both technologies
are given in Appendix E, Section 4., Neither of these requirements
changed with the advent of the newer technology.

e L TOP TN LE I Y

i 6.5 Conclusions on the Manpower and Skill Impact of Computer

L Process Control

. Two of the thres studies reported here concerned important pro-
I cesses in industries recognized to be leaders in the application of
process-control computers,so that they may be regarded as fully

e representative of an advanced and well established technology. The
third concerned a currently unique development in a smaller indus-
trial grouping, but is considered a harbinger of future progress.

In many respects the findings reported above offer important correc-
H tives to many current notions about both the extent of the use and :
i ' the impact of process-control computers. Especially it is evident : v
that in the major and technologically most adventurous industries at - i
the present time,process computers are not applied to secure im- H
5 mediate and complete replacement of human operators on all plant
i control and regulative functions. v

S T o e =

Oil‘Industry

In all three cases of catalytic crackers--the site where at
the present time oil firms install their first and (sometimes) only
process computers--only a small fraction of the variables regulated
from the central control room come under full computer control. In
general the computer is looked upon mainly as a means of performing
more sophisticated regulation and optimization, hence securing
greater yield and efficiency. It also provides a faster means of
making system status information available to operators, and keeps
complete regular records of system time history.

Accordingly, introduction of computers did not affect the size
or skill of the operating crews to any marked extent; indirect labor
requirements even increased slightly, owing to the addition of com-
puter maintenance technicians. The basic pattern of skill distribution
"is reportedly about the same as it was when catalytic crackers came:
into widespread use. Like many other refinery processing plants, the
crackers are dependent for routine stable operation mainly on nhum-
erous conventional (analog) automatlc control loops.

.114:1 : - ' ?
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The chief obstacle in the way of a more extensive deployment

~of 'the computers in catalytic cracking installations, and presumably

elsewhere as well, lies in the software deficiencies-~the lack of
program routines capable of coping with the multiplicity and com=
plexity of the conditions that can arise. As program development
progresses, more and more variables can be expected to come under
computer control, enabling the computers to operate in the closed
loop mode for longer and longer periods. Even then reductions in
direct labor requirements are likely to occur only very gradually
and are liable to be counteracted in part by increases in main-
tenance and technical requirements. There is, however, no likeali=
hood of a reversal in this progression, since the actual and future
potential contribution of computers to improved quality and higher
yield in the oil industry is beyond dispute.

Electricity Generation Industry

In the two steam electric power generation plants equipped
with process computers, their immediate impact has been even smaller
than in the refineries. Up to the present they have only been used
in the closed=loop mode for continuous control in very few functions
of the plants studied, which are among the most advanced in the
country. ' Computer-mediated closed=loop operation does occur for
relatively brief periods on those (infrequent) occasions when the
plant is shut down for repairs and overhaul, and again when it is
started up. Otherwise the computer acts as hardly more than a
device for alerting operators to untoward plant conditions, a source
of instant status information, and to execute rapid efficient plant
performance calculations. The latter function contributes indirectly
to optimizing yield and efficiency.

Under the circumstances no manpower changes would be expected
and none have occurred, apart from a small extra provision for.
computer maintenance. There has been no change in skill require~
ments. In every essential feature the running of the plants
having computers was found to be no different from that of the
centralized plants. Because of the limited computer utilization

‘and absence of tangible pay-offs to compensate for the heavy

investment costs, computers are less firmly established here than
in the oil and other process industries., Further the programmlng
(software) problems are, according to the utilities engineers,

among the most difficult to be found anywhere. For these reasons
process computers have not been included in the design of some of
the most recent plants. Further . gains in productivity that might

~accrue from small reductions in operating personnel due to process

computers are dwarfed by the .large gains. in productuvuty accruing

from steadily increasing plant capacities permitted by advances

in generatlon (rather than control) technology.
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Air Separation Process

Whereas the oil refinery and power generating plant processes
can be described as being still under computer-aided semi-automatic
control, the air separation plant which was the subject of the
last study in a process industry, is entirely computer controlled.
The plant is at present the only one of its kind in the country, and
is almost certainly also the only example in the world of an un-
attended complex industrial production process which is completely
unattended--a process requiring zero human labor input. It is thus
the only plant conforming exactly to the popular idea of full
automation., The distribution manager simply ''dials in'" the amount
and type of product needed to meet the demand and it is automatically
delivered.

But generalization from the very considerable achievement
represented by this case of computer regulation should be qualified
by recognition of certain technical considerations which make full
computerization a relatively easier undertaking in air separation
plants than in refineries, generating plants and other process plants.
Firstly, the raw material, being air, is available in unlimited quan-
tities at uniform quality and with no transportation required. Secondly,
there are only three main products (oxygen, nitrogen, argon) and
little fluctuation in quality specifications. Thirdly, the process
itself, while complex with many *nteracting variables, is subject to
very few disturbances once equilibrium conditions have been attained.
Startups and shutdowns are very infrequent.

The importance of these factors is underscored by the fact that
a single relatively low skilled operator was enough to control the
plant prior to computerization. There is no question that the two "
other processes studied are much more complex, and in general more
typical of the control requirements encountered in the majority of
process industries.

However, these advantages (for full automation) have so far
only been fully exploited in one single organization, replacing
effectively one single operator (per shift). Evidently the advent
of full automation through application of process computers in manu-
facturing industry is much slower and more hesitant than many pro-
phets forecast in 1945-50 when computers were first developed. But
this example shows there is now a genuine precedent for that total
abolition of direct labor requirements.

General Outlook for Further Impact of Process Computers

Despite the single instance of the zero-labor air separation
plant, our overall quantitative conclusion is that process computer
applications have little or no impact on manpower and skill require-

-ments of process industry. Thus the rapid spread of their appli-

cation entails no specific labor policy. However, extrapolation from
the air separation case suggests that there may in the relatively
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distant future (perhaps the middle 1970's) be a rapid spread of
fully automatic control systems in electricity, oil, chenicals,
paper and other process industries, The evolving technological
situation should be monitored tc provide early warning of redun-
dancies among process workers if and when this development occurs,
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CHAPTER 7: IMPACT OF COMPUTER-BASED CENTRALIZATION ON RANDOM DEMAND
REAL-TIME SERVICES: ATIRLINE RESERVATION SYSTEMS (DIRECT
LABOR _ONLY)

7.1 1Introduction

Random demand real-time service systems are those where re-
quests for service arrive at random time intervals and/or from
random sources, and must be met within relatively short fixed periods
so that batching is not possible. Supermarket checkout systems and
dial telephones are familiar examples., In many cases in these
systems the points at which service is given are distributed over
a large geographical area to suit the location of customers. Before
the advent of automation, the services were mostly provided by
human labor. Such systems are common throughout the economy; they
are particularly interesting in the context of this research since
computers and modern communications equipment are making substan-
tial inroads into the manpower and skills required; in fact, some
of these services,such as 2k hour automatic vending machines, came
as a direct result of advances in mechanization and communication
techniques. However, at present they depend solely on digital
computers,

The telephone system is probably the most familiar as well
as the most characteristic RDRT system. Other instances are elec-
tricity distribution, gas, water and utilities generally, airline,
coach and theater reservation systems, stock brokerage houses and
account services in banks supplying information on the state of
customer balances; related, but not strictly real time,are mail order
businesses, retail and distributive trades and services, etc.

It is convenient to distinguish RDRT systems which supply goods
and energy--stores, electric utilities, gas stations, etc.,-~from
those which accept, supply, or transmit information and data: bank
tellers, credit bureaus, reservation systems, etc.

The process of meeting a demand for service involves:
The recognition, recording and short-term storage of cus-
tomers' requirements.
A search for goods or information to meet them (which may
or may not include calculations and data transformations

through the available capacity).

Inventory or records of inventory to determine if and how
the customers' demands can be met.
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The transport or delivery of the product or required in=
formation back to the customer, with a request for payment
where applicable,

In the old fashioned manual telephone exchange, for example,
the operator used to note the caller's request for a specific number,
hold it in memory, or ''store' it,by writing it down on a scratch-pad,
while she searched the plug board; and ''deliver" the required con-
nection by making the requisite plug insertion (or deny it,by in=
forming the caller of its temporary or permanent unavailability).
A1l of these functions proved readily amenable to performance by

- automatic switching circuits having random access facilities and

linked to appropriate peripheral equipment, e.g. uniselectors-and -
relays. Thus the telephone system is almost fully'automated.'

In many RDRT services, however, human operators continue to:
be employed essentially as encoders and decoders at the customer/
system lnterface, especnal]y where the information incorporating
the customer's requirement is extensive and complex,and has to be
translated and ordered into a pre= determlned sequence to make it
acceptable to a machine system.

General background and field observation led us to believe
that- computerization or full mechanization of RDRT systems can be
identified as a distinct technological advance which took place some
time ago in such cases as telephone, gas and water systems; is cur-
rently taking place in airline reservations systems, electricity
generation, banking, etc.; and is now foreseen in retailing, gasoline
distribution to the public, hotel and motel services, etc.

The feasibility of studying the manpower and skill changes
attendant on computerization was explored in three kinds of RDRT
service systems, The first of these, the bulk gasoline distribu~
tion system of an oil company, was rejected because the equipment
through which the computer communicates with drivers taking on loads
of gasoline at the loading ramps, was found to have been installed
too recently and was not as yet depéndable it seemed likely that
it would be somé time before the new manning requirements had set-
tled down enough to provide reliable data. This was decided after
visits to several loading sites and after exploratory discussions
with management, * A second case--the" electrncntx dispatch centers
of two large electricity’ utlllty companies--was examined in outfine
and may yet provide a useful comparison, but the preconditions for
a controlled comparison could not be established.

Our major attention was finally devoted to examination of a
third kind of .RDRT service, airline passenger seat reservation.
This was accomplished in two airlines. Descriptions of their systems

The prellmlnary data and process descrlptlons are on flle with
the authors.
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and comparisons ‘'of the manpower and skill demands of the older
and newer technologies used are given in the following sections,

7.2 Process Description

Evolution of Technology

A modern airline reservation system consists of a network of
local facilities--reservation offices, airport offices and ticket
offices--and of a central control facility, all interlinked by com-
munication channels. For the system to operate efficiently, the
information at each point must be processed rapidly and accurately,
and must be made readily and quickly available to all other points,
Hence the most important elements of a reservation system are the
process ing methods, information storage facilities, and communica-
tion capabilities. Though these systems nowadays handle a wide
variety of information pertaining to passenger reservations, the
following categories of information constitute the indispensable
minimum for the completion of a reservation:

(1) the availability of seats on a particular flight

(2) a record of information regarding the passenger and his
itinerary.

The main elements of the communication network are shown in
Figure 7.1 and can be seen to revolve around the Central Control
point. Communication is most frequent between Central Control and
the Reservation Offices,and involves both types of information (1)
and (2) above. The Reservation Office-Ticket Office and the Reser-
vation Office-Airport Office channels are used much less frequently,
The dotted lines between Reservation Offices in the figure repre-
sent links which have now been eliminated. Not shown are links
between Reservation Offices and ground facilities which provide.
transportation and hotel reservation service to the customers,

The original procedure for making a reservation was aptly
called the '"Request and Reply' system. 1In this system, the Reser-
vation Office had to teletype Central Control every time a customer
requested a seat, to find out- if space was available. After receiving
the teletyped reply, the Reservation Agent then telephoned the cus-
tomer to confirm the reservation or ask for another choice of fllghts
The need to handle two teletyped messages and two telephone contacts
(even more if the first request was not available) made the time
for completing a booking very lengthy. The 60-word-a-minute tele-
type,which was in universal use by 1938, provided a much more reliable
means -of communication than its predecessor, the radio-telegraph.

The introduction in_l939 6F.the.USeIT énd’Report“ procedure
(described in .detail in Appendix F) represented a substantial
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improvement and was soon adopted by almost every airline, It al-
lowed the agent to freely book seats up to the time when a ''Stop
Sale'' message was received in the Reservation Office, after which

he had to revert to the Request and Reply procedure. The necessity
for confirming provisional bookings to customers was thus largely ,
eliminated. Moreover, a single message reporting the sale to Central
Control replaced the to and fro, inquiry and reply; messages between
Agent and Central Control where track was kept of the number of

seats available.

e s e =+ i = o

The Stop Sale message went out to all Reservation Offices when-

ever all but a predetermined number of seats, referred to as a
: buffer or ''cushion', had been sold., This cushion was an insurance -
; against overbooking which could occunr should the sale reports in
' the pipeline exceed the number of seats still open. The size of
the cushion depended on the communication time between Central Control
and the Reservation Offices. Larger systems required more time,
which in turn necessitated a larger cushion to take care of reports
of sales,which might be enroute from the Reservation Office to the
: control point during the period that the Stop Sale message was en=
route from the control point to the Reservation Office. When the
‘Stop Sale message for a particular flight was received at the
Reservation Office, it was displayed on a large availability dis=-
play board which had dates for the next month across the top and
flight numbers down the side. Different types of indicators were
positioned in line with the flight and data to show whether the
flight was open, on request, or closed. By looking at the board,
the Reservation agent could promptly determine whether to im-
z mediately confirm a sale, request space from Central Control, or
h j ask for another choice of flights or dates.

By the middle 1940's airlines were operating many more flights
and Reservation Offices had become much larger. These developments
created considerable problems in two areas. The first was conges-.
tion in the Reservation Office. Agents who were seated far from
the display board had difficulty seeing it and identifying the in-
dicator corresponding to the fiight and data in question. Even
utilizing duplicate boards did not help because the information on
these boards often diverged from those on the master board. The
second problem was communication delays inherent in a large complex
network, The size of the stop sale cushions kept having to be in-
: creased, resulting in more frequent use of the slow Request and
P Reply procedure. : :

T e kot

These-problems of processing flight status information were
‘overcome by the installation in one. of the large airlines. of a
semi-automatic system. Individual reservation offices were equipped
with Agent Sets having buttons for flight number, date, origin, and
destination; each set was linked to a master control board consis-
ting of a jack for every flight, date and leg: The presence or
absence of a plug inserted in the proper jack indicated. the status
of the flight desired by causing a small light on the Agent Set-
to light up or remain off. The plugs were inserted by a Control
L Agent. who received the reservation cards as sales were made and re-
A corded them on a control chart until the cushion was reached. -
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FIGURE 7.1: NETWORK OF OPERATIONAL ELEMENTS IN AIRLINE
PASSENGER RESERVATION SYSTEM

CENTRAL CONTROL
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The semi-automatic system for which data has been collected
in this study was very similar to the one described. It was in-
troduced in 1956,and utilized central control units to service all
Reservation Offices. For a more detailed description see Appendix
F. Slight variants of this system were used by other airlines.

In some cases the Agent Set was linked to a wired-program computer
with a magnetic drum unit, which stored the number of seats avail-
able. The Reservation Agent reported a sale by moving a toggle
switch on the set, causing the computer to update the inventory

and activate the indicator lights when the cushion was reached,.
Another variation was the use of smaller local wired=-program com-
puters covering geographical sub-areas and linked to one central
unit. By having the units service the Agent Sets in a smaller area,
the distance over which the information had to be transmitted was
reduced,and hence the speed increased.

As passenger volume continued to increase, the manual methods
of handling, processing, and filing reservation cards could no
longer cope adequately with the flood of reservation information.

In the early 1960's computerized systems which allowed rapid recor-
ding, transmission, and access to all reservation information were
put into use. These are described in detail in Appendlx F. '

In summary, the transition from the manual reservatlon.systems
to the semi-automatic technology was initiated by the need for more
efficient handling of seat availability information,while the change
to the computerlzed technology was compelled by the need for more
effective processing of passenger reservation requests and data.

In the further technological advances now contemplated or nearing
implementation the electroric computer will play an increasingly
important part. Four areas of development have been repeatedly
mentioned in the course of the studles-

Presentation of Information: 1In some of the newer systems,

cathode-ray tube displays will supplement Input/Output type-
writers. This will allow passenger reservation records and
other information of transitory importance to the reservation
personnel, to be visually presented faster and without noise,

- Ticketing:. Computerized'ticketing is certain to replace the
~ present manual method of rate calculations in the near future.
: Complexnty of rate structures has so far been. the main obstacle,

Communication-? SeVeral |nternat|onal alrllnes are experlmen-
ting with the use of space-satellite circuits to speed up com--
-munication:with their. overseas - reservatlon offlces, WhICh at
present chiefly rely'on teletype
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Choice of Case Material and Definition of Technology Levels

In selecting case material, it proved difficult to secure close
comparability., From the total of some ten domestic and two over-
seas U.S. based airlines, which operate more or less advanced re-
servation systems, we initially selected two closely comparable.
domestic carriers for detailed comparison. Unfortunately, one of:
our two well-matched firms ultimately was unable to participate
in the study for organizational reasons. We were forced by lack
of better-matched case material to upgrade the international air-
line study to a more quantitative level and use it in a paired com=-
parison with one of the domestic airlines selected. This resulted.
in @ reasonable but not ideal research design.

‘Due to exigencies explained above, it was not possible to ad-
here to the research design including at least one replication
which we have used in other studies, and the following |ncomplete
design had to be adopted: :

Case Airline 0lder Technology | Newer Technology
Domestic - " Manual Computerized
International| Semi-Automatic Computerized

The drawbacks of this design are partly outweighed by‘the oppor-

tunity it afforded for the exploration of the manpower effects of.

all the three basic technologies that have been used in airline
reservation systems., Since the entity processed and produced by

"7any reservation system is information, the nature of the mechanisms
‘by which. information is processed, stored and transmitted would

seem to be ‘the most appropriate criterion for making distinctions
between technologles, as it takes into account advances in equip-
ment desngn while lgnorlng organlzatlonal pecullarltles

Accordlngly the manual reservatlon system formerIJ operated
in Firm N (N1), and now superseded in this as in all other national
airlines in the U.S. depended primarily on human brains for in-
formation processnng, on'manually prepared lists, cards, records
and files for information storage; and on communication devices com-
patible in their transmission rates with the limited intake capacity
of ‘the human receiver for transmission of information, This applied
to both main types of information flowing through the system, seat

;”avalldblllty information and passenger .records, The flow was further
‘s lowed down by the need for numerous checks and controls to reduce

the system S proneness to errors

The main advance of seml-automatlc reservatlon systems of the

v'3k|nd recently abandoned by-Firm P (but still in widespread .use)
lay .in the increased speed in handling seat availability information.
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Only when semi-automatic systems (P1) took over, did the Sell
and Report procedure become really effective. High speed trans-
mission lines enabled the airline's central control facility to
suspend the free sale of seats by every single agent at a monent's
notice; as the safety margin or ''cushion'' of seats kept open could
now be substantially curtailed, the frequency of occasions when
the slower Request and Reply procedure had to be reverted to was
greatly reduced. Thus,although semi-automatic operation affected
only seat availability information, while passenger records con-
tinued to be processed and stored manually, the effect of the new
technology was to accelerate the information flow and at the same
time reduce the error rate.

The computerized reservation system technology in both Firms
N and P, though fully run in, is nevertheless still developing,
with new computer applications being tested and implemented. 1In
Firm N, whose system (N2) is well ahead of Firm P's (P2) in ver-
satility and sophistication, computerization has done away with
both the local.and central reservation control functions: an agent
in any Reservation Office is at the push of a button informed by
the computer not only whether or not seats are still available on
any of the airline's flights, he is also told how many seats are
still open for booking. Firm P's system is lacking.in this second
feature, and updating of seat |nventor|es is still done by Reser-
vations Control,

Local passenger record processing and storage have completely
disappeared in both firms. - All passenger information input by
Reservation Agents on typewriters is immediately transferred to
the drum and disc files of the central computer installation via
high speed transmission lines, A time sharing facility insures that
any Agent at any Reservation Office can,with little or no delay,
get a print-out on any passenger whose record is on file, Firm N
has additionally developed programs for pre-departure control and
post departure reconC|I|at|on of passenger handllng

,Table,7.l summarizes the main characterlstlcs of the reser-
vation systems at each of the three technology levels, further
details being given in Section 1 and 2 of Appendix F.

7.3 Manpower and Skill ChangeS-due to Computeriiation

, Though the changes in passenger reservatlon ‘'systems technology
have in all probability had some effect on all airline personnel,
their most immediate impact was on personnel who help the passenger

| select his flight, and who supply the necessary ‘information for getting
~ him on and off the plane. This descrlptlon fits virtually all
‘employees at Reservatlon, Ticket and Airport” 0ffices and at central.

facilities,and, -insofar as- they fall into the direct labor category,
they have been included in the present studies.  Excluded from con-

f.SIderatlon were,. apart’ from managers at any level, all personnel
concerned with schedullng, loading and operating aircraft, with

baggage handllng and baggage process:ng, and w:th renderlng servnce'
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in flight or contributing to such service (stewardesses, meal pre-
parers, etc.).

Definltion of Unit Product

A special problem arose in connection with the selection of
a suitable '"unit product!. Number of calls which have to be dealt
with seemed a good first choice; but though both firms keep a de-
tailed record of calls, each of them includes different types of
calls in its count; also the types of call included by one of the .
airlines have changed during the time period spanned by the study.
Because of this,and also because passengers-boarded rather than calls
are the final output of the system, number of passengers boarded
was taken as the unit to which to relate the manhour inputs by the
def ined dlrect labor components of the reservatlon systems.

" Accurate month-by-month flgures on the number of passengers
boarded for the total system are computed by every airline and are
used by them for a variety of purposes. As the Central Control

_facilities in Firms N and P service the whole system, the manhour

inputs by their personnel were divided by this total number of pas-
sengers boarded by the airline. Conversely, the per unit manhours

of personnel at local offices were determined by reference to the
number of passengers boarded at the airport serviced by each of

these offices only. A small error is inherent in these local figures,
since they include a small proportlon of passengers who made their
reservation in other. cities; this is offset by the fact that the
reservation offices under investigation similarly book passengers
boardlng at distant a|rports.

Changes in Manhour and Skill Requirements

The per unit manhours by skill level, technology and firm are
summarized in Tables 7.2 and 7.3, and quures 7.2 and 7. 3 (See
Appendix F for further detalls)

Though the main subJects of study are the manpower and skill
changes associated with the displacement of one technology by another,.
there are sizeable differences betweenvthe airlines in a number of
other reSpects liable to attract disproportionate attention. when
Tables 7.2 and 7.3, and Figures 7.3 and 7.3 are compared. It may

therefore be as well to dlspose of- them lmmedlately.

' For example, it appears that Airline N uses 36.2% less man-
hours per passenger-at the older, and 46.5% less at the newer tech-

‘nology levels than Airline.P.: However, this is largely a reflection.. - . . .

of Airline P havnng to provnde more services to its substantially-
smaller number of passengers boardlng for overseas destinations ,
than does the domestlc carrier N. Also’ it might seem that Alrllne

~N's reservatlon system personnel are 5|gn|f|cantly more ‘skilled,
vas |nd|cated by the hlgher mean. sk|ll level values at the older:

1 '57 |
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}f;, TABLE 7.2: SKILL DISTRIBUTIONS FOR MANUAL AND COMPUTERIZED

RESERVATION SYSTEMS (AIRLINE N)

\

Organization: Airline N
Process: Passenger Service System Product Unit: 100 Pgrs. Boarded
Technology (Level 1): Manual Processing
Technology (Level 2): Computer Processing ki
Source of Data: Direct Observation and Firm's Records ;?
Period: 1960-1961 (TL1) and 1965-1966 (TL2) [Data Acquired - Winter, ?
" Spring 1967] |
! 2 3 | 4 5 6 | 7 8 9| 10| 1 4
. " Manhours Per 'Manhours as % of i
Skill gs;ll 100 Passengers ‘ Total for ﬂ;gbir Z: i
Level| - Boarded " Technology Level ype: 2
Range b
TL1 | TL2 {Changef] TL1 | TL2 |Change|{ TL1| TL2|Change §
£ 6|424-600] 0.0 2.4 +2.4[| o.0f 3.1|+ 3.1 0| 9| +9 E
‘T glag9-423] 33.1] 37.3|.+ 4.2|| 26.0| 47.7| +21.7(] & | & 0 3
4 211-298] 79.3| 35.8] -43.5|{ 62.5| 45.8] -16.7[| 8| 9| +I !
(] .
=  3]149-210 8.2 2.1 - 6.1 6.5 2.6} - 3.9 5 5 0
2| 106-148] 6.4 0.6] - 5.8/ .0 0.8 - 4&.2]f 2| .1 -1
. A
S 1| 75-105 O.Q 0.0 0.0 0.0 0- 0 0
ol 52- 74| 0.0{..0.0 0.0 0.0f 0.0 - 0.0 0 0 0
Totals |127.0| 78.2| -48.8[|100.0{100.0] = 0.0f| 19 | 28 +9
Net Manhour Change -38.4%
| " Mean Skill Level | Standard Deviation
| | Technology (Level 1) | - 2805 . | 61.7
.. |Technology (Level 2) . | .~ .322.9 . . 649
o ~ |Change . | +42lb=+185% - |
RIC e
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FIGURE 7.2; SKILL PROFILES FOR MANUAL AND COMPUTERIZED
RESERVATION SYSTEMS (AIRLINE N)
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TABLE 7.3: SKILL DISTRIBUTIONS FOR SEMI-AUTOMATIC AND
COMPUTERIZED RESERVATION SYSTEMS (AIRLINE P)

Organization: Airline P

Process: Passenger Service System ° Product Unit: 100 Pgrs. Boarded

Technology (Level 1): Semi-Automatic System
Technology (Level 2): Computer Processing
Source of Data: Direct Observation and Firm's Records’

Period: 1961 (TL1) and 1966 (TL2) [Data Acqtiired - Winter, Spring 1967]

\
1 2 3 4 5 6 7| 8 9| 10| mn
. ' Manhours Per Manhours as % of L
Skill it;;l 100 Passengers | - Total for ‘ ﬂggbir ::
Level Range Boarded ‘Technology Level . s
TL1 | TL2 |Change|| TLY | TL2 |Change|| TL1| TL2|Change
£ 6| b24-600 0.0, 0.3 +o0.3]| o0.0] o.2 +0.2| 0| 3[+3
=) 5|299-423| 79.0| 66.2| -12.8|| 39.6| 45.4| + 5.8/ 9| 11 |+ 2
. Ll 211-298 42.8 45.8/ + 3.0(| 21.5] 31.3] + 9.8|]| 6| 13 | + 7
2 3liug-210] b2.4 11.6| -30.8|| 21.3] 7.9 -13.8|| 7| 8|+
2| 106-148) 26.7| 10.1f -16.6]| 13.4f 6.9| - 6.5 5 5 0
2 . . . .
i S 1] 75-105). 8.3 12.2] + 3.9 4.2 8.3 + 4.1 3 6| +
o| 52- 74/ 0.0 0.0 0.0}|] ©0.0] 0.0 "o0.0]] o of .
Totals [199.2] 146.2| -53.0||100.0{100.0] 0.0|| 30 | 46 | +16
!ffv: a 'v.‘ . Net Manhour Change 426.6%.
’£” ;?; : L 'l »v:_., ‘f7' 1 -‘.Mean Skfll Lével ~ Standard Devfatfon
| echnology (Level 1) | - 2515 | 9.8
| Technology (Level 2) | ~ 261.4.° | 867 ?
[change |+ 9.9=ssi0% | '
157
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and at the newer technology -levels, But a more likely explanation

of this observation lies in the fact that Airline N's job evalua-
tion scheme was used to rate the skill levels of jobs in both firms,
and Firm P's raters, being unfamiliar with the scheme, probably

used different criteria in applying it., The technology-level com-
parisons would not be affected by this bias. This leaves only the
inter-firm differences in the scatter of the profiles to be accounted
for (cf, standard deviations); in this instance the effect:is un-
doubtedly genuine and is organizational in nature, Where Airline

N's structure is relatively undifferentiated, with few job categories
each of a wider content, Airline P prefers more job categories of

a more narrowly specialized kind. Whether this is related to the
international and domestic character respective of the two airlines,
or to some other factor, it is impossible to say.

0f the differences clearly identifiable as due to technology,
there are firstly the gross reductions in per unit manpower inputs
in each firm resulting from computerization: manhours per passenger
boarded decreased by 38.4% in Firm N and by 26.6% in Firm P. Con-
sidering that, in converting to computers from a manual system,
Firm N jumped a larger technological gap than Firm P, the larger
decrease in the former is not unexpected This same factor may
also account for the larger rise in the mean skill level at Firm
N (18.5%) as against Firm P (5.0%). These rises were tested for
statistical significance in each firm separately. As shown in
Table 7.4 the increase in the mean skill level associated with the
change from manual to computerlzed procedures (Firm N) is very highly
significant, whereas the increase in Firm P, which changed to the
computerized technology from the seml-automatlc,though in the ex-
pected direction,cannot be decisively d|st|ngu|shed from a chance
effect.

A statistical test was also carried out to determine whether
the observable changes in the skill distributions brought about by
technological change were significant. Using analysis of variance,
the manhour inputs in the two firms were compared at three skill
levels (lower, medium, higher) and at two levels of technology. *

A summary of this analysns is given in Table 7.5, and more detailed
data will be found in Appendlx F. '

As expected the observed differences in total per unit man=-
hours between the firms turned out to be highly significant. The
interaction between skill level and technology, indicative of the
effect of technological change on the skill distribution, though
it is in the right direction, did not reach a conventionally ac-
ceptable significance level; this is largely accounted for by the

»absence of pronounced changes in the skill distribution of Firm P.

The manual technology N1 and the’ seml-automatlc technology Pl were
considered as constltutlng the same technology for the purpose of

'thIS analyS|s.
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However, referring back to the significance tests on the rises in
mean skill level, it can be legitimately argued that a change from
a 'manual to a computerized system, such as occurred in Firm N, has

a palpable effect on skill requirements. With the lower skills
virtually eliminated, and the medium skills very substantially re=--
duced due to the elimination of local control sections, the propor-
tional preponderance of the higher skills becomes the most striking
feature of the post-computerization distribution. The increased
proportional dominance of the higher, relative to the lower and
medlum, skill levels is also present, though not quite as markedly,
in the Firm P distribution.

v

7.4 Job Types, Education and Experience

Changes in the Number of Job Txges’

Reference was made in the precedlng section to- dlfferences'
between the two firms in the scatter of skill values, and these
were ascribed to organ|zat|onal pecullarltues, with. Firm N favorlng
a less differentiated task allocation, These peculiarities are in
fact revealed by the number of job types at each technology level
belng about 50% greater inAirline P relative to Airline N.

However, the technologlcal advance also increased the number
of job types by about. 50% in each firm. In Firm N most of this
increase is accounted for by the add|t|on of the electronic data

processing center.  In Firm P more job types seem to have been created

at nearly every skill level and at «ll polnts of the reservation
network :

Changes ' in Education and Training Requirements

Due to the lack of adeqUate‘personnel reeords; no data could
be obtained to assess: quantltatlvely the required level of educa-
tion for the various jobs involved :in reservation systems, From

qualitative discussions with management, two years college experience

at Firm P appeared to be a basic qualification for almost all job
holders,wuth the possible rxceptlon of such low=-skilled jobs as

‘Mail Clerk. Some co]lege education was- probably mandatory . for all

EDP personnel employed in the computerlzed systems

Exact tralnlng and/or on-the-Job experlence data were also

‘unavailable, - There appears to' be a little more variance in these

requirements than there is for general education,  The training

s cperiod for most" a ents' obs does not’ a aren*ly exceed ‘three months
_ g Je pp
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y TABLE 7.4: STATISTICAL TEST OF CHANGES IN SKILL LEVEL
REQUIREMENTS ASSOCIATED WITH REPLACEMENT OF
‘ MANUAL (N) AND SEMI-AUTOMATIC (P) BY
COMPUTERIZED TECHNOLOGIES*
. Change in Rise in Mean. _ Significance
Firm Technology Skill Level t - Value | D.F. Level
Manual : : -
N to L2, 4 L. 63 204 P < .00l
Computerized
Semi-Automatic: : , Not
P to 9.9 1.03 3Ll s ees
Computerized : ‘ Significant
TABLE 7.5: STATISTICAL SIGNIFICANCE TEST OF CHANGES IN
SKILL LEVEL REQUIREMENTS ASSOCIATED WITH
CHANGES IN TECHNOLOGYs
-
Source of Variance Degrees of Var|a?ce SignifiCance Level
: Freedom Ratio :
Between =~ ' a
Skill Levels | = 2 - 35.82 P <.0l
Between ' A o
Technologies ‘ ! : 19.97- | P<.05
. Bereen ' » 1 1 20.8 . P < .025
- Firms ] , S :
SL x T ‘ 2 [ 4.63 | Not Significant
sLxF | 2 | 239 |
T xF | ©0.007
:/'g;?‘fi;‘"‘Dété'i'l‘ea"data i Appendix F. 161 P L — B S
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Job Demands and Skills

The Reservation Sales Agent's jobs which exists at all three
local offices and comprises a large number of manhours has been
markedly affected by the changes in technology. At all technological
levels, the Sales Agent must be prepared to provide any of a large
variety of data within a short period of time--that is, while a
customer is waiting on the telephone. This involves familiarity
with many different standard references (Rate Schedules, Tariff
Regulations, Flight Schedules, Immigration Guides, etc.) and with
various other types of information (Passenger Lists, Seat Avail-
ability, Ticketing, etc.). The particular technology in use dic-
tates the method of obtaining and supplying information. In a manual
system, the Reservation Sales Agent had to be able to read the seat
availability :lisplay board accurately to obtain flight status data,
and had to know how to fill out and route the reservation card,

In the semi-automatic technology the former requirement was replaced
by the need to manipulate the ''Teleregister' Agent Set. Since opera-
tion of this set was simple, the additional training time was in-
significant. Input/output devices utilized in the computerized
technology are more complicated and companies provide a training
course which culminates in a test of speed and accuracy, to attain
minimum profncnency, Reservation Sales Agents require approxumately
2-3 weeks more training or experience than for the manual and semi- -
automatic systems which themselves requnre about 2-3 weeks.

