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Family Resources To Meet Costs of a
Worker’s Last Hlness and Death

By Janet Leland*®

To SHED SOME LIGHT on the imme-
cliate cconomic problems arising ot
the denth of the wage earner, infor-
mation lhas becn obtained for 737
families—consisting of a widow with
or without children —to which
monthly suryvivory Dbenefits were
awarded in 1940 under the Social Se-
curity Act. ‘The present discussion is
limitcd to data on the family's bills
for the worker’s last sickness and
burial and on lump-sum amounts,
apart from any payments undcr the
Soeial Scecurity Act, which became
available to the family because of
the death. Such lump-sum amounts,
called death benefits for the purposes
of this avticle, include procecds of
comnercial insurance policles, lump-
sum payments under veterans' legis-
lation or workmen’s compensation
Jaws, death henefits from fraternal
and benevolent orders or employee
welfare funds, and the like. Pensions
and annhuitics, as well as all types of
payment under the Soeial Security
Act, were exciluded.

To some fainilies, the funds re-
celved nt the death of the worker
doubtless represented a provision
made explicitly for funeral expenscs.
To others, the amounts rcceived at
that timc-— for example, procecds
from an ordinary life insurance pol-
iecy—must have been intended and
needed to meet larger and long-
range problems of family support.
The present study is limited to an
analysis of the adequacy of death
benefits in meeting the last illness and
burial cost only. It makes no attempt

*When this arlicle was written, Miss
Leland was o member of the stnlf of the
Analysls Division, Burenu of Old-Age and
Survivors Imsuranco. The dota fn, this
report have been derived from naterinl
mtede nvailable by n study of resources of
lnsurance henefleinries conducted Ly tho
Dureaw of Qld-Age ancd Suarvivors Insur-
nuce. For genernl information on this
study, see Wentworth, Edna C,, “Economio
nnd Sacinl Status of Benefclaries of Old-
Ape nud Survivors Insurance,” Social Sc-
curity pulletin, Vol, 6, o, 7 (July 1943},
pp. 3-20; and Mnlitsky, Mnvio C., “Re-
sources of Old-Age and Survivors Insur-
ance Renecllclaries i Three Southern
Cltles,” Social Sccurity Dulletin, Vol. G,
No. 9§ (September 1943), pp. 3-17.

to relate death henefits or death
costs to the total resources of the
family or to their totrl immediate or
continuing obligations and the prob-
lems they faced In adjusting to the
loss of the worker’s earmings. In
general, it may be presumed that
these families did not hoave substan-
tial resources other than the death
benecfits and the monthly survivor
benefits to which they became en-
titled under the Social Security Act.
In the study of beneflciary resources
it was found that, at the time of the
interview, a year or two after the
worker’s death, from 31 to 42 percent
of the bheneficiary families composed
of widows with children had no assets
except the monthly benefits under the
Social Security Act, while an addi-
tional 18 to 24 percent had assets
valued at less than $1,000.

The Sample

The 737 families included in this
analysis of death bhenefits and death
costs comprised more than two-fifths
of all familics to which monthly sur-
vivor benefits were awarded in 1940
in % cities—Philadelphia, Baltiniore,
St. Louis, Los Angeles, Memphis,
Birmingham, Atlanta. The following
table shows the distribution of the
sample among the 7 cities surveyed
and the relation of the number of
fomilies interviewed fo the total bene-
fielary group Iin each clty,

Total samplo
ns} l[w'grcoillllt. of
T all formnilles,
‘]:(,':'g; Percent|  mwarded
City seheq. | ©f total|  touthly
ules |sample( survivors
> beneflts in
1940 in cach
city
Totalmo oo 737 100 42
Atlnmdao.o.ooL Kl 10 47
Baltlmore. o..ocoas 75 10 53
Bleminghao. ... 89 12 41
Los Anpeles. 197 27 30
Aemphis. . 2 7 63
I hiladelph 4 10 28
St. Louls_ ... 174 24 48

More than three-fourths of thcse
familics included a child or children
entitled to child’s benecfits; usually
the widow also was entitled to or

eligible for a widow's current benefit.
In the remaining families, the bene-
flciary was en aged widow,

