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From. the baginning of these studies, the identities of the

- persons under study have. been kept confidential. We look
10 you Yo carty on this trust. Please guard the privacy of
the persons involved by substituting fictitlous names, or
code symhnls for real names.
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I. Zhe Sitwation

During the sumser of 19321, e writer undericok to inter-
view one-half of toss sipwri.mﬁ of the Operaeting Pranch who
hed responded to their aupsrintmidet's qunmenn#m and had
requested an appoinmtment. This group toislled about 758 of all
$he ‘mpmigars in the branen; of these, ous-half wore inter-
viewsd by_ Tho writer =aw 145 out of his
quota of £56 men. This group included 20 foreman, 16 asaistant
fovemen:, 44 seotion cuisfs, mi 65 proup chisfs, This raport
la baped on these 145 casex; the yemeiaoding men will be seen during.
the fall,

The problem of how 0 preemt material of ®is sort is e
puzziing one. Condensation kills tae frealnass and spirit of
the aﬁzw quotatioms, Va_&& intarpretation ralses $e quesion of

fhe {ntorviewsr's omk poin% of view. In the mess of smployes in-

terview material f4led away in Dept. 088 a reader bas & eiiiam
check upon any conclusions that are reschad; in that he oan take
his questions ¢o the oxiginal date. | In this group, howsver, all
first-hemd material has bem kept by the weiter. In feirness to
ﬁoue nem wio freely discunsed & gmeat wariety of problems involy~
ing both parscmal and eompmy makiters, wWih the mderstsading that
the interview was confidential, it s necessary % sxcluds from
this report not only sample interviews but evar quotations and
sxearpts that might vividly flluskrete certain points.

The writer kepl x recsord of eash In.exview; in some cases
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thia ¥ould run %o seven or sight typewrititen pages. WO atiempt
-~ wag mads 10 kesp i abpolutely werbatin mgnr!t. and no ne##s wore
taken during e intervisws; sonsaguently, even the first-hand -
paterisl is mbject to the warying exphasis ct ths interviower's
interpretation and asory. However; thess Original notes are
P &1l about yumt wes sald sad never about whek tae iﬁ‘aemévar
thought about & mm. e scrupulously masm his opinion for
 noter m% the end of each cam.
Tt sue progedure Wil be followsd in this veport.

Gummery tables will present whet was sald md the resder .can.
draw his ow conclusions from $ham, But since no original |
materinl can he g;iwi.. interpretive siatesents will follow
gacth tehle mé also make up a later section,

A Tew w&eaﬁ@ory wamnts may give e reader w but&
tden of ®ie witustion ®iat confronted thess mm, They bad all
hoerd of "interviewingr during s I’mt year or 2, baccuse their
ﬁm mpm&ma had bexmt interviewsd amd betaw s he twpic had hem
Glaoumand &t mpervisors® sonferences, Fowever, with a fow
sxcsptions, they hod nevap ‘b&m formlly interviswd %awvup

| and they Aid not know guite what ic expsot, Ty supsrintenisat
hed indmated tlet he Zoped all would apply for s sppoinimnt;
‘sonssgquantly, meny cane out of a sease of dudy, A commm rmark
i wes of thix type, "I hoven's got mything in particulsr on my
#ming, but sines the Compsy has undert-kem hiis plan I want %o
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- eoogurate, and I thought 1°4 at least camwe dwn and meet you.r It -
‘: thon was upt 4o the inberviewsr fo get tha r:mmziaiim started,

( Hot infrsguently & mem would remerk st the start, "I reslly

% havant't anyihing to $alk ubau’é,"‘ and then &t the snd of an homr

and A half would exclaim, *good Iozd, I've @1t o be getiing back. : | ;

X Mﬁu%‘mn&e it wen 80 lote."

} However, ﬁ&m were mmy who 3ot only sald they had nothing

! o talk shout but iived up to. tiely statement, and maintained &

pessive attitude foward the infervisw, waiting %o be asked questions.
this attitude d4d not necesserily erise from subegoniem ar mspieion.
wﬁy nem tiviously 1ive in a world of ackion xather then ideas.
Yare gumber of wrds or te eass of their rlow ave hardly the
méitax.ta of a succeasful suparvisor. It may be asking quite a lot
of a shop man T $ell himg "GO Qﬁ:m 0 thg,smylomm aépuzmntg
ait i:i a xoom slome with a yar‘:éat c'maéarp amd talk Yo him about
aything you want to for am houy or mo"

It is obricus the ¢ in neqiy cesed e interviewer will have

. 8 e T i e T AR .

¢ oontribube quite o substantial nusber of lseds in oxder to get
the conversation sterted smd keep {4 gelng. It is also obvious
that his own personality cempt help bui influsnce e cmtemt

of thess opening rentrka-sx questions, md Wxat myclassification
of "shay was said" must be oolored hersby. The bemi one oan do
i% 0 realize these facis md strive ¥ keew the convwersadion
going along lina of intersststhat the man indicates himself., This
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Soas nod m being a ooloriess "yes msn® but it does weun that
the interviawsr nevar mﬁoa» his point of view onto the contet
of the interrisw. In order % draw » man out hé wmy even g_at’
into an mrpument width hin, MWt vhat appsars under sp snalysis of
sontent mist be the mibjects’ producticns, md not the inter-
viswris, One must remerbaer that some people m magzestih le
and wﬁl allow thenaslves ftd bo lsd a0 sosily thet what %bo;r'
say s veally whet the interviewer has caused the ® say,
Anothex group act in jusy s opposite manuer and tiwir ,:ta'sa;
ments are spt Yo colar the interview with the reverss of the
interviswer's point of ﬂat - in either case it 1is aaiy to £111

_ the case history with interviewr inssad of subject.

1. Ghat ¥es said

The wpics of convarsaiion were naturally varied,

- Geenuanka renged from speculstions as to the naturs of the Delty

to dimcussion of the wemknesses of he ﬁh;wa gubs, 10 keep
an aaaliysis from being unduly complex one smst ondt memy minor
epfegoriss, Widh my be of resl fmportance in julging a par-
viouler mituation,

The followng tepics sesmsd to be the prineipsl cmes
discusasil. A wors detuiled description of Hese tplos will
be found 1o sbascuent tables.
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Gensral Topios of Disoussion

Topie
Advoncemont; parsonal
Dusiness Depressiocn

Steady work and lay off
policy of Jompany.

Payent

Apiroxiaate
Percentage
of all
Shpsrvisors
Discussing Hoticonble Varictions in Pre-
Thia Topic guency of Discussion hetwesen Renks

&9 Highest ammy sssistant Forsmen.
Iowest emong Foremen. Sestlon end
Group Chisfs sbout the saue,

&0 Mk higher among Group Chiefs.
High axong section Chiefs,
Lower among Porsmen and Assistant
Foremen . {Time slement may enter,
Highor yanks seen at begianing
of mmmer.)

55 Nentioned more frequently the
' " lower e enk.

B Zame.

Travel (ohange in losation

or Job,)
Supaxvision

Conferences

Tanily
Qooperation in work
Intexrviewing smployess

Thrift plans {exluding
ponsions )

Jossa in industry
Interest in wrk

40 Ho significant differsnces,
40 Ho esignificant differences.
35 Kooz frequsnt mention the higher

e renk,

2 Ho significant differsnces,

a6 No slgnificant amrmn.‘

25 | No significant differmmoes,

RO Mich more frequent e sion among
fapamen.

135 No aignificant differences.

18 No slgnificant differences.
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' | Approximete
= S Parcentags o
of all
L ' ~ Discusaiag Hoticaable Variations in Fro-
Teple This Tople gquency of Disoussion bheiwean Roniks
16, Panplons R £+ Mak more frequent meation among
' ‘ Poramen., Seldom mentionsd in
Aowar ranks. ‘ :
15, Velfsve wok by
Gompany 10 o significant differcnees,

Gen He vesder gl from these tables an ides of nat is vpner- |
mast in most mipervizors' minds? In & genersl wmy this is possible,
providad thet he remaunbers tis ecn.-é.ﬁti ona under which the dats wvers
chtainod el the different typss of blas that ave, terefars, in-
svitablese

{a] The porceniages = re probably too low, ".i'hsv wara abisined
by reading Hrouch each interview md meking s mark for eash topie
L  disoussed, Naturslly on some intarviews waick were not Mlly enough
repeted, a tople would not appeer. Tis factor sould not affect
the relstive rank. | _

{h} Tho mat usvally acsumed that the interviewer was primarily
intevested in getiing thelr rvemotions o te Company., COonssguently
thedir life in reln¥ior 10 it may be glven an undue ewphasis,

{c} Tas gensrel amouat of confidence t#hady ony men would have
iz the interviewer and in the intervierx sitmilon x=y influmos the
cugtent of discussion. It muat be recembared that 21l these tables
are sumvries of fie conten of e first mesting. The ground had

besn carsfully praparsd and few mun wWers say mxres stsplolous or
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sscretive of their ultimate preccmipations than their natural ten-
demeies dlotated. Anyome will pealize, however, that thers are such
zomistances. | |

{4) There is slways the quesion of facility of axp_rnaim,
and of capacity to say what one means. This does not depend en-
tirely on mere words. Gonglder the ditrerézxﬁ tones of wolce end
faelel sxpressions that may scoompany the statement. 0k, sure,
X' satistied vith the may I've advencedin the Gompany.t fThis
my expréaa ol ther enthusisstic affirm tf.an or wohappy maigngﬂm,
It i at thias point that elaborate analysis of yhat was said breaks
down and lsaves tls reader at the meroy of e interviews's :admgt.
1t acoounts t‘or the paragreph of 1#’“@::9%&% on affer ‘.amh table.