Other JObS which require more than nom|nal training are the
Reservation Control jobs (manual, semi-automatic), the Ticket Lift
Agent (computerized), some of the jobs at the EDP (computerized),
and the Rate Quotation function,

The Control activities require the assembly -of reservation
data and its subsequent dispatching to the proper location at the
approprlate time, and minimum proficiency can probably not be at-
ta|ned |n less than two months :

The Alrport Tlcket Llft Agent under the computerized technology,
needs to be able to operate the Agent Set to obtain pre-flight in-
formation, dispatch post- fllght reports, "and procesz departure

 documents; for.someone with no experience in related jobs, about

5 weeks is requnred for m|n|mally proflcnent performance._

EDP analysts and programmers may reqUIre several months of .
training to learn the character|st|cs of the reservation system.
(Note that. the EDP functlon comprises only about 1% of total man-
hours per lOO passengers required for the computerlzed technology )

The Rate Quotatlon functlon requ1res about 4 weeks to become
minimally proficient at interpreting the complicated rate struc-
tures in order to determlne the fares for a multltude of possnble
|t|nerar|es : : :

The time perlods rJggested as necessary to atta:n m|n|mum pro=-
ficiency are the researcher s estlmates based on knowledge of job
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activities, together with verbal discussion with the managers of
the various offices visited.

7.5 Discussion of Skill Impact of Computerization in Airline

Reservation Systems

Airline passenger reservat ion facilities combine elements of
two interrelated information processing activities differing in
timing. Providing prospective passengers with seat availability
information places them in the category of a random demand real
time system. Recording details regarding passengers and their
itinerary, and passing on these details to departments charged with
accommodating and transporting them, is essentially an off-line
information process:ng function having certain similarities with
e.g., check processing and account posting in banks.

There is little doubt'that rapid and accurate response to cus-
tomer reservation.requests has been a major operational problem
since mass air transportation became a reality. This explains most
of the development towards simplification, then towards semi-auto-
mation,and finally to computerization. However, once computers
were installed, it was inevitable that they would take over the
processing and storage of passenger reservation records, which
would soon have become a bottleneck,

Neither semi-automation nor computerization were explicitly

aimed to provide manpower savings, and the productivity gains achieved
resulted from the more advanced system's capacity to cope with larger

volumes of passengers rather than from reductions in manning. Some
-reductions did occur especially at those points of the system where
‘seat availability information was being assembled for dispatch to
the terminal points (reservation agents) in direct contact with
increasing demand. Assembly of this-information had already become
progressively more centralized; computers completed the development,
programmers and other computer staff displacing clerical control
staff in the process. The new staff has a much higher skill level
average, but also so few manhours per. unit product that they hardly
flgure ln the dlstrlbutlons.

.. At the local reservation facilities changes occurred in lay-
-out, methods and procedures, and consequently also in the skill
requirements which are higher for most personnel These arose from
“the need to manipulate terminal equipment, to coordinate actions
for retrieving information from the central computer installation
while keeplng the customer on the line, and to compute and monltor
Iarger and more complex blocks of |nformat|on

,'Future developments'are Iikely to include still furthzr means
of information interchange between the outlaying points and the
central computer to facilitate reservation agents' tasks. There

are however no indications that the time required to complete in-
- terchanges with customers can be significantly shortened, nor that
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human intervention between computers and customers can be eliminated,
Increases in skill requirements also are unlikely., So far as can

be seen, the total manhours,and thus the number of agents,will remain
proportional to the passenger -volume,

These conclusions however do not necessarily apply to any and
every random demand real-time system, Direct customer access to
computers in banks for example, may ultimately eliminate personnel
required for answering queries regarding states of customer balances,
Similarly,the random demand real-time functions performed in super=-
markets by the checkers may disappean giving way to automatically
monitored customer self-service,
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CHAPTER 8: CONCLUSIONS ON THE MANPOWER AND SKILL IMPACT OF
TECHNOLOGICAL CHANGE '

The objectives of the research presented in this and the pre-
vious report (Ref. 1) were twofold, first to develop a methodology
capable of precisely delineating the impact of technological change
on manpower demand at micro-level; and second, to provide statisti-
cally sound evidence on the extent of changes ‘in manpower and skill
demands caused by automation, based on a cross-sectional sample of
technological changes in manufacturing and service processes.

The first objective was accomplished in two stages and the re-
sulting quantitative approach to manpower demand analysis, based on
the "skil)l profile'" concept, is set out in Chapter 3 above. 1In the
first phase of the project a method was developed for measuring di-
rect production labor and skill requirements. In the second phase,
which is the subject of this report, the feasibility has been demon-
strated of extending it to indirect labor and thereby coverlng the
total process-related workforce.

The second objective was achieved through field studies com-
paring manpower requirements before and after major technological
changes in 18 production and service processes, drawn from 6
selected process types, Detailed results have already been pre-
sented above,and specific conclusions on individual processes and
technologies were discussed in the relevant chapters. It remains
now to- summarize and integrate our overall findings, draw general
conclusions, and use them to project some of the 1ikely manpower
effects of future technological! advances.

Technological advance generally has both quantitative and
qualitative effects on manpower demand. Thus the total quantity
of labor usually diminishes, an effect conventionally measured by
the improvement in output per manhour--labor productivity.
Secondly, the quality of labor required is generally different ,
after the advance, 1In our study this change is measured by com- :
paring the old and new skill profiles--the changing distribution
of skill levels. We discuss these two . aspects of the manpower
Tmpact of technological change separately in this and the following
sections (8.1.and 8.2). 1In both cases direct and indirect labor
are taken separately, partly because it is instructive to distin-
guish the two components within the overall manpower impact, and
partly because we have much less complete data “or the latter.
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8.1 Technological Change and Labor Productivity (Quantitative

Changes in Labor Input Per Unit Product)

Direct Labor

Considering first the direct labor data summarized in Table
8.1, we note that all except five of the eighteen processes studied
showed decreases in manhours required per unit product, equivalent

-to increases in labor productivity. These reductions are attri-

butable to technological change, and the data thus support the
popular assumption that labor productivity tends to increase with
technological change. This is expected because those initiating
technological change often do so to secure cost reduction, and
direct labor,being generally a major component of unit cost, is a
leading candidate for elimination.

The five exceptions were all cases where the direct labor
force was the same before as after the technological change. We

encountered no instances of |ncreased direct Iabor requi rement,

Indirect Labor

The subsequent evaluation of indirect labor requirements
caused an upward revision in the measured total post-change man-
hour requirements for seven of the eight cases in which we were
able to determine them; this corresponds to a downward revision
of the measured labor-productivity gains. The direction of this
revision agaln was expected and confirms the perhaps somewhat less
widely held view that, since indirect labor accounts for a greater
fraction of the total labor force in more technologically advanced
or more highly automated processes, its inclusion will somewhat
dilute the manpower impact of technological change. In our cases
most of the indirect labor requurement was identified with super-
vision. and malntenance : -

'Total»Labor Force

The ~computation of productuvuty changes for-the total labor
force in those cases where the data was avallable, ‘revealed a
small" but distinct net decrease due to technological c¢hange in as
many as four cases. These were an electric power plant and three.
oil refinery. units. Thus it seems that the implementation of
technological change does not necessarlly improve labor productivity--
it actually caused a decline in no fewer than 50% of all processes
for which full data were avallable.

However the extent of galns in the other 50% of cases far
outwelghts these small losses, and. the aggregate productuvuty gain
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TABLE 8.1: SUMMARY OF MEASURED PRODUCTIVITY CHANGES
Direct Labor Overall (Direct and Indirect)
Technological Sample vH:a:mnﬁ< Product Output Per Manhour Output Per Manhour
Change Process : Unit Older Newer Change - " Older Newer " Change
Tech. ~ Tech. - 9 Tech. ,mWAmn:. ) g .
Hachine-aided Demand deposit Bankin 1000 items 33.0  62.5 ||+ 8.k || 287  s65 || +o96.6%
Hwﬂu:nmﬁuNmu accounting 9 processed 46.5 58.8 + 26.5%
. + 6% "2, N +10.8%
Batch to Annealing strip 10 tons Mw MW - mw WWW 2.8 3 10.8%
. . 3
MWMMMMMo:m Coating strip 10 tons 0.8 2.6 + 233.3%
(galvanizing & Steel 100 base - .
tinplating) boxes 9-3 34.5 271.0%
Conventional to P .
A _ Machining 0.26 0.37 || + bho.
nmerically con | Sircraftparts | Aerosace | 1 part 026 050 ||+ 0.1
Decentralized to Power Electric 1 plant op-, 0.10 0.19 + 92,.0% 0.04 o.ow 54, 5%
centralized control generation utility erating hr.” o.11 . 0.22 + 93. .
Conventional analog
to digital computer
process control
ZM”MMWMM”mmW Power Electric 1 plant op-, 0.25 0.25 0.0% 0.10 .o»ou . 8.6%
Mm_n:_mnmo:m generation utility erating hr.” 0.22 0.22 0.0% : : :
. : _ . 322.5 322.5 . 0.0% || 268.1  260.4 2.9%.
Partially Hydro-carbon 0il 1000 barrels | 285.7  285.7 0.0% || 236.4 " 231.7 1.9%
P 9 250.0 250.0 0.0% [| 162.3  151.3 5.5%
Fully Air liquefaction . . ’ . .
closed-loop & separation Chemical 10 tons 2.7 5000.0 . +1850. 2.1 12.5 +486.9%
Semi-automatic P :
to computerized WMMMhﬂMnﬂM”mm:mmﬁ Air _MMmm ers 0.78 1.27 + 62.0%
random demand real Transportation M u:m 0.50 0.68 + 36.0%
time service systems oarde :

A e e T e
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m_mnnﬁ_n power plant productivities are expressed in plant oumqmn_:m hours rather n:m: kwhrs to u_mno::n _:nqmmmmm in, u_m:n

capacity changes which occurred simultaneously with changes in process control methods.
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over all processes would undoubtedly be positive.h On examining
collateral data obtained from management, it appears that some
technologlcal changes were initiated desplte an antlclpated ,
(small) .increase in labor cost per unit.T This was more than off-
set by improved yield and plant utilization, so that a net economic
gain actually resulted. : :

To summarize, our data support the accepted view that tech-
nological change increases labor productivity. But allowance
must be made for a significant minority of cases in which tech-
nological change produces no change in labor productivity or even
a slight decrease, This result is expected when changes are made
in already highly sophisticated processes with minimal pre-change
labor requirement,

ThIS cannot be computed wuthout adoptlng a measure of product
value, > : :

TIt mlght be argued that in these cases. potentlal productlvety
.increases were masked by inelasticity. of the in-plant labor force,
that is by mahagement's inability to reduce the labor force to
:.match the new technologlcal situation, ThlS mlght be due, for
instance, to trade union contract limitations. - However,. collateral
'-observatlons |nd|cated in at least one case that the workloads of

- operating. crews were lncreased rather than reduced by the tech-,,
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8.2 Preductivity Changes by Process Types.

8.2.1 Automatic manipulation of materials and data

We turn now to labor demand comparisons between different
process types and different patterns of technologlcal change,

The magnitude of labor productnvnty gains accruing from the
technological changes studies were found to be greatest for those
older technologies--mechanized check processing, batch annealing
and galvanizing, conventional machine-tool operation, and the
manually operated airline reservation system--which entailed sub-
stantial amounts of direct human manipulation of materials and
data (Table 8.1). 1In all of these cases the observed decrease in
per unit labor requirement:was achieved by one of the following
means:

(a) Elimination of the need for detailed manipulation of
' materials--e.g., by continuous processing.

(b) Transfer of detailed control over manipulations from
the human worker to pre-programmed electrical or.hy-
draulic control devnces--e d., by numerical control
of machine tools.

(c) Replacement of human brainwork in detailed data-
transmission, storage and processing operations by
digital computers and other electromechanical devices--
as in computerized check processing and airline reser-
vation systems,

We may perhaps conclude that large decreases in per unit manpower
requirement occur only where the technological change includes
m echanization of human tasks and where direct human manipulation
of materials or data was prevalent in the pre-change process.
Even here the productivity increases recorded were far from
startling.

8.2.2 Human interface between customer and system

It is particularly noteworthy that the-ohly‘two processes
where the post-change functions of the labor force still inciuded

~direct manipulation of materials and data were the two service

sector processes, check processing and airline reservations., 1In
both of these, collatéeral observations revealed that the prime
reasons for retaining the human element was to provide an intér-
face' between the (unchanged) human customer and the new mechanlca]
|nformat|on-proce551ng system;' the jobs in- question were bank
tellers and-airline”telephone sales agents., "If it had not been
for these two necessarily human labor |nputs, both processes would

 have shown markedly greater product1vnty galns due to computerization,

189

4t e e oM e ParA Ttk & AN P




149

Thus the inclusion in the sample of two processes directly
serving human clients reveals an apparently fundamental limitation
on the capacity of autamation to displace human labor. Humans
may be retained to provide a communication 1ink between variable
and error-prone human customers or consumers, and an efficient
but inflexible computer or other automatic system.

It seems reasonable to infer from this result that an in-
creasing proportion of the service-sector labor force will be
engaged in interfacing between fully automated machine systems
and individual members of the public seeking the service. They
will be interpreters between man and machine rather than actual
producers. This constraint will set a lower 1imit on the manpower
demands of the service sector however far automation progresses,
But this limitation is consistent with a major overall reduction
in per unit labor requirement of the service sector due to com-
puterization and related developments,

8.2.3 Advances in already automated processes

With two exceptions, labor productivity gains were small or
nonexistent where ‘the older technology was already free of detailed
luman manipulation, and could thus be described as already auto-
mated. This position can be reached anywhere in the manufacturing
and service sector where direct contact with consumers is not
required, Cases from our own sample were electricity generation
with centralized control, and hydrocarbon cracking. In these
cases technological change was undertaken either to secure im-
proved productivity of capital equipment (electricity generation),
or to obtain greater yield from raw materials (hydrocarbon
cracking), reduction in labor input being a secondary consideration.
In such instances any increase or decrease in labor requirement
will be of minor proportions,and it seems from our results that
decreases are about as fréquent as increases,

N e A e e £ it 7 s

e L R R

Thus in general further technological change in highly mech-
anized industries may be expected to produce little change in

total manpower demand

8.2.4 pelayed labor impact of automation associated with re-

organization of the plant level work force

There were two evrdent except ions to thlS last generalization,
both of conS|derable |nterest :

Though technology has certalnly produced workab‘e direct links
- between cllent and mechan:sm, notably the pervasuve dial tele-

phone system,

9




The first was the change from decentralized to centralized
control of electricity generation, This is a case where the
labor savings potentially obtainable from the previously imple-
mented technological change from manual to automatic control had
not yet been fully realized. Centralization of control entailed
little or no change in the process technology as such, yet it
permitted a major reorganization and rationalization of the
associated work force. Thus the 54.4% productivity gain achieved
here (indirect labor included) may be interpreted as a delayed
consequence of automation, We ascribe it to an organizational
change 'potentiated' by existing technology, rather than to a
genuinely new technological advance. Once centralized, the
further, genuine, technological advance to partial computer con=
trol had a negligible effect on the labor force,*

More generally speaking, we conclude that the potential im-
pact of automation on labor requirement may be delayed pending
appropriate changes in the within-plant deployment of the work-
force. Many other past and future instances of this phenomenon
can be identified in contemporary industry.

8.2.5 Unattended eperation and infinite overall labor

productivity

The second exception was of a wholly different order. 1In
the case study on computerization of an air-separation plant we
observed an already highly automated process being placed under
full control of a digital computer. The last human operator was
withdrawn, and the process left completely unattended. In the
newer technology the only human intervention required was passive
monitoring of computer generated messages appearing on a tele~-
type placed adjacent to a nearly manned plant, and weekly cali-

- bration of automatic measuring devices. This resulted in the

elimination of one direct operator per shift, or four full-time-
equnvalent workers, which does not in itself represent a large
labor saving. The bulk of the original labor requirement had
actually been ellmunated at a much earlier stage of process
development

The_significanee of this case-lies not in the absolute man-

_power saving achieved but in the fact that the new technology

shows extremely high, ‘indeed almost infinite, overall labor pro-
duct|v1ty, since the production of large volumes of liquefied gas
requires only a few minutes of direct human labor per week. But
labor productivity becomes difficult to estimate reliably in this

__S|tuat|on, and little significance can be attached to the measured
‘increases of 1,850% (direct labor only) or 48% (overall). It is
perhaps better to descr ibe the situation as one where the production

process has ceased to require human labor, and has therefore effec-
tively withdrawn from the labor market.

"But. see footnote on page 147,
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This state of near zero absolute labor requirement, equivalent
to near infinite overall labor productivity, must be carefully dis-
tinguished from the one discussed below in connection with electricity
generating plant, where there .is a fixed labor demand of significant
size regardless of volume of output, The latter case has near
zero marginal rather than overall labor demand, or total inelas-
ticity of labor demand relative to demand for the product.

There are as yet very few other cases comparable to this new
unattended air-separation technology in the manufacturing sector,
so that generalizatfiion would be premature., In the service sector
there are unattended hydroelectric and gas-turbine power plants,
fully automatic telephone exchanges, unattended radio and tele-
vision studios and transmitters, vending machines, parking meters,
laundromats, gas stations and many similar systems. From this it
is clear that unattended operation is a well-established fact, but
so far as we know, the impact of these and other similar technolo-
gical developments on manpower demand has gone unremarked in the
literature. No attempt has been made to estimate their aggregate
statistical effect on the labor force, though it may well be sub~
stantial. :

The sngnlflcance of the air separation case lies mainly in
the future, since the technologlcal lead given by this success in
unattended operation of a relatively simple manufacturing plant
is likely to create the confidence needed to operate larger and more
complex manufacturing and service processes unattended, causing an
increasing and important decline in labor demand (gains in labor
productivity) for industry and the economy as a whole.

h _ Discussions with technological personnel in the various plants
indicated that the technbloglcal threshold of readiness to leave
major plants unattended is associated first with attaining satis-
factory reliability of the digitai computer and peripheral
equipment, and then with gaining sufficient control of raw materials
and the process environment, through development of computer control
programs and other ''software,! The point must be reached where
almost all conceivable exigencies can be handled by the computer
program and associated mechanical equipment without human inter-
vention,

The necessary confidence is gained qu:te slowly in most cases,

It must reach a high level before unattended operation becomes an
attractive proposition, since operating a large plant always
entails risk of major loss, and labor cost is small in relation to
capital investment. During our studies we observed many processes

with their human crews operating at very low workload, effectively
acting as an insurance against the remote chance of.automatic
control system failure or other rare contingency. As the labor
cost-~the '""insurance premlum“--ls a small fraction of total cost
at this stage, the incentive for management to take the firal
‘step to unattended operatlon is relatsvely weak




R ——

Ho g gt 7

152

Yet it may be taken for the following reason. With increasing
program complexity, the detailed responses of the automatic equip-

‘ment are often unintelligible to the oper<*or and his intervention

may disturb or disrupt rather than enhance process stability, re-
ducing yield and product quality. Thus the cost of undesirable
human intervention may exceed the benefit gained by insuring against
low probability contingencies, and at this point unattended
operation becomes distinctly attractive.

Among the processes we have studied, this point will be reached
before long in hydro-carbon cracking and electricity generation,’
and there are undoubtedly many more computer-controlled processes
nearing the same threshold.

Hence the overall expectation for the labor market is of a
further reduction in labor demand per unit product, occurring
fairly widely in process industry due to the transiticn to unat-
tended digitally computer-controlled process operation. There
will be a reduction in process operator type jobs., However, these
anticipated changes are likely to affect relatively small numbers
of workers in each of many industries over a long period, and no

sudden major impact on the labor force if foreseen,

8.2.6 Effect of scale of automated processes; infinite marginal

labor productivity

Apart from complete abolition of labor demand through digital
process control leading to unattended operation, our.sample
processes also highlighted another well recognized and important
trend in plant design which has in'many ways a similar manpower
impact. This is the effect of the physical size or scale of plant
on labor productivity, seen .in the background information of the case

studies on steel-strip processes, electrucuty generation, hydro-carbon

cracking and air separation rather than in the manhour data itself.
In all these four cases, comparison hetween plants and firms showed
that crews of fixed size could freely interchange between plants

of varying size. Thelabor productivity of the process is then
determined not-so much by the technology as by the physical size
(and hence. throughput capacity) of its specific embodiment., Re-

‘ducing output below capacity permits no (short run) reduction in

manhour input, nor does increased output short of full capacity
requure extra manhour |nputs :

We can descrlbe th|s ;ltuatlon as one of infinite (short run)
marginal labor productivity, or zero marglnal Iabor demand, assocu-

’vated with non-infinite overall productivity." “In these cases,
-direct product:on manhour demand for the industry as a whole will

be determined by the aggregate humber of units operating, while

" production depends on aggregate capacity. The consequence is a
’ flxed Iabor force Iargely |ndependent of demand for the product.
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In this situation the economic trend is, of course, towards
plants of larger and larger capacity, so that on average each such
industry shows a downward trend in labor demand per unit product.
This tendency is well known and needs no further discussion here,
beyond remarking that in this phase of technological advance labor
productivity figures must be treated with extreme caution, since
one cannot assume elasticity of production with respect to labor

supply.

The outlook, again, is for steadily decreasnng aggregate Iabor
demand per unit product, associated with steadily increasing aver-
age size of plant throughout process iindustry. The labor demand
will depend on total capacity, being inelastic with respect to
current demand for the product.

8.3 The Skill Impact of Technological Change (Qualltg ive Changes

in Labor Input per Unlt Product)

A major objective of the research was to demonstrate the oc-
currence of skill profile changes due to technological change under
adequately statistical control, and using an experimental design
capable of assessing the statlstlcal confidence level of the ob-
served changes. This was accomplished, for direct labor only, in
a total of 8 sets of cases reflecting 8 types (and subtypes) of
technological change. The results of the 11 resultlng analyses of
variance are summarized in Table 8.2, No change in skill proflle
was recorded for 2 subtypes of technologlcal change, a highly sig-
nificant change was found in 3 cases, while the remainder showed

. low to moderate significance levels,

We conclude that in the majority of casesg teclinologica’
change has a statlstlcallx demonstrable impact on direct labor
skill deme:.d.
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The change in skill demand associated with technological
change in our sample of processes was complex and cannot be

adequately summarized in a single set of unqualified statements,
; We therefore present and discuss our overall conclusions from
three different viewpoints, roughly corresponding to successive
levels of disaggregation,

B— First, we consider changes in mean skill level computed from
: skill profiles for older and newer technologies; second we examine -
changes in the distribution of manpower demands by broad skill
levels corresponding tc tripartite grouping of job-evaluation
scores in the skill profiles; and third, we examine changes in
educational and training criteria adopted by employers to meet
the skill requirements of their mewer processes, A fourth area on
which the field data presented in the various appendices could
throw light is the manner in which specific human tasks, functions
and job contents change with technology. This topic is not
covered in the present report.

ittt e S5 B S
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i Before embarking on detailed discussion we wish to make three
! general comments bearing on the interpretation of the data pre-
i sented, First, the reader is requested to keep the distinction
: between absolute and relative changes in skill demand clearly in
mind. Since technological change usually entails change in overall
labor requirement, the following situation can arise, A reduced
; absolute demand” for some specific level of skill or education 3
i may, if the total labor requirement is reduced more than propor- H
tionally, emerge as an increased relative demand for that skill ;
“level, Thus apparently opposite conclusions can be drawn by i
interpreting the same data in different ways; which is the more
significant will depend on the nature of the policy or other
question at issue, and since in this chapter we present a gene-
ralized discussion independent of specific policy options, both 5
are given equal weight, !

SN X
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Secondly, the results and discussion deal with steady-state
production. processes in the manufacturing and service sectors of
the economy as a whole, Our data collection procedures deliberately
excluded labor demands attributable to non-steady-state productive
activities such as capital construction, re-equipment, product
improvement and the like, and a fortiori they also excluded such
overhead activities such as in-plant training and education,
maintenance of methods and standards, security, public relations,
research and so on. The reader should bear this somewhat severe
restriction in mind when considering the implications of the data.
( for the whole of a specific industry or sector of the economy,
| still more for the entire economy,

"Measured in manhcurs per unit product.
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Thirdly, the skill levels used are not strictly equivalent
across industries and process types, Within each industry it was
possible to set up an exact skill level metric based on abundant
job evaluation data, Where two firms schemes differed in detail,
we were able to cross~compare and utilize ratings by skilled job
analysts to construct a single scale valid for two or more or-
ganizations, But comparisons across industries were hampered by
lack of fully comparable ''‘benchmark'' jobs, and more fundamentally
by lack of a truly un|versal measure of skill level.

Lacking sound reference points we endeavored to establish
cross-industry comparability by subject ive comparison of job
descriptions across the six industries®™, and we feel that the
chance of serious error is small, More fully quantitativ: cross-
comparisons might reveal minor discrepancies but would be unllkely
to upset the conclusions presented below.

8.3.1 Technological change and mean skill level

Direct Labor

_ Initial and final mean skill levels, computed from job
evaluation point scorest weighted by manhours per unit product,
are summarized in Table 8.3 for the eighteen processes studied,
Taken by individual case, eight processes, or nearly half the
total, showed more ‘than 5% increase in mean skill level, nine
remalned unchanged or nearly so (changes falling in the range
+5%), and one case showed a decline of 10%. Thus the prima facie
evidence points to a general increase in the skill demanded of
direct labor due to technologlcal change.

Examining these changes in skill level averaged over processes
within the six distinct types of technological change. initially
identified for study, we note substantial increases in four cases
(E.D.P. in banks, continuous strip processing, computerized reser-
vation system and centralized automatic control), one case
(computer process control) with no change,and one (numerical con-
trol) showing a modest decline, Agaln we draw the overall
conclusion that technological change is on the average associated
with an increase in labor force skills,

At direct labor Ievel'we'therefore find strong support for the
widely-held view that current technological trends require up-
graded direct labor force skills,

v“Appendix G.
TAfter suitabledadjuStment of factor scores to secure_within-
industry comparability.
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Overall Labor Force

However, the addition of data on indirect labor (unfortunately
available in suitable form for only 5 of the 18 processes) forces
us to modify this conclusion., 1In the three single cases where hard
data was available and the proportional contribution of indirect
labor was high (steel annealing, electricity generation, air sepa-
ration), the changes in mean skill level were markedly less
for the composite data than for direct labor only. Assuming
that indirect labor requirements and skill levels in the other
steel-finishing and electricity generation processes were similar
to the ones studied, that they were little affected by the
technological change in hydro-carbon cracking™, and that
indirect labor was relatively unimportant in the airline reser-

vation systemst, we may plausibly conclude that in only two out .

of the six process types (demand deposit accounting and airline
reservation systems) did the overall increase in mean skill level
exceed 5%. This considerably modifies the conclusion based on
the direct labor data alone. ‘

Thus the two service-sector process types were the only ones
where technological change produced skill upgrading large enough
to be probably detectable in the aggregate labor demand statistics
of the relevant industries.

There was distinct down-grading of skill demand due to tech-
nological change in centralized and computer-controlled electricity
generation and in air separation, though probably too small to be
detected in aggregate statistical data. This observation offers

. some support for Bright's contention that skill requirements de-

cline (rather than increase) with automation. It will be recalled-
that while Bright's studies did not provide controlled comparative
data of the type discussed here, his observations covered a wide
range of metal working industries, most nearly paralleled here by
the aerospace machining process where our results do not conflict
with his, '

8.3.2 Technological change and labor requirements by specific

skill levels

On examining the detailed pattern of change in labor require-
ment per unit product at specific skill levels within the aggregate
changes in mean skill level discussed above, the processes and
process types studied showed marked differences.,** For the

“An assumption made plausible byvthe data presented in Table 8.5,

+Supported by collateral qualitative information from management .,

o : ‘ .. '
‘For a complete appreciation the reader should refer to the total

set of skill profiles presented in the individual case studies.

s

S

e e e A b e A 4 4 gL e




3
2
<
2
4
3
3

Lt Pd G

TV e e ey

e

*S31pni1s 9sed [enpjAtput j0 sjdodas 3ag
wolsy paidediqns 3Siiy 843M S[3A3| 9DUIIYIJ 043Z-uou Ayl sabueys Juadsad Bugindwos uf

‘S{2Aa| Abojouyoal Yloq 1e San|BA [3AD| |[|IS uesw
531025 jujod [|!%S ueaw papiodad 3le Isayj

E3

(32341pur snid 3I2311Q) (|elaAg

dogeq 323u41q

o/ - e . - papleoq | o o oiiodsue swalshs N a21Al1as wE._w
%o.m * H:.GM M._mN si1abuassed o1 u“n.u suely UO31BAIISAL 1ea v:mevQEov:m
%S 8 L+ #26°22 08z 001 1y sa6usssed auj(dy paziiaindwos 03
S13ewolne- {wag
_— . . o/n e . . uotjededss 3 doo|-pasof>
%911 9°1Lz t°Llo€ %0°0 0°091 0°091 suol g leotwayg uos3vesenbi| 41y A "kt
' %0°0 L9ty /9ty Bus
. . . ppesd doo|-pasp (o
%0°0 9°89¢  9°89€ | sia..eq 0001 1o osEoain A AP
. - lde
%0°0 9°89¢  9°89¢ uoq PAH tietied
%0°0 %[°98¢€  [°98¢ say Bujjedsa Ayrgnan uotiedauab muwwwm.ﬂnuww
%#0°§ - 9°#1€  6°62¢ %0°0 #0°LLE  0°LLf -do jue(d | 214323(3 damog 2 6u 1403 tuoy
.[043U0D ss3d04d
13indwos e3ibip 03
6ojeue |euoijuaauo?y
. %S "S6+ 798¢ 4°9l2 say Bupjeda A3t[tan uotiessuab | |043u0d pazijediuad
%9 - 2°962¢ T°HIE %8 eq+ " [9€  0°/92 ~do 3jue(d | 214312313 damog | 031 pazijesjuadag
0 . . : : Adautysew paj(oa3
No.o_u :.mmm m.MNm 3ded | asedsoday mu._mum“w”._.uwwm Zuod A[|®dtd3unu
#z - T°6LS  47Sgs : tutuaed 01 [BUO IJUDAUCT
. . . saxoq (6utie|duyl .
%0°€ - [ €¢ aseq 00} 3-butziueajeb) ssadsodd
%0709+ 9°¢ 't suol g} 19918 dia3s Bugieo) snonu’13uod
. 0l yoleg
7%8°8 + L°€ €
%y o+ L9 7°9 9E-Ez+ 1€ 0°€ suol 0} didys Bu}jeauuy
78°S1+ 1'zit 6°€oi ‘passasoud Bupyueg Bu)junoase van_,“mw““ﬁmm_
%0°9z+ 0‘zze £°/81 #8°6 +: zgtt g-zit su33t 0001 : 1tsodap pueuwag pap1 e-au1yoey
soueng || mt et ] g || e e
N P10 MaN P10 Jtupy’ A11snpug §53925044 abueys
21035 ueay _a1095 ueay 19npouy wmuEmm tesi6o jouysaj

T3ATT TIINS NvYIW

NI SIONYHD QIUASYIW JO AYYHHAS

(€°g I1avL

173



159

present discussion the detailed data have been condensed by
grouping into three broad skill levels, respectively Lower
(roughly equivalent to ''unskilled' labor), Medium (“seml-7
skilled" labor) and Higher (skilled ¢raftsmen and above).

Observed absolute manhour requirements grouped into these
three levels are summarized for direct labor and overall labor
respectively in Tables 8. L, and 8.5, and the same data are pre-
sented as proportions of total input for each process in Tables

8.6 and 8. 7

It wnll be noted that indirect labor data was available for
only 8 of the 18 processes., Quantitative job evaluation scores
were unavailable for 3 of these 8 (the 3 hydro-carbon cracking
processes), so that mean skill levels could be computed for the
total ‘labor force in only 5 cases (see Table 8.3). However, we
" were able to assign the known manhours of indirect labor to broad
skill groups in these 3 cases, so that some conclusions can be
establ ished relative to the overall skill distribution for this
process type. '

Lo@érFSEill Levels ("Unskilled" Labor)

Considering direct labor first, only 5 out of 18 pre-change
(older technology) processes required as much as 10% of their
labor input in the lower skill levels (Table 8.6), and in 4 of
these 5 cases thls.requ1rement declined steeply with technological
change. The highest post-change proportion of lower skill level
‘direct labor manpower was found in one of the two airline reser-
vation systems, where the remaining low-skilled tasks were mainly

routine clerical operatlons t Another 4 of the 18 processes
showed small increases in absolute and relative low level direct
labor skill requirement associated with technological change.

_ When the indirect labor data are added, however, the resulting
figures for the proportion of total labor input at-lower skill
levels fails to support the above conclusion, since there are
strong signs (particularly in electric power generation and steel
finishing) that when technological change displaces lower skills
from the direct labor area, they reappear as indirect labor. Thus
we note (Table 8.7) that the net change in the proportion of lower
skills was almost zero when averaged over the 8 cases studied. But
with a mean decline in total labor requirement, the absolute amounts

“A‘subjectivevappreciation of the levels of skills in question can
be gained by referring to selected job descrlptlons presented in
Appendlx G.

fHowever in this case the job evaluation ratings are believed to

" have been biased downward, and some jobs, e.g., teletype operator,

which were assigned to the lowest skill level should probably be
reclassified ''semi-skilled,"
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of total lower-skilled labor per unit product decreased on average
by a substantial amount. '

It seems plausible to draw the following conclusions con=
cerning the overall consequences of technological chanye for un-
skilled labor. If a given process still requires a significant
amount of unskilled labor in direct production work at the present
time, technological change is 1ikely to reduce this requirement"

, substantially, But a fraction of it will probably reappear in

i the indirect: labor area, leaving only a small net change, Modest
new demands for unskilled labor seem also to be created by some
technological changes, to some extent stabilizing the overall
demand for lower-level skills, Extrapolating somewhat from these
results we predict that unskilled labor will continue to account
- for some 5% of the total (direct plus indirect) productlon labor
force despite further technological change.