For all 7 cities, the modal average
monthly wage class of the workers
upon whose wapes the claims were
based was $%5 to $100, the median
closs was $100 to $125, and the aver-
age monthly wage for all workers was
$111.82." Negroes, who comprised
about one-sixth of all workers and
were concentrated in the 3 Southern
citlies, had muech lower avernge wages
than the deceased workers as a group.
In Mecmphis, Birminghem, and At-
lantn, Negroes represented about one-
third of the families surveyed and
accounted for more than two-thirds
of the wage earners in those cities
whose average monthly weges were
$15 or less,

Table 1—Percentage distribution of fami-
lies by average monthly wage of deceased
wage earuer

Fnnilies | Fstitmated pereent-
included ngo distribution
In study ¢ of—
grd | HeéB
a5 | FH,.d
oeR (PER
Avernge mooth- 2 o8H
Iy wogo a5 g “g
=¥ E Boa
1 E<H
2 gﬂ.g e,
o =2Ha o [ Iy )
BB |H5edff §§ &
E 5] =£88 | =i EE
= [ ]
Total...... 737 100 100 100
$50.00 or Iess._...f 110 15 10 25
50.01-75.00___ N5 14 16 19
75.01-100.00. . 132 19 10 14
100.01-125,00. 120 10 16 13
125,01-150,00_ ... 4] 11 11 3
150.01-200.00, . ... 00 13 12 )
More than 200.00.] 86 12 12 10

L Brple was drawn from families who fMed elafms
in 1940 in 7 elties; interviews wero conduceted in 1641
nndd 1042,

1 Under old-nge and survlvors lnsuranco.

The information obtained from the
study must be considered only as
illustrative and not as necessarily
representative of beneficiary families
or wage-carning familics in general.
The sample Is limited to 7 cities and
to claims flled in 1940, the first year
of monthly henefit payments, and the
interviews in whieh the doata were
gathered were held in 1941 and 1842,
The families included are only those

1 Averngo monthly wage' fs Used here
in its statutory menning for old-nge and
swrvivors Insurnnce. Thus, perlods of
nonemployment nare nvernged In wlth
periods of employment.
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in whieh survivors were entitled to
beneflts—therefore those in whieh 2
worker had had at lenst the qualify-
ing amount of covered employment
and wages during the 3 years preced-
ing his death. 'The questions on death
benefits and on costs of last illness
and burial were not uniform for all
7 cities, and the analysis applies only
to the 3 Southern cities and Los
Angeles.

Moreover, the average monthly
weaeges of the decensed workers werc
slightly higher than those of all work-
ers in the United States whose deaths
give rise to monthly survivor beneflts
and markedly higher than those of
workers whose deaths give rise to
lump-sum payments under the Bocinl
Security Act. Since thc average
monthly wage was found to have @
correiation with both death benefits
and death costs, the cxperience of
these families therefore may have dii-
fered significantly from that of in-
surcd families or wage-carning fami-
lies in gecneral,

Resounrces Arising as a Result of the
Wage Earner's Death

More than four-filths (83 percent)
of the 737 families of deccascd wage
earners recelved insurance or other
death beneflts, apart from thosc pro-
vided under old-age and survlvors
insurance (table 2). A large majority
of the families reported some benc-
fits from life insurance policies (in-
dustrial, ordinary, group, and bur-

‘Table 2,—Receipt of lenp-sine death bene-
Jfits other than old-age and survivors in-
surance paymients, upon death of wage
earner !

Tercent of fomilies
le |5 {2
=g |5
£ o | 5|8
=] Heg T8 a
City Ej 2 2 55 2
&
— Y] Eé‘
% EZl uwo | ko
b LTI EE 1.2
2ol 883
g g je g &
5] 5 | ] 2
A B | = J]
Toto)ee oo 737 | 100 | 77 1} 17
Philadoiphia, Dalll-
more, and St, Louls_.[ 323 | 100 | 73 6| 22
Memphis,  Birming-
hani, and Atlanta_...[ 2i7 | 100 | 85 G 8
Los Angeles. ooaooeaaoo 197 | 1w 75 6| 19

t See tnblo 1, footnolo 1.