A more detailed analysis of ihe toples in Table 1 is given
| in the following tables. The percentages siow Wist propariion of
: the man discussing ’ML soiaml topie reforred to a partioular sub-
. %opic, For sxample, Table 2 shows that about £ifty per csut of $he

zen 4 scussing advancemnt expresssd satisfaction. This doed nog
man that forty per cant of all supexvisors expressed satlsfectiom
with advancement,

ok scommmt of the nature of e original dats these per-
centages can only be spproximate and no astempt has bem mads t0
sstimnte to lass than & 5%, Sometimes mb-topics ware cest into
mabuslly exolusive nategories whose mim, therefare, renchan 1004;
ia vher caner X tables mﬁy that one man mizht have mentioned

mre then o wpic, as ws naturslly the cam.

——— e e ——— e R
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Paremtage of this
Group discussing _

| | Sub-Topte
l. Satlafied - undlassifisd ccomente. 504

2. Dimsatisfied - (s} Unfeir diserimination exists
' - in meking promotimae, 104

(b) Tnfalr disorimingtion exists and D
is directed at ma in particular. B 4

{o} | Wishes he wers back on heneh, Tens than 5%
(4) tmnolassified, . 04
.8, ’!&ﬂmz onsselst necpamry to get nhead, : f-wi |
, 4o Demoted - good morale ‘ log
5. Demoted - bed morele ' Zess than 5%

The Iirst thrse subetopics wrs fHund in al) ranks, Nadbers
4 ant ¥ oare fomd only among grovp chiefs and section chiefs.
Hote: As hes slready bein pointed out, & mumber of mm said tey

T e e i e

wre satisfisd wher they reclly meant May were resipned. Othwrs
said they were not setislied not Becamss ey 4id not think thet they
wre progresaing, Wi becawse e Ldie of "sasiefaciion” meant to
faem skegnation and lwok of awbitica, Isek of edueation was often
cited as o reason £or not having pregresssd., A nuber of ounistand-
. fng wen, homver, had hod 1ibile formal educaddon, but hed bem able
to sdvance miows it, getiing weat Wy needed as shey wers, If
they mmitionsd 1% at all, Whe were aph $0 Temark that complaints

UNIVERSITY OF WISCONSIN - MILWAUKEE



about leok of cducmtbtion were ‘#w're‘ly alibls ;‘ thot men would always find -
their own 1@?81. Jany of those vwho were resigned beemuse they lacked |
educations hod projected their ambitions gnm their children, and I
was reguently aakeﬁ. vhat sort of sehoolinz 2 younz man should take in |
order to "be & success.™
Those vho epeeifically stated thet persopal "sales-Enship®
wes needed to pet onywhere adopted various methods %o back up thelr
{ opinion. Some sald they conformed to the ides snd t0ld me of various |
| methods they used o draw abiention %o themselves, In genaral, these
eonsisted in keeping close weatch on whatever they thought nanagee
ment wes emphssizin: at the moment, 2nd in trying %o be outstepding
;‘ ' in promoting the peliey, vhether it consisted in putting over a
thrdft czupsisn or sigaing up for e eourse in psychology ot the Haw-
tharhc Clihoe
£nother group of men repudiated salesmanship ee being hypo=
ariticel, Persons »f this type were usuelly rather sour and dis-
appointed, unable to get along with peoplee In gensrel, it was not i
the highest type »f supewrvisor who ientioned perconsl salesmanship ’
sreeifically, either favorably or unfevorably, althouzh there were &
few cxeeption.. However, the general idea wes implieit in the state=-
aents o & 008 0By men.
Chorges nbout diseriminstion were apnt to be eoupled with
{ comnents shout »reial proups. f& g ronerol male they werc ande by

man of fnglo~Stxon seckerounds azainat .lid<-Luropesns.
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Thoss who éﬁéteﬁ they they riched to he demoted slunst nlwors
coaisined thet the betber opoeretiven ware zebbinz nore nopsy then they
wETE.e LR imporiapt Shen this resson, I tﬁink that these men disliked
e Tesponsibilities o7 supcrvicios snd hrd en instinetive feslin: thnt
ihar helonzed on the bhonalis

f8 0 agaerel comasnt, the lnterviewsr <ot the imn ss inn thed
ren «yed one anotber Jeslowsly to sec vhether the nripeiple of
senlority was violetaed, fAlis, however, hud aot prevented » Tfev oatw_

seendling Faunger gen fron baing in positions above the avevege fov
el yearde . The athers &éeeg%a@ this usutlly with o srege, pro-
vided thet $he 2s1 in gusstion jzove thea the Lapression o7 real ability
‘nd gonindd teet tith his athor zood qualities.

‘Xt atﬁ&ak thae veiter, hoversr, thed the men oz n&vflly
thoucht thed promption wes olowy, and that one wes lucky to "get 2
broake™ Ianttismee amons the younzor and more able sroun snd eeetion
shi-f: wuns bemoored by die opinion thet no onc could expocet any pro=
motisn curin. tiaws o2 howrd 2o thesos

Tehle &

Gusiness Uenrosaslion
Loboat §07 of &1l nen fineuased this esniq)

Pereentase of this
Group Lisonssing

Zub=Tonie
1o Twobid, maTEzsae obllpations, et 2w pressing. 2511
e SLfecetcd Wy hralk frilures W
Se Hoo and 19 reduce stamderd of 1iving jale I
- e
4o Unclossificd coxuznk 785

2
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Sub=topies 1 ond % were found wmostly among seetion and
&“ croup ¢hielae  ihe pemé@atage af aubetopice 2 inevenced ﬁire&tly

with ranke
Feter  "Tnelrosified comment® often sterted off ~ith o question,
“3ey, hovw lops is it moing o e hofore we got any work? I never
say slaek times na long B8 thesse.”

i'may mep whose ineomos have been reduced have not been
shle o «ffeet 8 corresponding reduetion in their own "Iized

charges.” luis npplies poriienlsely to interest and smorti~

& &

[y

matlon chorges on rwl estads novbasges, o thet ==ny - ve paying
too nigh & proporiion of thelr incose fov shelturs Savinse have
{ | hacy deploted in on sibempd to hevp up thelr ztendewd »f living

wad £ orownon erpression vas of uorey shout - f oonuald hopuen iF

their erraing eonnelty 418 notl soon vevives

Tha interviever ves impressed with the saeval doeility

wnd eather fatelistic sttitude towerd soonomie ornres. Lack of

worE se Tisvad i the adtltude with vhich & fermor ~ighi view a
! lack of ruin. Yo blemc wes aver attnched to the Compeny for not
hevine ovk $o do, nov rere sny doubbs szpressed shoub the present

SEORNMIC ST atCis
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Table 4
Steady Vork end ley-oif Pelicy of Compeny
{About 537 of 81l mon discussed this topic)

Fercentage of this
Group Dilscussing

Sub~Topic

i. Commony fair in leying »om’ ) | 204
éu Compony unjust and unfeir .

{a) "J1a Timera™ unduly favored 10%

(b) TUnclessified comments sboub unfairness 105
3. Tseels personsily izxs‘eemm‘ | 3535
4. Restriction of sutput axiata 107
ﬁn Unelessified tomments on lay offs in penersl 457

Comments on sub=topice Ta and 3 come only fram scotion and
grony ehiefs. Other sub~topice were Pound in nll ranks, exeapd

that comaent 4 came eiiefly from foremen. Table 1 shows thet

' the frest majovity of men discusaing $he general tople wers in the

lower ranks. |

Hote: ”Hnaiaasifiea comment® often referred o the diffioulty of
pleking nen for ley off, purtienlacly at this lute stage in 8 de=
prezsion wasp =11l the "lemons" had long since been let o, &ad only
£004 Men a:'emainéd. Heny nen, ':shilé praisinz the Compeny's policy
of holGing lon~ service employecs, bhevailed the loss of msny bright
ycmngsters' tho would be difficult to replace. in nsny minds there

is evidently a vivid reecolleation of rush sessons vwhen great diffi-

culty was encountered in getting ond holuing ennurh skilled men.
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If only B%% of thiz proup nentionsd az}ecificglly‘ that &hay
vere afevald of theivr opn Jobs, ihe intervicwer got the lmpression
that a much hisher peresnieas mpiiaﬁ this Pecling, by thelr gene
eral .coimen’ss, particnisrly in ﬁhe lover ranks.