Middle Skill Levels (''Semi-Skilled" Labor)

Again taking direct laber first, we note that pre-change
(older technological level) demands for medium skill levels in
the 18 processes varied all the way from 100% of the direct labor
force (in demand deposit accounting) down to zero (in hydro-
carbon cracking). A1l of the 15 cases with & non-zero pre-change
medium level skill demand showed post-change reductions. These
‘ranged from 100% to 3.6% of the total labor requirement.

; Thus we may conclude with some assurance that technological
; change reduces direct labor demands for medium skilled labor both
! relatively and absolutely.

! Considered by process type, and apart from the special case

’ of air separaticn where the transition to unattended operation
caused total elimination of medium skill requirements, the greatest
, reduction (31.6% of total labor requirement) occurred in centrali-
i zation of control in electricity generation. Here the transfer
from medium to high-level skill demands was clearly associated with
more ‘''‘concentrated' tasks, i.e., those covering a greater area of.
the process and equipment. ' ' ' )

The pattern of change in the four steel finishing processes
cannot be interpreted in this way, since the newer technology
differed markedly from the old, and few of the new tasks were
comparable in any direct way with the old ones. Here, and in the
cases of demand deposit accounting and airline reservations, a
substantial number of pre-change tasks requiring medium skill
levels were abolished and replaced by somewhat fewer dlstlnctly
new tasks demanding higher skill levels.

Again the addition of indirect labor seems, for the 8 cases
available, to dilute the overall effect of the technological
chances. One case (centralization of electricity power generation)
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exhibited a relative but not an absolute increase-in medium-level

ski]ls. Thus there seems again to have been a displacement of

med ium level skills from the direct into the indirect iabor force,
together with an absolute decrease in medium-level skill require-

ments,

High Skill Levels ("'Skilled'' Labor)

The pre-change direct~labor demand for high level skills
varied from all to none of the labor force (Table 8.6). 1In the
former case, comprising 3 processes, naturally no increase could
occur. Of the remaining 15 processes, 12 showed an increase.

Thus the generalized conclusion is warranted that technologlcal
change increases the relative Erogortlon of top-level skill require-
ments for direct labor, But as seen in Table 8,4, only 5 of these
12 cases represented an absolute increase in requirement per unit
product, while 4 showed decreases, and three were almost unchanged.
Thus the productivity of higher-level skills (the volume of product
per unit of highly skilled labor power utilized) clearly did in-
crease to some extent with technological change, though less than
total labor productivity.

When indirect labor is included (Tables 8.5 and 8.7) we have
results from 8 processes. These show fewer increases in propor-
tional higher-skilled labor demand, only 2iout of 8 being large
enough to be.considered major. And none show significant increases
in absolute higher-level skill demand.. Contrasted with- the direct
labor data, this pattern suggests that there has been a net trans-
fer of higher-level skills out of indirect into direct labor
demands, once again diluting the net impact of the technological
change on the labor force, but in the reverse direction to that
observed at lower skill levels,

We conclude that technological change generally reduces the
absolute demand for skilled labur, hence that the productivity of
skilled labor considered in isolation is somewhat increased by
automation, In general we infer that the overall tendency toward
skill upgrading is largely accounted for by labor economies at
semi-skilled ("'operative') and to a lesser extent at unskilled
("laborer') levels, with little net contrlbutlon by increases in
higher skili levels,

Considered by process-type, in the 3 computer process control
applications respectively, all, half, and none of the pre-change
labor force was at a high sklll level, and the post-change situ-
ations were identical. Here there was a uniform small absolute
incresse in skilled labor for the total labor force (Table 8.5),
due presumably to the addition of maintenance labor required to
service the new computer and peripheral equipment, In all other
cases the post-change direct labor’ force (Table 8.6) contained a
greater proportlon of -higher skill levels than the pre-change one,
and except in one case ihis was maintained (Table 8.7) after the

inclusion of indirect ‘labor.
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But three of the six process types (continuous processing,
numerical control and computerized RDRT systems) showed decreases
in absolute per unit demand for direct labor at these higher skill
levels (Table 8.4), The two process types showing absolute direct
labor increases at highly skilled level are of special interest,
They were computerized off-1ine data processing (demand deposit
accounting) and centralized control of electric power generation,
The former is a case where substantial amounts of new complex equip-
ment were introduced to supplant previous largely self-supervising
manual workers, and new higher skilled workers were required to
operate it., They are mainly employed on evening and night-shift
work, while the day-shift labor force remains medium-skilled. .Here
the addition of indirect labor revealed a counterbalancing reduc-
tion, apparently due to the reduced need for supervision of the
reduced direct labor force, and the net result was a small decline
in higher-level skill requirements,

The latter case--centralized control of electric power
generat ion--is one where skills were upgraded through what may be
called ""job-enlargement,' the combination of previously separate
direct tasks into new, more complex, and therefore higher-skilled,
jobs, This upgrading process is made feasible by reiocating :-hat
had been widely separated control stations into a central control
room, But again there was a counterbalancing reduction at indirect
labor level, leaving a net downward change in higher-level skill
requirements, '

In the case of computerized RDRT services (airline reservation
system) new complex equipment was introduced without a concurrent
increase in higher skii! labor requirements. Direct labor data
only are available, and the skill distributions for the second firm
in which this process type was studied are of somewhat doubtful
validity, due to shortcomings in the job evaluation data, Thus it
may be better to take the first firm as definitive. The result
here is in line with those discussed above, showing small absoiute
and relavive increases in higher skill requirements. The amount of
indirect labor (s probably small in this case, so this probably
represents the true overall picture,

8.3.3 Summary of conclusions on the skill impact of technological

change

Given the complexity of the picture presented above, any

| attempt to summarize the results is liable to be misleading.

Nevertheless the following very broad conclusions appear to be

warranted, :

First, there was little or no overall net tendency for the
mean skill level of the workforce to increase with technological

‘change. An upward tendency shown by the direct labor data seems

to have been due to incomplete observation, since in many cases yie-

- direct change direct labor demands for lower level skills reappeared

as indirect labor demands after the change. Tne phenomenon makes it
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imperative to include at least the major components of indirect
labor in any future comparative study of the mnapower impact of
technological change.

Second, the small overall changes in mean skill levels were
largely offset by larger overall productivity increases. Hence

decreases in absolute demand measured in manhours per unit of

production for specific skill brackets were more prevalent than
increases. ' ' '

The decreases in absolute labor demand were greatest at
middle levels ("'semi-skilled''labor), next greatest at unskilled
levels (laborers), and least for skilled labor (operatives and
skilled craftsmen), The data suggest almost no net change in the
last case,

Third, when examined by type of process, major changes in
skill demand are found to be concentrated in those cases--a
majority--where what may be called primary automation and 'its con-
sequences have not already been established. Technological change
has relatively little manpower impact in already automated but
stil)l manned processes., The transition to what we may term
secondary automat ion=-where the process is turned over to full
computer controlamd operates unattended--causes, as may be
expected, a very large percentage decrease in manpower input,
associated with a decline in skill-level; but this phenomenon is
still rare in manufacturing industry.

Finally it must be said that, with the single exception of
the transition %o unattended operation, none of the manpower con-
sequences of the technological changes studied appear major when
evaluated as percentage changes of manhour and skill level demand.
One would be confident of detecting few of the effects at a higher
level of aggregation, Thus we conclude that technolorical change,
as represented by this cross section of eighteen processes drawn
from six process types, does not cause any major change in skill
requirements, There is a perceptible upward drift in aggregate
mean skill level, but no more.
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. 8.4 Work Force Educational Levels

While our attention was primarily focused on job evaluation
factor scores and on ma:hours of labor requirement to permit the
above detailed analysis of the skill impact of technological
change, where possible we also acquired collateral data on edu-
cational qualifications, training and job experience, as well as
job descriptions for all the cases studied.® General conclusions
cannot be drawn from training and job experience data (presented
in the relevant appendices) with any confidence, but educational
levels seem worth a brief discussion. The relevant data are
summarized (for direct labor only) in Table 8.8.. Each figure
represents the mean of two or more firms.

In interpreting the figures, the reader should bear in mind
that few, if any, of the recorded requirements for educational
levels represent strict managerial recruitment criteria. Most
are estimatz2s, ventured by management, of the general educational
level needed for success in the jobs in question, and many
represent desired rather than strictly necessary attainments,

As to the results presented in Table 8.8, it will first be
noted that no definite requirements beyond high 'school graduation
were encountered. In cases where 100% of the labor force were
quoted as needing the high school diploma, other things being
equal there would undoubtedly be a preference for applicants with
some college education. But this does not imply a regulrement
for education beyond the stated lcvel,

With the one exception noted below, the newer technology
required a better educated labor force than the old in each case,
though differences were small, and the general nature of the
process had more effect than the technological change. itself. 1In
demand deposit accounting the upward trend was slight, and partially
offset by the addition of a small proportion of low educational
requirement labor (corresponding to the unskilled labor discussed
in the previous section). 1In the steel finishing processes, a new
requirement. for high school graduate level labor was ascribed
mainly to the need to recruit for later promotion to foreman and
above, after in-plant experience.

In centralized control of electric power generation, operators
need facility in written communication, calculation, use of tech-
nical documents, and some ability to conceptualize the process,
hence a near 100% requirement for high school graduate education
was encountered. Similar remarks apply to hydrocarbon cracking
processes, The need to fill the promotion ladder was also
stressed in this case,

“These are omitted from the present report for reasons of space
and may he obtained from the authors on demand.
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The exception was numerical control, where about one third of the
post-change labor force needed no high school education. This
was. because the need to read and interpret engineering and
drawings and technical instructions had been partially eliminated
with the adoption of preprogrammed tape control,

Finally, the special case of air separation may be noted,
Here the pre-change operator, a single man per shift, required
little education, depending almost entirely on in-plant experience,
There were no post=change operators.
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CHAPTER 9: POLICY IMPLICATIONS

We now consider the implications of our results for manpower
and economic policy. Here we move beyond the relatively firm
ground of observations and factual inferences into areas requiring
broad vision and judgment to synthesize many diverse aspects of
the policy issues. As a research team specializing in a particu-
lar subfield of manpower research, we do not claim particularly
broad vision. Therefore the following discussisn must be read as
a specialist contribution to the formation of policy. As Professor
Galbraith has pointed out in his recent study of '"The New Industrial
State,' the fate of such specialist contributions is to be probed
and tested for validity, then integrated with other analyses so
that executive policy can ultimately be formed from the confluence
of many sources of information and competing analyses.

The field of manpower policy has been very fully discussed in
the post World War II literature, especially in the seven years
since MDTA*, and the present chapter.would be overloaded by any
.attempt to provide a review doing even partial justice to the
numerous distinguished contributions., Therefore the reader is
assumed to be familiar wi.h the main lines of the various inter=-
iocking issues and debates in progress, and we examine only those
questions to which our results are particularly relevant.

Brief owrviews of manpower policy goals, the place of manpower
policy within broader economic and social field, and the structure
of what may be termed the ''manpower subsystem'' of the economy, will
be given first to provide a framework and establish terminology.
Within this framework specific discussions of the following topics
follow: structural changes in manpower demand and unemploymer.t
. related to technological change and shert-term training and re-
training policy; longer-term vocational training and educational
policy; the impact of technological change on full-employment
policy, particularly as ‘implemented by fiscal and other measures
to maintain aggregate .demand; and on- further research and statis~-

tical needs in the.manpower field.

“A partial list runs to some 20 substantial volumés by non-Govern-
ment sources, not to mention numerous official papers &nd reports,

192 .- R s
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9.1 The Framework of Manpower Policy

9.1.1 Policy goals

It is generally agreed that in an advanced industrial society
such as the United States, manpower policy must be closely inte-
grated with general economic and business policy. As the present
Commissioner of Labo:r Statistics has put it¥:

"The manpower program can be viewed as one arm of national
employment policy - the other arm being fiscal and mone-
tary decisions that affect the level of aggregate demand.
The central theme of manpower policy is, therefore, deter-
mined by the employment objectives of the government, to
the extent that they are taken seriously.'

Within this framework manpower and employment policy-makers
pursue three distinct goals. First they seek to maximize the uti-
lization of human labor and skill engaged in the production of
goods and services, hence maximizing aggregate real income.
Second, they aim to minimize the number of people underemployed
or unemployed and so dept ived of a meaningful place in society.
And¢ third they endeavor to secure equitable distribution of income
according to current standards of social justice. The interaction
of these and other policy goals has been well discussed by R.A.
Gordon™ who expresses the overall objective as the maximization
of a '"national economic welfare function'' subject to various con-
straints. Full quantitative analysis along these lines becomes
exceedingly complex and requires very careful definition of vari-
ables and relationships to avoid confusion.

9.1.2 Policy instruments and the ''manpower subsystem'

The Labor Market

At present the manpower resources of the American economy
are very largely allocated to productive uses by the free inter-
play of supply and demand controlled by pricing in the labor
market.

On the demand side are industrial firms, government agencies,
educatiorzt, military, research, and other organizations, together
with unorganized individuals seeking personal services. The

" lRhetoric and Reality in Manpower' in Manpower Tomorrow: Prospects
Priorities, ed. Irving H. Siegel. New York: Siegel, 1967.

Yol

R.A. Gordon, '"Full Employment as a Policy Goal' in Employment

“Policy and the Labor Market, ed. A.M. Russ. Berkeley: University

of California Press, 1965.
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quantitative level and qualitative distribution (structure) of
manpower demand at any given time is largely determined by the
interaction of two specific factors, (i) the volumes of demand
for various goods and services, and (ii) the technologies used
for production to meet the demand for goods and services. The
present research project was concerned with the latter factor,
and the main policy implications of our findings are therefore

on the structural aspect of the demand side of the labor market.
In particular we have provided detailed new information on struc-
tural changes in manpower demand due to technology, with signifi-
cant policy implications presented in Sections 9.2 and 9.3 below.

On the supply side of the labor m:.ket we recognize, in order
of decreasing immediacy, individual un~:ganized members of the
labor force, labor unions, public and private vocational training
schemes and establishments, schools and colleges, and the family
and social structure of society as a whole. Our own data have
little to say about manpower supply at any of these levels and
here we rely on the findings of other analysts.

Both the demand and supply sides of the labor market are
quite highly structured at the level of the organization. Most
industrial firms and corporations operate deliberate manpower
policies designed to ensure continuing supplies of labor in the
amount and quality needed for their production and other processes.
However, each organization operates in the labor market to a large
extent independently of others, particularly in negotiations with
individual workers and labor unions. Firms and government organi-
zations manage their own manpower supply internally by reallocation
and promotion of individiuals, together with inhouse education and
training schemes. Thus the organization is the basic entity
operating on the demand side of the labor market.

On the supply side a few employee organizations, such as labor
unions, make deliberate attempts to coordinate the supply of speci-
fic anticipated labor demands. At a higher level, conscious mutual
adjustments between individual firms needing labor and specialized
educational and training organizations geared to supply it, are
much less prevalent.

A major factor reducing the power of manpower demand to imr-
fluence supply is the long lead-time needed to generate a specific
type of human skill or experience ir response to a new demand.
Quantitative adjustments can be azcomplished by short-term programs
such as recruitment through local and national advertizing, and minor
qualitative ones through inwhouse. refresher.courses, job=training
and the like, More basic changes in labor force location, motiva-
tion and skill patterns require ‘costly long-term educational and
training efforts lasting up to five or more years per individual
worker. Buoyant demand in the {abor market encourages what in
effect is long=term investrent in human capital, but, being tied
to individuals, this investment cannot be tightly contrclled as
in the case of physical capital. Therefore the process tcends to
be slow and diffuse in its response to new manpower demands. ' In
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general, the demand side of the market tends to assume inelastic
supply, and there is much bidding-up of scarce manpower resources,
principally ability, skills and experience. Our present findings
on the impact of technological change appear to imply a need for
federally supported longnr-term apprenticeship and training pro-
grams to meet the future manpower needs of advanced manufacturing
and service technologies. These aire set out in Section 9.3 below.

Aggreqate Demand as a Full-Employment Policy Instrument

It is now accepted that near-full employment requires a
specific level of aggregate demand; below this level there will
be a lack of job opportunities, while above it (following A.W.
Philips' analysis), the rate of increase in wage rates will be
unacceptably high.” In recent years gcvernments have generally
been able to stabilize aggregate demand at or near the target
level by fiscal and/or moretary measures, thus maintaining near-
Tull employment, generally with a small to moderate rate of in-
flation.

The efficacy of this demonstrably successful approach to
full-employment policy depends on the operation of several dy-
namic causal sequences, among them a strong positive impact of
agqgregate demand on aggregate employment. This positive reition-
ship has been taken for granted by all analysts,and is undoubtedly
a real feature of the present situation. However, our investiga=
tion of the role of labor in modern technology leads us to con-
clude that this particular relationship is currently weakening
and may be expected to break down in the not too distant future.
When this occurs it will no longer be feasible to control aggre-
gate employment solely by manipulating aggregate demand through
fiscal or monetary policy. Additional policy instruments for
maintaining full employment will then be,céjled for. :

This conclusion, explained more fully in Section 9.4, may be
expressed in technical terms as follows. The marginal elasticity
of demand for labor with respect to production shows signs of
falling off and ultimately reaching zero. When this point is
reached demand for labor will become functionally independent of
demand for goods and services and will thus cease to respond (in-
directly) to fiscal and monetary adjustments, the instrument on
which most reliance is currently placed. It is suggested that
this tendency will require major changes in full-employment policy.

“See, J.W. Garbariﬁo; ""Income Policy and Income Behavior” in
Employment Policy and the Labor Market, ed., A.M. Ross. Berkeley:

University of California Press, 1965.
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Incoume Distribution

Equitable income distribution according to current standards
of social justice is achieved partly by maintaining full employ-
ment as discussed above, and partly by applying a mixture of
fiscal and welfare policies designed to redistribute income, or
whose unintenrtional effect is to do so. Since our data have no
direct bearing on this aspect of manpower pollcy,‘ this aspect of
manpower policy will not be discussed further, :

“Though indirect policy implicationé may be traced both through
. full-employment policy and through structural changes in manpower
. demand due to technologlcal change.» :
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9.2 Short-~un Manpower Supply Policies Related to Tethhologicéllx

Induced Changes in Manpower Demand

As noted in the previous section, our findings relate principally
to the demand side of the labor market, and concern the impact of :
technological change on the quantity and quality of labor required for :
production and service processes, We now consider their specific
bearing on short-run active manpower policies,

L e s o e e 2 b e =

It has been suggested that Federal and State authorities should
intervene on the supply side of the labor market to remove structural
barriers to full employment created by technological change. Specifi-
cally, training and retraining schemes have been advocated to meet the
supposedly higher skill-demands of automation, and as is weil known,
many such programs have been initiated. However, we have found very
little evidence that technological change actually does result in novel
or higher skill demands, and we therefore conclude that Federal and
State training and retraining programs cannot be justified by the need

: to adjust the labor-supply skill mix to the requirements of newer

| technologies. Since the new skill demands are not markedly different

: from the old ones, there is no reason to suppose that normal (private
and local) adj stment mechanisms will not continue to operate satis-
factorily without goveirnment assistance, A more detailed discussion
follows.

Automation and Structural Unemployment

In the upsurge of concern over the apparent impact of automation
expressed in a voluminous literature of the late 1950's and early
1960's, some observers expressed anxiety almost amounting to panic
over the reported loss of jobs and escalation of skill demands due to
automat ion. Several analysts, with C.C. Killingsworth prominent among
i them,” cited technological change 2nd particularly automation as being
! responsible for high unemployment rates. Major importance was ascribed
; to the supposed elimination of low-skill jobs leading to lack of oppor-
: tunities for low-skilled workers, particularly youth and minority
groups. It was suggested, in short, that automation had already
produced a substantial volume of ''stiructural'' unemployment and would
produce more, This position was reached despits the fact that Bright's
field studies,™* at that time the only substantial investigation
bearing directly on changes in manpower demand due to technological
é change, failed to provide evidence of important skill upgrading, and
! indeed indicated a possible decline in skill damand, Possibly due to

* €.C. Killingsworth in The Naticn's Manpower Revolution, U.S. Senate
Committee on Labor and Public Welfare, -1963.

} *J.R. Bright, Adfomation énd Managemeht; Boston Harvard Bdsinéés
o School, 1958, -
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imprecise measurement and lack of adequate statistical control, Bright's
field data may not have been considered conclusive enough,

Subsequent less heated discussion both revealed the paucity of
hard data underlying the automation scare*, and showed how difficult it
was to evolve a sound operational test for the existence of rigid
structural factors preventing full employment. According to Lipsey*¥,
structural barriers to full employment must be regarded as relative,
not absolute, finding expression through inflation as expressed in the
Philips' curve rather than having unemployment as a direct consequence,
Lipsey postulated that structural factors would operate as follows.
Progressively less productive elements of the (potential) labor force
would enter employment as aggregate demand rcse; the resultant loss of
efficiency would cause cost increases, which in turn would lead to
unacceptable inflation, the latter being the ultimate (indirect)
limiting factor on aggregate employment. Also a prolonged period of
high aggregate demand would permit further marginal elements to be
gradually absorbed, causing a slow downward drift in unemployment rates.
At the time of writingt the unemployment rate stands at a ten-year low
of 3.3% after eight years of economic expansion, lately with significant
inflation; Lipsey's general analysis thus appears io have been borne
out by experience. Nevertheless it is clear that, while their impact is
indirect, structural barriers to full employment do exist, since with
an ideal labor force, and given the current high level of aggregate
demand, unemployment would certainly be well below the present figure.
The unexpectedly large extent of underemployment revealed in recent
surveys by the Department of Labortt also corroborates this view by
showing that many labor force participants cannot find adequate work
opportunities,even though aggregate demand is at or near its inflation-
ary limit,

Our own findings show that technological change does not
affect the structure of labor demand to any marked extent; and -there-
fore confirm Bright's tentative conclusions and support Lipsey's
indirect denial of the ''strong' form of the structural unemployment
~hypothesis., While our earlier direct labor data pointed to a definite
rise in mean skill level, the present results¥, providing a more
balanced view of the total process-related labor force, show only very
modest changes in skill profile and almost no increase in mean skill

wle

" e.g., C.E. Silberman, The Myths of Automation, 1966.

wlaate

“"R.G. Lipsey, "Structural and Deficient-Demand Unemployment Reconsidered'
in Employment Policy and the Labor Market, ed., A.M. Ross, Berkeley:
University of California Press, 1965,

.r-

Early 1969.
++

-
.

See Chapter

*See Tables 8.2 through 8.7.
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level, The latter is probably the best single index of the structural
impact of technological change on labor demand,

Atso we failed to find indications that labor supply is inadequately
matched to demand, which would be expected to result in implementa-
tion of technological change being obviously delayed or hindered by
shortages of skilled manpower., While in almost all cases the new job
contents were markedly different from the older ones, we ascertained
that local manpower supply adjustments (including recruitment, reallo-
cation and retraining within the firm and on the job) had readily
allowed the existing labor force to meet the new requ1rements Many
other case study reports support this conclusion,™

Indeed in some cases exactly the reverse effect to that postulated
by the structuralist school was observed, for an avowed objective of
technological change is to reduce dependerce on the supply of skilled
manpower, thus reducing structura! barriers to full employment. For
|nstance, our own studies on numerical control™*, and others reported
in the literaturel, showed that a prime factor in the decision to install
the new technology was management's wish to eliminate part of the need

for skilled journeyman machinists, who were in short supply.

Explanation for Lack of Change in Skill=Profile

The reason for the non-appearance of major skill-upgrading despite
the introduction of new and often highly complex equipment® is not far
to seek., When deciding whether or not to install a proposed new techno-
logy, management takes the anticipated new manpower requirements into
account, A new process with markedly higher skill demands will not be
installed unless management is assured of an adequate supply of higher-
skilled workers, a resource which is often conspicudus by its absence.
Many potential new technological developments are therefore stillborn
due to manpower supply constraints, but those that actually reach the
fullscale planning stage are likely to conform to manpower supply
constraints, The technical literature reports many instances where

" e.g., Manpower Planning to Adapt to New Technology at an Electric and

Gas Utility, B.L.S. Report #293, 1965; and
Studies of Automatic Technology - A Case Study of a Large Mechanized

Bakery, B.L.S. Report #109, 1956,

ateats
Akl

Crossman, E.R.,F.W,, S, Laner, L.,E, Davis, and S,H, Caplan, op. cit.
and

The Impact of Numerical Control on Industrial Relations at Plant Level
--U.S.A., prepared for the Automation Unit, International Labor Office,
Geneva, by E.R.F.W, Crossman, S. Laner, S. Caplan, 1968.

t Management Decisions to Automate, Manpower/Automation Research Mono-
graph g Manpower Administration - Office of Manpower Automatlon and
Tralnlng, 1964,

¥ Described in Appendices 1-4,
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projects were either never implemented, or delayed, or abandoned after
startup, because of manpower supply problems.

Equipment designers and plant engineers are also required to
ensure as far as possible that new equipment is operable and maintain-
able by existing staff with only minor retraining. Manpower plans are
laid before new equipment is delivered; while a few key technlcal

i personnel may be ailocated to specsallst roles on the new process,

T overall skill demands are not generally permitted to increase signifi-
cantly for fear of delays and shutdowns due to lack of the requisite
skilled personnel.

_ ittt S T T
< bt g T

Adjustments to reduced demand for lower-skilled labor are most
frequently made without firing the individuals affected, by reallocation
and planned attrition of the labor force. If this is ful]y effective
there will be no new hiring despite increased production. Hence, due to
deliberate organizational policy, only a modest change in skill proflle
is likely to be associated with introduction of a new technology, and,
except where a new plant is located far from existing facilities, it
generally has little immediate effect on external labor demand.

S L B SR SN PO LU POCTAEY

We cannot at present buttress this explanation of our data with
hard evidence, but extensive field observation and discussion with
: managers, system designers and other technical personnel, together
- with study of the literature, gives us considerable confidence in its

general correctness,

Implications for Training and Retraining Policy ' ﬁ

i The policy implications of this pattern are easily seen, Since
. organizations are well able to cope with the manpower consequences of i
technological changes (even major ones) by internal readjustment, they
need no external help to supply higher-skilled workers or to re-employ
& lower-skilled ones. Nor should technological change be expected to

31 affect the general labor market by causing rapid release of numerous

" redundant lower-skilled workers. At most there will be a prolonged
"'standstill'' period of non-hiring at lower and middle-skill levels when
a given technological change is unaccompanied by major expansion, A
general consequence of this is that new entrants to the labor market,
particularly unskilled youth and minority-group workers with few
educational qualifications, cannot expect to find job opportunities in
advanced manufacturing and service indUstrieéfand must therefore be
absorbed by other sources of labor demand.

Highly organized services to the consumer may be a possible
exception., In this case expanded capacity in data processing, communi-
cation and transportation may call for more extensive dealings with
clients and require increased numbers of middle~level skilled workers
to provide the interface between customer and system. The bank teller
and airline sales agent® exemplify this class of occupation. We may

ot

“Whose roles are described respectively in Appendix 1 and Appendix 4
below. i

fA‘phenomenon sometimes referred to as ''silent firing',
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i note in passing that occupants of these consumer/system interface roles

| perform best when dealing with consumers of similar cultural backgrounds,
Hence, as banking, transportation and other highly organized services

! spread to lower socio-economic and minority groups in the community,
recruitment of middle~-skilled members of racial and other minority

! groups might be expected to increase to fill these positions, Again,

" we have no evidence that private industry fails to meet these staffing ]

needs though normal recruitment and internal training mechanisms, and -

no speciai Federal or State action seems necessary.

To summarize the foregoing section, we find no indications that
active mapnpower policies are needed to match labor supply to changes in
process~related skill demands due to technological change. The requisite
manpower adjustments fall well within the capability and motivation of

organizations undergoing technological change, and should be left to
them, '

R
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9.3 Long~-Run Training and Educational Policy in Relation to

Technology

As the previous section showed, the implications of our
results seem to be largely negative for short-term Federal and
State job training and retraining programs, We have found little
or no evidence that these are directly required to facilitate
short-run labor force adjustment to technological change. We
have further suggested that the major reason for the unexpectedly
small manpower impact of large and important technological changes
is managements' ability to stabilize manpower demands at the de-
sign stage of a proposed new process or system. In short, our
findings indicate that managements adjust technology to manpower
supply, rather than manpower supply to technology.

This explanation of the data, though perhaps insufficiently
corroborated, suggests a positive implication for manpower policy.
If short-term manpower supply considerations actually constrain
the extent and effectiveness of technological advance, an objec-
tive of long-term manpower supply policy should be to secure
relaxation or removal of these constraints, thus facilitating the
implementation of future more complex high-productivity systems.
The most critical consideration here is the loehg lead-time (2-5
years or more) needed to educate and train individuals to the
level ideally needed for routine operation and maintenance of
highly advanced production processes. This implies that the
planning horizon for a viable program should be at least ten
years. We therefore propose that consideration should be given
to the establishment of a federally~supported apprenticeship
scheme for advanced production technology. A detailed discussion
follows,

Training for Routine Production and Maintenance Roles in Advanced

Production Systems

‘While some private organizations do operate success-
ful long-term educational and training programs to meet their own
projected manpower-supply needs, these seem to be geared princi-
pally to the requirements of equipment and system design and
development; they do not as a rule produce highly skilled staff
for long-term routine operation of advanced systems once designed,
built and commissioned. Consequently there is a gap, due to man-
power supply constraints, between the technical feasibility of
new processes at the level of design concept and construction,
and their operational viability. This gap could be closed by
increasing the supply of highly qualified labor available for
routine operation and maintenance functions as distinct from de-
sign and construction, which in turn would permit more advanced
systems to be implemented on a fully operational basis. Put
differently, we suggest that an active attempt should be made to
raise the skills of the direct production work force to a level
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| i permitting fuller exploitation of advanced technology, and herice
Increasing the real wealth of the nation.

Qutline Design of a Modernized Apprenticeship System

Considerations of educability, distribution of intelligence
in the population, cultural background, and other factors outside
the purview of this report suggest that since a viable program
would aim to produce high-quality personnel who would neverthe-
less be willing to remain in production and routine maintenance
roles for prolonged periods, effort should be concentrated on
potential labor force entrants in the middle, rather than the upper,
level of the spectrum of innate abilities. Following established
precedent, the requisite education and training would therefore
take the form of an apprenticeship. Opportunities of this type
should be made available to potential labor force entrants who,
though not highly able in the academic sense, are yet capable of
grasping theories, concepts, and general principles having direct
relevance to their future work as operators and maintenance per-
sonnel.,

: The knowledge content and work experience provided under the

g proposed new scheme should be markedly different from that found

; in present-day apprenticeship schemes. Our studies of advanced

, technologies indicate that computer technology (digital data-

' processing, programming and digital remote control), together with
analog instrumentation and automatic control, are basic to all
modern production and service systems, so this should form a

: major part of the core curriculum. However, their applications

A § vary widely from industry to industry in response to specialized

! needs, so that no single generalized cross=industry curriculum

would serve. Production and maintenance workers also obviously

j require specialized knowledge of plant, products, and processes

! : specific to their own industry. Therefore the training should

be differentiated by industry.

! Recent studies of the contemporary apprenticeship system, such
as that by Strauss™, suggest that while there is little immediate
demand for apprentices, this is because existing schemes are largely
tailored to older, often outdated, types of technology and skill

and also indicate that

"',..our college-oriented school system seems not to be
meeting the needs of a large part of our youth.,'"™”

: i %
' Strauss, George, "Apprenticeship: An Evaluation of the Need" in
A.M. Ross (ed.), Employment Policy and the Labor Market, Univer-
sity of California, Berkeley, 1965.

whoal,

“op.cit., p. 332.
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In our view a system newly structured and adapted to what can
now be recognized as a dominantly computer-based pattern of
modern production and service technology, would make a valuable
contribution to the overall stability and growth of the economy.

We thus arrive at the concept of a modernized work/study
program akin to the classical apprenticeship system, but fo-
cused on contemporary technology and providing potential for
growth in the direction most likely to be taken by future tech-
nology. This would provide classroom instruction and practical
experience with advanced equipment and methods, both continued in
parallel over a long enough period to ensure a thorough practical
and adequate theoretical grasp of contemporary technology in the
specific industry for which the trainee is being prepared.

Proposals for Federal Action

Our specific proposal is that Federal and State authorities
should actively support a certain number of middle~level students
and other labor force entrants prepared to commit themselves to
long-term technological training, and that they should initiate
and sponsor the development of educational and training programs,
structured broadly as an apprenticeship system and -meeting th
requirements outlined above. '

Much of the groundwork for a viable program already exists.
In many areas, especially where there is a high concentration of
industry, there is a close relationship between management of
advanced technological systems and local educational institutions.
The latter could provide classroom and laboratory facilities,
while their staff capabilities would be augmented (as is already
the case in some places) by bringing in local managers and engi-
neers. Ways and means of extending this pattern to less well=-
endowed localities should be explored, and here again there is
room for Federal and State action.

In summary, we suggest that consideration should be given to
government support for a modern technological training program of
apprenticeship type, intended to train labor force entrants in
modern computer-based production and control technology as applied
in specific industries, with the long-run objective of providing
a steady supply of highly qualified operating and maintenance
personnel for new processes.
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9.4 Full Employment Policy, Aagregate Demand and the ''Labor-
Static!’ Hypothesis

In the previous report we demonstrated that demand for labor
was becoming increasingly inelastic with respect to demand for
the product or service. This was done by projecting future man-
power requirements for four processes studied (in banking and
steel making). All four showed signs' of entering, or having
already entered, a phase of technological development we des-
cribed as ''laborstatic,' in which the manpower required by a
process or industry would remain constant, despite change in
demand for the product within the economically plausible range.
We considered this state to have been entered when increases in
labor productivity, achieved by continuous small technical improve-
ments, sufficed to offset normal increases in demand for product,
permitting increased demand to be met with a constant labor force.
It was suggested that this situation is associated with near-
total elimination of direct human participation in the production
process itself. An earlier discussion by Crossman cited aggre-
gate data from selected industries as Erlma facie evidence for
this hypothesis.’