¥ Includnsdpnrments from unions, welinre fminds,
Veternns Admlinistration, and woerkiven’s com-
ponsatlon,

Table 3.—Percentage distribution of families by anannt {c:’/ Inmp-sum death benefit re-
ceived, by average monthly wage of deceased wage earner

T Yercentago distribution of funilics receiving
Number of families Iump-suin death benefit by 1nount of beneft 1
Avernpge monthly Deatt No Deatl
wiga cath N callh
wota | fonee | femh | ong |1 LSS | g100-1 5900- | 8300- | $400- | g500- S, 000
fits un-| 2P0 | it re- Liog | 190 | 200 |00 | doe | 000 | I
known | oiveq ceived
Totd_ . ___..._. T 16 132 fil:h] 100 2 5 5 b i] 18 G0
SR0.D0 or less_ ..o .. 110 3 25 82| 100 7 12 15 i 12 22 22
SOI-FR00. ... 105 3 10 3] 106 2 7 a 7 i 28 3
Fa01-10000, ... 136 3 24 104 100 2 ] J] [ 10 2 44
T00.01-12500_ . . ___. 120 3 o4 04 110 2 2 1 3 3 24 85
12500100 . oL g1 1 16 67 100 0 4 3 1 2 156 75
150L01-200,00 . . ... (3] 2 L 50 100 L} 1 3 4 1} 1} uhh
More than 200.00. .. BU L 1 74 100 o 0 ] 0 9 8 02

I Sce talde 1, feotnete 1.

ial); 6 percent, liowever, reported
only Dencfits from various other
sources, Iincluding union funds, em-
ployce welfare funds, the Veterans
Administration, and workmen's com-
pensation,

Although the 3 Southern citics had
the lowest average monthly wage
lcvels of the T cities, 92 percent of
the deaths in those citics gave rise to
lump-sum insurance or miscellaneous
death benefits, This proportion con-
trasts with 78 percent for Phlladel-
phia, Ballimore, and St. Louis and
81 percent for Los Angelcs.

No significant relationship ap-
peared between the amount of the
average monthly wage of the worker
and the existence of death henecfits.
The amount of the average monthly
wage, however, was rclated to the
amount of death bencflts.

The death bencilts rcceived were
usually substantial, In more than
three-fourths of the 589 families for
which the amount of the henefit was
reported, the survivors received $500

? Excludes pensions, annaities, and old-ngo and
survivors insurance poyments.

or more, and in three-fifths of the
families the benefit was at lenst
$1,000. It was rather surprising that
nearly half (42 percent) of the fami-
lies in which the wage earner’s
monthly wage was $50 or less Ye-
ceived a death beneflt of at least
$500 (table 3).

Costs Connected With Death

Burial costs—Morc tha) half of the
560 burials for which data were re-
ported (table 4) cost hetween $200 and
$490, Nearly one-third (31 percent}
cost at least $500, and only 15 per-
cent cost less than $200.

The correlation between the aver-
age monthly wage and the amount of
thie burial costs is striking. When
the average wage was $50 or less, the
modal burigl costs were $100--199;
when the average wage was $75-100,
the modal burial costs were $300-
399; and when the average wage was
$150-200, the modal costs were $500-
5089, 'The Information suggests that

Tablc 4.—Percentage distribution of families by reportec V buvial cost, by average monthly
twage of deceased wage earner ®

Number of familics Pereentayo dIstrlbutlor;ggg?ttél(i]lh:cgslécporting burinl cost by
Average menihly murlal | Deriat
WilgQ urin erin
dotll €05t | 05U | roranl eSS | $100- | $200- | 4300 | $100- 1 8500- | £600- | gge- | #1230
ol un- | e 5100 | 100 [ 200 | 26D | 400 | 000 | 700 | 0O |00,
known il ported
kit 177 560 | 100 2 13 10 19 10 14 11 3 3
110 21 a0 100 7 33 30 13 T ] 3 1 1
105 10 80 100 ] 19 20 16 17 12 4 1 1
. . NERET 41 05| 100 1 12 18 23 10 14 90 4 0
100.01- 12500 | 1720 a1 89 | 100 3 0 15 20 18 14 11 3 1
125.01-150.00. .- - Bi 1 68| 100 0 21 1% 10 10 15 0 1
1s0.01-500.00 ..._.1 96 30 60| 100 1] 1 7 17 17 24 14 11 i}
Moro than 200.00.] 80 10 67 | 100 1] 1 12 18 16 16 27 0 12