Table B

Payment
{Sbout 585 of all men discussed this tvopie)

rereentoge of this
Group Liscussing

Sub-Topic
‘1o «8rnings have been reduced -~ setisfied : 20%
2, Larninge heve been redaced ~ dissatisfied | 257%
%, TPates ave out of date or unfair 0%
4s Hizh rated mon sre beins put on low rated : ~ |
jobe, thus dregeing down geng’s esvnings 15%
o Operators get nmore than supervieors 159
5-, @ishes he psuld be changed from present form
of payment 403 '
{8} streight hourly vate 57
{b) sharinz in smnz earnings ‘ 5%
7e Uneclessified commonts on wazes and vates ',5’5;5
Be Lpproximate nereentags with fovorable sttitudes 25%
3. ZIpproxmimcte percentage with unfevorasble sthitudes 755
100,5.:'

The porecentage of favorable comments wec hicher in the
hizher ronize, The nercenisge of unfavorable comments wes higoer
in the lower »enks, snd the lower ron%s were more preocccupied

with the ~enerel topice. Sub~topics 4 snd § had & nuch hicher



e

incigente in eertoin de@ammm; in fagt, in one o tup deperte
- monto where mauy youns men had been lald off to meke room for old
timews there wos o *Qmatieally unsninons compleint of type 4.
Other subetopies vhieh appsared in the "unclesgilfied®
sroun included = |
{8) Parts sre not ooming through so bhob sgsomblers hove
o walt for work; thig is not their Toa Lt and there

iz no provision for it in the retes,

{b} DPoyment on inventory doys should bo based on average
earninye vathor then on sn hourly rate basio.

Hote: Short hours and disorgenimation of work heve vesulied in
lover end flustuating cerningg for many sapamiscwé, hoth on bnpd
off the genzs, [lorcover, ihere soens to be a rether gegéral Poel-
iiz;;: that ~lthousk wages heve not been actuslly cut, the sane rasull

hes been achieved by keeping only the long service, bich vated mea,

and thus reducin: the ganz perecntases rvhen this foeling found
specific volee it was in o comuent ouch o5 "even if me got reises
they wouldn't mesn enything, It's taking money out of one pocked
snd putbing it in the other.t

Genercl dissatisfoetion 18 spt %o find its expression
in complaints of diserlminntion batween one 2ans ondé cnother in 2

single departaent, or betwesn offi¢e and shop Torkere.
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Teble 6
Irave]
{#bout 404 of all men discumsed this topic)

L |

Pereentage of this
Group discussing

Sub-Topic
1. Speglifically stated mﬂy had no desire 1o :
| travel or move 15%
2¢ Desire, but Iinsbility to travel or move tess them 6%
S« Army experience . B5%
4. Unclasaified comnents sbout having travez.leﬁ or ,
‘moved from one job to another 804

HNote: These subwiopics were cleesified mainly to show mentsl mrioaity

o rmiﬁiative, or the leck of it lleny msn told stories of thelrw
youth, how they weunt :trom one job to snother, and how they ﬁnﬁll;?
settled ot the Western Slectric Gompeny. "You csm't A‘*i:ell me ‘this
isn't o Joad plece o work. I've wér};aﬁ othér plooes, ﬁn@ I Knowe™
The Pagh thet o mun is drefied into the amy ond therefore. hes

tales to tell of ‘va?ied scenes and new jobs probebly hes nothing to do

with his ouriosity a-rF initiative. Aeccordingly, this group of comments

was zeparated from the othorse

Teble 7
Supervision ‘
{About 407 of sll men discussed this topic)

~ Percentage of this
Group Discussing

Sub~Topie

1+ "Has improved osince I heve been with company.” 457
3, Hos Trronc soft.” 572
3e Cupsrvisors =re ovorbardened, perticuleriy with

peper vork 105
4e “Thure ves one men who hed 1t in for me.” 207
5. ¥There woo one nen why was likc a father to me.” 157
e ne mi2n or 32811 clijue a sore spot in rn othere

vize ~mod departuent 157
7. .nolsssificd comaents 2955
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Tnder thim general topie were put all comments shout supervi-
sion as roferving 40 the personal w&lation hetween superiors and
aybordinstes. Sub~tople 1 wes frequently mentioned slong with
comments sboutb eounferences. (Table 8) and most of these subetoplcs
are perhapt relebed to‘tha,genexal topie of "Cooperation.®

{Toble 10} Comnemts 1o that group, however, sre limited o thaée,.

who specifisally mentioned the ides of cooperstion in getting oub

their works
Hote: A lurger wroporitlon of men in the 1awar‘ranks ngntioned
sub~topic 1. The improveusnt ususlly mesnt that superiors were not
88 hard-hoiled as they used to be in “the old deys." The inei&ence
of gabmﬁapie 7 and 3 was hizher in the higher ranké, p&rticnlarly
smon fdremen. Comments in rube-tople 4 wers found ir =11 venks, the
highést peraeniazes among sssistant foramsn znd seetion chicPse A
rether typlesl expression waus, "I's golng olong 281l right now, bub
there was one guy thot hsd it iﬁ for me once. How thet Itve gotten
éway from him things sre Q.H." Not infreguently this sort of com-
ment continuad, "It's a funny thing, you knaﬁ, you mizht sey he was
thy frellow thet 2ot me steried in the first nloce”

Sub~comnent 5 also hed its hizhest iancidence anong sssistant
forensn ond section chiefs. Tnlike comnent 4, however, uo Joremen
broucht i4 un. It comprised stateaents of affection and partioular

Inyalty to yne saperiowy, either nom or et sone previous time over

the mon,
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Talile 8
Supervisors’® Uonferenges
{£§§§a S5 Sf all sach dlssussaed this topie)

Percentage of this
Group discussing

Sub=fopic
Likes = gets idess out of discussion 207
mx;.w ~ becomes sequeinted with supervisors from ‘
Toticr depsriments 15%
Lltos -~ unclassifisd and generelly noncomnitisl
o R , e
gtatensnys of cpproval 0%
Diglikes ~ conferences are dull ~nd nsterisl
PRI I P wh
LOAG bonona 10%
Dislikes « "They heve no effect fm GRFONne AAYVAT.
These suys tslk one vay in the conferenes snd
gt Just the oppoasite on the floor. 10%
Llalikes -~ no conclusions 813 sver reached 5%
Linlikes - unclessified commuents of disepprovsl 5%
dib e LA SO oL - ‘ . QL QES0EpNOV
rpproximete T of this group expressing:
 Approval of conferences 75%
Disepproval of conlerencdes . B%%
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It mey be thet the percentage of =ll superviaors wba mentioned
the conlerences is somevhat 00 hiszn, becsuse thls wmes en cesy ftﬁopi,c
Lor the interviewer to ise to spcn g convarsation, or to get 1% sping
egoin zlter & dend S”ﬁﬁf_}- “his m@; alsa ageount for the rather high .
pereentages of wother noncommiital stotensnbs o =zpprovale. (Sub-tople
thres)

iha percentoge of unfevorsble comments whout conferences, |

wrileulenly sub-toplics al snd 5, was higher BRORg foremen than in the

lower vankss

Hote: Junther interpretive comnent will be found in 8 later sestions

Table 9
Tomily Lffeirs :
(#nout 3% of B11 wed diseussed tils topic)

Percentapé of this
Oroup dlscussing

Sub=Topic

Gorment m&iaatim 8 !:uap‘a; *“ami,:.y 1ife, affzetion ov o

epproval. of wife, pride in childven, etce. 50%
Trouble 2t hone -~ sickness ov recent death in family 254
Trouble ot home = personal sickness of supervisor . 2070
Trouble a4 bhome ~ monay matiews sausing friction et

home 157
Trouble at home ~ upbsppy Pasily life from ather

gonses 107%
Pnclessified - ususlly aoncommitiel as to Ffeelino 104

There was no sigeaificant differvcnce betveen ranks in the comments
incinded in this taebles
Ilote: & man is atturslly s»t €5 think of a suhleet 1ike thiz mach more
aﬁcn thun he t21%s mbout it, particalrvly in * firvat interview. It ias
in zuch topices thot inble 1 msy not indicate accurately the relative

Taromtunce of pesnlc's thou hts 23 distinet from thalir sordse.
Althsu~h soaze men weve reticent ns pozoreds theire nriveate lives

any a wery feo apzcilically refuscd to sty enyihiny ebout thea, evidently

CSTuminy o tue ot rd of taw intorviey thrt ticy vere dn w4 Julzzinsg,
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the inte»riewsr vas In gensrel surprised with the fraedom and lagk

e i ‘ of roticenca with vhich men voluntarily hroaghed and disgussed the

("  teple, Among soms of the things that impressed hin vere:

Re
B o
44

\ e e

St e e it o

8, ‘The numbar of sickly wives vhose troubles soundaed as If
they nishté bs chiefly of newrotie origin.

b, The high cost of hespital and medical cars relative %o
their income for those families vho wesre not willing
¥o be charity cnses.