‘Short and Long-Term Laborstaticity

On studying further technology types and examining aggregate
production/employment statistics, we have subsequently found it
necessary to draw a distinction between two types of laborstati-
city, a short and a long-term form. The above description covers
the long-term form, characterized by constancy of the 5 to 10
year average labor force for an industry or process. In the
short-term form, while the long-term average labor force may show
either an increasing or decreasing trend, employment fails to
respond to fiuctuations in demand over a shorter (1 to 3 year)
period. The two types are not mutually exclusive, nor can a
sharp boundary be drawn between them. Both are often, but not
invariably, associated with advanced technology. The present
discussion centers on the short-term form since it appears to
have a more direct bearing on economic policy.

In the second sample of processes presented in this report,
both short and long-term laborstaticity was encountered again,
most markedly in electricity generation and oil refining. The
sample also included one case (air separation)'where the labor
force was not only constant despite changes in demand, but also
nearly non-existent. This appears to deserve recognition as a
further distinct pattern of manpower demand (or non-demand)

"E.R.F.W, Crossman, Automation, Skill and Manpower Predictions,
Seminar on Manpower Policy and Program U.S. Department of Labor,
Manpower Administration, 1966
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created by technological advance. Including the normal case of
fully elastic labor demand, we therefore recognize three distinct
basic types of technologically-created production/employment
relationships, viz., labor-elastic, laborstatic, and zero-labor,

Both the classical and neo-classical (Keynesian) approaches
to full-employment policy appear to assume that the ‘'normal'
(1abor-elastic) relationship holds, and that therefore employment
is fully responsive to demand and can be readily controlled by
way of fiscal and monetary instruments. But if the short- and/or
long-term laborstatic condition comes to replace the labor-elastic
condition over a sufficiently large area of the economy, there
will be a marked decrease in the responisiveness of employment to
short-run changes in demand, whether the latter are induced
deliberately or by spontaneous economic forces. If and when this
comes about, we must anticipate that certain hitherto reliable
policy instruments will break down, and unanticipated difficulty
will be encountered in stabilizing employment at desired near-full
levels despite high levels of aggregate demand. On the positive
side, however, a spreading laborstatic condition might be expected
to reduce the severity of the business cycle* and largely remove
the need for fast corrective action to stabilize demand. Current
evidence examined below suggests that up to 40% of the labor force
may already be employed in partially or wholly laborstatic organi=-
zations, so that discussion of such policy implications is far from
a purely academic exercise.

The following section gives details of measurement methods,
discusses the policy implications of this technologically-created
change in the dynamic behavior of the economy labor market, and
suggests a field for further study of manpower problems in relation
to technology and general economic and business policy.

Types of Production/Employment Relationships; Definition of

Laborstaticity

Despite numerous technical discussions of labor-input produc~
tion functions contained in the literature, the quantitative
impact of changing technology on the production/employment relation-
ship seems hitherto to have attracted rather little interest among
economists and policy analysts. Yet technology is certainly the
major determinant of the link between output of production and
demand for labor. 1Its changing status in given industries at
different periods might be expected to induce economically signi-
ficant changes in their dynamic response to market forces. Lacking
a satisfactory literaturc reference, we now present the outline of
a quantitative analysis to facilitate interpretation of our
current data.

"It is possible that the recent (since 1958-60) reduction in
severity of cyclic fluctuations may have been at least partly due
to this structural change in the economy.
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Without going into undue technical detail, it seems reasonable
to represent employment in a given industry or sector of the
economy as a linear function of production:

E=aP + h : (1)
where

E = aggregate employment in a process or industry in manhours
per unit time.

P = aggregate production of that process or industry in
product per unit time.

a = its marginal labor requirement in manhours per unit
product. ‘
b = its basal labor requirement in manhours per unit time.

This equation, the inverse of a production function, will validly
model the behavior of a given industry or sector only (a) during

.some definite relatively short (< 10 years) period; and (b) within

a moderate range of variation about a mean production-rate P .

- The values of\ the parameters a and b depend on' several
physical and structural factors, technology being prominent among
them. In what follows we discuss effects due to technology, but
we do not intend to imply that this is the only important influence.
We proceed to define three basic and one transitional production/
employment relationship created by advancing technology.

(i) Full labor-elasticity

In manufacturing and service technology of the classical
type, where nearly all the operations performed require direct
human manipulation or control, and relatively little labor is re-
quired to maintain plant and systems, the total marginal labor-
requirement aP will be much larger than the basal component b .
The marginal Tinqremental) labor demand per unit product AE/AP
is then equal to a and will also be nearly equal to the average
labor demand per unit product E/P (itself equal to a). Hence,
expressing. the marginal elasticity in dimensionless form as a
coefficient of relative elasticity e , where ‘

e = 0E/E/ &P/F (2)
we -infer that, in fhe case of'fufl"elasticity,

e(= a/a) =1, (aP >>b) . (3)

. :é()7'
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(ii) Full laborstaticity

The result of high-level mechanization, as seen in our case-
studies, sometimes termed automation but better regarded as partial
automation, is to diminish the fraction of labor devoted to direct
manipulation and control of in-process material, and increase the
fraction devoted to maintaining the plant as a whole and its
component systems., While the work force may still be classified
as ''direct production labor," it actually has no immcdiate physi-
cal or mental involvement in production, and its continuous presence
is not required to maintain output. Thus the parameter a s
diminished and b increased. In the limiting case when the
marginal component of employment aP becomes much smaller than
the »asal component b we have the fully laborstatic case

c(=0/b) =0, (aP <b) . (W)
The average labor requirement E is then equal to b , and the

actual (instantanecus) level of employment E is also equal to
b , and independent of product volume P

(iii) Intermediate elasticity

At an intermediate stage, for instance when aP =b and
therefore E = 2b , we have
e(=a . b/a/ 2b) = 0.5, (aP =b) . (5)

Interpolating between these three cases we predict that the
coefficient of relative labor elasticity € should diminish
from unity through fractional values to zero as technology ad-
vances toward full mechanization.

(iv) The zero-labor case

Full automation {in the strict sense) implies that indirect
process-related work functions are also taken over by machines.
~In the ultimate case,exemplified by the new air separation process
‘described in Chapter 6,both a and b have very small values, and
. the coefficient of elast|C|ty cannot then be defined. This case
s dIStIngUIShed from that 'of partial automation (full labor-.
staticity) by a very low level of mean employment VE', and we have
termed it the zero- labor- condltlon where o

e( 0/0) is undeflned {ng =bs= Q) . (6)
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Technology and Diminution of Labor=Elasticity

The progressive impact of technology advance on the elasti-
city of labor requirements in the sample of processes studied is
summarized in Table 9,1, It will be seen that while in three
cases out of nine there was no change, in five cases the pro-
duction/employment relationship became more laborstatic, and in
one it went from laborstatic to zero-labor. As demonstrated. by
our data, the average trend with advancing technology is there-
fore for processes to progress from elastic to laborstatic to
zero~labor conditions,

Further direct analysis of aggregate production/employment
statistics for these and other whole industries” corroborates the
above conclusion based on theoretical and.case-study approaches.
We have examined production and employment series for various
industries_ as summarized in a recent report of the Bureau of Labor
Statlstlcs"", for evidence of laborstaticity in the period 1957-
1963, High and low production years were selected for each in-
dustry and an estimate € of the dimensionless coefficient of
labor=eiasticity ¢ was formed using Equation (2) in the discrete
form

(E, = E,)) (P +Py)

2= 2. (7)
(P] Py) (E] + Ez)
where
E] s E2 = employment in two selected years
P] s P2 = production in the same two years .

As shown above, this index would ideally take the value 1 for a
fully labor-elastic industry, 0 for a fully laborstatic one, .and
intermediate values in transitional cases. In the zero-labor case
it will be undefined and in addition E would then be very small,
but this case is not encountered in aggregate statistics. Results
are presented in Table 9.2 and Figure 9.1,

Due to sampling error, a few values of & greater than |
and less than 0 were encountered, but in general the. results
agreed with our expectatlons based on descrlptlons of the tech-

nology of the’ industries in question as given in the report cited.

The overall distribution of laborstaticity was as follows (see
Table 9.2). Out of a total labor force of 13.5 million employed

oJa

* presented in Appendix H.

deie . - L . o .
“Technological Trends in Major American Industries, Bulletin

- #1474, U,S, Department of Labor, Bureau of Labor Statistics, 1966.
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\ TABLE 9.2: EMPLOYMENT AND LABOR=-ELASTICITY OF VARIOUS INDUSTRIES
f AND SERVICE GROUPINGS, U,S,A,, 1957-1963
I i
Average Employment It
i ully Labor=Elastic >0 (Ihnusnnds; il
'(; Copper Ore MInlng (SIC 102) 28 i
- Concrete, Gypsum and Plastic Products {s1c 327) 150 "
’ Electrical Machinery, Equipment and Supplles (S1c 36) 1,325 - e
Motor Vehicles and Equlipment (SIC 371) 675 k
2,178
High-Elasticity Intermediate {0,742 ¢ > 0,50) 'I
Bituminous Coal Minlng (SIC 12) 205
. ‘Crude Petroleum and Natural Gas (SIC 13) 330
. Lumber and Wood Products {except Furniture) (SIC 210) 650
; Iron and Steel Foundries (SIC 332, 336) 202
: Non-Ferrous Foundries (SIC 332, 336) &b
i Primary Aluminum (SIC 333‘& 3352) 67
Alr Transportation (SIC & 52) 175
Banking (SIC 60) ns
2,408
Low-Etasticlty Intermedlate (0.49 » ¢ > 0,25)
Apparel (SIC 23) 1,203
Printing and Publishing (5I1C 27) 925
Synthetic Materials and Plastlc Products
(s1c 282, 3079) 165
Tires and Inner Tubes {SIC 301) a0
. Footwear (except Rubber) (SIC 3i4) 230 k
i Motor Frelght (SIC 42) 810 3
N 3,423 K
: Laborstatic {e < 0.2k
R
g Hydraullc Cement (SIC 324) b2 | W%
P : Iron and Steel Industry (SIC 331) 600 o
. Instruments and Related Products (SIC 38) 335
Meat Products (SIC 201) 320 K
Oalry Products (5IC 202) 328
Flour and Other Grain Mill Products (SIC 2041) 25 i
Bakery Products (SIC 2051, 2052) 300 . i
Malt Llquors (S1C 2082) 70
Tobacco Products (SIC 211, 212, 213) 4o
Clgar Industry (SIC 212) 25
Textile MI1] Products (SI1C 22) 863
Pulp, Paper and Board (SIC 261, 262, 263, 266) 230
Petroleum Refining (SIC 291) 120
Rallroads (SIC 401) 700
B Water Transportation (SIC 44) 230 |
- . Telephone Communication (SIC 481) 680
- _ Electric Power and Gas (SIC 491, 492, 493) 570
2 5,78 |
. |
i -
Groupings for Which ¢ Could Not Be Found 1
Contract Construction (SIC 15, 16, 17) 2,900 |
Furniture and Fixtures (SIC 25) 370
: Glass Contalners (SIC 3221) 60
H Aerospace (SIC 372, 182) 780
H Wholesale and Retall Trade (SIC 50, 52-59) 11,800
H Insurance Carrfers (SIC 63) 870
H Federal Government (SIC 91) 2,300
: 19,080
’ Summar .
i Percent of Percent of
. Employment Measurable Total Overall Total
1
I8 Elastic : 2,178 16,0% 3k 6,7%
4 High-Elasticity Intermediate 2,408 18.0% 7.4%
Low-Elastlclity lntermedlate 3,423 25,0% 66% 10,5%
Laborstatic . 5,478 ,0% 16.8%
Total Measurable X 13,487 -+ 100,0% i L g
Not Measurable . . © 19,08 . 58.6%
Overall Total . 35,567 o 100,0%
Q o - o
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in industries for which € could be estlmated 41% of the total
was found to be employed in laborstatic industries (& < 0.25),

43% in transitional ones (0.25 < & < 0.75), while only 16% was in
fully labor-elastic industry (& > 0.75). While these estimates
cannot be taken as definitive without more elaborate statistical
treatment, and though they cover only a fraction of the total
labor force, they certainly point to the exlstence of a snzeable

laborstatic sector in the contemporary economy.

The association of laborstaticity with advanced technology
was confirmed on a smali-sample basis by the correct identifi-
cation ot several of our sample processes with industries having
corresponding aggregate employment/output relationships (see

Table 9.3).

Implications of Laborstaticity for Full-Employment Policy

The main implications of the above results for -manpower
policy derive from the selective (nonunlform) incidence of labor-
staticity by type of industry and service. Generally speaking
basic nondurable consumer goods and bulk raw-material manufacturing
industries, together with highly organized transportation and
communication services, appear to have become, or to be in the
process of becoming, laborstatic, while capital goods and consumer-
durable industries remain elastic. Mining and other natural re-
sources exploiting industries,such as Lumber and Wood Products,
also retain some elasticity. There are certain anomalous cases,
such as the Instrument industry which appears to be almost labor-
static but probably for other than directly technological reasons;
in this case we surmise that the condition is probably due to the
industry's manpower policy, viz., the deiiberate preservation of
skilled research, design and development teams despite fluctuating
levels of demand.

This uneven distribution of laborstaticity across industries
indicates a need to consider the precise pattern,as well as the
absolute level of demand, created by aggregate economic policies

“aimed at promotlng and/or maintaining full employment. If for
instance a given increment of demand were created in the market
‘for consumer non=-durables and for mass services, this would seem

likely to cause a much smaller increase in overall employment
than a similar increment in. the capital goods and/or consumer-
durables market. The same effect may also be expected to operate
in the reverse direction, 'so that a-decline in demand for the
former goods should not reduce -employment as much as a similar
fall=off in the latter area. The "multiplier! is also affected.
Since any increase in (primary) demand for'products of labor-
elastic industries will result in some (secondary) demand directed

i

“Output'data were missing or considered invalid in the remainder
of cases wuth total employment of 19 mllllon.
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towards laborstatic industries, we might also expect that the
multlpller effect will be attenuated by the trend towards labor-

- staticity. Thus no matter where a given change in aggregate

demand has its primary impact, the effect on overall employment
should-be less than previously. We infer that the net effect of
laborstaticity is to stabilize the economy at a given level of
employment. This is acceptable if the level in question is ade-
quately high. If not, laborstaticity may make it significantly
more difficult to remedy the situation by the use of orthodox
fiscal and monetary policies. In the latter case, the present
analysis points to the capital goods and consumer durables sectors
as providing the best employment response to a given increment of
aggregate demand. "

The present manpower situation seems particularly vulnerable
to employment problems created by switching demand from labor-
elastic to laborstatic areas of the economy. The critical incre=
ment of aggregate demand needed to approach full employment was
apparently generated in the period 1964~1966 by increased defense
spending for military procurement, overseas military aid, and the
space program., As illustrated by Figure 9.2, showing annual
employment by sector 1947-67, there was a marked stepwise increase
in employment in manufacturing industry at this time, presumably
associated with the increase in demand for military and space
equipment. The industries concerned almost certainly use labor-
elastic technology. While we cannot currently present adequate
data to prove the point, it therefore seems likely that much
recently generated manpower demand is concentrated in labor-elastic
rather than laborstatic industries and organizations, '

In the absence of deliberate preventive policies, any: cutback
in this particular component of aggregate demand, such as will be
caused by ending the Vietnam involvement and/or phasing out the
space program, may be expected to cause an immediate reduction in
aggregate employment, which would not occur were the demand in
question concentrated in laborstatic sectors. 1In order to main-
tain the employment status quo, it will be necessary for the
resulting deficit in aggregate demand, produced by the postulated
cutbacks, to be made good by creating fresh demand in equally labor-
elastic sectors of the economy

Our present data indicate that the main manufacturing industries
in this category are consumer durables and capital goods producers,
Thz latter market is already active and may well be incapable of
the necessary expansion within limits of potential private invest=
ment spending, while the former would require a relatively large
further increase in private consumption to absorb labor in the
amount likely to become available., Therefore it seems advisable
to give urgent attention to examining possibilities of generating
the required demand in other labor-elastic sectors.  Analysis of

~*eariy_l969.
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FIGURE 9.2: LABOR FORCE AND EMPLOYMENT BY INDUSTRY

24
B Manufacturing Industries,
Mining, and Construction

Source: Manpower Report of the President, Washington, D.C.,
16— 1965, pp. 193-233 and Statistical Abstract of the
U.S., (Washington, D.C.; Department of Commerce,

1965), pp. 216-237.
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the role of manpower and technology in various alternative sectors
suggests that the most plausible candidates are health care,
education, social welfare, and other low-technology personal
services. However, as is well known, these occupations impose
minimum standards well above the qualifications possessed by the
segment of the labor force likely to be released by the cutbacks,
so this option in turn raises a structural problem in maintaining
full employment,

’ 1
Need for ‘Further Data on Labor-Elasticity and Laborstaticity 8
. i

~also seemprofitable to conduct further sample surveys of the impact

'*Such ‘as those developed by G.W. Granger and W. Hatanaka Snectral

We do not consider it appropriate to analyze further specific
full-employment policy options that might be selected in response
to projected defense and space cutbacks in the present report, and ¢
the main purpose of carrying the discussion thus far has been to
indicate the necessity of taking the onset of laborstaticity and
loss of labor-elasticity into account when examining proposed
adjustments and projecting the likely employment impact of changes
in demand distribution,

It should be pointed out that while related to it, labor- i
staticity is by no means the same thing as high average producti- i
vity,and we are not simply reiterating the often propounded and ¥
eminently false proposition that increases in average productivity
automatically cause unemployment. We claim instead that marginal
productivity has (in some industries) risen much faster than
average productivity, reaching a value which is effectively infi-
nite when short-period fluctuations are considered. This affects ;
short-run adjustment mechanisms rather than creating a long-run i
employment deficit.

There is an immediate need for better-controlled and more
fully documented analyses of these short-run production/employment
relationships in various industries and services. Labor-elasticity !
(with respect to demand and/or production) should be examined on |
a response-lag basis to obtain insight into the time-dynamics of
the process on a more adequately quantitative basis than we have
been able to develop in the present contribution., This could
readily be done using available aggregate time-series with modern
statistical and computational tools, particularly spectral mefhcds .

Interpretations of the results in terms of changing indus-
trial and service technology, while not essential to permit use
of elasticity data for purposes of manpower planning, forecasting,
and policy formation, would contribute greatiy to understanding
of the underlying trends and would permit more confident extra-
polation of current trends into the remoter future, should this
be deemed desirable. Quite apart from statistical study, it would

Analysns of Economic Timeseries. Princeton, 196h
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of technology and organization on the production/employment re-
lationship on a case~study basis, to provide early warning of
future changes, particularly in the less highly organized sectors
of the economy.

In summary, we conclude from our case-study data, together with
examination of aggregate production/employment series for the
relevant and other industries, that technological advances dis-
placing labor from direct production roles in many types of
manufacturing and service processes tend to create, and to a large
extent already have created, a ''laborstatic'' sector of the economy.
This is characterized primarily by short-term, but also sometimes
by long-term, unresponsiveness of employment to changing demand
for the product OF service. To date laborstaticity is mainly
characteristic of industries producing consumer nondurables, bulk
raw materials, and power; and those providing mass services, such
as transportation and communication, This development renders
it essential to consider the specific distribution of projected
changes in aggregate demand, whether produced by market forces
or actively generated by fiscal or monetary policy; and to be
highly selective in formulating policies aimed at the maintenance
of full employment. Considerably more complete analysis of
existing data, and investigation of underlying technological and
other factors causing laborstaticity, is required to permit con-
fident inference as to the manpower consequences of specific

‘policy options affecting aggregate demand.

018 -
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} 1 1. SELECTION, TRAINING, AND CLASSIFICATION OF MAINTENANCE PERSONNEL

Selection, training, and classification procedures for bank
mechanics are quite different from those used for other employees
of Firm A, Thls is mainly due to there being an obvious limit to
the potential advancement of a mechanically skilled person in a
bank where the primary skills relate to flnanC|al and accounting
matters, :

Applicants for jobs in the Mechanical Department are selected
partly on the basis of a formal paper and pencil test. Successful
applicants are classified as Trainee Mechanics for a maximum period
of two years, The length of the actual training period, which
includes study' of instruction books, is determined by the super- -
visor and is usually less than the maximum, After the trainee-
has become familiar with eilher business machines or typewriters
and miscellaneous equipment he is advanced to a Mechanic position.

As regards job evaluatlon, Bank A's plan is desugned for the
usual kind of banking jobs and is not suitable for evaluating

Mechanical Department personnel. There is no alternative scheme,
rates of pay being set by reference to comparable jobs elsewhere in
industry. '
The Computer Manufacturer's Field Representatives are expected ‘ %

to have a high school education and to have undergone electronics
training in a military or private school prior to engagement; the.
manufacturer provides an intensive six month training course which
includes both class and on-the-job work, Field Representatives

are classified into six grades, the length and amount of experience
being the prime determinants of job grade assignment. Of the four
Representatives at the EDP Center studied, two were in the lower
grade (1-2 years experlence) and two in the hlghest grade (about »‘
12 years experience).

£
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2., " METHOD OF DER{VING MANHOUR INPUTS OF MAINTENANCE PERSONNEL

Unlike the computer manufacturer's Field Representatives
who are permanently assigned to the bank's EDP installations,
the bank's own mechanics pay flying visits to individual branch

‘offices from localities central to one of several areas in the

state,

Derivation of manhours for the Field Representatives was a
simple matter of ascertaining the number of Representatives at
the EDP Center where 'they work on an 8-hour shift basis.

A somewhat more involved procedure was necessary for deter-

- mining the manhours of the bank's mechanics. 'The main source of

data for this are job cards on which each mechanic enters the
following information for each -job: locations of branch office
where repair was made, travel time to and from branch or EDP
Center, time spent making repair, type of machine repaired,
type)of maintenance performed (preventatlve, emergency, over=
haul :

_ Manhours for supervision were determined by direct obser-
vation and discussions with management. :
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3. DETAILED BREAKDOWN OF MAINTENANCE REQUIREMENTS

Table A-1 on the following page is a detailed breakdown of the
labor requirements for the manual technology level (TL1) and the
computer ized technology level (TL2), 1In addition to the EDP-1inked
branch (BM) used as a data base for both direct and indirect labor
several other EDP attached branches were examined and compared., These
are designated as DW, HV, and UW, A1l labor at branch offices con-
sists of the bank's own mechanics., The bank's Mechanical section
personnel and the manufacturer's Field Representative, both of whom
are required at an EDP Center, are listed separately.

The yearly manhour requirements were determined by the methodology
explained in the preceding section, The manhours per 1000 item data,
shown in the right half of the table, were derived by applying the
manhour-per-year data to the volumes in the bottom row.
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L, RAW DATA USED FOR DETERMINING MANHOUR AND SKILL REQUIREMENTS gﬁ
These data are tabulated under the title of each system or sub- !

Sttt

system, with the volume of product processed in parentheses, The
following notes explain the meaning of each column in the tables,

NPT
D

Nt

Job Code: The codes are internal codes, assigned to each i
job to facititate cross-referencing. The letter %_m
identifies the firm, the attached figure iden- o
tifies technology and the figure separated by g
a dash, the job. %

Job D.0.T. Number: These six digit numbers are taken from the 1965 3
~edition of the Dictionary of Occupational Titles. :
The matching of D.0.T. Number and job was done

- by the researchers on the basis of job des-

, cription and their own knowledge of the job. %
Job Title: Official titles assngned to the JObS by the - §'

' firm. o y :
Skill Level: Total skil] factor'pointS‘derived from the job ' §

evaluation scheme operative within the firm,

Manhours: S Determined by use of methodology presented in . :
' ‘Section 2 of this Appendlx '

Volumes: Figures are: -
Al - average of 5 months' recorded volume. ]

T A2 (EDP-1inked Branch)- average of 12 months'
volume.
A2 (EDP Center) - average of several days typical
volume extracted by manager from records,
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‘MAINTENANCE
Job Job Skill - Manhours
Code '..D.0.T. No. : .Job Title- -: . Level -Per-Year

Al __HAND PROCESSING

Non-linked.BrancH " (Volume: 480,000 Items per Year)

Al-lh '633.281 Mechanic(Typewriter or

Misc. Equip.) - A - . ]56 '5.00
Al-2m © - .633.281. Mfcganlc(Buslnese Machlnes) 177 8].75

A2 . COMPUTERIZED PROCESSING

E.D.P.—finked Brahch_:_ KVblume: B,TZO,QOO'Items per,Year)'

A2-1m  633.281 Mechannc(Typewrnter &

_ T Misc. Equip.) - A =~ 156 | 18.00 |
A2-3m .633-28] Mecgannc(Buseness Machlnee) 177 :231{5Qf7

Electronlc Data Processnnq Center (Volume QI,OO0,000_Items per'Year)

.'AZEZmiv; ”63§f281‘ MeChan'C(TYPewrlter &

S SR . Misc. Equip.) =A" . ]56'. o 75
Azfum v,.;633;28Ivfeﬂe;hanlc(3u51ness Machlnes) 177 101.75
A2-5m- 828.281. Field’ Representative I 177~ 2080.00
A2-6m 828.281 = Field Representative I 214  2080.00

" A2-7m | 829.28]_»_Fie1d Representative VI L6g - 4160.00°
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SUPERVISION

Job Job : Skill Manhours
Code D.0.T. No. Job Title Level Per Week

Al HAND PROCESSING

Non- 1inked _Branch (Volume: 9,230 Items per Week)

Al-1s  186.168 Chief Clerk "B | 187 L0

A2 COMPUTERIZED PROCESSING

2? ' E.D.P, -linked Branch  (Volume: 60,000 Items per Week)

B : AsSiétant Operétfons : Jr— o
‘A2-1s ' 186.168 officer = . | 177 - b8
A2-4s  186.168 Operations Officer 258 42

Electronic Data Processing Center. (Volume:  ],750,000 Items per Week)

O Gt i

o e vea  Assistant Manager .
A2-2s 169168 (g ing shife) 0 . M3 M
: : Assistant Mapager~ -~ '
A2-3s  169.168  "(\ignt shift). . o 258 o
A2-55s 169.168....Manager: o 358 . - ho




VAFullToxt Provided by ERIC .

“INDIRECT LABOR SKILL REQUIREMENTS IN

' BOX AND CONTINUOUS ANNEALING -

APPENDIX B
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] 1. PRODUCTION PLANNING

Description of Order Processing System

The activities and procedures involved in processing an order
for sheets or coils of finished steel include five main stages:

1) Order Entry: for each new order, determination is made
whether or not the steel specifications can be met with
the existing technology. If the steel can be produced,
the order is accepted and an anticipated delivery date
is relayed to the customer. The particular raw steel to
be used and the sequence of processes |t will undergo are
determined.

2) Steel Providing: If the required raw steel is not in in-
ventory, it is requisitioned from the Hot Mill source and
subsequently transported to the plant where it is placed
in inventory. Records are initiated to identify the order 3
to which the steel is to be applied.. v ‘ . a4

3) Production Scheduling:';TheJraw steel is scheduled through v % S
the mill by specifying when it will be produced. Tests 3
are taken from each process utilized to ensure quality.

TR

4) Narehodsing The finished steel is received and placed
in deS|gnated locations in the warehouse,

5) Shipping: Dlspatchnng of the coils scheduled and control]ed
Customers.are billed for the product. : :
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2, MAINTENANCE

a. Sources of Data and Treatment

- 0On every shift a member of the assigned maintenance crew logs
his time on a job card.. On ‘it he records the production 1ines ser-
viced during the shift and the number of hours worked on each of _
these lines as well as his badge number. Each member of the central
maintenance crew also logs his time on a job card. However, all
central maintenance ‘work is requisitioned through job orders, so
that job order numbers and hours worked on each during the shift
are recorded on the job cards(rather than productlon lines) along
with the employee s badge number, :

Job cards, however, were but two of the five sources of data
which were “drawn - upon for.the construction of skll] profn]es
consistent with those for d|rect labor™: :

a) The numbers of a]]‘JOb orders rn]atlng to each of the an-
- nealing-lines (1) ' : '

~ b) - Job cards for all assngned—malntenance act|V|t|es‘(2)
c) "~ Job cards for centra] ma|ntenance JOb orders (3)
d) The craft at wh|ch each _person |s emp]oyed (L)

e) The skill rat|ngs assocuated wnth each craft, derived
from established Job_eva.uatlons (5). ' :

The information from two of these sources (a) and (d), is main-
~tained by the firm on magnetic tape and was subsequently converted
to IBM cards. The information for the others was transcribed from
thousands of job cards,.and punch coded onto IBM cards. A computer
program was wr.itten to make successive comparisons of data from each
source to arrive at the hours spent by each maintenance skill-level
- on each of the annealing lines. The comparisons’ made are shown
~ by the arrows in FigureB-1 for assigned manntenance “Information
requnred for skn]] profn]es is c|rcled ' o

After a]l records “had been processed by the computer, all hours

~'spent on ‘each annealing 1ine were identified by the skill of the em- -

ployee who contributed them. . A similar procedure was followed for
centra] ma|ntenance ‘as- can be seen: from Flgure B-2.

ot

’fDigits:injparentheses refer to diagrams in Figs, B-1 , B-2 ,
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‘FIGURE B-1: ASSIGNED MAINTENANCE DATA SOURCE INTEGRATION
Data Source
2 b 5
1 | .
, . { Y Y
Type of Annealing Process
(Batch or Continuous)
(Hours Worked)
' Employee Badge No, == = Emp loyee Badge No.
Craft - —»=Craft
(Skill Rating
r :
- FIGURE B-2; CENTRAL MAINTENANCE DATA SOURCE INTEGRATION
Déta Source
| - | |
T v | I R | * Y
Type of Annealing Line '
|{(Batch or Continuous)
~|Job Order _Nof'—FJ’ob Order No.
~(Hours_Worked)
| Em.p'l‘oy'eé‘ Badge _No.<-¥->Employee Badge No.
| B , Cfé'ft;_ — _:Craft
(SKiTT Rating ‘
s
233
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b. Method of'Derivinﬁ Skill Level Values from Steel Industry Job

Evaluation Scheme

. The identical job evaluation plan is used for both maintenance
crafts and direct labor, so that a combnned skill profile can readily
be constructed

Agreement on a common job evaluat|on scheme was reached between
the steel industry and the United Steelworkers during the war years
and all Jobs on all processes throughout the industry have since
been assessed on the basis of twelve factors

PRE-EMPLOYMENT TRAINING

EMPLOYMENT TRAINING AND EXPERIENCE
MENTAL SKILL

MANUAL SKILL

Responsibility for Material
'ResponS|b|l|ty for Tools. and Equnpment
Responsibility for Operat|ons
:ReSponS|b1llty for Safety of Others
Mental Effort ‘ -
Physical Effort
' Surroundings v

Hazards

The first four factors were used to derive skill "'scores' for
allvjobs on the annealing processes at bOth'teChnological levels.,

Pre- Employment Training is defined as "the mental|ty requ|red to absorb
training. and exercise judgement for the satisfactory performance of
the JOb . Three d|screte values are possxble within. the range 0-1.0.

‘Employment Tra|n|ng and Experlence -- d :finition: “Tlme required

~ _to learn how to do the job satnsfactornly This includes time spent

~on directly related work and on the specified jobs.,'' Number of dis-
crete values pOSSIble 9, /in the: range 0-k. 0 ’

Mental Sklll -~ def|n|t|on _“Mental ab|l|ty, JOb knowledge, Judge-
ment, and’ ingenuity required to visualize, :reason through, and plan
. the details of-a job without recourse to supervnsnon "' Number of -

- discrete values ‘possible:. 6, in .the range 0-3.5. o

.Manualekill_lsddefined as 'physical or muscular ability and dexterity
required in performing a given:job including the use of tools, machines
-and equ|pment Y- Number of discrete values possible: 5, in the range
0- 2 0. Do _ L e - : ,

234
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The range for the employment training und experlence factor is
greatest, followed by the mental-skill range.” These two factors
thus carry most weight when the points are added for any g|ven JObS

to yield the total skill ''score."

_ The job classes for all standard jobs, which are those acquired
after completion of all training, are determined by application of
the job evaluation plan. Non-standard jobs, that is jobs at the
apprentice level, intermediate, and starting levels (see discussion
of training in next section) are not included Uunder the job evaluation
plan by the .firm. By agreement with the union the classification
and wages for these jobs are established on the basis of the cor-
responding standard job. For example, the Machinist-Starting position
and the Machinist-Intermediate are set at 4 and 2 job grades respec-
tively below the Machinist-Standard job. The schedule of grades for
the Machinist Apprentice is set up to reflect the number of training

per|ods completed

Since the firm does not assign points to the non-standard job,
a scheme has been devised which assigns points by applying a per-
centage to the points given to factors 2, 3, and 4 for the corres-
ponding standard job. The percentage depends on the level of the
non-standard job -- that is, the degree to which a person in that
job has progressed toward acquiring the standard classification.
The percentage is not appiied to the first factor, pre-employment
training, which is concerned with the mentality to learn. This is"
a prerequisite possessed by both the standard and non-standard job
and is required for entry into the apprenticeship program,

The following is an example of the determination of skill points
for the Welder-Intermediate job.

.. Total skill points for factors 2 3, be-
Welder Standard 6.1
0.89

Adjustment percentage

‘Total skill points for factors 2, 3, 4--
Welder Intermedlate : - 5.