1 Al the 74 Philadelphin families and 103 fumilles
in ether ¢ltfes did not report burlal costs.

1 Sea tablo 1, footnotoe 1,
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burial costs are typically from three
to four times the average monthly
wage of the deceased wage earner,
but there {s wide dispersion above and
below this typical cost.

Of the 737 families, 517 received
death benefits and reported the
amount of burial eosts (table 5 and
chart 1), Burial costs were reported
also by 43 of the 132 families which
did not receive death benefits, For
14 of the 517 familics, the costs ex-
cecded the death benefits; for 90,” the
costs were approximately the some as
the amount of the death benefits; and
for 413, or four-fifths of these fami-
lics, the amount of the death benefits
clearly excecded the burial costs,

These surveys indicate, therefore,
that the lump-sum amounts received
because of the death of the worker
were usually enough to cover the cost
of burial. Among the 737 familics In
the 7 cities there were 132, however,
whieh received no death heneflts
(table 3). Thus, including the 14
families in which burial costs were
known to have exceeded the death
benefits, there was at least 1 family
in 5 in which the wage carner’s denth
did not give rise to resources sufficient
to cover even his burial eosts.

When death beneflts were less than
$500, there was a morked tendency

iIncludes 16 families for which both
itho burial costs and death benefits were
recorded as “'§1,000 or over.” In most of
these, the deathh benefits were probably
materinlly in cxcess of the burlal costs,
although they fall into the snme class in-
terval on thoe table.

Chart L—Distribution of 560 families by reported burvial cost, 1940 1

NUMBER OF FAMILIES

120
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100 THAN BURIAL GOST
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599 699 799 899 999 OR MORE

REPORTED BURIAL GOST

1 Beo toble 1, feotuoto 1, and table 4, leotnote 1,

for burial costs to equal, and occa-
slonally to exceed, the amount re-
celved. When death benefits were
$500 or more, burial costs were ordi-
narily smaller than the benefits. Al-
though burial costs tended to rise
somewhat as the amount of insurance
or other receipts increased, the excess
of death benecfits over burial costs in-
creased with Increase in the death
bhenefit.

Tlhe cost of last illness.—Discussion
of the data concerning costs of last
illness (table 6) is limited to families
in the 3 Southern citles and Los An-
geles, since only these cities reported
this information for all families,

Table 5.~—Dijstribution of families by veported 1 burial cost, by amonnt of lmp-sume death
benefit receiverd 3

Number of familes

Amount of lump-sum Durial} Burka Reported burlal cost
denth bonefit Fotul cost | eost
Totn
un- re- | Lpss . . _ $1,000
. 100~ |$200-$300- 1 $ 100 $500- $600-($700-| 3800~ $300-
kuown| ported| than ¥ 00200 S0 300 (600 [770D | 500 | 'abo | o
10 moro
737 177 100 { 107 80 78 43 19 11 b 10
132 80 13 8 3 P 2 (R (R 1
16 DLURN [N | I SURP VU PO P P
12 4 JUNIION FUSRIY
28 2 4 1 1
a1 1 21 1].....
28 & 21 11 2
32 [1] 10 5 8 [-.
43 ] 1] 7 & 1]
20 2 8 2 4 1
14 0 2 il 3 3
—— 17 0 ? 42 g %
DOO-000 1o 3 ..
1,000 or mMoro. ... _._. 351 41 r| o B0 | GL 37 19 ] & 15

LAl tho 74 Philadelphin families and 103 families
in other clties did not report burinl ¢cysts.
# f¢o tablo 1, feotnoto 1,