8. ‘That whenever 8 1en had hed paraomsl daalinga with the
Cowpany hospital wnd doctors he wag loud in thedr praims,

dy Thet men of foreiszn hackground buld bory in this gountry
gonarally had fawar« ehildren than those of forsign
bil‘%hq

Table 10
Coonaration in Vork
(4bgut 257 OF GI1 men Flscussed tnis %opic)

 Percantane of this
Group Alscussing

Sub«Tonia
Cocporation with equals - gats it S "W
Goonsration with oquals < fails o seh 1% 408
Gooparation with supsrions - sets it 5015
Gooperaition with suneriors ~ fails to0 ~ot it 500

In this geneval heading ware included @1l gomments that hed $o

do with cooperation in wori, as distinguished from comments on personak
relotions betwesn supsrvisors, although thess are nmaturelly rethaer

elosely reisted,

Poremen a8 4 aroup ran counter to the general trend o somuants

1 and 2, lore of themsatd they failed to ~et cooperation with {fheir
eolleazuss of agual rank, This type of soment usuclly arose out of
inftardewrinental friefion, sa for sxapnle bebtwaen a siece nart and

an ossenbly dopcriment.

Comants 3 and 4 eamz chiz=fly from the love: raals, Unfavorable

gorzent usually referrad to swrariors deslins direoetly with worlers

uithout notifying o conauliia~ rroun and section thiofs,
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Table 11
In*ter’?immg Al yoos
b uh 25% qﬂ, "ezl}f‘mt; dlseuse i ‘t,hiys ‘izrjmieu

“ercgntage of thia
froup discussing

-2

1. Favorable, but quelified with douwbés about validity ‘

or imporbenes of what smplevge sald 505

2, Tavorzble - ustlassified 70%
3s Unfavorable « "pothing i sver doge soout mesifie ‘

 complaints.” | o5

4. Unfavorable - unclassified . - 18%

Approximete % e:*gmzip Bithee ,
Favorable attitude ' o
Unfavorable atbitude | 189

Commants in subetopis 2 usually menitionod the fmet that it was

"pe0d for 8 man to hove a placs $o got things off his chest." Not

fafroguently suweh @ favorable commeni muid be quaelified by a vstatg;' |
ment, "bub you know a lot of thet siuff thet they gob tn the iufamﬁm
mus$ have core from the chronis kiekéra. Soma ofA these guys will ltiek
no mtier how mch ﬁrc:u do ror them, I don't soe that whet they sy
ma&né muche ¥ 'trnfavorai:le aommants wers of various typea, suech aa that
{ntorviews mdarﬁimd the supcrvisor's authority, that theﬁr ware bzd for
morale bhacsuss they made peopls think about how meny complaiats they
had, that thay wers ¢ wsate of nonsy end & horridble axemple of nseless
ovarhead, amd thot the vhole 1den was "just a lot of Woloney."

| Thare soaned to be no great differences in the pemmtaguﬂ
bat7een ranks, exesps in sub-tonic 8, which cems solely from rroup
ghiofs,

. Xote: Further interpretive comment on this topic is included in o later

saction,
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Dable 12
: miru pPlons 1‘%‘},11&1:&@ Z‘-’mﬁonﬁ}
(&Mu‘k 30 ? 1 mn &iaczmseﬁ; this ool

Porosniopa of tnis
Group dlaguesing

Sub-Tople |
la 4o To & To wtotk ~ fovorzhle comment ahout plan 555
. #. Bullding snd loan - Tavorobls comant sbout plan 25%
3. Blick benefits, rsady monay, ete, = Lfavorabls 2045
4s Untovorsbie commants - unelazei fisd . | 15%

Tha only m\m/mﬁ diftorenns bewwn ranks ?::as in the Wigher

narseontoge of forcnen vho mentioned the thriff planas in general,

- ATable IT) Within the gubetopies thers war o gignificoant diflorenca,

Hote: TUnfavoreble sommants vere rather verded, but most centersd
around {a) the decline in &, T, & T, stoek, and (b} the passing of the
wastarn Dlostrie Compeny ditvidend, #hie’h was misunierstood &8 meaning
that there would be no mors dividends on A, T & Tv In the very fow
agases where this sescond comment was made the intarviewer ook it upon
nimself to potat ouk the diifersnie batwesn Teshiorn Bleptric Company
ang émriean Twlephone shoek, and thet probobly the fears were |
ansroundad, This was the only oenasion when he rede any stabement
~bont gompany affairs or policiss,

Barause of the usual dlscussions in Yextbooks on corporatlon
Pinence ag to the dencfits of employee stock ownorship, the intarviewer
wag watehing Yo see whethar stoakholders axprassed any unusual amdun‘b
of intersst or concern over the profits of the Cormeny, He uas struek
by the foet thet sueh idsas never came out voluntarily, although Sher
wsy psrhans be inferev>d, Then a nen os guestionedl spescifically on
this point he slvoys vould affime that betause ho was & atookholder ha

fook a ~rentar {aterest in ssein= thot rork was done sfficiently, bui

UNIVERSITY OF WISCONSIN - MILWAUKEE



B2,

the interviewer falt that this vus said bacsuse 1% wam the cbvious

thing to say 4n reply to the question. TFavorsble comments wers | T
almost entirely sbous how the plen helped men save by taline the

' monay out of thai,&.' pay helorg they got £ ohanes %o spsnd it.‘;ahwﬁ :

Bow A, To & Ta was safe in conmirast with other investments, end how
the discount from the market price was, in ea?z’eét; "easy mOney.™
Table 15

- Tonen i1 1ndugs
{Ahous 157 of oll mon di ssussed this topis)

Parcontage of this
Group Discussing

mSueTopid
1, Trofors §o Bunsrvise vomen 26%
2, Dozs not like to have to sunarvise waonen , 254

3o "Erried woman oughtn't fo¢ he working in times like
thesas,” 455,%

4, Tuomorality exists, Givls get or kesp zood jobs

' because of improper relstions with suvervisors, 15%
S, Tnelsssifisd comments 185

Severdl of the departmants ink mima aiploysd wonan operatives,
others had both men and women, The percsntags of cormenss for the
ganeral topis was naturally somewhaf hisher in these daparinents, There

seamed to be no amignificant difference as bhetwasn renks,

Naote: With respest to subetopis 4, there was a certain mmount of
somment about ithe damotion of one sun-ryisor who had, acgording to
gossip, been sotually convinted of immoral melations vith women opera=
tives., 1t wam only when this was amplified into cherges $hat such
pragtices wore common, or that certain individuals were guilty, that
the comment was sounted, The actual number of men making such commants
was srall, and, the tople¢ is parhaps interesting more in whag it re-
vealad in the thinking of thess partioulsr men than i {ts objeative
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truth,
The iﬁtéﬁxw&r wag rother amsed that sommenis sbout mrried
(- womgn vorking never allowsd any doubt that that every single pirl
noeded her job mueh mors than sy mrried woman., If pressed into
 fuvther disouesion & men wnld vsually edmit that sach cass had to
be docided on its morite and that some aindls girle wars marely
m*:kmg f«:m p:!.zi money, whoress some merried women needed every cent
they conld sots Bub the genersl iden seemed to be that if a single
girl Jost bay job she would bs thrown "onto the strest," and thst if a
merried woran vorksd she wes meinteining too high & stanlerd of living.
Baok of all this probedly lies an ineiinetive maaulim protest agninat
a wifla's “Indepondancs,” and & Tesling that she ought %o .be aontentsd
! |  with whet tha husband alons san earn, There ws usuelly more "stean”

behind this toplc than appesrad on the surface,

| Tadle 14
& , - Interest in siork
| . {about 18% of =11 men aiscusmed this topie)

;’ | ' Parooniass of this
I : Group Discuwsing

Sub-Tople
Favorabls o work is inberesting 657
Unfevorabls = work is monotanous and dull 35%

Note: Vhather the louw rank of this general topl¢ in Tabls 1 is signt-
Lisant or not i onen to question. Does it show that rmen mée not cone
gorned in vhether their rwork is interezting or not, or simmly that theiy

(A attanfion was not foaussed on this typs f guention?
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L | ¢ g o gomion fhing atong mon of long seTvige to sy, "It

Gosaa'y seum 2o 1P I1%d bean heve thai lona, I dou'l knov vhere ths

.