Skill ponnts for factor l--Welder Standard 1.0
, Sklll ponnts assngned to Welder Intermedlate 6.4

The adjustment percentage is determined from the promotional,sequence
of JObS leading to the Standard job. Since 9 steps comprise the pro-
greSS|on which consists of 6 apprentice training periods of 6 months
each, a 6 month period as Welder-Starter, a 6 month period as Welder-
Intermedlate, and the Standard position, the Intermediate level ré-
presents an 8/9 (89%) ‘complet ion-of the requnrements for the Standard

“As a result of ‘ number of per|ods in the tra|n|ng program, the'

’“Starter per|od -and ‘thé"“Intermediate period, each 6 month period of

- the progression which has been romnlefed accounts for the feollowing
percentage for each craft: :
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Painter 14,3%
Pipefitter 11.1%
Welder 11.1%
Rigger 11.1%
Millwright 10.0%
Machinist 9.1%
Electrician Wireman 9.1%
Electronic Repairman 9.1%
Instrument Repairman 9.1%

c. Training Data

By agreement with the union, the company set up a formal ap-
prenticeship program for most trade and craft jobs., The apprentice-
ship training program consists of a series of 6 month training periods
combining both classroom training and on-the-job experience. The
number of training periods depends on the craft involved. The crafts
performing maintenance on the annealing lines and their respectlve
number of apprenticeship training periods are:

Painter

Pipefitter

Welder

Rigger

Millwright
Machinist
Eiectrician-wireman

Electronic Repairman

0 0 W O ~N O O O I

Instrument Repairman

For all craft jobs the promotional sequence leading to the standard
job consists of the apprenticeship program followed by a 6 month on-
the-job training period as a Starter and a 6 month on-the-job training
period at the Intermediate level. Thus the tralnlng period required
to become,vfor |nstance, an Instrument Repairman, is 5 years

‘d. Skill Profnles for Central and Assngned Manntenance

Tebles B-1 and B- 2 and Flgures B 3 and B-Ls show . the manhour-
per-l -ton contrlbutson of each sknll Ievel :
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TABLE B-1: ASSIGNED MAINTENANCE SKILL DISTRIBUTIONS FOR
| BATCH (TL1) AND CONTINUOUS (TL2) ANNEALING PROCESSES"
Organization: Firm C
Process: Annealing | Product Uhit: IO.Tons
Technology (Level 1): Box Annealing
Technology (Level 2): Continuoqs Annealing
Source of Data: Company Records

Period: September 1966 [Data Acquired - Winter 1966-1967]

T 2 3 4| s |l 6| 7 8 || of 1d 11
C Manhours As’%bof | ‘
. Skill Manhours Per Total for Each No. of
Skill Poi 10 Tons Job Types
oint v Technology Level
Level Range - »
TLI »TLZ Change|| TLI TL2 | Change| | TL1| TL2} Change
o 10.5-11.4{0,00 | 0.00f 0.00 0.0f 0.0 0.0 0 0 0
- &| 9.5-10.4/0.00 | 0.00{ 0.00 .0.0] 0.0/ oO0.0(jO} O 0
& ol 8.5- 9.4{0.00 | 0.00f 0.00 0.0f 0.0 0.0j{{ojo 0
9L 7.5- 8.4/0.15 [ 0.13]- 0.02]| 16.9| 13.4] - 3.5} 1 |1 0
S | 6.5- 9.4{0.25 | 0.20|- 0.05}{ 28.1| 20.6] - 7.5/| 2 | 2 0
5 5.5-'6;4 0.28 | 0.47]|+ 0.19 3].5‘j48,5 417.0 1 1 0
£ 4.5-'5.4{0.01 | 0.01} 0.00(} T.1]..1.0} - 0.1} 1 |1 0
< | 3.5- 4.4{0.00 | 0.00] 0.00|| 0.0] 0.0 o0.0]]0 0| o
2 2.5- 3.4{0.14°| 0.05]- 0.09{]| 15.7 5.2} -10.5 1 1 0
s | 1.5- 2.4/0.00|-0.00| ‘0.00{| 0.0{ 0.0{ o0.0f|0 |0 | 0
S 0.5- 1.4/0.06 | 0.10|+ 0.04|| 6.7] 10.3} + 3.6]] 1 1 0
. 0.0- 0.4/0.004] 0.01 |+ 0.01 _':0,0 1.0 + 1.011 1 1 -0
~ Totals |0.89 | 0.97|+ 0.08||100.0]100.0 o.0||8 |8 [ o
»Net‘Manhoqr'Chahge +9;Q%" -
: : | Mean Skilj Level . . Standard.Deviatién .
Téchnoldgya(Leyei ) ] 5.8 | e 2.0
:TechnoldQY’(Level'2)  o 5.7 o 2.0
‘Change - [ =L | o




RV oo v i

B-8

ASSIGNED MAINTENANCE SKILL PROFILES

FIGURE B-3:

BATCH ANNEALING

Total Manhours/10 Tons = 0.89

5.8

Mean Skill Level

0 1:

25

0,30

0.01]

0.0

0.14

0.0

0.06

0.004

Nl 2
L] 12

2
(12 o~ — o

suo] Q| /s4noyuey

Skill Level (In Skill Factor Points)

CONTINUQUS ANNEALING

0.47

. 0.0

0.0 -

0.0

5 4{
N

1
T,
‘ oc;

0.13

Total Manhours/10 Tohs = 0,97

5.8

0.01

0,05

0.0
S
=
R P
-

Mean Skill Level
0.1

Skill Level (In Skill Factor Points) -

®
)
- N
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TABLE B-2: CENTRAL‘MAINTENANCE SKILL DISTRIBUTIONS FOR

Organjzation:

BATCH (

Firm C

Process: Annealing

TL1) AND CONTINUOUS (TL2) ANNEALING PROCESSES.

Product Unit: 10 Tons

Technology (Level 1): Box Annealing

Technology (Level 2): Continuous Annealing

Source of Data:

Compa

ny Records

Period: September 1966 [Data Acquired - Winter 1966-1967]

] 2 3 I 5 6 { 71 81| 9] 1d 1
, ' Manhours As % of .
o] skit Manhours Per Total for Each ||  No: of
Skill . 10 Tons . : : Job Types.
Point -Technology Level
Level Range . i :
| | Tt | TL2 [Change[| ‘TLI | TL2 | Change| | TL1| TL2| Change |
= 110.5-11.40.07 | o.11]+ o.ou|| 17.5] 21.6] + u.al{ 1 |1 0
=% 9.5-10.4/0.00 | 0.00| o0.00f|[ 0.0{ o0.0f ~0.0{{0 |0 0
®o| 8.5- 9.4/0.14 | 0.16/+ 0.02|| 35.0{ 31.4| -3.6/|3|3] o
8O | 7.5- 8.40.03 { 0.10{+ 0.07{{ 7.5( 19.6{ +12. 1/} 5 | 7 | +2
& | 6.5- 9.4/0.03 | 0.07|+ 0.04|| 7.5| 13.7| + 6.2} |7 [11 |+ &
s | 5.5- 6.4]/0.06 0.00{- 0.06{| 15.0] o0.0] -15.0{| 1 o f-1
£ | b.5- 5.40.02 | 0.02| 0.00| 5.0/ 3.9\ -T.ff3 |2 -1
< | 3.5- 5.u)0.00 | 0.02}+ 0.01f| 2.5} 3.9] + 1]z fa e
2 | 2.5- 3.40.01 |-0.01] 0.0 2.5/ 2.0/ - 1.5/|3 2 |-1
5 | 1.5- 2.4/0.002{70.02+ 0.02{} 0.0f 3.9] +3.9{{2 |3 |+
'8 | 0.5~ 1.4{0.02 | 0.00{- 0.02|| 5.0 0.0{-5.00|2 )0 |-2
-~ | 0.0~ 0.4{0.01 | 0.00- 0.01}|. 2.5| o.0f - 2.5{|1 o [|-1
Totals [0.40 | 0.51}+ 0.11][100.0}100.0] " oc.0f[31 [33 |+ 2
"?jﬁNeffManhouﬁ;Chaﬁég +27.5%;_f
——— [ Mean Skill Level | __ Stardard Deviation
B TéChﬁé}dQY'(LéveTCl) t"'~_ 7.2 27
| Technology (Level 2) - | - .. 8.0 . - 2.2
| thange RN A
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BATCH ANNEALING

Manhours/10 Tons
o
1
]

0'0].0.02

B-L:

_.0.002

0 0002,

CENTRAL MAINTENANCE SKILL PROFILES

Total Manhours/10 Tons
Mean Skill Level

0.01 0.0l 0.02

N 1 S

0.06

0.03

0.03

B=10

0.40
e

0.14

o
o

. 0.07

-
o
]

o

: 0,5-.1;4

1.5- 2.k

2-.5_ 3-L|'

3.5- b4
h.s-fs.A
5.5- 6.4

Skill Level (In Skill Factor Points

;fManhdurSZfO Tons
B

ST

'b,u'-u

- CONTINUQUS ANNEALING

Total Manhours/10 Tons

- 7.5- 8.4

~ Mean Skill Level

| f_o.b?,[

8.5- 9.4

9-5‘]‘0-5‘
10.5-11.4

0.51
8.0

0.16

o.10 |

0.1

o
o

o
o
o
o

;;;0;4 
“0.5- 1L e

o

s- 2. |

‘rf ;;?j?Eﬂ;};fiEZi?i ?=iv :

e
S
s

3.5- bb |

S,

6.5: 7.h

78|

7 skill Level (In'Skili Factor Points) = .

8.5-9.4 [

9.5-10.4 -
10.5-11.4
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3. RAW DATA USED FOR DETERMINING MANHOUR AND SKILL REQUIREMENTS

These data are tabulated under the title of each process, with
the volume of product processed in parentheses. The fullowing notes
explain the meaning of each column in the tables. '

Job Code The codes are internal codes, assigned to each .
job to facilitate cross~referencing. The letter
identifies the firm, the attached figure iden-
tifies technology and the figure separated by
a dash, the job.

Job D,0.T. Number: These six digit numbers are taken from the 1965
: edition of the Dictionary of Occupational Titles.
The matching of D,0.T. Number and job was done
by the researchers on the basis of job descrip-
tion and their own knowledge of. ‘the Jjob.

Job Title: Offlcnal titles aSS|gned to the JObS by the
’ firm, :
Skill Level: Total skill factor points derived from the job
" evaluation scheme Operatnve throughout the steel
industry. v
Manhours: .~ Determined by use of methodology”presented in

Section 2 of this Appendix.

Volumes: - Determined by reference to operating specifications
' and product dimensions (e.g., speed, firing
time, width of product, etc) and checked with
the firm's Industrial Engineering personnel.




Job .it‘ l‘JeBE : :‘ | - Skill ’.Mennours,-
" Code D.0.T. No..- . Job Title . Level . Per Month

C] BOX ANNEALING

Electrolytic Cleaning Line (Volume: 8519.6 Tons per Montn)

Assigned Maintenance

- 3.0
50.0
112.0°
6.5
2340
. 98.0

L5.0
118.0

Cla+200|f';f609ﬂ884, fLaborer ,
Cla-2045. 699:887 . oQiler- Greaser :
PR 638.884  Millwright Helper & Trac
ClafZOAI ©921.883 Cr. Operator
ol . - Operator - 5 - Std, Qil.
Cla-2048  599.885 = TPRISIOT 77
Cla-2033 . ~ 638.281.  Millwright : L
Cla=2011 .° 862.381 ' ‘Pipefitter = Standard
Cla-2035 812,884 - Welder = Standard S
Cla-2021 = 829-281 ; Electrlc Wireman - Std.

~'_N -0
.- L] -
[o NS N o)

O~ ONOy W\
.4. L] ] L]
o —oN

Central Maintenance = .

I o | Repavrman, Helper - | o
Cla 4825':5"710 884 ‘Instrument ’ : ’,..2'5 : _hfo

' . - Electronic Repairman = .
Cla-h85h  828. 28]'~ " Apprentice (3rd Per.) 3f6 2.9 . , !
Cla-4017. "638.281 © Brakes Repairman’ L Lo j

o " onG _ Electronic Repairman - ' ' i
Cla-4855 _828.28]_ Apprentice (kth Per.) hfh 2.7 | . ;

: _LREL : ' " Instrument Repairman - B PR
Cla-4864  710. 281‘. “apprentice (sth Per.) 45 2.8

S Q:\., L _v[.,Welder - Apprentlce:,., e 1. ’I.v ?

o Cla-2052 812 88k " (6th period) BT T SR
Cr1all L - Instrument Repalrmani- -

&__CIa 4865 - 7}0.28I_v R ‘Apprentice (6th Per.) th", 3

~Cla-L804 ~ 710.381 .. ‘Scale Inspector = 6.6 6.

3

2

Cla-4B18. * 626.381 =  Oxy-acetylene Repalrman 6.7
.L8cg. @98 gy - ~Electronic Repairman - o
Cla 4858,»f 82872817f. ~Apprentice.(7th Per.) 7.1
‘Cla-2078  812.884 Welder ~- Standard -~ - 7.1 5,0
Celacl L o fInstrument Repalrman - PR
el 4876J31:710 28 7629
- Cla=-2070 - 600. 280,f;7;Mach|n|st - Startlng - 8.5 . L6.,0
B hRon ~Gangleader, Instrument o v
Cla-4820 - 829.281 S Ropairmn ’ -‘9'01f" ks

Instrument Repalrman -f; h A e
aspument, Repa 9.0 k.o

'n:,CiéiushgiETGSZS,ZSIfxdf Electronlc Repalrmanve‘ IO 5 ':;i m.

'“‘;fClés4874f[fﬁ7lo 281~.fﬁ

Std
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Job . Job Skill Manhours
Code ~ D.0.T. No. .. Job Title . Level  Per Month
Cl BOX ANNEALING (CONT'D)
Box Annealing Process (Volume: 24,574.0 Tens per Month)
Assigned Maintenance
Clb=-2001 609.884 Laborer ‘ 0.0 2.0
C1b=-2045 699. 887 Oiler-Greaser 1.4 1.0
o 638.884 Millwright Helper & Trac. '
CIb-?Oul 921.883  Cr. Operator .2°8 3.0 .
C1b-2033 638.281  Millwright 6.2 22.0
C1b-2011 862.381  Pipefitter - Standard 6.6 151.9
Cib-2035 812,884 Welder - Standard " 7.1 43.0
Cib=2021 829.281 _vElectricvWiremahr- Std. _890  '39.0
“"Central Maintenance
C1b-2501  579.887  Laborer 0.0 240
_ ' ~ Operator - Concrete T Iy
Clb-2511 852-883 . Breaker ‘ , 0.5 4.0
Clb-2519 - 861.887 Bricklayer Helper 1.4~ 50.0
Clb-2004  600.280 = Machinist Helper 1.9 2.0
_ : - ~ Painter: Apprentlce T
C]b 7651 840.781 “(2nd Period) 2.4 4.0
Clb-4825 710,884 VV‘I";Z;;Zf"t Repalrman T 25 . 39"
C1b-7916 942, 883 Winch Truck, Operator ' 2.8 1.0
RIST I ' Tractor Operator - o a- o
. Cib 25]7' 929'883, “ Brickmasons = . 2.8 | 9»0
_ -+ Electronic Repairman = -, .- "
Clb-4854 828t28l “Apprentice (3rd Per.) .T3.6J= 2.8
e e . Electronnc Repairman =, ) . 5o
C1b=4855 . o E .
;‘1?j&855 828528} : Apprentnce (4th Per.) - A'“' 2°6v
ChoLREL > © Instrument Repairman - Woe . e g
_ C'p'H864= 7]9'?81 - . Apprentice: (5th Per.) WS T 3
TR o ol IWelder Apprentlce - - Cpat
CI§V?Q5? -8]2’88A- .+ (6th Period) - ' nf5'1’ . j570a5'
_LREC . Tin 981 . Instrument Repalrman - L an
~ Cib u865i; ‘Zl0.281;_, " Apprentice (6th Per ) 5.4 3'0
C1b-7670 8L40.781 Pa|nter - Standard = ... 5.8 13k, s
~Clb-L4804 ™ 710.381 Scale Inspector o 6.6 6.3
. . CoRl ‘Gangleader - Air Cond. .
- Clb- 5021 - 637.281 e Refigeration 6.6 3.0
L ) f27 981 .'A|r Conditioning & -
ﬂCIb~§022 -2.637'2811'-1 -Refigeration: Repalrman R > qﬂ .
. Clb-7970 921;280'-“.,R|gger -Standard -+ 6.6 5.0
‘Cib-4818 626.381 . J0xy Acetylene Repanrman 6.71:, 3.1
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Job

Code_‘v

BOX ANNEALING

- Job

D.0.T., No.

Job Tftié

(CONT'D)

Box Annealing Process (Cont'd)

Central Maintenance (Cont'd)

C1b-4858
C1b-2078
C1b-4876
C1b-7316

Cib-7370

C1b=2570
C1b-4070
C1b=-2070

© C1b-4820

Cl1b-4874
C1b-4849

828.281
812.884
710.281
860.281

860.281

861.381
824.281
600.280

829.281
710.281
828,281

C2  CONTINUOUS ANNEALING

As$igned Maintenance

C2-2001
C2-2045

C2-2041

C2-2048

£2-2033
c2-2011
£2-2035
c2-2021

- Central- Maintenance

C2-4250

- C2-2004

C2-4051

C2-4825

609.884
699.887
638. 884

- 921.883

599.885

638.281
862.381

812.884
829,281

824,281

600. 280

824,281
710.884

Electronic Repairman -

Apprentice (7th Per.)

Welder - Standard

Instrument Repanrman -
Starting -

Gangleader = Carpenter

Carpenter - Standard

- Bricklayer - Standard

Electric Wireman - Std.

Machinist =-.Standard

Gangleader - instrument
Repairman

Instrument Repairman -
Standard

Electronic Repaifman -

Standard.

Manhours

Skill
Level Per Month
7.1 2.7
7.1 2.0
706 2.8
7.9 4.0
7.9 9.0
. 7.9 52.0
8.0 3.0
8.5 | 62.0
900 ) !+:L!‘
9.0 38.2

(Volume: 20,365.7 Tons Per Month)

Laborer -

Qiler=Greaser

Millwright Helpar & Trac.

- Cr. Operator
Operator = §5 ~ Std. 0il
Cellar I

Millwright

Pipefitter = Standard
Welder = ‘Standard
Electrac W|reman - Std.

" Electric Wireman -

Apprentice (lst Per. )
Machinist Helper

Electric’ Wireman -

Apprentice (2nd Per.)
Instrument . Repanrman -
Helper

e
1.9
2.3

_—2;5

30.0
150.5

111.0
11.0

956.8
275.8
125.0

265.0

8.0
6.0
21.0
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Job Job Skill Manhours
Code D,0.T. No. Job Title Level Per Month
C2 CONTINUOUS ANNEALING (CONT'D)
Central Maintenance (Cont'd)
L v“?,)
_ Machinist - Apprentice o
€C2-2055 600.280 (3rd Period) 3.0 3.0 W
_ Pipefitter - Appren- S ki
(2-5053 862.381 tice (4th Period) 3.3 8.0 5
_ Electronic Repairman - y:
C2-485L 828, 28] Aoprentice (3rd Por.) 3:6 15.0 4
C2-4030 921.280 Extra Craneman 3.6 2.0 : i
_ Electronic Repairman - f;
_ Instrument Repairman - |
C2-4864 710,281 Apprentice (5th Per ) 4,5 14.6‘ ;
- Instrument Repairman - ‘ ;
) C2-4865 710,281 Aoprentice (6th por.) 5k 15.9 t%
- o Machinist - Apprentice 4 {
- C2-2060 600.280 (8th Period) 6.5 2.0 :
- C2-4804 710,381 Scale Inspector 6.6 34,0 :?
. C2-5070 862,381 Pipefitter - Standard 6.6 31.0 §
C2-7911 921.280 Gangleader - Rigger 6.6 1.0 g
C2-7970 921.280 Rigger - Standard 6.6 20.0 b
C2-4818 626,381 Oxy-Acetylene Repairman 6.7 16.9 !
C2-2078 812.884 Welder - Standard 7.1 8.0 i {
_ Electronic Repairman - i
i C2-4858 828.281 Apprentice (7th Per.) 7.1 1h.7 |
- £2-5025 862,381 Gangleader - Pipe Shop 7.1 2.0 |
o C2-5078 812.884 Welder - Standard 7.1 8.0 |
C2-7978 812,884 Welder - Standard 7.1 8.0 |
_ Instrument Repairman -
C2-4876 710.281 Storting 7.6 . 15.1
€2-7370 860,281 Carpenter - Standard 7.9 1.0
C2-2026 600.280 Gangleader - Machinist 8.0 L.o
c2-4011 829,281  Gangleader - Wireman 8.¢ 4.0
- Electrician
- C2-4070 824,281 Electric Wireman - Std. 8.0 68.0
C2-4211 829,28y  Gangleader, Wireman 8.0 4.0
» Electrician
2-4270  829.281 w’ge:agaELeCtr'c'a" - 8.0 104.0 i
~ €2-2070 600.280  Ma2hTRTEEY- standard 8.5 108.0 %
e Instrument Repairman - ;
VCZ 4874 710.281 Standard 9.0 205.5 :
- ‘ Gangleader - Instrument _ ;
C2-4820 829.281 Repai rman 9.0 23?5 » ;
Electronic Repairman = :
C2-4849 828.281 Standard 10.5 216.5
....“: e 7
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Job Job , - Skill  Manhours
Code D.0.T. No. Job Title ' Level Per Shift
i C1  BOX ANNEALING

Electrolytic Cleaning Line (Volume: 239.4 Tons Per Shift)

" Turn Foreman - Cold dele :
Cl-1s 619.130 Rolling & Cleaning 8.6 1.0-
5 General Foreman - Cold e
} C1-2S 183,168 Rolling & Cleaning ]0 2 0.0
; Box Annealing Process - (Volume: 800 Tons Per Shift*)
; C1-3S 504,131 ' .Tdrn Foreman = Ahnealing 8.6** 8.0 .
i Assistant General y ol
| cl-4s 183,168 Foreman - Anneal ing 10.2 0.8
{ , General Foreman - 1 ok
% C1-5S 183.168 Anneal ing 10.2 0.8
| C2 CONTINUQUS ANNEALING (Volume: 325.2 Tons Per Shift)
| ' o
% c2-18 504,131 ~ Turn Foreman - Annealing 8.6 8.0
% C2-25 183.168 Ass;stant General ) 0. 2% 1.2%
; . : _ Foreman - Annealing .
! co_ad General Foreman - el o
% C2-35 183,]68 Annealing :]0.2 1.2
| Cl__BOX ANNEALING
Electrolytic Cleaning Line i(Volume:v 239.4 Tons Per Shift)
L . Mill Clerk - Cold o ¥ deiete
Cl-Tp- 221.388 Reduction (1/day@1hr) 2f3 B 10.25
; , , »
i - ' Scheduler - Cold ek Feise
‘ Cl-2p  0]2.188 Reduction (1/day@lhr) 3+3 0.25

Calculated on the ba5|s of 20 shlfts per week
‘7"4
: Estlmated by Researchers
ek

‘Based on 5 days per week and 20 shifts per week

;eiQZCLEB
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~ Job Job ’t | Skill  Manhours
Code D,0,T, No. Job Title Level Per Shift.

Cl __BOX ANNEALING (CONT'D)
Box Annealing Process (Volume: . 800 Tons Per Shift)
. Mill Clerk - Cold ik
Cl-3p 221.388 Reduction (1/day@bhrs) _2 3 0.25
Cl-lp 012.188 Scheduler - Box Annealing 3.3** 1.0

(1/day@khrs)

C2 CONTINUOUS ANNEALING (Volume: 325.2 Tons Per Shift)

Mill Clerk - Cold e

C2-lp 221.388 Reduction (i/day@6Hrs) 2.3
, . Scheduler - Annealing ¥k

CZ"ZP 0]2.]88 (l/day@Shrs) 3-3

Estlmated by Researchers
Based on 5 days- per week and 20 shifts per week

gy
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APPENDIX C

POWER PRODUCTION BY STEAM-ELECTRIC PROCESS
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1. OQUTLINE OF TECHNOLOGY

--Power plant operations can best be understood in terms of three
flow.circuits (see Figure C-1), 1In the first circuit fuel (oil and/or
natural gas in the .plants discussed in.this report) is mixed with. air,
combustion. of the mixture taking place in a furnace. Combustion heats

" up the steam conde 'sate in the boiler tubes.passing through the. fur—
nace (see main circuit) and the high temperature, high pressure steam
generated in this process supplies the .energy for the propulsion of .
the turbine activating the generator shaft. Having given up the best
part of its energy, the steam travels to the condenser from which it
emerges.as. condensate. Condensation  is effected through exposing
‘the spent steam to the cooling action of river, ocean or lake water
(circuit at.bottom of diagram). Before entering the furnace, the con-
densate is normally pre-heated, - : ‘ '

What lends the critical element to the operation of relative
simple. equipment is the requirement for rapid response to continual
and at times very large changes in demand, It is this requirement
which calls for a consistently high standard of control and regulat.ion.
The following description of the impact of changes in demand on the
operating equipment may help to convey a notion of the potential con-
sequences of sub-standard control.

Any increase in energy requirements reduces the resistance of the
system and a greater current immediately flows through the generator
armature and intermediate circuit. This higher current flow increases
the magnetic field strength of the armature, thus resisting turning
of the generator rotor. Consequently, there is an immediate drop in
generator and turbine shaft speed. The turbine governor then goes
into action, the turbine steam-admission valves begin to open and more
steam flows into the turbine. However, because energy input to -the

-furnace has not changed, the steam pressure begins to drop.

" Pressure reduction signals the operatcr or the automatic combus-
tion-control system to speed up the various draft fans and the fuel
feed system. The increased heat release in the furnace checks the

" rate of pressure drop, and the governor reaches-a balance point to
hold the higher load at a speed slightly less than normal, Adjustment
of the governor spring tension opens the throttle valve a little more,
thus increasing steam flow and bringing shaft speed back to normal. As
pressure nears its set value firing eases off, overshooting sligttly
to restore balanced conditions more rapidly. The total time for the
changes listed in this and the previous paragraph may.be anywhere from
a few seconds to a few minutes, depending-on the size of the load
change. -

When there is a decrease in energy requirements, the magnetic

forces between the rotor and armature reduce and the rotor speeds

up. The governor then partly closes the steam admission valve, reducing
steam flow and raising steam pressure; .in their turn, the draft fan

and fuel flow systems are slowed down. The governor reaches a balance
point where the lower load is held at a slightly higher shaft speed.

The governor spring tension is then adjusted, which closes the throttle
valve further, lowers steam flow, and brings ‘shaft speed back to normal.

249
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The firing rate then allows pressure to drop to its normal value,

The above description does not include other adjustments that
must be made in the plant cycle; e.g., water levels in the boiler
drum, condenser hotwell and feedwater heaters, furnace pressures,
and pump speeds, Nor does the description adequately capture the
full complexity of the control and regulation process., To do it jus-
tice, an information flow diagram is shown in Figure C~2 which in-
cludes the main components of a supervisory control system in a com~
puterized generating plant,

At scheduled intervals, station units are shut down completely
“.r inspection, overhaul, and repair, after which they must go through
a controlled start-up routine which synchronizes them to the bus or
load. As precision of timing, speed and coordination of control ac-
tivities are absolutely vital in the shut down and particularly in
the start- -up procedures;vthe crews are fully extended during these
operations, ' It is a measure of their critical nature that these op-
erations were the first to be transferred from human control to closed
loop computer control when computers were introduced in generating
plants
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Combustion

Gas

BOILER | ‘ i
OR STEAM | ;
GENERATOR .

| TUR- 127 cene-

\BINE / —=_ RATOR

Electric I Current

A A N i i s SR ot A e ey 0 T x e

Condensate —»

SWITCH
BOARD

o
c

=

<

[1
1

;lj CONDENSER |
{ ] J

Energy. Output

7

{;.k- weals 1sneyxy

Cooling
.-Water
'S ——

FIG. C-1: SIMPLIFIED POWER PLANT FLOW-CIRCUIT ]
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2, DESCRIPTIONS OF THE PLANTS STUDIED

g

Plants J1 (Non-Centralized) and J2a (Centralized)

Plant J1 was built in 1949 and until 1954 was non-centralized,
with operators stationed remotely at boiler, turbine, and boiler feed
pump control panels, and at various auxiliary equipment locations,
Centralization of the plant (Study J2a) was effected partly by
Juplicating all remotely located control panels in a central control
room,

The automatic controls in power plant J1 included pneumatic posi-
tioning devices which were actuated by pneumatic controllers mounted
on local control boards situated as close as practicable to the operat-
ing equipment: seven combustion control boards distributed along a
firing aisle serving the seven boilers; four turbine gage boards at
two locations on the turbine deck; four condensate and boiler feed
boards at two different locations in the vicinity of the pumps and
two C|rculat|ng water gage boards,

Plant J1 also had a centrally located electrical control room
that contained the electrical switchboards for the main generators,
the switchboard for battery control and direct-current distribution,
and the telephone and oscillograph equipment. This electrical control
room was later extended and remodelled to become the central control
room for the centralized power plant J2a,

Figure C-3 indicates the control positions before centralization
(J1). ‘The orientation of the control pznels in the centralized plant
(J2a) are shown in Figure C~4, The individual turbine panels in
Figure C-4 contain all essential instruments and controls for the
turbine, the circulating water system, and the condensate and feed
water systems for one unit. Corresponding generator panels are on
the right. The station master-panel includes the master controls
for the seven boilers, motor control switches for common plant facilities,
and appropriate instruments and annunciators. The individual boiler
panels consist of a benchboard console containing controls and super-
visory instruments and a detached vertical panel with recorders,
television recelvers for burner and drum-level v|eWIng, and annunciator
panels.

The instruments and controls for the b0|ler cleanlng lance controls,
fuel-oil pump sequence selectors, generator hydrogen controls and
evaporator controls are not in the centralized control room. This
equipment is operated by three roving Plant Equipment Operators, but.
abnormal conditions are annuncnated in the central control room.

Several control features were added when the original plant (J1)
was centralized (J2a); they were so placed as to allow the control
room operator to change from automatic to remote-manual operation.
Television drum-level monitors replaced sight ducts on the boilers.
Television viewing of the six burners on each boiler was also added
to give the control room operator a direct view of the flame pattern
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during operation and of burner behavior during remote ‘ignition or quick
fuel changeover. Changeover from natural gas fuel to oil fuel was
originally accomplished at the local combustion control boards,and

by the manipulation of valving 2t the burner front, With central ized
control remote-controlled devices were provided to allow fuel changes
directly from the central control room.

Automatic bearing temperature scanning systems and temperature
control systems were also added when the plant was centralized. The
bearings of the main turbine-generators, house turblnn-generators,
forced and induced draft fans, boiler feed pumps and condensate booster
pumps can now be monitored, Finally, automatic temperature control
systems replaced manual valving at the lube o0il and condensate coolers.

Plant J2b (Centralized)

Was completed in 1957 and is at the same control technology .
level as plant J2a, It is worth noting that the main difference
between J2a and J2b is physical size. Plant size determines the number
of roving plant equipment operators, as some instruments and controls
are not in the centralized control room and must be monitored or op-
erated remgtely.

The physicél layout and size of the J2b centralized control room

is not the same as that of J2a; however, the operation of the J2b
plant is similar to that of the J2a plant.

Plant J3 (Centralized/Computerized)

Built in 1963 and controlled from a central control room, it
utilizes two General Electric 412 digital computers (with 56,000 word
drum and 8000 word core memory) for start-up, shutdown, control and
contlnuous plant monitoring,

‘The start-up and normal shutdown programs are the major computer-
controlled operating sequences. These sequences,once initiated by
the operator,will stop only when an abnormal condition develops, If
in the operator's judgement corrective action is not required, he
may reinitiate the sequence with an override pushk button. Durlng
normal operation the plant is controlled by sub-loops and the computer
takes. controlllng action only if the abnormal conditions arise. All
other programs in the computer are routines which may be in service
any time the computer is supervnsnng operations, During start-up or
shutdown, several routines may be in operation concurrently with the
main programs In general, routines are called up automatically when’
a particular set of conditions exist, and are automatically withdrawn
when the intended action is complete or when the computer |nstructs
the routines to stop

_ Other computer routines asnde from the start- -up and normal shut-
down program, are. as follows- A
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1. Emergency shutdown routines (ESD) - initiated by the computer
or by conventional control sub-loop trlpplng devices after
a full or partial unit trip.

2. Sensing and regulating routines (S & R) = function during
- start-up and shutdown to effect regulating action based on
feedback information,

3. Diagnostic and corrective action routines - take corrective
action for off-normal conditions resulting from malfunction
of controls or equipment.

L, Fuel change routnnes - initiated by operator to change boiler
fuels,

5. Special scanning routines - initiate corrective action for
alarm conditions,

In addition to the above listed routines, the. computer system
provides. operators with annunciation of off-normal conditions. Also,
plant calculations are made. on the basis of information from com-
puter input sensors,and their results are stored for use by other
programs along with other critical plant variables,

Plant KI (NonFCentralized)

Was built in 1930 and is at the same control technology level
as plant J1. K1 is a non-centralized system with operators stationed
remotely at boiler, turbine, and boiler feed-pump control panels, and
also, on a roving basus, at various auxiliary equipment locaticns.

'Figure C-5 indicates the locations of the control panels.

Plant K2 (Centralized)

Built in |96I and Operated from a centralized control room similar
to plants J2a and JZb, :

Plant K3AjCentralized/Computerized)

Built in 1964 and similar to power plant J3, K3 is controlled
from a centralized control room and utilizes a Westlnghou5e (Sperry
Rand) PRODAC 510 digital computer, with 65,536 word drum and 8,192
word core memory.

Computer programs in order of descending priority, as defined by
Firm K, are as follows:

1. Diagnostic Programs - highest priority program which prints
diagnostic messages on the programmer's console,
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Alarm Programs - inform operators by audible and/or visual
annunciation of alarm conditions found by the analog or
digital scan programs,

Analog Scan Programs - scanned analog voltages are converted

‘to engineering units and stored for later use by other pro-

grams,

Digital Scan and Periodic Programs - stores the scanned status
of some 600 contact inputs for later use by other programs.