3 Excludes pensfons, annuities, and ¢ld-age and
survivors insuranco payments,

whether or not a denth benefit was
reported. In half of the 390 families
for which information on this point
was obtained, the survivors reported
that there were no costs connceted
with the wage earner’s last illness to
be pald after the death, It seems
probable that in certain of these cases
some medieal and hospital care had
been furnished without charge by in-
dividuals or institutions or provided
for by insurance, public hospitals, em-
ployers, or benevolent assoclations.
Probably some families nlso did not
report small bills of $5 or $10; such
an omission was not serious, however,
since smn!ll sums would have rela-
tively littlc effect on the total costs
of death and the residue of cash left
after they had becn paid. It is also
possible that suarvivors occasionally
failed to report medical expenses
when thiey were paid out of funds
other than death benefits,

Eighteen percent of the families re-
ported medical expenses of less than
$100; 15 percent, $100-249; and 17
percent, $250 or more. There was g
relationship between the worker's
avernge monthly wage and the costs
of his last illness. With increase in
the avernge monthly wage, both the
frequency and thie amount of reported
costs of the wage earner's terminal
illness increased. In the $756-100
wage class, for example, only 12 per-
cent hind final medical cxpenses of
3260 or over, whercas in the more
than $200 wage class 42 percent had
medical costs of at least $2560.
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Total Costs of Death

Total costs of death—burial costs
and costs of last illness combined—
were reported for 389 (94 percent)
of the 414 families in the 3 Southern
cities and Los Angeles. Nearly half
of these families reported totml costs
of from $200 to $499, More than onhe-
tenth had expenses of at least $1,000,
and 16 percent had final expenses
totaling less than $200.

The amount of the total, as well
as of its components, appeared to
be related to the worker’s average
monthly wage. When the average
monthly wage was $560 or less, the
majority had total costs of less than
$300; when the average wage Cx-
ceeded $50, total costs were usually
at least $300; and when the average
wage exceeded $150, the majority had
total costs of at least $600.

Residue

More than two-thirds of the fam-
ilfes for which information on both
total death costs and death benefits
was avallable had a residue of cash
after all the costs had been met. For
purposes of this study, residue is used
to indicate the difference, 1f any, be-
tween the amount of death benefits
received and the total cost of the last
illness and burial. In determining
this residue, no account was taken of
resources other than denth benefits
or of other obligations, present and
future, of the family. Nearly one-
third of the 411 families in the 3
Southern cities and I.os Angeles for
which these date were recorded had
no resldue? For the remainder of
these families, the death benefit ex-
cecded the total immediate costs aris-
ing from the death. The cxistence of
a residue appeared 10 have a direct
relationship to the average monthly
wage. In more than half the fami-
lies in which the average monthly
wage had becn %50 or less, there was
no residue; when the aversge month-
1y wage was more than $100, from 15
to 33 percent had no residue,

Where a residue did exist, it was
usually a fairly substantial amount.
More than one-third of all the
familics had at least $1,000, and 14

3 Although only 309 famiiles reparted
total costs, dnta on residue are presented
for 411 fnmilles, since familles which re-
cefved no death benefits are classified ns
having had no residue.

Table G.—Percentage distribution of families by reported ' cost of wage earner's last
illness, by average mombly wage of deceased wage earner

Percoentago distelbution by reported cost of last iHiness

A bl Nun;be.
vornge mnonthly wago [
tomitlies | o . Less o cin0- | g250- | gsop- | F1ODO
Totnl | Nono | than 210 400 it o
5100 1Moo
390 5 18 15 8 G 3
70 67 2 7 3 1 0
&0 ) 22 18 0 0 a
64 67 . 11 4 2 1]
00 B2t 23 23 12 1] 3
47 5l 21 11 ] 8 0
490 41 3] 10 10 21 1}
1) 32 10 16 23 12 [\]

I No reports on cost of last 1YIness obtulned from
familles in I*hiludeiphin, Joltimore, or St. Louls, or
Irom 4 fomilics in other citles,

percent had from $500 to $909; one-
fifth had less than $500. The amount
of the residue was also related to the
average monthly wage. A surpris-
ingly high proportion In ench wage
class had large reslidues. From 14 per-
ecent in the lowest wage class tno 77
percent in the highest class had at
least $500 in residue,