$ing Dy rona.™ 4 murbor of dthers mouhionad the fuet bhet they Talt
lost withovd shele wrk to doy, even in the secomd weel of & 4w waaks'
vagabione X% rriwn:d do be a rebher comonly acesapbed opinion tha% <!
wan vog "dong Lor® ones he rebirsd on o ponsion.

%ose Dachis on Liret sisht might ba interpreted thet men ine
farpad bthed their ok was inbareating, sven though they &8 not nens
tion i gnoeificallys. On Bhe obhoy hond the reader mey reash 3113{: the
oppoulibe ecnclusion, A man my wonday there long yesrs have vanishad,
simly beeause they were £illed wifh xia%hiagmsm His doys osenm iéngp
bui the gsurs ceen 3%0?’!;9 The treadmill hesoras so mwh o pert of him
thet he miogses it vhen ha steos off for a tvo wioka vmc&ﬁééxs and

drops in his tracks 4T he is pub off 1%, pommenontly, The wwiter does

e e vt e e © -

nob Leol aualified 1o argus for aither intorpredation, bubt he gob the
fmnrension  thob mm;r men hed o vokhor geinm sbbifude toward work in

i amterml.

Zable 18

naiona
{sbout 107 of =11 men diseusssd this topis)

Pepasntage of this
roun Discuseing

Sub-Tanie .
Tavorable «—-——WZ—-—-»—«- P ,

Tafuyorohle 2%

“ Inrayorsble sormsata tore not divooted at the nrineinle of
~snrtons, bui were nore with sisnask 1o the enount roid or the time
noesas W Ha ~ot onee The Piesk Urpe oaie Drom men in Lho loves rumlzy

#10 felt thot old Limrs vho hizd served ju~t as lons and feithfully os
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othors vhose wbility had tokew them farthar ware %0 b retired on
penurions amounis, Thay thought that a panslon should be 2 rewmrd Lor
faithlplness sod years Q:»f service rather thon adillty, ad should ve
more nesrly equal fowr 2ll., One mEn ouzzesisd & s8liding scala of pepe
cantarag, the higher neraentanes m the lover wagd gyouns. .

Simtueally, the older mau were more soncerned with the geneml
Sopie of penions, as i8 .shawﬁ by Tabla 1.

Tahip 16

talfare woric, rersoriel Depergmant, &to.
p all iesw di sousaed thgs Yopie. )

Papooniage of this
Group Disoeunssing

mub=Tople
Pavoribls coments 7
‘% Unfavorable somuonts soh

Tha parcentags of Tavoralle dorments wes higher in the hisher

ronks, Unfayorable sormonts appeorad 4o all mmnks axcept foremen ansd

ware mostly ip the noburs cf‘dharges that the personnel denartment ws
U4n sahoots” with the forawen snd that 1t wuld alwmys side with him
and amins$ the men. This wandengy exiaﬁd, it vwas smetines charged,
by the facht that Personnel Deparituent wrlkers did not regerd their
Job ae a permenent one, Minug they naver knew vhen they nisht de
shiftad baek undsr soms foremsn they endeavorsd 3o keap in the pood
grages of all of them,.

Sxe3 men comnisinad about tha fact that the Parasrnnel Lanorie
ranty wars semrate In £osi braneh, and that it wms almost imdossible
to zat a treasfer iato anobher dransh since each Feorsomnol Denarinsa

1ooked out for its oun neonle,
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In addition to reading through the interviews to éﬁﬁamtn& Mhat
wag raid, the writer fn soch case formed a cartain generel opinion about
the men. These general idecs naturally were forsting as the actual work
of interviewing progressed; an atbenpt has beesn mde to ervyatallize them
in the ﬂoﬁcw&ng tables, The number of mn seon s not so gresd but that
the writer tonld recall each face 2ad sach parbicular meeting, In only
three or four cases wes the individusl so eoloriess as %o leave no impression
sxaept vhat had bean writhen about him =3 the tima, This fabulation attemnts
o take into aeeount the mmny infangible fagtors in mamner, bearing, and ate
titude, and the indiveet meanings that are slways present in say conversation,
The reader oan be givea no objesbtive data to check with this, &ﬁd his 'agméu» '
ment or disagresment will heve Yo be homed on intuition end hix own common
senas and experiense, The writer makes no olaim fo ommistience; thers are
obviously meny wzhw' eategorias that mighﬁ have besn weed, 4n opinion vas
- tormed :)x.x svary mom; conmequently, the firsures reprasent percentages of the
total number of mem. .A4s fo whelher this rives 2 Tair pleture of gll |
Western Llestrie Company supsryisors, the meder should remanber wo
Lagta, | “

{a) that these men wors from the opsre¥ing bransh only.

Other interpratations misht ariss fromstulying other
brenghes.

(b) $hat the $oial mroup was rmde up in the proporition of h

20 foreman, 18 assistant forenen, 44 sestlon chiefa,

and 65 group shisfs,
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' ,plawr; & man will %m ”thm thing Thay happemd is beeansa this one mn

| 3%-0 '

butter. It io an mhex'ﬁnt aet of vaimea which sre dorived tmm & aez«tain

aaem;i envimamm, ana aseameﬁ nore or less nnguestionskly. ZIven in mm-e

£

‘(w gmm o msn} doesn't 1ive up to company ;mliz:iea. The company is

wight ~ this man didn't 11*9"* up o i%:a idenl).® The ”cnmgany’* end the

"hig hnsaas" aiways tmoan wellt and “do t‘ze right thing as fer as the:sr
gan™; ’zmnbz,esr arassr heem;m of hvmwzz weskness in their agente.

m“ megpmﬁee of the amimmm% peems to Lo mzsat- noticechle
in the m@w san~born of Lid»—Eumpean ?aaekgmum. Evidently, they 'zicf:e.;:'h
conpledely the socisl voiues as‘ the new culbure, end wm o? them ssem ’#a
have m Tew ddems of thelr own thet one mon&az-s whether ‘izizay are ﬁeazly ’

armmuazs ﬁ!s“al}.ﬂ Sometires an in&ivianalist w;llz. be & *'ysa man" be-—

h emma he $hinks rls g:ami policy, but aama cf these men are yes mem bﬁeauaa

it never asauxfre& to them to be anyt}z:{ng ¢lse.  In their extreme form

they are very difficult to izzﬁarviém Sopisl comaunion to them evidently

means mibnal action of some sort. People "get together” tut this means
'i‘:ha'é f;izay nust do sonsthing tagether.‘ How two ;saayi’te eould sit

for un hour spd exchangs idess is bsyond their somprehension. 60:13&.1:15&%-
1y, when faced vith the interviev situstion they wait to be asked definite
questions., I these sre not fortheoming, they sit pessively :nd even
verpe on Zalling aslesw, or, if they ore more sensitive persons, they

get cxbrevely uncomlortable end even go inbo e state vorging on penic.
Oree put ot thelr eace they ave apt to tolk shout vhet they Gid, some-
times sboul whei they felf, almost never aboub whet they thought.
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On the other hend,. ‘Ehm!# were plenty of inﬁiviﬁuaiia‘ks fa bt :
fzsmx& in this grauﬁ of ‘mm Some of them went so Zar in ‘#ﬁis ﬁirmtim
g8 to lead setual double 1tves ~ this heading hes nothiagg to do with
thedir domestic situstion, bub :m:éx*s to their own mrl:i and mmm.
Thore men felt that they never wanted to be completely dependent on eny
one grmg or social system; 'thé*s' hed to assert their i‘nﬁ‘epenﬁencc By
bewing sove sort of business or other vitel intréreaﬁ of their owm, in
edaition %o warkm,fai‘the cmany. 41though this was mmiiy markcd' |
under the excuse of finsncisl .’n@cass i, 1 do noy believe ihaﬁ this wes
elwaye the p#ﬁaary QEIBS. -

Extreme individualists sre also apt to be diffieudt o im~

. kepwisw. They may resent what they reperd o8 on attempt to pry inte

their own affairs, Unlike a completely socialized percon who may mot
ens that §haxa is awtmng to talk abm; they will have piez‘m of |
%:hm# t¢ say, but won't went to say %h.ém. Once started $hey have
%o be yuéhad 0&? of the office to allow the next men o come in,

~ Thare seemed to be some differsnce between mi.zka. Forexen
were shout evenly divided between socielized and in&iﬁduaiiaﬂc types,
but the lowsr ranks, pertisslerly the section chisfs, seemed to have