Control Programs - four programs used specifically for closed
loop computer control of plant operations:

a) Turbine Start-Up Program
b) Reiler Purge and Gas Cock Program

. ¢c) Steam Air Heater Temperature Control Program
d) Valve Point Loading Program

Operators' Console Programs - comprise 17 possible programs
for selected computations, calibrations, printout and visual
process reviews, etc, All programs are initiated through
push buttons on the operator's console,

Performance Calculations - comprise about 30% of all program
instructions within the computer, Calculated values are
stored for use in Operator's Console Programs, the hour log,
and 24 hour log printout program. Performance indices cal-
culated include heat rates, efficiencies, etc,

Of f-Line Programs - entered into computer through the pro-
grammer's console but not related to other programs within

the computer, Most programs written are used in conjunction
with unit operation and utilize values stored by other programs,

ENR SRR
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FIGURE C=-6:

POWER PLANT J1 = EQUIPMENT; CONTROL

LOCATIONS AND OPERATORS

Simplified Process Flow Diagram
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FIGURE

C-7t POWER PLANT J2a = EQUIPMENT, CONTROL
LOCATIONS AND OPERATORS

Simplified Process Flow Diagram
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FIGURE C-8: POWER PLANT J2b - EQUIPMENT, CONTROL
LOCATIONS AND OPERATORS

Simplified Process Flow Diagram
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FIGURE C-9: POWER PLANT J3 - EQUIPMENT, CONTROL

LGCATIONS AND OPERATORS

Simplified Process Flow Diagram
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FIGURE C~10: POWER PLANT K1 = EQUIPMENT, CONTROL
LOCATIONS AND OPERATORS

Simplified Process Flow Oiagram
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FIGURE C=11: POWER PLANT K2 - EQUIPMENT, CONTROL LOCATIONS AND OPERATORS

Simplified Process Flow Diagram
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FIGURE C-12: POWER PLANT K3 - EQUIPMENT, CONTROL LOCATIONS AND OPERATORS

Simplifled Process Flow Dlagram
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3. METHOD OF DERIVING SKILL LEVEL VALUES FROM JOB EVALUATION SCHEMES

Electric Utility J

The job evaluat .n plan has been in operation for many years
and did not change when control centralization and/or computeriza-
tion was introduced. It is conceived in terms of the following
factors each of which corresponds to a range of '‘points'':

SCHOLASTIC CONTENT
TRAINING AND EXPERIENCE
Planning (Responsibility)
Seriousness of Errors
Hazard to Others

Physical Effort |
Working Conditions
Personal Hazards
Irregular Hours

Supervision of Work

Only the first two factors were considered in the present study,

Scholastic content is defined as ''a measure of that type of know-

ledge and technical skill which is usually acquired through academ-
ic training. While such knowledge and ability may be learned by
other means than formal schooling, it normally is not learned ad-
vantageously on the job and should be acquired before assignment

to the job requiring such information and training.! It carries
point values based on five discrete degrees:

Degree (1) Job requires reading and writing of numbers and or-
dinary sentences such as used on employee forms and
receipts for material., 10 pts

(2) Job requires use of arithmetic suchasmultiplica-
tion and division; comprehension of written material
such as instructions for a given work assignment or
of single line drawings or construction sketches;
the interpretation of readings from simple gages
and meters; or knowledge of a similar level. 20 pts

(3) Job requires the use of shop mathematics; interpre-
tation of detailed blueprints and diagrams, or written
instructions covering a complete procedure; or know-
ledge of a similar level, L0 pts

(4) Job requires the use of mathematics such as algebra
or geometry; use of the elementary principles of a

273 |
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basic science such as physics or chemistry at a similar
level; or knowledge of a similar level. 70 pts

(5) Job requires selection of mathematical procedures,
using algebra, geometry, or trigonometry, to solve
varied problems; a knowledge of the applied theory
of a basic science or of engineering practice; the
preparation of detailed written instructions cov-
ering a complete procedure, drafting of equipment
installations and modifications; or knowledge of a
similar level, 110 pts

Training and experience is defined as a measure of the relative level

of training and experience required for the successful execution of a

job. The level is determined by ranking the jobs, considering sich
characteristics as the variety and complexity of the problems encountered,
procedures followed, material and tools used, equipment operated or
maintained, and the practical knowledge and skill involved in each

-job, After the ranking process, the jobs of a similar level are grouped
and points allocated according to the scale shown below,

Degree: 1 2 3 4 5 6 7 8 9 10 11 12 13 14

15

Points: 28 56 84 112 140 168 196 224 252 280 308 336 364 392 L420

The Scholastic Content and Training and Experience scores allocated
to each job were summed to yield the total skill score used in the
analysis.

Electric Utility K

Electric Utility K does not have a job evaluation scheme. 1In-
stead all jobs are rated relative to each other in-a '"'line of pro-
gression'' based on company ''job definitions.!"" To allow a comparison
of the skill profiles of the two electric utilities, the ''skill scores'
for all jobs in Electric Utility K were evaluated on the Electric
Utility J Evaluation Plan., This evaluation was done by the researchers
with assistance from Electric Utility K personnel,
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L, RAW DATA USED FOR THE DEVELOPMENT OF SKILL PROFILES

These data are tabulated under the title of each technological
level, The following notes explain the meaning of each column in

‘the table:

Job Code:

Job D,0.T. Number:

Job Title:

Skill Level:

Manhours:

The codes are internal codes, assigned to each
job to facilitate cross-referencing. The letter
(J) identifies the utility, the attached figure
identifies the technology and the figure sepa-
rated by a dash, the job.

The letter ''a'’ or ''b!'" attached to technology level
2 differentiates two power plants of different
physical size at the same technology level.

The letter "m" or ''s'* attached to the job number
indicates respectively a maintenance or super-
visory job.

These six digit numbers are taken from the 1965
edition of the Dicticnary of Occupational Titles.
The matching of D.0.T. number and job was done
by the researchers on the basis of job descrip-
tions and their own knowledge of the jobs,

Official titles assigned to the jobs by the firms.

Skill factor totals were supplied by Firm J for
all operating and maintenance jobs and are based
on the firm's evaluation plan described in Sec-
tion 3 of this Appendix. This plan was also
used by the researchers to estimate the skill
factor points for supervisory personnel.

A1l manhours are given per 8 hour shift. As
plant maintenance and supervision work an eight
hour shift five days a week, while the plant
runs continuously for 24 hours a day, the man-
hours for each maintenance man and supervisor
were averaged over 168 hours. For Divisional
Maintenance the 20 to 35 shifts spent on actual
overhaul were prorated over the period from the
start of one overhaul to the start of the next.

Dividing the figures shown by 8 yields manhours
per plant operating hour, To obtain manhours
per unit output (10®kwhrs) these have to be

further divided by plant capacity in kilowatts
and multiplied by 106,
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OPERATING CREWS

Job Job ‘ Skill Manhours
Code D.0.T. No. Job Title Level Per Shift

J2 Non-Centralized Control

JI-1° 952,782 289 Auxiliary Operator 180 16
J1-2 952.782 12 Auxiliary Operator 264 16
Ji-3 951,885 Boiler Operator 264 16
J1-4 952,782 Turbine Operator 264 8
J1-5 951.885 12L Boiler oOperator 292 8
J1-6 952.782 12 Turbine Operator 292 8
“J1-7 952.782 Switchboard Operator - Steam Loé 8

J2a Centralized Control

J2a-1 952.782  Plant Equipment Operator 320 24
J2a-2 952.782 Assistant Control Operator Lo6 . 9.9%
J2a-3 952.782 Control Operator Le2 8

J2b Centralized Control

J2b-1 952.782 Plant Equipment Operator 320 16

J2b-2 952.782 Assistant Control Operator Loé6 8

J2b-3 952.782 Control Operator : L62 8
J3b Centralized/Computerized Control

J3-1 952.782 Plant Equipment. Operator 320 16°%

J3-2 952.782 Assistant Control Operator Loé 8

J3-3 952.782 Control Operator : L62 8

L,

* This is,én évérage value. There are two A,C.0.'s on dayshift Monday through
Friday. At all other times, including evenings and weekends, there is one
A.C.0. . | -

**In actual ity there is only one Plant Equipment Operator assigned to this
plant per shift. A second Plant Equipment Operator divides his time

between this plant and a second adjacent plant, If this time~sharing possi=
bility did not exist, two Plant Equipment Operators would be- required

per shift. ' .
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OPERATING CREWS

Job Job . : Skill Manhours
Code D.0.T. No. Job Title Level Per Shift

Kl Non-Centralized Control

Ki-1 952,782 Shift Helper 96 16
K1=2 952,782 Oiler 180 16
K1=3 951.885 H.P. Fireman 264 24
K1-4 952.782 Boiler Feedpumpman 264 8
K1-5 952,782 Turbine Tender 292 8
K1-6 952.782 12X Operator (Switching) 406 2%

K2 Centralized Control

K3 Centralized/Computerized Control
ooy} 952,782 oiler 180 k4
Kop | 952.782 Auxiliary Operator 320 8
&g:g } 952,782 Assistant Control Operator Lo6 8
ﬁg:ﬁ } 952,782 Control Operator , 462 8
:g:g } 952.782 Senior Control Operator 462 8

“The 1L Operator (Switching) performs various system electrical switching
operations. It is estimated by Firm K that' he uses & of his time per=
forming switching operations for this plarnt. '

277
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5. LENGTH OF OPERATORS' GENERAL EDUCATION AND ON-THE-JOB EXPERIENCE e
{

The internal job codes and job titles used in Section 4 are re- B
tained to facilitate cross-referencing. }

Estimates of general educationai requirements were made hy re-
searchers, Estimates of on-the-job requirements were made by Firm
J for all J2a, J2b, and J3 jobs, Estimates for K1, K2 and K3 were
made by researchers,
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6. ANALYSIS OF VARIANCE LAYQUT OF DATA AND DETAILED SUMMARY

Improved estimate of residual variance was obtained by pooling
the sums of squares and the degrees of freedom of the original
residual estimate and of the T x F interaction.

The mean squares of the SL x T and SL x F interactions and
of the main effects were tested against this improved estimate.

Key to abbreviations:

D.F. = Degrees of Freedom

S.S. = Sum of Squares

M.S. = Mean Squares

V.R. = Variance Ratio

SL - Skill Levels

g
TL - Technology Levels ;
F - Firms (Utilities) 4

iz
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SKill Technology Level 1 Technology Level 2
Level Ji KI J2a K2
Low 2,00 L.o0 0.00 0.50
Medium 7.00 5.00 3.00 1.00 i
High 1.00 0.25 2.24 3.00 ]
Totals 10,00 9.25 5.2k 4,50

TABLE C-3: MANHOURS PER PLANT OPERATING HOUR CLASSIFIED
BY SKILL LEVEL, FIRM AND TECHNOLOGY LEVEL.

=R R e R F A

Source of Variance | D.F. S.S. M.S. V.R. Significance 4
Between . f
SKITT Lo 2 15.06 | 7.53 | 19.92 P < 0.025 ;
Between ;
Technologies ] 7.5k 7.54 | 19.94 P < 0.025 g
Between
Firms 1 0.18 0.18 0.49
SL x T 2 | 20.00 | 10.00 | [26.5L P < 0.05)
SLxF 2 | 5.38| 2.69| 7.11
T xF o 0.00 0.00 '
Residual - 2 1.13 0.57
Improved Residual X , »
- Estimate ’ (3) RN 0'38
Total | 11 | 49.29 o
TABLE C-k: ANALYSIS OF VARIANCE SUMMARY (PER PLANT OPERATING HOUR | :
| BASIS), - o | | ;
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DERIVATION OF INDIRECT LABOR MANHOURS

To determine maintenance and supervision manhours different
methods had to be adopted for the plant at TL)1 and for the plants at
higher technology levels, for the following reasons:

1. As shown in Figure 5.5, plant J1 like most of its generation
was completely autonomous and self sufficient with respect
to maintenance, All maintenance being in-plant, the manhours
of each repairman could be treated exactly as if they were
direct labor manhours, The three other plants are dependent
on Divisional Maintenance created in 1952 and responsible
for major overhaul work. Overhauls however occur at dif-
ferent intervals in different plants (usually every 3 or
L years) and take from L4-7 weeks to complete, depending mainly
on the age of the plant and the compliexity of its equipment.
Also, the size and the composition of the Divisional Main-
tenance squads dispatched to overhaul a plant is not always
the same. All these factors were taken into account for
manhour compilations.

2, Plant JI was co-dimensional with the Power Generating station,
and all of the manhours worked by each station (in-plant)
repairman and maintenance supervisor could thus be pro-
rated to unit output or plant operating hour.: The three
remaining plants J2a, J2b and J3 on the other hand are part
of a two-plant station,and the manhours of the station
maintenance foice and also of some of the operating fore-
men are accordingly shared between them and their sister
plants. Hence estimates had to be obtained of the ratios
in which each supervisor and repairman apportions his effort
between the two plants,and only the proportion of time spent
on the plants studied was considered,
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8. . RAW DATA USED FOR

SKILL PROFILES

MAINTENANCE
Job Job
Code D.0,T., No. Job Title -
J1  NON-CENTRALIZED (Capacity:h.3003000 kw)
J1=1m 899.381 Utilityman
J1-2m 821.887 Electrical Helper.
J1-3m 821,887 Maintenance-Steam Helper
J1-4m 8L40.781 Painter, Steam Maintenance
J1-5m 631.281 Boiler and Condenser Mechanic
J1-6m 631.281 Maintenance Machinist
863.884 .
J1=-7m 861.381 Brick and Asbestos Man
820.281 ..
J1-8m 829,281 Electrician
J1-9m 812,884 Welder - Steam
820.281 . .
~ J1-10m 829. 281 Shift Electrician
d-1Im 710.281 Instrument Repairman -
Ji-12m  729.684 Test A Technician
J2a CENTRALIZED (Capacity: 300,000 kw)

In-Plant Maintenance Group

Plant Maintenance

J2a-1m 899. 381
J2a-2m 821,887
J2a-3m 840,781
J2a-bm 631,281
~J2a-5m  631.281
Coan . 863.884L
J2a=-6m 861.381

- 820,281

J2a=7m " 599,281
- J2a=-8m 812.884

Utilityman

Maintenance-Steam Helper
Painter, Steam Maintenance _
Boiler and Condenser Mechanic
Maintenance Machinist

Brick and Asbestos Man

Electr:cnan :

Welder - Steam

Instrument. Maintenance

J2a=9m -~ 710.281
J2a-10m 710.281
’J2a-l|m-'729{68é

‘Apprentice Instrument Repalrman :

Instrument Repairman
Test A Technician

C-36

i

Skili  Manhours ﬁé

‘Level  Per Shift g

‘38 7.62 |
9l 5.71
944 11.43
272 11,43
272 3.81
320 5.71

320 1.90 >

350 3.8I '
378 1.90
Loé 11.43
LL6 7.62
502 1.90
38 k.76
9k 11.43
272 5.72
272 8.58
320 5.72
320 2.86
350 3.81
378 1.43
350 5.72

L,
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MAINTENANCE
Job Job S . . Skill. - Manhours
Code D.0.T. No, } .Job Title Level Per Shift

J2a _CENTRALIZED (Cont'd.)

Division Maintenance Group (Overhaul Grew)

Total overhaul time per Turbine-Generatof
and associated Boiler(s) per 3 year , '
period: v , 84 shifts

Additional time of Boiler and Condenser
Crew to inspect and repair Boilers per ‘ ‘
3 year period: - 10 shifts

L

Mechanical Crew

J2a-12m 631,884 Maintenance Machinist; Helper oL 1.37

_ Apprentice Maintenanc _ .
J2a-13n 631.281 Hachinist , 292 0.59
J2a-ilm 631,281 Maintenance Machinist 320 3.13

Electrical Crew

J2a-15m 821.887 Electrical Helper 9l 0.20

J2a~16m 820,281 Apprentice Electrician 322 0.20
J2a-17m ggg:gg: Electrician 350 0.78

J2a-18m 729.684% Test Technician Lh6 0.10

‘Boiler and Condenser Crew

J2a-19m 631.88%  Boiler and Condenser Helper 9k . 0.29

J2a-20m 631.281 = Boiler and Condenser Mechanic - 272 137
s2a-21m §3-08%  Brick and Asbestos Man | 320 0.15

J2a-22m - 812.884  Welder - Steam . - 378 - 0.29
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c-38
MAINTENANCE
Job Job Skill Manhours
Code D.,0,T. No. . Job Title Level Per Shift

J2b CENTRALIZED (Capacity: 350,000 kw)

In-Plant Maintenance Group

Plant Maintenance

J2b-1m  899.381 Utilityman : 38 L.76

J2b-2m 821,887 Maintenance-Steam Helper L 3.81

J2b-3m  8L40.78I Painter, Steam Maintenance 272 1.90

J2b-bm 631,281 Boiler and Condenser Mechanic 272 2.85

J2b-5m 631,281 “Maintenance Machinist 320 1.90
863.884 .

J2b-6m 861 . 381 Brick and Asbestos Man 320 0.95

J2b=7m g%g:%g: Electrician 350 3.81

J2b-8m 829,281 Welder - Steam ' 378 0.48

Instrument Maintenance

Apprentice Instrument

J2b=9m  710.281 Repa i rman 350 5.72
J2b-10m 710.28I Instrument Repairman Lu46 L. 76
J2b-11m 729.684 Test A Technician 502 0.95
Division Maintenance Group (Overhaul Crew)
Total overhaul time per Boiler-Turbine-
Generator unit per b year period: 105 shifts
Additional time of Boiler and Condenser
Crew to inspect and repair Boiler(s) .
per L year period: o 5 shifts
beechanicél Crew
J2b-12m 631,884 Maintenance Machinist, Helper ol 0.73
J2b-13m  631.281 Apprentice Maintenance . : 292 0.37

: ‘ Machinist" : ,
J2b-14m . 631.281 . Maintenance Machinist . 320 1,65




MAINTENANCE

“Job Job : : Skill Manhours
Code . D.0.T. No. _ Job Title L Level Per Shift

J2b CENTRALIZED (Cont'd.)

Division Maintenance Group (Cont'd,)

Electrical Crew

J2b-15m 821,887 Electrical Helrcer .94 0.09
J2b-16m 820,281 Apprentice Electrician : 322 0.09
 J2b-17m g%g:%g} Electrician 350 0.27
" J2b-18m 729.684 Test - Technician - hie 0.09

Bof]er and Condenser Crew

JZb-]9m"631.884 Boiler and Condenser Helper 94 - 0.66
J2b-20m 631,281 Boiler and Condenser Mechanic 272 "~ 0.88
J2b-21m gg?:gg? Brick and Asbestos Man 320 0.22

J2b-22m 812,884 ‘Welder - Steam 378 0.22

f43' CENTRALIZED/COMPUTERIZED (Capacity: 640,000 kw)

In-Plant Maintenance Group

Plant Maintenance

J3-Im  899.381  Utilityman » 38 1.9

J3-2m 821,887 ~ Maintenance-Steam Helper ' oL 8.00
J3-3m 840.781 - Steam Maintenance Painter o272 1.91.
J3-lm 631.281 ~ Boiler and Condenser Mechanic =~ 272 L.19
J3-5m 631,281 Maintenance Machinist 320 2,86
J3-6m ggg:gg:-‘ Electrician 350 3.71

J3-7m 812,884 Welder - Steam 378 0.95

Instrument Maintenance-

'-f»Apprehticeﬁlnstrument f

:"_.J3-8m f'.7]°'28? " Repairman .. _ j:350;ﬂ . .'1.91
Cozeom o 110281 s bument Technician owm o bsy
. .- 003.281 : ent lechnician L 4 .

’ aJ3+10m - 729.684 :_f',TestAA,Téqhhician A | o . 502 B -1 I

‘:&?;' _ ;£:f¥3§E2Egjf, :   ff-;1 }.j;‘i'
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MAINTENANCE
Job : Job . Skill Manhours
Code D.0,T. No. Job Title Level Per Shift
J3 CENTRALIZED/COMPUTERIZED (Cont'd.)
Division Maintenance Group (Overhaul Crew) %
§“
Total overhaul time per Boiler-Turbine- b
Generator unit per 3 year period: 126 shifts é
Additional time of Boiler and Condenser k
Crew to inspect and repair Boiler(s) i
per 3 year period: 5 shifts i
, : ;
y
Mechanical Crew )
J3-11m 631,884 Maintenance Machinist Helper: 944 2.20 ?
_ Apprentice Maintenance : ' - i
J3-12m 631,281 " Machinist 282 0.59 ;
J3-13m 631,281 Maintenance Machinist 320 3.66 ;
Electrical Crew %
J3-14m 821,887 Electrical Helper 9k 0.29 ]
J3-15m 820,281 - Apprentice Electrician 322 0.15 H
| ~ 820.28I . _ '
J3-16m - 829. 281 Electrlglan : 350 0.73
J3-17m  729.684 Test Technician : LiL46 0.29
Boiler and Condenser Crew
J3-18m 631.88&1 Boiler and;CondenSer-Helperf.‘ 94 - 2.56
J3-19m" 631,281 Boiler and Condenser Mechanic 272 1.71
863.884 . .
J3-20m © 861.381 Brick and Asbestos Man L 320 0.51

J3-2lm 812,884 - Welder - Steam




c-h1

SUPERVISION
Job : - Skill
Code - ‘ Job Title Level

J1  NON~CENTRALIZED (Capacity: 300,000 kw) = Supervision

In-Plant Group

Operations

J1=1s Head Boiler Operator L3k

Ji-2s Head Turbine Operator I 1
J1-ks Watch Engineer 490
J1-5s Assistant Station Chief " 530

Plant Maintenance

J1-6s  Steam Mainfenéngeffdreman - f L62

J2a_ CENTRALIZED (Capacity: 300,000 kw) - Supervision
J2b CENTRALIZED (Capacity: 350,000 kw) - Supervision
In-Plant Group -

Qgerations

J2-3s 'Operating Foreman - L62
J2-4s - Watch Engineer - Lgo .
J2-5s Supervisor of Piant Operations = . 530

Plant Maintenance

J2-6s  Steam Maintenance Foreman - g Le2
J2-7s Superv:sor of Plant Malntenance . k9o

Instrument Maintenance

f._J2§85'n Instrdment.FOremén, Mafnfenance>y . Le2 '

‘Division Maintenance Group

" J2-10s fnSub'Féfémén, Steam MéintenénCe . »_»'462
~ (Boiler and.Condenser) SRR
J2-11s’ Sub- ~Foreman, Steam Maintenance - he2

(Electrlcal)

Manhours

Per Shift

. .
N
oy

o vl N
\OWwW O
VW ~g

10.95

0.08

1.90

0,95

0.11

0.0
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Job

Code"

SUPERVISION

.Job Title -

J2  CENT

Division

RALIZED (Cont'd.):

Maintenance Group:

J2~12s

J2-13s
J2-14s

J3 CENTRALIZED/COMPUTERIZED

Sub=Foreman, Steam Malntenance
(Mechanical)

Foreman, Mechanical Maintenance

Foreman, General, Electrical and
Boiler

(Capacity:

In-Plant

Group

Operations

’J3-3§

0 J3-bs

© - J3-5s

1\..\

Operating -Foreman -.
Watch Engineer o
Supervisor of. Plant Operatlons

Maintenance .

Plant“

J3=6s
J3=7s

~Instru

. * Maintenance Foreman, Steam

ment.Maintenance

:‘vHJ3e85

J3-9s

. Instrument Foreman, Ma|ntenance'”'

Supervnsor of 1nstrumentat|on

. . Division Maintenance“Group o

S J3-10s

SQ,fForeman, General

(Boilerand" Condenser)

(Electrical) .

(Mechanlcal)

L BO|ler

Skill

C-L42

Manhours

fSub Foreman, Steam Manntenance B

Sub-Foreman, " Steam Malntenancef*ff SRR

Electrlcal andr_

Level

462
490

530

462
490
530

S Lol
- hboo

" Supervisor of Plant Maintenance ~ -

L ueh
502

S'*Sub -Foreman,: Steam Matntenance 'nj};iff»

Per Shift

600,000 kw) - Supervision

.95

oo
A%

"'}:i350{17;.a |

’“430 03;;gl§,};ﬁu,g;;;

ety
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9. SKILL DISTRIBUTIONS AND SKILL PROFILES -~ MAINTENANCE LABOR ONLY

In each pair of Tables and Figures the first sI_-iows the maintenance
labor manhours by skill level on a per unit output basis, the second
of these same the manhours on a per plant operating hour basis,
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Technology (Level] ) - |
e Techinology (Level 2) [ T

TABLE C=5:

C~Lily

(a) Basis: 106 Kwhr
Organization: Electric Utility J

Process: Power Production by Steam-E lectric Process

Technology (Level 1): Non-Centralized Control
Technology (Level 2): Centralized Control
Soﬁrce of Data: Direct Observation and Firms Records

Period: 1950-1952 (TL1) and 1964-1967 (TL2)

MAINTENANCE LABOR FORCE SKILL DISTRIBUTIONS FOR NON-CENTRALLY
(TL1) AND CENTRALLY (TL2) CONTROLLED POWER PLANTS IN UTILITY J.

11

12 | 3| s s 6 | 7 8

Manhours as % of.

Skill Manhours Per Jotal for -

Point . ' lOékwhr
Range .

9|10

Number

of

~Job Types

TL1 | TL2 [Change|| TL1 | TL2 |Change

~ Technology Level

TL1| TL2|Change

1449530 0.8 0.4 | -0.4ff 2.6 S| -0
4| 367-448| 8.7 | 2.7 | - 6.0[| 28.1| 10.1| -18.0

High
wn

3| 285-366 4.8 | 9.6 | + 4.8|| 15.5| 36.1| +20.6
2| 203-284 6.4 | 6.4 | o0.0f| 20.6] 24.1f + 3.5

[Medium ]

1{121-203] 0.0 0.0 | . 0.0[| 0.0 “0.0] 0.0

Low

NoOW W

o| 38-120{10.3 | 7.5 | - 2.8 33.2| 28.3] -'5.0]

NN LW

o
o

" |Totals |31.0 | 26:6.| - u.4|100.0f T00.0] 0.0

'12  17

‘NéifMéﬁhbur*Changé”:1P#}2%Hf, f

) Standatdeéqution,

| Mean Skill:Level |

P RS SO L

R,
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| Technology (Level 1) . | . 2629 .. | . ish6

C-L5

(b) Basis: Plant Operating Hour

‘Organization: Electric Utility J

Process: Power Production by Steam-Electric Process

Technology (Level 1): Non-Centralized Control
Technology (Level 2): Centralized Control
Source of Data: Direct Observation and Firm's Records

Period: 1950-1952 (TL1) and 1964-1967 (TL2)

vz |3 os | sl e 7| & | 9{w| n

Manhours Per Manhours as % of
. Plant Operating Total for
: Hour || Technology Level

"Number of
Job Types ¥

Skill
Point
Range

Skili
Level

TL1 | TL2 |Change|| TL1 | TL2 {Change|| TL1[ TL2]|Change

-o0.2f] 3.2| 1.3] - 1.9(] 1 .
- 1.8|| 28.0{ 10.0] -18.0

High

6 v
5| 449-530
L

0
367-L48| 2

o o
v

3| 285-366| 1. i 6

21.203-2841 1.

NoW
NCOY W

I
8

2.9 | + 1.5]] 15.1] 36.3] +21.2
9 | 0.0f| 20.4] 23.7[ + 3.3

O F o W

o
o

121-202{ 0.0 | 0.0 | = 0.0]] 0.0l 0.0] - 0.0
o] 38-120 3.1 | 2.3 | - 0.8| 33.3| 28.7| - 46| 3 | 5 |+ 2

Low _Medium :

|Totals | 9.3 | 8.0 | - 1.3{|100.0{100.0] 0.0}| 12 | 17 | +5

"Manhdur:Change-DuevtO-TeCHnology Chénge:,flh.l%

7 f3iMe$h'SkiTl LeveI’ _ Standérd'Deviation
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c-L6 FIG. C-13: MAINTENANCE LABOR FORCE SKILL PROFILES FOR NON-CENTRALLY
AND CENTRALLY CONTROLLED POWER PLANTS IN UTILITY J.

(a) Basis: ]06 Kwhr

In-Plant Maintenance - Division Maintenance

NON-CENTRALIZED CONTROL Total Manhours/10° kwhr

12 .. Mean Skill Level
10.3 '

31.0
262.9

o

8.7

(o]

6.4

e
T

4.8

=

Manhours/lO6 kwhr -
o

M

0.8

0.0 : . ‘
38-120 121-202  203-284 285-366 367-L448 L44G-530

Skill Level (In Skill Factor Points)

Tatal Manhours/lO6 kwhr = 26.6
Mean Skill Level = 258.9

CENTRALIZED CONTROL

12

o O

l
/

Manhours/ld6 kwhr
' o~

-~ 38-120 - 121-202 203-284 285-366 367-448 LL9-530
~ Skill Level (In Skill Factor Points)

N
. .
BERAER
s

| CHANGES - OLD TO NEW TECHNOLOGY -
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_ Manhours/Plant Operatién Hour

C-47

(b) Basis: Plant Operating Hour

In-Plant Maintenance

- Division Maintenace

NON-CENTRALIZED CONTROL . Total Manhours/Plant Operation Hour = 9.3

5 b Mean Skill Level = 262.9

e o

c .

o 3.1

.; 3 .\.:'-‘\\. N\

E . . .~~

) SERR

o_ \

o 2

= 1.4 |

o —1.

5 IR e R 0.3

e y 0.0 NSRRI NN BN mmanesx

g 38-120 ' 121-202 203-284 285-366 367-448 449-530

Skill Level (In Skill Factor Points)

CENTRALIZED CONTROL Total Manhours/Plant Operation Hour = 8.0

Mean Skill Level = 258.9

=

w
}

N

—
g

N

0.1

121-202 203-28 ‘
~ Skill Level (In Skill Factor Points)

SR SASSS S
s 285-366 . 367-448 ' 449-530

| CHANGES - OLD TO NEW TECHNOLOGY
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(a) Basis: IO6 Kwhr
Organization: Electric Utility J

Process: Power Production by Steam-Electric Process

Technology (Level 2): Central ized Control
Technoiogy (Level 3): Centralized/Computerized Control
Source of Data: Direct Observation and Firm's Records ' '

Period: 1962+1966 (TL2) and 1964~1967 (TL3)

I 2 3| & | s 6 | 7| 8 || 9] b
cvitpl Skill Manhours Per M;nhours as % of Number of 4
Skill Point 6 ‘ Total for  Job Types ;
Level Range 107kwhr |} Technology Level o ‘ A
| TL2 | TL3 |Change|| TL2 | TL3 |Change|| T:.2| TL3 |Change
6 .
S 5|449-530| 0.3 | 1.3 | + 1.0]]| 2.3 4.8/ +12.5(] 1 [ 2| +1
T 4367-448| 2.0 | 0.3 | - 1.7 15.0] 3.4 -1.6[| 3| 2| -1
‘5 3|285-366| 5.4 | 2.8 | - 2.6|| 40.6) 31.8/ - 8.8]| 6| 6| o
2 2|203-284 2.0 | 1.5 | - 0.5[| 15.0] 17.0] + 2.0|| 2 | 2
s 1{121-202| 0.0 | 0.0 0.0l 0.0l 0.0f o0.0f] o] o 0
| S of 38-120| 3.6 2.9 | -~ 0.7]| 27.1] 33.0] +5.9[| 5| 5
| |7otats [13.3 | 8.8 | - 4.5]{100.0{100.0f 0.0ff 17 {17 | o
;TVI_ . Net Manhour Change 5~33.8% _"
: N.l,vf _ ‘;1ffﬂeén'5kiilﬁLev§]_?5_:'Stahdard:ﬁevf$fion f
"Technologv (Level 2) R '. 274 3 S 137. 6
ff?TfTJflecnnOTogY (Level 3) iﬂ‘ubf' 263 8{~ B Tfﬁjf Iho 0
o f.Change v 7*{*5Av -“,L; T_ ff*f :’;-:10_5“L'{7L‘-“ L E
o TABLE c- 6 MAINTENANCE LABOR’ FORCE” SKILL DISTRIBUTIONS FOR NON COMPUTERIZED
_1; e (TL2) AND POMPUTERIZED (TL3) PONER PLANTS® IN UTILITY J.
pYelslt T
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(b) Basis:. Plant Operating Hour

Organization:

Process:

Technology (Level 2):

Technology (Level 3):

Source of Data:

Electric Utility J

Power Production by Steam-Electric Process

Centralized Control

Central ized/Computerized Control

Direct Observation and-Firm's Records

Period: 19621966 (TL2) and 19641967 (TL3)

c-49

3 L 5

6 | 7 8

10§ 1

Skill
Point
Range

Skill
Level

' Manhours Per
Plant Operating
Hour '

Manhours. as % of
Total for
Technology Level

Number of
Job Types

TL2 | TL3 [Change

TL2 | TL3 {Change

TL2

TL3 Changé

449-530
367-448
285-366
2(203-284

High

W

—

121-202
0| 38-120

Low [Medium

0.1 | 0.8
0.2 | -
1.8 | -
1.0

0.5
0.1
0.3

~N wN

0.0
1.3

0.0
0.6

0.0

'];9' +

+7Q,7’_'

+11.9
“411;4
- 8.8
1'2.7

4.0
3.5
3116
17.6

2.1
14.9
.40.4
14.9

0.0
+ 5.6

o
33.3

6.0
27.7

N O W —

wi o

N o
o

o
o

i.Totaléﬁ

fﬁ,7* _5.7 '[+'I.Q

100.0{100.0| 0.0}

Manhédfﬁthange Due to Te;hhology Change

+21.3%

1 ¢ Mean SKill Level

f::Sfandard DevfétTOn

[ Techndlogy (Level 2)
| Technology (Level 3)

137.6
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(a) Basis:

L) A A A oot B e

-
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CENTRALIZED CONTROL

In-Plant Maintenace

6T

I

Manhours/lO6 kwhr
N

. AN o,
. RN

Nt

N

1 0.3
—

121-202 203-284 285-366 367-448
Skill Level (In Skill Factor Points)

CENTRALIZED/COMPUTERIZED CONTROL

£

N

Manhours/10§ kwhr

L49-530

Total Manhours/]Q6 kWhr
Mean Skill Level

;zéu”-28§-366 367-Lk4

8-120 12
© Skill Level (In Skill Factor Points) .