In weighing the significance of the
resiclue, it should be borne in mind
that it was not necessarily available
to the family to pay current living ex~
penses or provide a reserve for emer-
gencies. TUndoubtedly the residue
after death costs were paid was often
drawn upon to meet other costs or to
meet bills incurred previously. Mony
wage earners were in debt at the time
of death. Such debts often were back
hills which msay have been jncurred
partly as a result of the wage earner's
fllness or declining earning capacity,
It is not unlikely that the surviving
family was often under conslderable
pressure to pay outstanding bills.

2 See tablo 1, footnote I,

Over-All Observations on the
Data

' Death benefits received by survivors
of these 737 wage carners were usually
more than sufficient to meet the costs
immediately connected with the
death. In nearly one-third of the
families in the 3 Southoern eities and
Los Angeles, however, sueh costs com-
pletely absorbed any benefits.

A signiflcant proportion of thesc
families had ne inswrance proteetion
other than that under the Social
Seeurity Act for the costs incidental
to the last illness and death. More
than one-sixth received no luinp-suin
death benefits. Unless therec were
savings to meet these expenses, these
costs had to be borne out of current
income, Since the beneflts provided
hy the old-age and survivors insurance
program usually constitute n substan-
tial part of the current income of the
family, it 1s not unlikely thet some

Table 7.—Percentage distribution of families by reported 1 vesiclue of death bencfit after
dednction for cost of last ithiess and burial, by average maonthly wage of deceased wage

earner 3
Number of Percentnge distribution of families reporting residue by amount
umilies of reslduo

Averape monthly Resl-| pogp.

wigo , Mot | duo o HESS 12100, §200- 30016100 §500- 3600~ <500 &4 060
Totall po. | 1o | Total Nonct Lhar "y 1a00 300 | 490 | 599 { 700 099 |, 08
port-| P " 1nere
ed | © |

737 326 411 100 b 5 b 2 3 3 ] & ‘ 30
110 a5 75 o 7 13 Lt 3 3 1] 4 1 0
1n5 41 64 100 0 5 G 5 & 3 4 3 23
136 78 68 100 7T 2| 12 2 2 2 T 8 22
120 57 03 100 2 3 3 3 5 I3 1 2 11
125.01-150.00._ . 81 36 48 100 4 2 2 0 2 2 4 11 106
150.00-200.00_.___.__.__ j1.3) 45 61 1%1 0 4 4 2 2 Q ] 4 55
More thon 200.00-...-- a0 34 652 100 2 4 0 2 0 2 4 [} 03

1 Nao reports on resfdue obinined from familics in
Philadelphia, Baltimore, or St, Louls, or from 3
familles in other eilles.

1 8eo table 1, fvotnole 1,
¥ Ineludes Innilics which received no death benefiis,
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portion of these beneflts was diverted
to the payment of the flral expenses
of the deceased wage earner.

The observations drawn from this
study do not necessarily apply to the
majority of deaths of wage carners
insured under the Federal program,
since they reflect experience only in

familics in which the insured wage
earner’s death egave rise to monthly
survivor beneflts. About two-thirds
of all deaths of insured workers glve
rise to only lump-sum payments and
not to the immedinte award of
moenthly benefits, Since the level of
the average monthly wage is consid-

erably higher in survivorship benefit
cases than it is in lump-sum death
payment cases, it is very probable that
the wapge earners whose deaths give
rise to lump-sum death payments
have more limited insurance protec-
tion than does the group used in this
study. '

The “Why” Survey of the Burcau of

Old-Age and Survivors Insurance
By Roy E. Touchet*

THE “WHY” SURVEY, us it came to be
called, was an economy campalgn in
which all employees of the Burcau of
Old-Apge and Survivors Insurance
were asked to take poart during the
first 6 months of 1943. In July 1042
the Bureau had 10,000 cmployees.
Needs of war agencles and industiies
and calls to the armed services began
to make progressively heavy inroads
on personnel. Five months later, in
Novembey 1942, there were only
9,200 employees, though thie Burcau
had more work to do. Obviously, if
old-age and survivors insurance was
to be eflectively administered during
wartime, something had to be done.