& higher peréentege of the socialimed type. There are iwo possible

. sxplsnstions znd I belleve both have a besring. One, that it is pos~

sible thnt the individualist, if he bacomss intexcated in his advance~
meut, is more apt to get himeelf in line for promotion in some original
weys the other, thet the old time imericsn or at lesat inglo-Saxon vorkesr
iz more o1t to be individumlisscic $than the Centrel Zuropesn. MNost of
the 0lder men ars of this recial beskground (Twbls 17}, and merely by
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the ;;mem of zmiﬁﬁi# might bewe torked themeelves ‘iﬁa‘tkﬁ Maher

renis. |

: *.am our Jity is not negessarily direatly correlated with
FRUCEES A 8 mpex*wiéom ﬁén of &1l prades of ea;zaﬁtx aweamé i
mﬁ; Iypes; nor 18 one to assume that s?aa;yo_m Pells clssrly indo ope -
type or the other, Vost :ganglﬁ wilil bé & mixed type end this mey ‘&qqa@t
for the sort of divided ottitude, vhich showe in reny interviems,
fomazd “the compeny™ so P amiﬁl amim ost penyla both like oud
3ieliks 4o confoms. |
- TARLE 10
Sucosss of Adjustuent

| Percentage of Mem Intorviewsd
le Uell sdjusted | o - | -

Z» . Meledjusiment - plocement . o ‘ &
Be HMpladjustment ~ seurodic - .‘ L 3
4. Beladiustesnt -~ Psychotic ; : "t

;?ha‘kwer ma?}s types of rga-ctien $4 the r:@m, éne‘ ey eithexr
f0il or succeed., The above tehle uses ”g&iuamn’t” in; g puréﬁar éregmﬁa
sanse, & man e Miell a&gugieﬁ# if he is getlilng on #&tiﬁtacﬁ«éri}m PEY-
cholopicslly speeking, with himeelf tnd the vorld, "meladjusted” if he
j= feiling. This hes nothing to do vith meterial success or dscres of
intelligencs, nor does it infer that a well =djusted man is meking the
utmont of his potenticlities.

In the three typee of naladjustment, I have tried to distinguish
in ¢ gfenersl way the caumec. The xmn who is obrvlously the "square peg In
a round hole™ has been put in the placement group., ZThis doez pot }sm
th g1l the well-zdjusted men are fdeally plaoed to meke the ro=t of their

ghilitier, tut 1f they ere not, st lesast their position ir not ccusing them
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sertons distress. I consider ss “nsurobic® mem who axe in distress becaurs
5f their own ettitudes, and thet these stéitudes ere the Tesmlt of thelr
1ife hickorys In sone csces they might be helved, bub 1% would have to bu
by iﬁéﬁvi&a&l &%ﬁﬁﬁiaﬁ ond on the men's orn i;xiﬁaﬁwé. | ?I,aw or then o
would be the lest fo adnit thet there wos enything wrong nith Zhem;

the %mnﬁ&a,' -] ﬁzey é:ea e i m the vorld or in'mw reoplc. The
lest ond very smell group consfets of men tho have peculfar or une

fortunate sttitudes erising from imm or mental dizense -m‘iink would o
raguire ﬁhé mienmmar 8 paysﬁiatrm; rathey the.n & pm&qlegiﬁ . |

‘:i‘iwy azzé f;:a%ina alazzg all' right 8 1ong as no opeciol sbrain is put

‘on them; if it vere, they would p&baﬁlg break down eompletely snd

lend in & mentel hospitele |
There i wsdommlr & relaiion between & man s outside life

end hic conteniwent in his work which showsd up Sn these interviews,

By outside 1ife T mesn not only his Temily w:ﬁm:iamliigs, but izw en-
tire spoial resai‘ty %o which bs relates hinself. For exemple, it struck
oe tho’ men who had & definite trade wers spt to be more sstisfied and -
contiented indfvidusls than those who G4 not. Perkaps this arises from
¢ feeling of reourity - they heve lines of loyalty that do mot depend on the
compaxy slcne, They have served mpprenticeships and have been ascerted
into sertein other cocial groups thet involve their siork, quite distinet
Trom the company. lost of thess men nov repudiate t&a&e unions 8o being
mn by gangsters, and thelr loyolty i=to the oompeny. Buabtheir
feclingn have & certain maturity end sanity about them thal seemsd to

be lacking in some other wsn, vho hed no pertioular trade, had nu'étr
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ALl their lives in the Ghicago erem. Same of this type, without being

definitely nourotic, seem ifsbr me to make unressoneble and rether infent ile

demanda of the awp&:ﬁyo:‘ I% 48 o them, father, mother, sooiety, end

.atajte, eXl rolled into one, and they seem to hove no obther rocis) ex-

pericnce againsd whiaﬁ'i:o oheck Thelr demeuds. If the compsny failea

them, their vordd wowld come to & ende

. TERLE 80 | -
Atbitude Boward Interv eWw: Approximete % of
T ) Yen Interviewed
1ls "Got & load off their chesta” A Between 5 and 10%
2o Enthusiestic cooperation {excluding 3} ‘ 25 ' '
- %, Neutral B o 45
4, Csme out of & sense of duty only : 15
B, Antaponistic, changing to #2 - hbhouk B
6. ALwbegonistic, =21l through : - Lbout ©

The man's atbitude toward the interview is probebiy relsted to

~ ‘the type and suecess of their generzl ed jushment H aameqixenﬂy, 't'ha» ebove

teblc has been introduced ob this point, The six different groups divide

the ronge beiween those vho welsomed the interyiew as & chanee to blow off

‘mocummlsted steem and those who were entagonistic boward it., oOf couree,

the group whose members‘ wade no appointment st £11 mey have included meny
of the letter type, &8s wall as those who were merely m&;ﬂer‘ent.
A Mnt not imequéntly heard went smgthiixg like this, "I
don’t gee vhy they wented to interview supe-visors, I think the plen is
& good one for the mrkar&s. beezuse they heve no one to go to vith complaints.
But 2 oupervisor hus alwsys got his foremen fo po to if he bhas :ay kick.”
The pencprel opinion eceemed to be that the rorker could not get the cabtise
faction out of his group or seetion ehie? that the latter could pet out

A i et e mm - =
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| ik
L - é.f: his forumin, end thet no other adeguate fea-emw&a ﬁas open t0 him. They
( y wiould not zo o the ;seraannel &ep&rtmnt oz feaé of antégmizin& the |
 EMTRIVIEOr. o | N ‘
| I% ves mrimnt *&xmt m SO ca.,ea the “un@mimzsa felt thet *"hey
ware in the ness *psaasikian ag these war}:@m, and %:hereﬁ?we w@lcams& the ehﬁme
| to be iﬁtami&wﬂ; 7 | |
| E‘I&u:c'aim mﬁivm&a}.é would bend fc £elY in group 1 or group s
of Teble 80. Mot e}l those who foll im group 1 cmzi:‘z “ba eonsidered neu~ |
rotie, hcwewer; |
zzhz)uf tha only ‘ﬂiffme:zce betweon renke thed mﬁr be aigmﬁcan'b
o in Tatles 3,9 mnd &f} is vith raﬂmat to ’tshe hpedebent "‘aremen. It zeems
. 88 if in this renk there wes a E&bma?fhﬁ‘ﬁ hig,hex* inei&eme o"r worry and
aaumtw tmu_h},mg ané -1 mea ey pmgcmio:x of men wha wera glad af
 iho ohenee té unmx&en thmalves in the Interviev. Ehé a‘mall number
of ass*ﬁsant foremen seen (1&} mey be %00 amall 8 senple on whish to

meke & generclized iﬂnu

Rt e s P s e oo e it S

On the other hend roing back to Teble 1 it will be noticed
that & highex ;ﬂamen*&age of the asslstent foremen are @xawcupmﬁ vith
sdx:anéezaent then the other ruanks. I8 1% not gsmsible thet the acsiskant
foremon may $4nd himeelf in & aLffisult rosition with respeet bo his
dines of authority (nd his persons)l velstions 2n his depertmont? The
foremen is the recopnized head of the depsriment; ke is spoken of &s