. CHANGES - OLD TO NEW TECHNOLOGY
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- 4h4g9-530

o

MAINTENANCE LABOR FORCE SKILL PROFILES FOR NON-COMPUTERIZED
(TL2) AND COMPUTERIZED (TL3) POWER PLANTS IN UTILITY J.

- Division Maintenace

Total Manhours/lO6 kwhr
Mean Skill Level

8.8
263.8
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C-51
(b) Basis: Plant Operating Hour
> 1 In=Plant Maintenance - Division Maintenace
NN :
CENTRALIZED CONTROL Total Manhours/Plant Operation Hour = 4.7
L . Mean Skill Level = 274.3
1'
3 .
2--
1
\ R TN A
38-120 121-202 ~203 28u 285~ 366 367 uua uug 530
Skill Level (In Skill Factor Points)
CENTRALIZED/COMPUTERIZED CONTROL v
Total Manhours/Plant Operatlon Hour = 5.7
= 263,8

Mean Skill Level

CHANGES = OLD TO NEW TECHNOLOGY

38-120 - 121-202 203 28u 285 366 367~ L4438 4#9 530 o

Skll] Level (In Sklll Factor P0|nts)
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APPENDIX D

FLUID AND THERMOFOR HYDROCARBON CATALYTIC CRACKING IN OIL REFINERIES

PArulToxt Provia




Tt

- other’ products such as heatlng oil, cycle oil ,etc., lower down the’

OUTLINE OF PROCESS AND CONTROL TECHNOLOGIES

As the case study centers on the manpower and skill changes
associated with changes in the control technology in catalytic cracking
installations, detailed descriptions of either the Fluid or Thermofor
processes will not be given here; these will be found in the relevant
reference texts included in the bibliography of this report. The
brief treatment presented below is given to facilitate understanding
of the subsequent descriptions of the control technologies. It is
perhaps worth mentioning here. that Fluid and Thermofor catalytic
cracking account for 70% and 23% respectively of the total catalytic
cracking capacity .in the U.S., with a third catalytic process--Houd-
riflow cracking--accounting for the remainder. This excludes the
newer Hydrocracking process capacity. ' '

"Process Technologies

a. Fluid-Catalytic Cracking (Figure D-1)
. _ This process, commonly referred to as the F.C.C. process,
derives its name from the fact that, when mixed with hot air or hydro-
carbon vapor, the catalyst behaves like a liquid, circulating in a
continuous flow between the reactor, a vessel where ''cracking' takes
place, and the regenerator, where contam|nated catalyst is purlfled

The reactor is fed: with gas oil, some of which comes directly
from the crude stills; the rest of" the feed consisting |n|t|ally of
still heavier fractlons, goes from the stills to a residuum str|pper
where' the aSphalt content is separated from the gas oil which is
then passed through a furnace and into the reactor. As the catalyst
from the regenerator flows in at the bottom of the reactor,. it meets
with the vapor-liquid mixture: of gas oil. The heat of the catalyst
_causes further vaporlzatlon of the’ oil, as well as supply|ng the
energy -for the main. reactnon--”cracklng s In the course of - the
larger molecules of the cil vapor are split into smaller molecules,
and the resulting: lighter vapors rlse to the top of ‘the .reactor where
~ ‘they pass through cyclone separators; here the cracked oil vapors are
v separated from the heavier pulverized catalyst.which. drops to. the
-~ bottom of the reactor to be returned ‘to’ the regenerator

After separatlon the cracked onl vapors are p|ped from the top
of the" reactor. to a: fractlonator. ‘The fractlonator effects a separa-
tion of the vapors, W|th gasollne and gas drawn off at the ‘top and

"column .Qll these Mcuts'"" subsequently undergo further refining and
- process ing elsewhere in the.plant. Some of the heavier cuts from
“the. Tower section.of: ‘the fractlonator are. “recycled ”:I.e., merged

l"*“wnth fresh,feed and returned to_the“reactor

: , Pur|f|cat|on of the catalyst in the regenerator is achleved by
'burn|ng of - the depOSIted carbon under- closely controlled conditions.

::“ﬂtBefore return to the regenerator, an air. blast |s |ntroduced into the
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stream of contaminated catalyst; the carbon and air mixture is gen-
erally sufficient to sustain spontaneous combustion, provided the
supply of air is kept controlled, On those occasions when the oxygen
content of the mixture becomes excessive, torch oil is sprayed into
-the regenerator to restore the balance. '

b, Thermofor Catalytic Cracking (Figure D-2)

~ The Thermofor Catalytic Cracking process (T.C,C,) was

first used commercially in the early 1940's, T.C.C. units are of
the moving bed type, in which the catalyst flows through the
reactor and regenerating kiln as a compact moving bed, As is
shown in Figure D-2, the reactor is placed above the kiln. The
catalyst flows by gravity from the surge separator through the
reactor and into the kiln, Regenerated catalyst is returned to
the surge separator by means of an air 1ift to complete the
cycle.

The input material into the uait is gas oil coming from the
crude stills and the res iduum stripper. The gas oil enters the

" top of the reactor as a vapor=liquid mixture after having passed

through a -furnace. 'In the reactor, the gas oil vapors contact

the catalyst from the surge. separator and. “cracknng“ occurs,

During cracking, the gas oil vapors undergo a molecular. change in
which large molecules are split or ''cracked' into smaller mole~
cules, The products of this reaction are separated from the catalyst
while passing through the vapor collecting grids at the bottom of
the reactor. The recovered catalyst flows into the kiln while the
cracked oil vapors enter the syntheflc crude tower (fractionator).

In the synthetic crude tower, wkich is an ordinary crude oil dis-
tillation unit, the cracked oil vapors are divided into various
cuts'' from light gas to ‘heavy. oils by the process of fractionation,

- These ''cuts," which are ‘taken off as'they leave at the temperatures

of . dnfferent levels inside. the crude tower, are then further pro-
cessed in auxiliary plants to make finished salable products or
raw materials for use in other plants elsewhere in the refinery,
Some of‘the_heavierf“eut“ is returned to the reactor as recycle.

The recovered catalyst from the. |°act or, which contains coke
deposits. from’ the cracking process, flows from the bottom of the
reactor into the kiln, where the coke is removed from the catalyst
by burnung with air. 1In the plume burner, which is the top one
‘of the three sections of the kiln, the adher ing liquids are burned
off; and in the cocurrent section the remainder of the coke is
-removed " The coke deposit is generally sufftcuent ‘to support com-
bustion, which is regulated by varying the flow rate and the tem--
perature of the combustlon air blown into the kiln, as well as _the
distribution of the air throughout ‘the kiln, Before entering. the
1ift pot the catalyst is cooled, Some of the regenerated catalyst
in the 1ift pot is returned to the reactor via the surge separator
by means of the air I|ft ~ :
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Control Technologies

Introduction of the computer for closed-loop control did not
require any appreciable change in the control instruments in any
of the three cracking units. A few instruments were added, mainly
measuring and recording instruments and A/D and D/A converters;
however, most of the control equnpment and its layout remained
unchanged.
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Under the older technology, here referred to as pre-computer-
ization, conventional (analog) automatic control devices were
used to control various independent process variables, i.e., con-
trolled variables. All of these control devices, consisting
mainly of controllers and regulators, were air operated The
controllers and most of the recording and measuring instruments
were located in the control room while the regulators were loca-
ted out in the plant directly regulatnng the values of the appro-
priate plant variables.
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~ A controller makes a comparison between the actual and the
desired value of a variable and operates so as to reduce the
difference between the two. It does so by transmitting a signal
to the regulator, which in turn responds with a corrective action
by opening or closing its passage for flow. The regulator is
essentially an air Operated valve, in which the rate of flow or the
valve stem position is controlled by a variable pressure in the
pneumatic capacity chamber that actuates the. valve stem. Any
change in this pressure is caused by signals from the controller
in the form of a change in temperature, pressure, flow or any other
variable with which the controller is associated.

Since most of the process dependent variables are determined
by several controlled variables, the appropriate settings of the
controllers are not obvious, Furthermore, in spite of the fact that
standard minor loop controllers attempt to maintain constant values
of the controlled variables, disturbances caused by variations in
feed compostion, changes in performance of plant equipment, etc.,
may result in frequent readjustments of the set points of each’
controller in order to ensure favorable operating conditions.

When making these readjustments, the operator usually changed one
set point at a time. After each change he would check the values
and trends of the variables. concerned before ‘making another change
‘to the same set po;nt or some other set p0|nt '

leltatlons on productnon besndes volume of fresh feed are’
mainly caused by the air blower supplying air for combustion in the
regenerator and.the compressor handling the gases from the reactor.
‘The ideal operating condition normally requires the air blower and
. the compressor to be operated at maximum capacity. If however the
‘compressor is operating at maximum while the capacity of the air
“blower is not fully utilized, then the operator would change the -
set=-point of the heavy recycle stream-controller to increase the
-amount of_heavy recycle, Such an increase in. bottom products from




D-6"

the fractionator joining the fresh feed into the reactor will result"

in increased production of lighter products such as gasoline,and
also in an increased amount of coke deposit on the catalyst for
supporting combustion in the regenerator.

By looking at the appropriate gauges or recording charts, the
operator would be able to see the effect his changing of the recycle
had on the productlon of gasoline and coke, as well as the operating
conditions in the regenerator. After readjusting this set-point,
the operator would change the set-point of the controller for the
air blower in order to increase the air rate so as to provide more
oxygen for burning the additional amount of coke deposit on the
catalyst. After several such readjustments, the operator would .
obtain close to optimal settings for the controlled variables which,

in turn would put the dependent variables in their desired operating’

regions,

Under the newer technology, here referred to as post-computer-
ization, the computer controls some of the process variables through
its control program. These variables are some of the most critical
ones in the sense that frequent readjustments of the set points for
their associated controllers may be required and that the appro-
priate control of these variables largely determines product value
and conversion.

As was the case under the older technology, the values of va-
riables such as pressures, flow rates, etc., are available in the
control ‘room as low-pressure pneumatic sugnals These signals are
converted into electrical signals by means of transducers for entry
to the computer terminal unit. Some variables e.g., temperatures
and rpm's, are available directly as electrical signals., The
measured values of these variables are recorded on devices such as
electronic strip chart recorders. The values calculated by the
optimizing computer control program are displayed on charts and
printed out on a typewriter (A) as recommended settings for the
controllable variables. The typewriter also prints out the values
~of the dependent variables as predictions based on the calculated
values of the controllable varlables. .

Even though the compUter automatlcally scans some one hundred
variables and calculates the values of them, it actually controlls
a small number of these variables. It does so by transmitting
low-current electrical signals, corrésponding to the calculated

‘change in value of these variables, to the. "set-point stations,"
one set-p0|nt station for each variable. The set-point station
acts as a transducer and converts the electr|cal signals - into
pneumatlc sugnals for the controller. '

A TR et h e e AR e 128 ™ W L
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Computer Control Program

~An integral part of this program is the set of equations re-
lating the important plant variables. These equations are based on
theoretical kinetic considerations and were developed from both com-
puter simulations and commercial plant operations. The parameters:
in the equations are ‘initially adjusted so that there is agreement .
between the measured value of a variable and the value obtained from
the equations, These model equations, which are nonlinear, are then
transformed into linear approximations and used in a linear program.
This program optimizes product value, which is frequently the same
as maximizing conversion, i.e., determine the value of plant con-
trolled variables which will maximize product value within certain

plant limits. :

To prevent large changes from the operating points of the con-

. trollable variables during each optimizing step, move limits are placed
on the magnitudes of these changes. Move penalties are assigned to
each controllable variable so as to discourage changes in those vari-
ables which do not result in relatively large gains in product value,

_ The above description is based on the assumption of a-steady

state procedure. However, the catalytic cracking process is far

from a steady state process. The plant-dependent variables may often
change from their instantaneous values recorded at a given time without
any changes being made in the controllable varijables. Furthermore,
because of time lags inherent in the process, change in a control-
lable variable is not immediately reflected in the dependent variables.
The effects of non-steady state and time lags are prrulded for in

the control program, :

Certaln SpeC|al strategies are also used in addition to the
basic optimizing control procedure. These strategies insure that
corrective action will be taken whenever some plant variabiles are
forced tc operate in undesirable regions due to, for example, mal-
function of -some equipment,

Scan, Alarm andeogging Programs

_ In addition to the main control program, several other programs
are |ncorporated into the computer software. One of these, the scan
Erogram, makes the computer scan some hundred plant variables at
scanning frequencies of up to twenty variables per second. Each of

~ these variables is read into the computer and updates prevaously stored
values, : .

During scanning, the computer will detect any indications of
instrument failure and, through the alarm program, notify the operator
- of such-failure. ‘Similarly, the operator will be made aware of in-
“stances when the ‘value of some plant variable falls outside some
 preset limit for that variable. An alarm message is typed in red
-identifying the equipment and/or the variable concerned, The operator
“also receives the alarm message through an alarm annunciator, thus

307
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reducing delay and time spent on monitoring the various variables
and equipment.

The logging Erogram, which is very basnc to the digital computer
control of any process, provides an extensive log of the important-
plant variables to be printed out on a wide-carriage typewriter (8).
The frequency of printout is determined by the operator so as to pro~
vide information in a convenient form logged for an eight-hour shift,
A log may also be obtained by the operator on demand at any time.

Input/Output and Peripheral Equipment

Mc:c of this eqU|pment (see Fig. D= 3) has been mentioned in
the preceding pages. In addition to typewriters (A) and (B) and
recorder pen traces for displaying calculated and measured values of
plant variables, a paper tape punch 3is also available for use by the
operator. This tape, however, is usad mainly for recording data during
plant shutdown or startup and while making certain plant tests. The
tape is then used for offline analysus on another computer.

An essential component of the computer-operator interface is
the operator's console through which the operator communicates with
the computer By means of switches and a decimal keyboard, the
 operator is-able to obtain information from,and feed information into,
the computer. The operator can, for: example,-change the values of
plant equipment 1imits, instruct the computer how to operate in cases
when some instruments are temporarily out of service, and request
information regarding plant variables to be printed out on typewriter
(B). After the operator has made an entry into the console, the
computer program validates the entry and pr|nts out whether or not
the entry has been accepted. If an entry .is not accepted, an error
message is typed out eXplalnlng why ‘the’ entry was reJected
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Analog :
~ Input From . { .
Process J———=| A/D
Sensors Converter
Digital — — J .
Input From Typewriter (A)
Process > Scanner
Sensors —_—
Buffer - =| Paper Tape
Storage - Punch
Computer~ - o
(oo ) ot peratorts || D19t
ommen i Console Control
Channels T ,
Computer
o Aiénn
Typewriter (B) Annunciator
Control _ -
Signals to | =~ D/A
| - Converter
Controllers { —=—— | S .
and Process | gt-P?lnt) : - :
i P S N——— . -
Regulators \ atations Typewriter (B)
L_”' | .Input/Output_:i, ‘Central. _ Peripherals l
.l ' Processor l

© FIG. D-3: SIMPLIFIED COMPUTER SYSTEM CONFIGURATION IN

CATALYTIC CRACKING




2, METHOD OF DERIVING SKILL LEVEL VALUES

Skill-rating estimates for the jobs concerned were made by the
researchers, a job rating plan developed by C.H. Miller* being used
for this purpose. Two factors out of a total of six were considered
to be indicative of the skilled aspect of operator performance.

Experience & Training 0 - LOO points
Mentality 0 - 100 points

Experience and training are considered together, the aggregate time
required for both being the basis for the assignment of evaluation
points. Past experience required before assignment on the job is

considered together with learning and practice time required after

starting on the job.

Mentality is defined as ''the prerequisite mental capacity and prior
knowledge acquired through formal schooling or its equivalent in
experience, necessary for the normal development of skills and know-
ledges for the job.'' Five degrees were considered depending upon
the complexity of the job and the mental development required for

its successful performance.

*C;H. Miller. 'Wage and Salary Determination.! Union 0il Company
of California, Industrial Relations Department (undated).
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3. RAW DATA USED FOR DERIVING SKILL PROFILES

~ These data are tabulated under the title of each process, with
the volume of fresh feed per shift in parentheses, The following
notes explain the meaning of_ea;h column in the tables:

Job Code:

Job D.0.T. Number:

Job Title:
Skill Level:
. Manhours:

Volumes:

The codes are assigned to each job to facilitate
cross-referencing. The letter identifies the
firm, the attached figure identifies technology
and the figure separated by a dash, the job,

These six digit numbers are taken from the 1965
edition of the Dictionary of Occupational Titles.
The matching of D.0.T. number and. job was done

by the researchers on the basis of job description
and their own knowledge of the jobs.

Official tltles assigned to the jobs by the
firm,

Total skill factor points. derlved as explalned
in the precedlng sectlon :

Determlned from crew requnrements established
by the firm.

Obtained from personnel famlllar W|th the operatlon

~of the unit.
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Manhours
Per Shift

e Skill .
- . Job Title - . Level

Job . Job
Code D.0.T. No. -

18,300 barrels fresh feed per shlft)
16 000 barrels fresh feed per shift)

(volume:

Gl F.C.C.

H1 F.C.C. (Volume:

G, HI-1 - su2;280 :

‘ Head Operator = L60 8

G,H1-2" 546,782 Unit Operator L20 ©~ . 8

G,H1-3 546,782 Operator (s} =~ 340 - Lo

G,HI-4 546,782 Operator (s) | 340" 4o

" G,HI-5 546,782 - Operator (s) .. 340 Lo

G,H1-6 . 546,782 Operator (s) " 340 . Lo
G,H1-7 .. 546,782

:Operator (s) E 3#0 ko

(VOiumh:ej18,300 barrels fresh feed oer shlft)

G2 F.C.C.
H2 F.Cc.C. (Volume: . 16,000 barrels fresh feed per shlft)

G,H2-1

G,H2-2
G,H2-3
G,H2-4
G,H2-5

G,H2-6

o 6,H2-7

1213.382
{5#6.782 o
213.382 .
546,782
213.382

213.382
546,782
1213.382
{546 .782

ta1s.
{546.782
{

\213.382
{5#6 782 |
1213.382

E Head*OpeEath.;
 Un}t-0perator
dpe?afor (s)
Operator (s)
Operater'(s)

| Operetor'(s)

Operator (s)

' - Léo

420

”3ho

3&0
340
340

340“

4o
4o

‘ uoﬁ

 ho
ho
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Job Job

: Skfll Manhours

Code D.0.T. No. Job Title » Level Per Shift

T.C.C. (Volume:

Il-1\ 542,280
I1-2 546,782
I1-3 546,782

T.C.C. (Volumei;

I12-1. ,{542'280.

. 2;3.382
546,782
12-2 {213.382

: 546.782
12-3 {213.382_

6000 barrels fresh feed per shift)

‘Operator 1 : 460
Operator 2 - bbo
Operator 3 ' , Lo

00 00 00

6000 barrles fresh feed per shift)

Operator 1 460 . 8

Operator 2 = | Lho | 8

E

R Yy i

Operator 3 o 8 o :
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L, LENGTH OF OPERATORS' ON-THE-JOB EXPERIENCE

The job codes and job titles used in the previous section are

retained for cross-reference.

Estimates of on-the-job experience required of the operators
were made by the researchers in cooperation with representatives

pf the firms.

REFINERIES G AND H

Job
Code

Job Title

On-the-Job Experience
(Years)
01 2 4L 6 8 9 10

G,HI=1
G,H1-2
G,H]'B}

1-7

G,H2-1

G, HI F.C.C. (PRE-COMPUTERIZATION)

Head Operator -
Unit Operator

Operator (s)

G, H2 F.C.C. (POST-COMPUTERIZATION)

Head Operator
Unit Operator

Operator (s)

REFTNERY I

Job" On-the-Job Experience
Cod Job Title (Years) .

ose oL 6 8 9 10
11 T.C.C. (PRE-COMPUTERIZATION)

I1-1 Operator 1 X
11-2 Operator 2 X
I1-3 Operator 3 X

12 T.C.C, (POST-COMPUTERIZATION) .
12-1 ~ Operator 1 X
12-2 - ~ Operator 2 o X

2-3 Operator 3 X

oot RS




5. ACTIVITY ANALYSIS

The data for the following tables are based on observations
made on the operator crew in the F.C.C. unit of Firm G by three dif-
ferent observers over three shifts, These observations, which reflect
the number of hours each operator spends on the various activities
averaged over a 40 hour working week, are ''corrected' observations
i.e., time for unnecessary, excessive and unusual functions is eliminated
while time for necessary functions either not performed or partially
done is added to the actual observations.

The Tables include the following activities:

Verbal Communication: Receive and give information regarding turn-
over of the operating situation; receive
and give work direction; contact other members
of the crew regarding unit operations,

Monitoring and Control: Read and record measuring instruments; in-
spect and adjust control instruments,

Miscellaneous: Includes the running of plant control tests,
- ,reviewing laboiatory test results, performing
minor maintenance including lubrication of
equipment outside the control room, and
housekeeping.

T IR N R TSN ST

The secand .1ine from the top of both tables gives the job codes
of each of the seven operators, which is consistent with the job
codes used throughout this Appendix.
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1. TECHNOLOGY

a. Physical Process

The physical process is the same at both levels with certain minor
exceptions, In the following brief process description, air . will be
regarded as a mixture consisting of 78 per cent nitrogen, 21 per cent
oxygen and 1 per cent argon by volume. The presence of rare gases other
than argon such as helium, neon, krypton and xenon will be ignored.

The removal of carbon dioxide and moisture will be specifically mentioned.

The separation of air at low temperatures involves refrigeration
and a distillation process, Refrigeration is achieved by first com-
pressing the air and then expanding it in an expansion engine. Dis-
tillation is accomplished by means of the fractionating process.
Figures E-1 and E-2 give a simplified process flow description and
a diagram of the fractionation columns of the computer controlled dual
plants.

Atmosphernc air is drawn in through the inlet air filter and com-
pressed in the reC|procat|ng air compressor. Five compressors operatlng
in parallel compress the air from ambient pressure to about 2800 psig.*
Each compressor takes the air through five stages of compression and
between each stage the compressed air goes through an intercooler for
removal of the heat of compression. After the final Stage of compres-
sion, the air goes through the aftercoolers, one for each compressor.
Both the |ntercoolers and aftercoolers are air and water coolers.

As the air emerges from the aftercoolers at a pressure of about

2800 psig and at apprOX|mately ambient temperature 700F, it is passed
through two freon coolers in parailel that lower its temperature to
L0-500 F,. The air is then passed through a ‘molecular sieve adsorber for
the removal of carbon dioxide and moisture. The molecular sieve adsorber
is essentially a selectlve desiccant, an inorganic substance with a

- specific pore size.. The pore size, pressure and temperature are such
that nitrogen, oxygen and argon molecules are allowed to pass through,
while molecules of carbon dioxide and water are attracted to the molecules
of the inorganic granules and condensed on their surface. At a given
temperature and pressure, the amount of.carbon dioxide and moisture
that will be adsorbed depends malnly on the pore size and the total
area of the pore surfaces.’

The air, which has had. the carbon dioxide ‘and m0|sture removed,
emerges from the molecular sieve adsorber.at about the same pressure
and temperature at which it entered. The air stream is now split into
two branches, each passing through a heat exchanger where the air is
‘cooled to about -200 F by the waste nitrogen stream from the main fra-
ctionation column. The high pressure air is subsequently passed through
two freon coolers where it is cooled to -50° F, Each branch is again
'splnt into two as it emerges from the coolers, one stream goes through -

*psig = pounds per square inch (gravitational unit)
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an expansion engine and performs external work, the other.is further
cooled in a heat exchanger and throttled through an expansion valve,
The two streams are then recombined at a pressure of about 80 psig
and a temperature of -2500 F and fed to the high-pressure column of
the fractionation unit, There is one .such unit for each of the two
plants. : '

During the fractionation process, which will be discussed in some
detail at twe end of this section, the oxygen, nitrogen and argon are
separated from the vapor feed in the fractionation columns. .Argon
is further purified in a redistillation unit., The final liquid product
streams of oxygen, nitrogen and argon are then piped into 50, 000 gallon
storage tanks,

The Air Compressors =-- The air compressors are five stage, hori-
zontal, balanced- -opposed and water-cooled reciprocating machines with
synchronous electric motor drives. Each stage has a compression ratio
-of roughly 3 to 1.

The Expansion Engines -- The expansion engines are vertical, two
cylinder, reciprocating machines,  Each of them is started and loaded
by an electric motor which, when run above its synchronous speed, op-
_erates like a generator and feeds power into the electrical mains. The

compressed air is expanded in the machine, which is essentially a pis-
ton-cylinder device similar to a steam engine, and performs external-
work, The energy recovered is used to generate power by operatlng the
electric motor or generator While-performing this.work, the air. loses
" an equivalent amount of heat energy and becomes cooler, About 70 per
cent of this cooling 'is the result of performing external work and .
the Joule-Thomson_effect,accounts for the remaining 30 per cent,

Carbon Dioxide’.and Moisture Removal -- In the computer controlled
plants, carbon dioxide and moisture in. the air feed are removed by means
of .a molecular sieve adsorber. Adsorpt|on is believed to be.based on
molecular attraction’ (van der Waals forces) between the ‘molecules of
a.solid and those of a gas. The substance used is very porous with

carefully controlled pore 'size, The effective area of the pore surfaces

-is enormous, which makes them capable.of adsorbing large quantities of
carbon dioxide and moisture.. . The' molecules of.the first layers are
attracted most strongly; the forces of attraction diminishing with each
subsequent. layer., . As the, molecular sieve adsorber has to be. regenerated
about once every" four hours ‘two such ‘adsorbers (or rather two sections
.of oné adsorber Assembly) are used.so. that :one is ‘operating while: the
,_other one is belng regenerated AE;. B : o :

. In the manually controlled dual plants, carbon dlox1de is removed
by paSSlng the air through towers in'which it is scrubbed with a counter-
current of caustic soda solution:” MO|sture and condensate are removed
by adsorptlon in an air drier. assembly consnstlng of pressure vessels and
‘a de5|ccant The towers, whlch :

A b L ST n A vk iy
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FIGURE E-2: FRACTIONATION PROCESS WITH AUXILIARY
COLUMN FOR SEPARATING ARGON
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are arranged in series, are filled with packing material over which the
circulating caustic solution is sprayed. As the air flows upward through
the tower, it contacts this caustic solution on the packing surface and
the resulting chemical reaction converts carbon dioxide in the air to
sodium carbonate, After about eight hours of continuous operation the
spent caustic solution together with the sodium carbonate are drained

of f and replaced by -a fresh supply of 9 per cent caustic solution.

Condensate produced in the compressor aftercoolers is removed in
the purge bottles which are pressure vessels of the air drier assembly.
The high-pressure air is then passed through one of two vertical pressure
vessels for moisture removal., Each vessel is filled with an alumina
desiccant and arranged for alternate operation to permit the reactivation
of one while the other is in service. The vessels are switched about
once every eight hours by manually operated valves,

Fractionation Process ~-- Fractionation of the air feed is accom-
plished in the main double-column and the argon column as shown in
Fig. E-=3. Without going into the design of these columns and the
thermo-dynamic theory of the process in any detail, the following is
intended to give an outline of the fractionation process in the Air
Separation plants discussed here.

In air separation, as in any fractionation process, a liquid flows
continuously down the column and interacts with vapor feed flowing upward
through plates or trays. Throughout the column there is a continual
change in composition of both the liquid and vapor phases, Proceeding
from bottom to top of the column, the vapor phase increases in concen-
tration of nitrogen, which is the more volatile component, while the
liquid descending from plate to plate becomes enriched with the less
volatile oxygen component. When the process is in the stage of dynamic
equilibrium, liquid or vapor oxygen is -continuously withdrawn from the

. bottom of the column and impure nitrogen vapor from the top.

The two-column arrangement of the main column is designed so that
the reflux condenser of one column serves as the reboiler cf the other
and embodies as an essential feature a difference in pressure between
the upper and lower column., This pressure differential across an evapo-
rator-condenser interposed between the two columns (the main condenser)
is so selected that the evaporation of liquid exygen in the condenser
causes condensation of the nitrogen vapor at the top of the lower column.

~Since the normal boiling point of oxygen is higher than that of nitrogen,

the pressure in the upper column has to be iower than that in the lower
column, : :

~ In the lower column, the air is separated into a crude liquid oxygen
bottom fraction and a gaseous nitrogen overhead -stream. A portion of the

‘nitFogen stream is totally condensed in the main condenser and piped from

the column as the liquid nitrogen product stream. The remainder of this

‘condensate, or reflux nitrogen, is passed through the reflux nitrogen

subcooler in which it is subcooled by heat exchange against the wastsa
nitrogen stream from the top of the upper column., The subcooled reflux
nitrogen is subsequently expanded through a control valve and fed into

the top of the upper column, ~
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‘which are pneumatic. The controllers and most of the recording and

 The rate of flow or the valve stem position is controiled by a variable
- pressure in the pneumatic. capacity chamber that diaphragmatically ac-

'from its aSSOCIated controller

several controlled variables, _the appropriate settings of the controllers

E-6

The crude liquid oxygen is withdrawn from the sump of the lower
column, passed through hydrocarbon adsorbers, and then through the
crude oxygen subcouler (omitted from diagram). The stream then splits
in two, one being expanded through a control valve and fed to the upper
column, the other passed into the condenser of the crude argon column
before it is introduced as feed into the low-pressure section of the main
column, This crude oxygen feed is then fractionated into a gaseous
waste nitrogen overhead stream, a crude argon side stream and bottom
product streams of vapor and luquld oxygen,

The waste nitrogen gas from the top of the upper column serves to
subcool the reflux nitrogen and crude oxygen streams and to cool the
high-pressure air passing through the heat exchangers as shown in Fig, E-2,
Some of the waste nitrogen gas is then vented while a portion of it is
used as recycle for the fractionation process,

The crude argon stream is piped from the main column at the level
where the argon concentration is highest (10 per cent) and fed to the
argon column for further fractionation, During this process, the argon
is yet further separated from oxygen and nitrogen, which are returned
to the appropriate levels of the main column. The crude argon over-
head stream at a purity of about 96-98 per cent is then piped to the
redistillation unit for further purification.

b. Control Systems -

i) Technology Level 1 (Older Plants)

Along with introducing computer control of two new plants op-
erating in parallel, operations were continued in the two older plants,
One of them is entirely under manual control without the aid of any
automatic control instruments., The operator controls the operation of
this plant by adjusting all control valves. The newer of the old plants
is equipped with conventional automatic control instruments, all of

measuring instruments are on a central control panel, while the control
valves are located throughout the plant,

The controller, which is both a measuring and control instrument,
makes a comparison between the actual and desired or set~point value of
a process variable and operates so as to reduce the difference between
the two. It does so by transmitting a pressure s.gnal to the control
valve, which in turn responds by opening / closing its flow passage.

tuates the valve stem; changes in th|s pressure are initiated by signals

Since most of. the dependent process variables are determlned by

are not obvious, Furthermore disturbances caused by variations. in

ambient pressure and temperature, changes in performance of plant equip—
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ment, etc. may require frequent readjustments of the set points of some
controllers in order to maintain favorable operating conditions. When
making these readjustments, the operator will usually change one set
point at a time, After each change he will check the values and trends
of the variables concerned before making another change of the same or
some other set point. ’

The activities of the single operator who maintains operations in

the two old units, consists mainly in manipulating various controllers,
monitoring recording and measuring instruments and turning control valves,
He adjusts the various set points by moving a knob on each controller

(or opens and closes control valves) so as to maintain the desired op-
erating conditions. Even though the operator does n~t know the mathe- B
matical and thermodynamic relationships between the ifferent process
variables, he has been trained to recognize the most important inter-
dependencies. Thus, for example, if a certain product stream is found
to be below the requirement in terms of purity, he may decide to reduce
the flow rate of this stream by changing the set point of the associated 3
flow controller. He recognizes the relationship between stream com- :
position and flow rate in terms of what effects his changing the flow
rate will have on the composition of the stream.

eiseiadeaniag

Similarly, the operator has to maintain certain heat and refrigera- ‘
tion balances by controlling temperatures, pressures, etc, at various 4
locations throughout the system. He does not recognize these balances
as such but has been trained to do the right thing.

s adiiiih i

ii) Technology Levei 2 (Newer Plants)

In contirast to the older technology outlined above, the two
new plants are entirely operated by a digital process-control computer,
Instead of an operator, it is the computer that changes the set points
so that they correspond to the desired values of the process variables
calculated by the control program,

The computer automatically scans several hundred variables, all of
which are available in the control room as electrical current or voltage
signals., Most of the signals are in the form of electrical currents
which are transformed into voltages by passing certain current
ranges through resistors. , Some of the signals, which are initially
pneumatic, are converted into voltages by means of transducers., Rela-
tively few of the variables have their measured values indicated and
recorded on instruments in the control room, as the corresponding infor- ' '
mation is provided by the computer's logging functions, K

. The various voltage signals, which are usually within the ranges

of -1-5 or 1-10 volts, are read into the computer's analog-to~digital
conversion unit and stored in the computer memory in the form of digits,
Whenever the computer requires to know the value of some process variable i
in"a control computation, for example, it picks the corresponding digit
and converts it into an engineering unit by means of a conversion
equation, A conversion equation simply describes the relationship between 3
the digital equivalent of an instrument reading and the corresponding
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true engineering unit. Thus, a certain liquid level may be read as

| being somewhere within the range of 1 to 5 volts while the same range
l in terms of engineering units will be 0O to 100 inches, Instruments
usually have their own individual conversion equations, some of which
are linear while others are of a higher order, A square root rela-
tionship exists, for example, between the voltage readings and en-
gineering units of flow rates,

The analog output system is exactly the reverse of the digital
input system. After the computer has calculated the desired value of
a process .variable by means of its control program, the voltage equi- F—
valent of this value in engineering units is transmitted to a remote
set-point station., This voltage value is generated from the corres=
ponding engineering unit after the computer has solved the conversion
equation (i.e., the reverse of the conversion equation of the in-
coming signal) and read the digita! value into its digital-to-analog
conversion unit. The signal then arrives at the set—point station which
responds by changing a controller set point if the voltage value of
the signal is differeat from the present set-point value.

sy L

A set-point station is essentially a servomechanism consisting
of a small motor driven device and a balancing circuit. Upon re-
ceiving the voltage signal from the computer analog output system, the
; motor of the set-point station starts rotating until electric balance
i is restored., Since this motor is connected to a controller by means
‘ of gear wheels, any rotation of the motor physically moves the;con-
troller set point.