An ingenious but less patriotic and
far-sighted management might well,
even then, hove been satisfled with
finding ways to recruit more pecople,
A new, direct method of recruitment
did raise the total number of ¢m-
ployees on duty hy February 1943 to
9,800, They were needed at least until
cconomies and short cuts could be de-
signed and put Into operation. But
since the labor market was gebting
tighter, full relianec was not placed
on the new recruitment methods,
There was also the clear duty to eon-
tribute directly to the war effort by
freeing os many employees as pos-
sible to war industries and war agen-~
cies, The Bureau wanted only the
number neccossary to serve prosent
and future benefleiarles efflclently
and adequately and {o meet the im-
mediate needs of the program, Out
of these conditions the “why" survey
came into being,

The Bureau recognized the ap-
proaching need for economy of man-
power even before labor shortages
became serlous. More than a year

*Bureau of Old-Age and Survivors In-
surance, Planning and Review Ofilce,

earlier it had drawn a statement of
policy objectives to be attained, only
to learn that substantial economies,
particularly in an already economical
administration, cannot bhe achieved
50 simply, It knew now that it was
e¢ssential that an economy program
be planned effectively and managed
energetically; that it must be com-
plete so as tg miss nothing and to Le
falir to all; and that, as in any other
work project, definite time schedules
for completion should be set, t¢ moke
results certain,

The Bureou is o large organization.
It would have heen impracticable to
set a force of industrinl enginecrs or
administrative analysts to work ap-
plying their streemlining techniques
to its numerous and complex opera-
tions. There was not time, even if
a sufflcient numbker of analysts had
been available. Yet the fechniques
of the engincer or analyst provided
the only way to obtain the ecconomies
needed. Somehow, as many of the
Burenu’s employees as possible would
heve to apply those techntques, even
though there was too little time to
make a sufficient number proficient
in them. Even without such knowl-
edge, however, most employees have
some ideas nbout how thelr work can
be done more efficiently or more eco-
nomically, and it was therefore de-
elded that all employees musi have
# part In this program.

The Methods Employed

Beenuse nearly 10,000 employees
were involved, an employee sugges-
tion system was considered a neces-
sary part of the survey. But it could
not be merely an undirected appenl
for sugegcestlons, Most suggestion
systems fail becausc the efforts of the
employees are not focused on any

particular operations at any particu-
lar time; a flood of hurriedly con-
celved suggestions comes in shortly
after the opening announcement of a
campaign and then stops. The Bu-
rean realized thet a flow of sugges-
tions could not be sustained unless,
during the entire perlod of special
effort, m directed program for em-
ployce study of desighated operatlons
was laid down.

More than an embployee suggestion
system was wanted and needed,
Too often, supervisory employces,
who should be the most prolific
source of job improvement, are con-
tent with obtaining enthusiastic par-
ticipntion from nonsupervisory ems-
ployees. 'This is the easy way—one
which obviates the necessity of think-
ing, or at least very hard thinking, on
the part of the supervisor, In this
instance the number of supervisors
was smoll cnough to permit getting
over to them, in writing, some knowl-
edge of the techniques of the engi-
necrs and analysts. Provision was
made for that, too.

One of the prime tools of the engi-
necer or analyst is the now widely
known job bresk-down. For practi-
cal purposes, the survey eompromised
with this techinique by furnishing the
fob break-downs to supervisors In-
stead of having them go through the
process themselves. All functions of
thie Burcau were broken down into b7
separate gctivities, each of which was
further broken down into either
steps of performance or other annlyti-
cal data which showed the content of
the activity., Forms were provided
for each activity which showed these
steps or datas, where they were per-
formed, end the man-days per year
required to perform them. Spaces
were left on the forms for the super-
visors to flll in certain information,
such as the reasons for performance
and recommendations for changes
or improvement,

Supervisors also filled oul a blank
companion form for each sactivity,