'the ©ld nan” by the reetfon chiefs and pgroup chiofs vhose reletions

7

toward one another ars ~ore thoee of bLrothers in a family. The aa-

sistent forenon, howevsr, ic neither guite the hesd nor quite the
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S ' ffiub@r,éiaﬁ%; Hpreover, to carry oub the family analag;m& ‘ki’ﬁtlﬁ‘ o i

o o furiher, hic close miation B0 the fmmman mey be of the Pathep-
Eovorite zon %ype, with the natural. iﬂtemal econflict that this m~
plies. FEa xvi:ll fecl affestion end loyelsy to t-ha Forsmen and wa*b

g will vaxs o got him oud of ma vay in oxder to shop into his shoess
| i’?"nﬁ:gsp wiil be mey ivvel tonsl feobors in thin relationship mch deepex
Shen %;‘z‘m shated &i‘*ﬁ’muitms in ‘fﬁ;s?ae logieel set-up. Apsin referring |
fudig m the content of éha mwwiawg, in tﬁable ? there ware more |
Ansd si:um Forsmen who made m:mants of types 4 ané Bo { ”Them TS (mr
[ R .Mu} one m&m who has H; in for me” “ihare ms, {ox iB} one man m

von 113::& & m*bhar o me®) thma axny Mhe:r ranite

P

MO E em g N e g wia  Aoritte S WL T T
.

| I kelievo bhat r'bhare is elso & feeling of repk thet ia_»
somevhet snalogous $o the aii’éeren;ee betwenn aemiséieﬁa& and Non=
~ cormissioned offiver in the omy and Navye Croup and #eatian 'éhi&*ﬁ-
t‘*x nk of theip iaasit*imi aﬁ"h}mt of a **mncm“ hu‘k sn asam‘kaxﬁ: fc:m—»

-

mamhig is regarded as the first shep in %he real axecmtiw ramﬁao

* Gonsequently, men vio teke this step have Ziar:b the ranke of the sub-
a@ﬁim‘bes end yet ave atild on triwd by thedr supawmxé., vho may not heve
‘quite sccepted then, Some such Taotors mey well have n part in pausing
an inerecse in irrational prececupetion inm this group.

"Intbueiestic cooperetion" I defined as an ettitude of whojie-
neertedly welsoming the chence to be interviewed, without this implying

thet the ren hked & perticuler gprlsvonee or preopcuration. This group

Ry
o
e b

" &4d not &lways inelude mem who talked fresely snd sasily. MNeny rether

intrtleulete persone secmed genuinely glad to come downe JIn o feow
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gases | was helped toward forming an opinion of ‘& man's a*t&:i%uda by
| slips snd meunovisms vhich might seem irrelevento :ﬁ*&? exemple, vhén a L e e
o men aredives 16 minutes 1;1’1;3, rofueas to Jet me shut the émr to my
‘ | affice, and refuses te smoke = proffered cigevette, aixz.y to puli oud
Iim amvgaaim&a {of the seme bwand) 5 minubes laber, I may easily feel
he Lo net genuinely gled to be thers, ax;d will depsrt ss coon an his
iden of politeness and policy allows him, even ihough he iz effusive
in his praise of intawieéwingu on the -.uthéi hend, ac}me others, even

though thelr monners mey nob slweys be so effeble, arxive shesd of time

Y IV

- end stay fox vory long interviaws. |
In the thin;ﬁ group of Teble 20 X plaped those who hed no
strong sttitude one ‘ﬁay aé anmher; ir acked an épmionﬁ. “b‘h»ay'#@uml
| a:!.me’a*& al%m;m express 'ezi agzsr&vé; of 'mﬁaévimsmga zn the fourth grm;s,

. Bra ﬁh@zﬁ w7ho seid or implied thst they ﬁmldzz?fﬁ nove coue }xaﬂ the ﬁx*a?-

R PRSI

grem “mt ‘been & company policy. ",{‘hey_mum deny that they were enteg-

. onistie or :éuapiaiéué, but conldnt*t see the poind ci" interviewing '!:hau
'::hen *bhay}falt they ‘imfi nothing to BEYo The lesk ‘%y;:e :ixzslﬁdas’z'm*x who
steted Sr gla;ﬁly inferred thet thoy were auépiéimﬁ of ﬁh& motives bew
kind the inberviewsing plen, or thet bhey thougt +he whole ides was 8
lot of bunk. Some of them, vhen I simitted ignoranee of thelir yérticnlar
Job in the rphop, could see no use in felking to me, and decided thet I
wap gn incompetent theorist who lacked "praeticel sxperience’,

Eome o thege ondegonistie pea';:}.e- ¢hanged thefr opinion in
- the course of the interview. They evidently hnd expected it to be a

sort of exsmination, concluded with a leoture from m2 on "how to be &

surexvisor”s
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On tie other hand, come younger men (all of them of Polish

6T Bohenden baeground) stated at the end that I had disappointed tham

becovas I pave tham no &e}vinfs; “They inb Imated that I wes a i‘wnyiﬁ,n&

of a "nrofeacors” Profesgors uere sunposed bo give leetares, and they

ad sors maﬁsf o toke noboa,

A Tew man swrprissd we by explainirg to me Just how I gob

Shere and ?s::;za':‘s i wap rmpposed o dos ’l’he‘ir ifeq was that e Corpany

| hag olready twied *f;a Intorview supervizors Dy ﬁavirw eondepss @;s, but

s&v—-«#

that 1% va.,, Dound, fam’?* ”ﬁawﬁ ime}wia ing” &13 Bhis bype was unmeeess~
fule Tam mu&ﬁ nod mﬁx'wee‘m hatausy of ?:m ymsamaf of othors;
eonaegusntly, © w had deeided on inmdividusl sonferonces, ang X zm
o358 amec el as the sonforence le&ﬁ&m |

’1"{-, mig;ﬁt be ?!&11 at mig no:im o ’cm? To in“—azgmm %ﬁa g;anm:‘al

: ai;'&im&e of *@wﬁwm toward. immﬁmiag an& emfmmam Iata:*—»

viewing in regw&a& in twe :ma:m weys, as 2 rethod of faet f:inﬁinw and
as a plrm szélirsh‘ 1:3}.0‘?9‘3 u‘orkmm m foet things o0ff thelr ehas‘!;. The
swm ides regsives more a;;mmval %hm the fim‘f., imt fm: ey seer to

sbe Hab the tw idcas 8o not pacesserily go %age%har. If an emple:ree

‘ vmb&rﬁem himselld s intorview &nﬁ the s ta»a::vnta he nokeg are

frrational or exagrersted, he is escunsd $o be & chronic kicker anid

the intervicm %y have bessn a masie of time. "It's pood for a man o

got things off his ehest, but if these things are nob trus, the felloW

must be 00 ruch of a nub fo mske him worth bothering sbout.”

A very Ter sunervisors hove asized uon f{{hu wnfortonate idem
of iIntervienins~ nechle as e rew way of roming infomction oub of
e whichi thoy would not -dve 1L aaked dirssily.

for exemiile, by a Lelgned interest in o man's

e e e s+ = 2
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Family lifa thé mz;mmﬁsw trien o discover whother his wife is woﬁszne; L T

oy mﬁ, i’éa&:‘;zxg *i:i;fx:t SHOD iﬁ:é‘armﬁm will be ﬁmﬁi %o him in giledm
peopls o day mff. Intervieving m then weuns inaireet qzz...xtiﬂnizsgr in
ovder *&a eateh perple. | |

in gazzax&it howevol, the a‘z;ngigmrs aia content to leave

Intervieving o men espedizily cseipned %o the job. Toers seswed %o be

13 By feeling thet such a program vas ’rzmiﬁiﬁting vith fheir ﬁnﬁ&aﬁﬁm
| althowsh o few old tiners safd this. o

Axe the&;r attituds imard conferencos man shovesd wiﬁa d:!f"'amﬁeu

of optnion, but the m&iﬁ.“iﬁiﬁmﬁiﬁﬁ left gecme to be "Ons shouid be softe

. beiled instend of hard-boiled, ove skouid lead inshead of &ri‘mf"v Thasw

ifeas arw sporoved or repudisted, seording o the tyoe of Dol it does

net seen W De i;ma thet the coni‘e’z*entms h&% stimulabed pertal furiosity

5 why aaa ;le aot or fa&i in wertaln 1ays, and what the sigziﬁcanm of
'ﬁliﬁ zﬁiﬁuffb b&l

The syerage su, eryissr is mt mtares%% irz ratcing gues-

tigps, but ju Alsposing of them "They told me that a zav goled his fare-

men becsusa hile pravdfoiher kicked him when he was tme Joavs 0ld, or sae
such idea. .21, #wen if 1% was true, what of 137 I've 0% to do sames
thing with thess hirds.”