Once the set point is changed, the computer will take no further f
action until such time as another change of the set point is required. :
From here onward the control of the process variable is entirely in- |
dependent of the computer and is similar to that for the older tech- f
nology described above, :

i
|
H
! .
. c. Computerized Process Control . 4
. g ) . '
i

L 1) Speciai Instrumentation for Computerization

I . .
§ Standard set-point stations are mainly available for control
of pressure, liquid levels, flow and temperature. Some 15 such set-
point stations are used with only minor modifications, Special <an-
trol systems were designed for certain very low temperature control
applications, Similarly, a servo-system was designed for the purpose
of contrclling the inlet valve timing device associated with the ex-
pansion engines of the refrigeration circuit,. This timing device,
which is under computer control, determines the air throughput of the
"expansion engines and hence the refrigeration efficiency. Hydraulic
rather than pneumatic control is used for this purpose. The electric
S|gna1 from the computer is transduced into a pneumatlc S|gnal which
in turn exerts pressure on a. hydraulic reservoir. Changes-in. the
hydraulic pressure move a-cylinder which positions certaln -cams: connected
to the ‘inlet valves of the expansnon engines, ; -
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The computer is provided with information on important stream
compositions by means of stream analyzers, which are operated on a
time-sharing basis. Instead of using one analyzer for each stream,
the computer is programmed to switch each instrument from one stream
to another. Each of these analyzers transmits voltage signals within
the range of 1 to 5 volts to the computer and records the same values
on a rotating paper disc that makes one revolution every 24 hours.

* The disc has radial lines at 15 minute intervals and this makes it
easier to relate the occurence of product impurities to some other
plant upset.

Dut of a total of six analyzers, three are used for measuring the
compositions of the oxygen, nitrogen and argon streams from the two
fractionation units. The oxygen and nitrogen analyzers are used strictly
for protecting the liquid products in the storage tanks: whenever the
purity of the oxygen goes below 99.5%, and oxygen contamination of the
nitrogen exceeds six parts per million, the computer is programmed to
dump production.

The remaining three analyzers plus the argon analyzer are used
for control purposes only. The argon analyzer provides the computer
with the feedback necessary for ensuring proper composition of the
vapor argon stream which leaves the fractionation unit for further
purification in the argon redistillation unit. Three analyzers are
connected to intermediate streams that are merely indicative of cer-
tain aspects of the fractionation process.

ii) Computer Control Program

Integral to this program are the various relatively simple
equations relating the dependent process variables to the indepen-
dent or controlled variables. These relationships are based on theo-
retical steady-state considerations, and on analyses of the actual
dynamic behavior of attended air separation plant.

Even though the computer scans several hundred process variables,
it only performs some 25 relatively complex control computations. 1In
some of these, the computer runs various heat balances for determining
the allocation of air through the expansion engines and hea* exchangers.
The actual control of the air throughput of the expansion engines is
governed by the valve timing device mentioned earlier. Any air that
is not expanded in the engines is passed through the cold branch of
the heat exchangers.

Another important section of this program controls the air capacity
of the five process-air compressors, The computer regulates the supply
of air to the dual plants as well as the air pressure of the molecular
sieve adsorber. This is accomplished by varying the air intake into
'clearance pockets'!, and venting aig through an atmospheric vent valve,
Each compressor has two clearance packets so that, for the five com-
pressors combined, the computer controls over ten per cent of the
total air voiume. The vent valve permits another ten per cent of the
air pool to be regulated by the computer, .




The clearance pockets are essentially dead volumes connected to

the cylinders via a clearance valve in the passage hetween each cylinder

and the pocket. For maximum capacity and efficiency, the piston should
travel so close to the cylinder head that all the air is pushed into
the next stage. By opening the clearance valve to a pocket, some air
idles in this dead volume so that not all of it is pushed into the next
stage. Thus, the capacity of the compressors is reduced and an arti-
ficial inefficiency is introduced. When, for example, the molecular
sieve adsorber is being repressurized (every four hours), the computer
immediately senses that the supply of air to the plants is being re-
duced. The computer has been programmed to cope with this apparent air
loss by gradually closing the valves to the clearance valves.

The various tasks performed by the computer are ordered in a sequence,

priorities being dictated by the executive routine of the program.
Thus, the more important tasks such as control computations have to
be completed before the computer is available for performing lower
priority tasks such as trend logging a variable, As soon as the com-
puter has completed one task, it starts searching for the next lower
priority task. During this short search period, a red light on the
control console lights up, and this may occur some thirty times per
minute. Even if this light lights up only once during a minute, it
shows that the lowest priority task has not been truncated. Having
completed one search cycle, the computer again starts to perform the
highast priority task. A 'priority interrupt" organization ensures
that a lower pricrity command such as a trend log is interrupted
whenever necessavy for the completion of a higher priority task.

The performance of each sub-task has been programmed in a similar

manner with regard to priorities, When, for example, the control

program needs the value of a process variable, the first step is to
check for signs of failure in the measuring instrument for this variable.
If no such failure and no limit violation are indicated, the program
will use the value in memory. The program may use a value if process
limits have been exceeded; however, if an instrument breakdown is
indicated, the value will not be used in any control computations,
‘The computer will then revert to the last ''good" set point and usc

it until the instrument has been repaired.

iii) Auxiliary Programs

In addition to the main control program, the computer has several

other programs incorporated into its software. The most extensive one
of these, the scan program, makes the computer ''scan'* (i.e., record
the values of) several hundred process variables, updating previously
stored values once every eight seconds. Higher scanning frequency is
possible with the existing hardware; however, an eight-second scan is
considered adequate in view of the relatively slow instrument res-
pcnse~time, '

The valdes of those process variables which are sensed as digital
signals are gated directly into the memory storate. Analog inputs,
however, are first selected by a multiplex switching and passed to
an A/D conversion unit. The converted values are stored in designated
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sections of the computer memory; no external buffer storage exists,

During scanning, the computer will test for any indications of
instrument failure and process-limit violations, If an instrument
failure results in an unreasonable measurement for the associated
variable, the computer will '"flag'" this variable, Simultaneously
an alarm program will cause an error~message identifying the instru-
ment to be typed out on the remote teletypewriter monitored by an
operator in the nearby attended plants,

If no instrument failures are indicated, the computer will examine

the corresponding variables for violations of tolerance ¢r process
limits. Most of these limits are fixed, but the reciprocating machines
(compressors and expansion engines) have variable limits for their
associated variables, The variable limits are calculated by the
computer on the basis of very simple equations relating variables

such as compression and expansion ratios, cooling water temperatures,
etc. Such variable limits have the advantage of being more > accurate
under changing operating conditions.

Besides alarm limits, each variable is assigned upper and lower
shutdown 1imits, which.are wider than the correspdnding-elarm limits
so as to permit corrective actions to be taken by maintenance and
avoid computer shutdown,

A logging program provides an extensive log of the most important
process variables. Every hour on the hour the current values of 66
process variables are listed on the logging teletypewriter, which
is a special slow-speed typewriter with a 30 inch carriage. A log
may also be obtained at any time on demand. Values of variables for
which process limits have been violated, are logged in red thus em-
phaS|2|ng the messages on the alarm typewriter,

The logging teletypewriter also presents an economic summary
every 24 hours., It provides an analysis of the plants! performance
in terms of product yield, on-stream time for certain process com-
ponents, power consumption and efficiency.

A trend-log program greatly aids maintenance and supervisory
personnel in cases of process and equipment problems., This program
permits a number of process variables to be trend-printed at any
frequency, such as once every minute or multlples thereof,

In addition to the above program features, load and utlllty
programs are used as well as a number of convenience programs. The
load and the utility programs, which are mainly used for making pro-
gram changes, may only be activated from a programmer's panel by
trained supervisory personnel., The convenience programs, which are
initiated from a control console, are used routinely by plant main-
tenance personnel when‘making equipment adestments.

A number of programs are also stored in the permanent guarded
v}computer memory for the purpose of verifying the computer's own per-
formance., One such routine makes the computer solve a problem and

compare the result obtained with the correct stored resu):, Any
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significant disagreement between the two results will cause the com-
puter to initiate an alarm and shutdown. Anothei routine makes the
computer check its own input analog amplifiers for any calibration
shift., It does so by impressing a small voltage across an amplifier,
reading the amplifier and comparing this reading with some maintained
standard voltage level, The computer will register any disagreement

between the two readings as an amplifier drift, and type out the

magnitude of this drift and the amplifier identification on the alarm
typewriter for maintenance action, At the same time, the computer
will compensate for such a drift by adding or subtracting the per-
centage corresponding to this drift to each value derived from the
amplifier, :

iv) Input/Output and Peripheral Equipment

Some of this equipment (seefFigure E-3) has been mentioned
previously, 1In addition to the alarm teletypewriter, logging tele-
typewriter, programmer's panel and control console, a programmer's
typewrlter and tape reader constitute part of this equipment., The
programmer's typewriter, which is normally disconnected from the
computet, is used for making program changes and for diagnosing .ab-
normalities. of instruments. The typewriter has a paper tape punch
and a reader associat:d with it, and when a member of the maintenance
staff wishes to call for a trend log or print out some portion of
memory, he sets certain numerical dials located on the console to
specify memory locations, punches his instructions onto the paper
tape, passes the ‘tape through the reader and then presse: actuator
buttons on the console.

The programmer's panel, which is only used by computer-trained
personnel permits access to the guarded computer memory. Such access
is required when making certain orogram changes and for activating
load and utlllty programs.

The quantltleS‘of liquid'nitrogen and liauid oxygen to bepro=
duced are determined by the Distribution Manager who externally feeds
a .command tape specifying these quantities through a remote tape reader.
The computer reads this instruction, stores the command data thus
provided, and adjusts plant operation acc oralngly.

The aiarm and logging teletypewriters provide the main communica-
tion links between the new plant and the operator of the older plant,
A closed circuit television system and an emergency shutdown circuit

are also available for his use but these are rarely if ever employed.

. It will be seen from the above description that virtually all
direct operating tasks and contingencies handled by the operator in
older plants are now managed by the computer, 1In effect it is a
perfectly responsive system for meeting production demands specified
by the Distribution Manager. Direct-labor input has been effectively
eliminated, ' o ' :

330




L E-14

2, METHOD -OF DERIVING SKILL .LEVEL VALUES: -

. Skill ratings for all.the jobs cancerned were obtained by the
researchers in cooperation with representatlves of the firm, _.A job.
rating plan developed by C.H. Miller™ was used for this purpose.

Two factors out of: a- total of sux -were con5|dered o

Experience and'ttéining@;ﬁ - 0 - 400 potnts
| ' . 0 - l00 p0|nts

Mentality =~ },1331

ggperlence and Tra|n|ng are consudered together, the aggregate time
required for both be|ng the bas:s for the ‘assignment of evaluation
points. Past experience and- educatlon requnred before assignment
on the job is considered together »lth learnnng and practlce time

. required after startlng on the JOb :

Mentalltx is deflned as '‘the prerequ:snte mental capacnty and pr|or
knowledge acqunred through formal schooling .or its equivalent in ex-
perience, necessary for. the normal’ development of skills and know-

ledges for the. job.' Five degrees were considered depending upon the
complexity of the.job and the mental development requnred for its .

successful. peffOrmance S,

*c,H;.Miller.: 'Wage and Salary~Determinetion;U Union Qil'Coﬁpany of

California, Industrial Relations Department (Undated).
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3. RAW DATA USED FOR DERIVING SKILL PROFILES

These data are tabulated under the title of the process and. type
of labor with the volume of the product processed per shift ‘in paren-
theses, The followung notes explaln the meaning of each column in
' the tables: ,

Job Code: . The codes are internal codes, assigned to each
" job to facilitate cross referencing. The letter
identifies the firm, the attached figure identifies
technology and the figure separated by @ dash,
the job, .

Job D.0.T. Number: These six digit numbers are taken from the 1965

' ~edition of t:e Dictionary of Occupational Titles,
The matching of D.0.T. ‘Number and job was done by
the researchers on-the basis.of job description
and thelr own knowledge of the JObS

Job Title: o OffICIal tltles aSSIgned to the JObS by the Flrm.
Skill Level: Total skill factor points derlved as explalned

the precedung section, .

Manhours: . . Determined from crew requirements esta“lished by
' “the firm and from discussions with pe.sonnel
familiar with the operatlons

Volumes: . Obtained from personnel famlllar with the 0perat|0n
of the units.




PAruiToxt Provia

Job

Code’

Job

D.0.T. No.

Job Title -

Skili Mahhburs'
Leve] -Per -Month

N1 _MANUAL CONTROL (Volume: 21.7 tons per shift)

Direct Labor

NT-1

'559.782

Indirect Labor

N1-2.

N1-3
N1 -k
N1-5
N1-6

559.132
'630.281 -

630.281
710.281
7i0.281

Operator

Foreman

Maintenance Mechanic
Maintenance Helper
Laboratory Technician
Instrument Technician

N2 COMPUTER CONTROL (Volume: 26.7 tons per shift)

Direct Labor

N2-1

559.782

Indirect Labor

630.28I
630.281
710.281
710.28I

f,

Operator

Maintenance Mechanic
Maintenance Helper

Laboratory Technician
Instrument Technician

“Time spent on maintenance of pneumatic control

160 8.0
430 0.5
280 1.0
210 0.5
450 0.1}
500 0.0%
160 0.0005
280 1.0
210 0.5
450 0.1
500 0.02

instruments is negligible.
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LENGTH OF GENERAL EDUCATION AND ON-THE-JOB EXPERIENCE

el A De

The job codes and job titles used in Sectlon 3 are retained

for cross reference,

Estimates of genera! educational and on-the-Job experience re-
quirements were supplied by the firm,

3

(&

4

E-17

T

I

Foil g

S e e e A S RAT




byt ke rtie T

E-18

‘049z A[|eliuassa s| Buluojiuow aj0wLd uo

(1-IN) 4101e42dp Agq 3uads swif

X ¥ ueld1uyss| juswntisuy 9-2ZN
X X ueisiuyoss| Atojedoge] G-ZN
X 03} X QUON Jdod| sl @oueusjuley #-2ZN
X SUON dlueydsl sdueusiulel £-2N

dogeq 312941 puj
X SUON ,A03edadg. 1-2N

dogeq 3%a41q
TOYLNOD ¥3LNdWOD 2ZN.
X X ueloluyosa] juswnaisuy 9-1
X X uelsiuyss| Alojedoqgel] S-1IN
X 01 X SUON Jod|oy @oueuajuley #-1N
X SUON dlueyossly adoueusjuley €-IN
X QUON uewa.lod Z-IN

Joqeq 310941 pug
X SUON Jozeuaadg L-IN

logel 32ad41(
T0YLNOD TYANYW [N

8 9 % 7z o 7.2 0

(s4ea4) omo:ouo _wwuum ybiH A opo3
@ous| 4adx3 gor-ayi-ugQ 4O sdes\ °13LL gor qor

pa4inbay psjew]isy

335

Aruitoxt provided by Eic:

E 1

L




ATt

APPENDIX F

AIRLINE PASSENGER RESERVATION SYSTEMS

'.:3:3E3




AR TR I T

1. OUTLINE OF RESERVATION SYSTEMS TECHNOLOGIE:

The essential services rendered by aurllne reservation systems
are providing space and facilitating boarding onto the plane. The
main points at which the activities involved .in servicing passengers
occur are the Reservation Offices and Ticket Offices which secure
and hold space, the Airport Offices which assists passenger depar-
ture and arrival, - and the central facilities which are the 1ink bet-

ween Iocal offlces.

Reservation Qffices

A large and important segment of Reservation Office personnel

are Reservation Agents who answer telephone calls from customers
seeking to make reservations or desiring a variety of flight infor-
mation, Calls are received frum many different sources, all of which
~can loosely be called '‘customers''. The most frequent types of cus-

tomers are individuais, travei agencies, and commercial establish-
ments. Other calls arrive from tour operators, the airline's own
ticket offices which do not have access to centrally stored information,
and offices of other airlines. Interline calls (calls between offices
of different airlines) concern passengers transferring at ¢ome stage
to connecting flights, whose reservations are taken by one alrllne
but who are partly serviced by other airlines,

Owing to the diversity of call sources and the extensiveness of
customer service provided by the airlines, the Reservation Office
personnel must be capable of processing many kinds of lnformatlon
relating to reservatlons These include:

1. Flight schedules of all airlines
2. Availability of seats on all flights of their own airline
3. Availability of seats on flights of connecting airlines

L, Passenger information '

5. - Special meal arrangements

6. Up-tc-theQminute'flight arrival times

7. Car rentals |

8. Hotel reservations and facilities

9

Special requests for such services as bassinet, wheel chairs,
etc.

10, Ticketing érrangemehts
“11. Fare quotations

12, - Cukrenc and customs regulatlons (particularly for inter-
"~ pationa carrlers) - ‘ 1

13.. Tour arrangements

237 7
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The basic document in the reservation procedure is the Passenger
Reservation Record (PRR) which contains passenger information (name,
address, phone), special provisions (e.g., passengers desiring seats
together, requests for infant facilities, wheel chair, and special
meals), hotel, tour, and car reservations requested, ticketing infor-
mation (date and location where ticket is to be picked up), fare in-
formation, and international documentary requirements, The PRR serves
as the source for adjusting seat availability inventory, providing
special services and facilities, and providing subsequent forms for
boarding passengers and taking post-departure action. Technological
changes have not affected the status of the PRR which remains now, as
it was before, the basic document., However, they did affect a) the
method by which Reservation Agents acquire flight availability infor-
mation which has to be communicated to prospective passengers before
a booking can be made; b) the storage of PRRs and thereby the method
of retrieval for amendment and other purposes.

In manual reservation systems, exemplified by NI , the Reser-
vation Office was typically divided into three sections: (1) The
Sales Section which received incoming calls, provided flight informa-
tion, and entered the PRR onto a reservations sales card at the time
of booking (the Sales Section in Firm N's manual system was further
divided into a subsection which received calls from the general public,
other airlines, and ticket offices, and another which handled calls
from travel agencies and commercial customers); (2) the Control
Section which controlled all flights departing from the local airport,
maintained a file of Passenger Reservation Records for local flights
and used them to supply information as needed to passengers and com-
pany personnel. PRR's for flights leaving from another location were

" teletyped to the Reservation Office controlling those flights, The

control section also computed fares for complex itineraries, made
additions and changes to PRR's and supervised the issuing of tickets,
ordering of meals and aircraft seating arrangements. (3) The third
section, Communications, was staffed by teletype operators who trans-

mitted messages reporting sales to Central Control and special requests,

passenger reservation .information,.etc. to the loca! airport office
as well as to other Reservation Offices.

Semi-automatic reservation systems such as Pl , were in many
of their procedures similar to manual systems. The same information
was recorded on the reservation sales card to create the Passenger
Reservation Record but the content of all PRR's was teletyped to a
central control facility which maintained the main PRR file. The
central control facility also took over all functions of local control
sections, which it replaced, Centralization of control functions
radically reduced the number of teletype operators needed. To give
Agents in individual offices access to seat availability status,
Agent Sets resembling simple adding machines were introduced; these
sets (see Fig, F-1) were electronically connected to a master control
board at the central facility. Each set was equipped with so-called
Destination Plates, enabling the Agent to request and receive simul-
taneously information on all direct, alternate, or connecting services
to a particular destination, The plate was partitioned into sections
of eight flights or flight legs (a leg is that part of a flight from
one takeoff to the next scheduled landing). Asked about flights to
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a particular destination, the Reservation Agent inserted the appro-
priate Destination Plate in a guide on the back of the Agent Set and
adjusted a shutter over the plate to designate for which group of
eight flights the information was desired. The month and date of the
desired flight were keyed in and the transaction was activated by
positioning a lever on the set. Within seconds the availability
status of all eight flights (or legs) was indicated by a small 1light
indicator below each: a light on meant the flight was '‘open' and a
seat reservation could be immediately confirmed to the caller, a

light off signified flight was closed for further bookings, a flashing

light indicated that the ''stock'' of seats was running out and space
had to be requested by teletvpe, the caller to be informed of avail-
ability only after a reply was received. Other lights on the set
indicated conditions such as a line failure or faulty operating pro-
cedure. ‘

Reservations Offices under the computerized technology have Agent
Sets which are directly linked to a central computer installation.
The sets are much more sophisticated than those used in the semi-
automatic system and, in conjunction with the computer, provide a
much faster means of processing the necessary data in the system,
The Agent Set shown in Figure F-2 comprises three components:
The Air Information Device (AID), the Routine Action Pushbutton (RAP),
and the Input/Output Keyboard and Typewriter (I/0). The AID is used
in conjunction with a flight card (similar to the destination plate
used in the semi-automatic system) which contains groups of flights
to particular destinations. At the bottom of the flight card is a
configuration of prepunched holes. Information on seat availability

is obtained by inserting the card into the AID, which senses the holes,

and keying in the desired date on the RAP. 1In reply,the status of
each flight on the card is indicated by a row of lights located next
to the flight card. To sell or reserve seats, the required information
is input by depressing the AID flight button corresponding to the
desired flight, entering the complete Passenger Reservation Record on
the I/0 typewriter and pushing the buttons for the desired date and

the number of seats on the RAP; the transaction is completed by striking

the ''sell' button on the RAP (which also has buttons for initiating
''cancel" and '"ignore'' transactions). The I/0 is also used to obtain
flight information and to receive and/or alter existing PRR's.

Cutting across and largely independent of technological changes
are divergencies between airlines in their way of organizing the re-
ception of incoming calls at Reservation Offices. In Airline N, one
group of Agents handles interline, ticket office and "direct'" (general
public) calls, and another travel agent and commercial account calls.,
Airline P maintains a separate group for handling commercial accounts
only, all other calls going to the second group of agents. In both
airlines there are separate telephone lines for each category of
customers and distribution to the appropriate group of agents is by
an automatic switching device. At those times when all agents are
busy, all new calls are queued up and distributed in order of arrival
as agents become available,

The length of time each call has to wait in the queue is automa-
tically recorded and the accumulated records provide a form of control
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on office performance and are used to determine manning requirements;
companies aim to keep the number of Sales Agents large enough for
about 90% of the incoming calls to be answered in less than 20 seconds
from their arrival in the queue, Also recorded is the time required
to service a call, which depends on its source and the nature of the
information involved. On average, calls take about 3 minutes to pro-
cess. Many callers inquire about flight schedules, fares, and other
information, but calls do not result in bookings; in general, the
ratio of calls to number of passenger boarded varies between 2 and 4
in one firm and 5 to 6 in the other,

City Ticket Offices

In contrast to the Reservation Office where all contacts with
the public are via telephone, City Ticket Office (CTO) functions
involve face-to-face contact, Activities include making reservations,
issuing tickets, and planning itineraries. These same services are
also provided by the Reservation Office and Airport Ticket Office,
but the City Ticket Office is a convenience for the customer. CTO's
are usually maintained in large hotels, shopping centers, and other
areas which are accessible to a large number of people.

The functioning of ticket offices have been affected very little
by the changes in reservation technologies, Except in extremely busy
offices there are no Agent Sets, Instead, reservation and ticketing
information is relayed through the Reservation Office. When a ticket
is picked up, the Ticket Office salesman notifies the Reservation
Office so that the Passenger Reservation Record can be brought up to
date. With the increased use of ticketing by mail, City Ticket Offices
service a smaller percentage of passengers,

Airport Office

The basic process of boarding passengers onto the aircraft
involves several standard activities which include processing reser-
vations, checking baggage, assigning seats, processing information
required for providing special services, and compiling flight reports,
The differences in procedures used to effect these functions derive
from the type of passenger serviced as well as the state of the tech-
nology. The information in Table F-1 summarizes these differences,

The processing of reservations under each technology is accom-
plished in the same way as in the corresponding Reservation Office,
This applies to both origination of reservations and alteration of
existing ones,

Passenger baggage processing has been influenced by the state of
the aircraft technology. In 1961 when the manual (Firm N) and semi-
automatic (Firm P) reservation systems were in use, the weight of
baggage was needed to allow the load within the plane to be balanced.
However, the subsequent deployment of larger aircraft on domestic
flights (Firm N) ireduced this requirement to the point where oniy
tagging of the baggage to the appropriate destination is necessary,
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On transoceanic flights load distribution remains critical and this
r accounts for the continued weighing of baggage at Firm P, an
international carrier.

This same factor requires Firm P to assign seats to passengers
at the counter in order to accomplish the proper distribution of the
passenger and carry-on baggage portion of the total weight. Firm
N, which has no such restrictions, allows passengers to choose
their seat at the boarding gate.

The basic function of processing information for providing both
internal reports and special passenger services involves obtaining
pre-flight summaries of various types of data from the Passenger
Reservation Records and compiling other summaries of post-flight

- data. In the manual and semi-automatic systems the information was
communicated to and from the reservation control points via tele-
type with some control processing done at all points; the same
occurs at Firm P even under the computerized technology. At Firm N
however, the computer usurps some of the processing activities and
the resulting lists are transmitted via the Agent Set to the proper
location. In particular, the computer is used by the Ticket Lift
Agent (Job Code N2-2f) to perform the following:

1. Preliminary Meal Ordering: Three hours before the
1 scheduled departure of a flight 2 list is extracted which
indicates the number of coach and first class meals which
are required for passengers who have reserved seats up to
that time. The orders which are transmitted via telauto-
graph to the kitchen facilitate meal planning.

2. Final Meal Ordering and Special Services: A summary of

. special meal information such as dietary or kosher meals

{ . requested at the time o: reservation is obtained. Also an
up-to-date summary of coach and first class meal require-
ments to reflect late bookings is obtained oné and one-half
hours before departure. These are then communicated to the
kitchen which changes the preliminary meal order. The special

-meal requests along with other passenger and flight infor-
mation is recorded on & standard report form which is given
to the stewardess so that the special in-flight services
can be efficlently and accurately provided.

3. Post-Departure Leg and Load Reporting: Based on the actual
number of boarded passengers of each class bound for each
destination in the flight schedule, the number of seats
available for subsequent legs of a flight (a leg is that
portion of the flight from a take-off to the next landing)
is updated to reflect booked passengers who did not show
for boarding (noshos) and passengers who had no reservation
records at the time of boarding (norecs). The load data
which is entered into the computer allows reservation offices
in cities where the flight is to land to make last minute
bookings. : '

L, Post-Departure Reconciling: The flightvcoupons collected at
the departure gate and an alphabetized name 1ist, supplied by
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the computer, of passengers (by class and destination) who
have reserved seats are reconciled by the Ticket Lift Agent
after the flight leaves the airport. ''Noshos'' are deleted,
and ''norecs'' are added to bring the computer list up to date.
The computer then performs a check by comparing the adjusted
name list of passengers by class and destination to the load
report (3 above) and any discrepancies which are printed out
on the I/0 typewriter are traced by the Ticket Lift Agent.

5. Statistical Reporting: A compilation of ''noshos,'' ''morecs,"
cancellations, and meal adjustments are entered into the
computer.

Centrai Facilities

0f all the components of the passenger reservation system, it is
the central facilities which have been most extensively transformed by
the impact of technological changes. What even a very few years ago
were slow and cumbersome record maintenance and processing centers
have evolved into high speed nerve centers of the system, capable of
dealing with ever increasing volumes of information in real time, i.e.,
responding within fractions of a second to incoming requests and data.

i Under the manual system {Firm N) the function of the central
facility was essentially one of seat inventory control. As each re-
servation for a particular class of seat on a particular flight was
made at a local office and teletyped to Central Control, the number

of available seats was correspondingly reduced until a predetermined
level was reached. A message to this effect was then teletyped to

the Reservation Offices. A large staff was required to perform this
operation and the possibility of errors and confusion was ever present.
In addition to the updating of seat inventories, wide discretion was
exercised over the holding and releasing of blocks of seats,

The semi-automatic system (Firm P) incoroporated a central facility
which ccnsisted of a Reservation Control Group and a Central Processing
group. The former performed the seat inventory control function des-
cribed above. Central Processing, which was linked to all the Agent
Sets in the country as well as to the Reservation Control Group, was
equipped with a master control board and 38 flight racks. Each rack,
about 7 feet high, 5 feet wide and 1 foot deep, was laid out with a
matrix having up to 50 flight legs down the side and 31 days across
the top. Thus, each cell of the matrix corresponded to a particular
flight leg and date. 1In each cell were three jacks for indicating
flight status--one representing ''open seat' availability (i.e., sell
} and report), the second request status (i.e., request and reply), and

the third the wait list--closed condition (i.e., no seats available

but accept name so that a seat can be reserved in the event of a

cancellation). Initially plugs were inserted in all the ''open avail-
: ability! jacks. When the Reservation Control Group, which updated the
number of seats available as it received sell reports, found that the
predetermined ''cushion' had been reached for a particular flight, it
notified a Central Processing Agent who inserted a plug in the ''re-
quest' jack. When all seats were sold, Reservations Control again
notified the Central Office and a plug was inserted in the '"wait list-

closed" plug.
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When an electrical query from the Agent Set in the Reservations

Of fice arrived at the master control board it was interpreted to
identify the set of flights or flight legs and the date and was dis-
tributed to the corresponding celi. The nature of the response trans-
mitted back to the Agent Set was determined by which jack in the cell
contained the plug. Since up to about 50,000 cells had to be main-
tained, the main function of the personnel at the Central Office con-
sisted of receiving status change notifications from Reservation Control
and inserting plugs in the appropriate jacks.

Unlike the manual system in which passenger boarding was con-
trolled from the control section of the local reservation office, the
semi-automatic system used the Central Reservation Control Group to
perform this function, It required the compilation of a passenger
name list from the existing Passenger Reservation Records each of
which was recorded on individual reservation cards. The list was
then teletyped to the Airport Office at a particular time prior to
flight departure.

The ''"nerve center'' of the computerized technology is the cuntral
facility. 1In both Firm N and Firm P it consists of a complex inter-
relationship of computers and peripheral equipment (hardware) and
programs (software) for accepting and processing messages. The main
difference between the central facilities of the two firms is the
existence of a Reservation Control group at Firm P, the reason for
which is the international character of the service rendered. The
group is needed to coordinate the activities of North American Offices
(all of which have Agent Sets directly linked to the computer by high
speed transmission lines) and Overseas Offices (most of which have no
Agent Sets and are linked via teletype lines). The coordination con-
sists of performing essentially the same function as under the semi-
automatic technology -- updating of seat inventories and issuance of
pre-departure passenger lists. The requirement for this coordination
will diminish as the Overseas facilities become more compatible with
those of North America. Even at this writing Agent Sets are being
installed in major overseas offices and programs are being completed
for implementation of the first of these functions on the computer,

The functions performed by Reservation Control are carried out
with the aid of the computer. As the report of each sale is received,
it is punched in code form on a paper tape. After several reports
have been recorded, the tape is run through a tape-to-card converter
which produces a card for each segment* of every passenger's flight.
The cards, which are then sorted by segment, provide the basis for
updating the seat inventories. In addition, a teletype tape is cut
from the cards znd is transmitted 6 hours before departure time to
the airport where it prints out a passenger name list.

Firm N, all of whose offices are in North America, makes full use
of the computer for updating seat inventories and for departure pro-
cessing (see preceding discussion of Airport Office).

*A flfght segment is that portion of a passenger's flight from boarding
to deplaning, Thus a passenger's itinerary can consist of one or more

segments,
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Besides the Reservation Control group, Firm P maintains a central 1
EDP system which is very similar to that of Firm N, Each aspect of i
the system ~~ real time characteristics, hardware, software, use of !
memory storage, and interline processing procedures -- is comparable |
in both firms, and therefore, the description of the state of the ;
technology in one firm is sufficient to obtain an understanding of the :
nature of the EDP system. Thus, the specifics of the first four aspects ;
apply to Firm P while the details of the interline processing piocedure
refer to Firm N. :

Real Time Characteristics ~- Messages arrive from Agent Set:z and tele~
types at random times and vary in length and nature. 1In addition, the
sequence of operations required to process these messages is unpre-
dictable. Despite these non-repetitive cycles of events, several
transactions must be in the computer at once to fully utilize the
systems capability to handle the large volume and variety of messages
received. This time sharing process is controlled by a program which
is described in the discussion of software.

Hardware -~ The equipment comprising the duplexed data processing
system consists of IBM 7750 programmed transmission control units,

IBM 7080 data processing systems, drum files, and disc files. The
7750 assembles and prepares messages entering and leaving the 7080
system. In addition to a standby unit, there is a second 7750 for
accepting high speed line messages, and a third 7750 for messages
coming from the low speed teletype lines. Two 7080's are used one

at a time for on-line processing of messages originating from Agent
Sets. The second unit performs off-iine processing, consisting of up-
dating of files for on-line use, future program testing and preventive
maintenance. The core memory of the system which contains 4 storage
units holds 480,000 characters. Access time is of the order of one
millionth of a second. This is supplemented by several drum and disc
files. Each drum file which is a magnetic storage device has a capacity
of 1 million characters and an access time of 8-10 milliseconds. The
random access disc files has a 50 million character capacity and a
50~-180 millisecond access time.

Software -~ The complexity of the reservation system requires hundreds
of programs to process the variety of information generated. Control
of seat inventory, maintenance and retrieval of passenger records,
compiling lists of information selected from various records, are

only a few of the functions performed by the system. The programs
which accomplish this can be categorized into three main types --
on~line, off~line, and control,

The main function of the on-line or operational programs is to |
provide real time processing of messages from Agent Sets and teletype 5
sets., There can be as many as 500 of these progrims, e