Tany men @aid they oot naw Moas 8y to how to horndie -p:mblem
gases out of listening to the disrussion. Others sald thuat the ehief
bevefit of the sonforences was in tmeting supervicors frem cther de-
partrents. “ .p. groyy that included some of the most intclligend 1en smig
that the restings ware dill and the ruterial monotopously sintlar. im

san be sesn from Table 2, alout 784 of the scments sxpres-=3 spprowanl,
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‘ , ard 1 the toles aboub ths old time he:r%mi}gﬂ ’mémaean 1}5 believed, | T I
; | ths a:;wfcmmas nas G lia?;z: had én Jamei!;ieni gffeet on gencral z‘:m'é&a.
{ Mihough rory wen kave afopind rerely a rew seh of maxims instead of &
} ey nethod of thinting, this 'my will be the first sbep buward shinmadlgli-
t ing Ixtellecbual curiosity and gotbing o real underetanding of obher
i pointa of viete The now set of maxivs sloug zma’%; be cénaiéam& an o
3 sehioversnt, for many seople Will always govern thelr actions by mexins
; izssz%aaa of thoughk. | |
L% may be interesting to oo bighew srecutives to krow that
; vhowerrer amm zentiored the hranch mnmmneaa at which the aﬁzsgrmtwﬁent
}“ g«;m:skay 1% a;;ﬂ:z,:s a:irc:ua with approvals - They aﬁaeﬁ?xy valued the chanse B " » .
i see the vhole branth topsther and %m hear thelr mpéﬁmw&sﬁm Tush
} &3 e foremen's Job bas o certofn symbolie miué as bead of a oPOUDs B0

the superiniendont®s Jjob takes ou certain avtribntes that ray not be mo

shriliiog in the idea of gemeral foreman oY assizbent superintendents The

w@&:ﬁn‘i&an@aﬁw neain focuses the idea of head of 2 _groun, $hig tme on
4 saeh pove grandloss amim |

#5 thip voint I am pofvg to add some further speculative
tsbulations about these men's business abillty, hobits of thouwghd, and
thelr chvnes for advan ermant; I soy spepdlative, beeuuse I showld not
have the demordily to suggest that I know everything shout a strangerts
el procssses mnd could Juige accurately of his corabllities Lronm
an howets convoroabion, yhen I had never seon him in scetion ard bhad only
& guetely idca of tha tachnienl =ide of hie Job, Almy, an inorticulote

prescn wky a0 nboolntoly corvest fntuitiore and tho poted succesafully
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on then might appest ab o diskdvantege in an inverview. However, I tried e

not W male neve isability to express experience an importon t eriterion.
»Ifb‘ fogs pesn to me %;m%‘an intervicw gan .shs:mv z‘zf)a man's ability o
thinl, % generaliszez, and o ghobraet, ev;eﬁ if hip -veﬂ;a:i‘. expression E ‘
iz fasble and his fomsl lo:ie mom-exisient. Thinking and abstrecing
in thie éamaé; m;r iﬁa Intultlive as meil as ibgifzal.. Thaoswy aa?éaities

L fpied o measure in the followlng Table.

Agproxizate .ot
| |  Hen Intorvieved
l. OUapacity to think ua well as set : 355
8. Tepacity Tox acvtlon ouly . ’ 4%
Z. Unclesstfied | - -

The pereentage in group 1 Ineveased directly with rank. The
pereontogs of grous 2 was higher in the Iower ranke.
Ilsp in group 1 ought to be abdle to géaemlize on bhelr eperienge.
They ought %o think in ‘tem of relotions lnsboend 6;5 absolute e’ crorios.
It toced with & m situation, they could act intelligently without having
o be given minuls &iréc:mmsa The bettor pen of .thiﬁ aroup éugh-‘«; to he
able o rraduste into hicher supervisory jobs where thelir lives will mot
deal diraotly with thimé, but with iﬁfsas; sonecepts, and cersonalities.
I\?en.:tn' eroup 2 I considered lacking in thess gu.liticss This doss not
inea.n thet they wsre bad su.srvisors, sartiewlerly in the grou» snd segw
tion chief levels. Iub ceritainly becinning with the formman’s job, &
run ought to boe able to develop sos thinting capeeity. Thise forsmen
who seecedl 1o loek it were prececupied with the tenuous n-ture of their

Job, with the rmas of renoris, records, and statistiss which were an ir-
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HMbablon to them and thieh they onsidersd an imposition. They could not

1 O ae» hay sueh Shaze wulr:‘a im of iy uae - they mn*‘cé&' %o be abie: o see | |
j - ani toush the mathines and talk directly to the mon. Their sbordinate

: myawimrs 'a:rezfe apt v conolain thad they went over tuciy hééﬁ& “:ﬁim@

: B0 tho wen o every 1ittle thinm that prouy ond sechion ehiels hﬁé o

* | resl owiliorlsys %2 euch non were provoted highsr than a foremanship, I

i should thirk they would gob into serfous A1fficnitles.

Iei p.a*f‘ﬁmpﬁe& o sebim-te how rony mem' bad 2 business man's R
roint of viaw ii}. oonpection vith the oporation of their departments. ;
Busivess ipprozimate b of
Lign Irforviewsd
% - lméz’es‘ﬁ in gonts , 405
| 2. Ip iaterest in cosis - o | %

’, G '?ﬁ&assﬁ‘i&:@ \ - o ' | 50

f - ‘ . . Tha voreentase 1n grovp 1 inﬁraasw fiim%};;g; with ran mﬁ in

grous 2 was wmeh higher in the lower rankse

| N Tan in rouy 1 hed at least an interest in, if no% an cecurate

m:ﬁ@t‘-.ga shoud the ecost of production in thelr depariments ;:‘:m& proup |
ard seaﬁﬁmi shisls of Hhis Sye aﬁm:iaﬁm& thss they »nw:;% sgw the budeets
and that *&lzay rever knew how eir Separtment stood. 'z 4n glour 2 seemed” |
o heve wo Inderest iu anylhing exeept dedps the rodquetlon end of tholr 3;
job. Budrote ard quelity shanderds %o then vere Teraly Toguiranets of

renspement. They yecily hnd the vievpoin® of on unenlischiened wmorlrer ine
stecd of an eeentive. ‘hen They eriticized thair poy, they alwoys vanbed

€3

1o maben malsed, witloub any specni~tion chount tho labew cost Jor unit.

Inscrest in thls tyre of thing c¢ould, 1t ssame o vs, be

-

e ———— s
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stimulated m{fa than &% :isg Wpe o tyo conferences exploining the ﬁew . * -
; Lo talls of a budzet plan or a K order system wonld not be ewugh. Could mob | |
@‘;m organization amc% ageovndine sebeup allow 2 mous or @es:x:-mmews Loknow

mw it mbonds mih respest Yo prolit making from rme period to another?

.’é: got the mmmmaﬁ.m that o fsir nmiaew crz men b.afi more interest apd wriw

) am*@ m thig sm‘a,; ey than the scompany gave them chanee to sotinfy, ﬁma.

Pt Tt
*

thnt it mgh*b $o be tml sivatod.

Thera ey be sone wrmla’biozx %:aet**esen these last tm ua’b:‘ma. A

T N et o o o i

- man miﬁﬁ no mme:%y vhabover for @bﬁtmﬁ“&i&ﬁ gould sot urdersoiand s ¢on~
cent such asa Ws*is naw zmiisa ih &m;r PEGE . X i:r:mé‘. o eanbire mm...,a L1
arewsima, glong with the. c&%h:::m* im;sa a FTinal esidmotion of how Dar a
wian Bishh progresse | | |

{ B \ , ~ Choneog for Fropress Appmgimfate % oo
Lo | | o S Ten Interviewsd
- 1. Unlinited fubuve o . & .
P \ e Tro pteps above proseack gm&a ‘ i .
3. One step chove uresent grade 0
Ze In place now, gould herdly oo higher 40
Bs Jraady sragoted beyond hic capaclties , 16

The povgentare in mroup 1 inereased dirvegtly with mernke. Zhe

S

pereantass in groud 4 semed o be hisher omong foraien and gection
ehiefsp If I bhave pecued o bs unduly hord on them it is because I
thinl ot the steps just ahocad of them are rmeh greaber then frow a
grous ehipf o a seedion chief, ox fron an Zssistant foramanship to g

foreanshine. Daeh sromobion decands mob only inersasing lmodedge hub

“

& change in :nint of view, and an Inereasins ebility to g:pomlize cnd

abstragt. Al these two cteps the ehsnres reguirel ave parhusrs groabers
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X iz
On the othor bandg, it srTis o ne %‘mt ro¥sed ea mﬁmy ig gaﬁting s
T WW" | - abend, Prom the Loet timt the ﬁiggher the roplt the gresbey Lha ym;anrﬁ lon ’

! L o w:?m'f’;zfs'ﬁﬁi‘ﬁg W% {graﬁp 1)

, I nove inolied in $ho lest few w{ges shat vhers mxsé pos] dorabl o

3; é.:ﬁ“!zram@s in wenival ghim&‘sy avd in potential gevelomucats, og dstinet from

dogree of foimal @@mmifma It soms Yo mp thad *‘s}:.aia‘: has on lmportaut of-

g Foud on the suservizory sonfercacess In cny larpe gmm;; i&z ST e 'zzslmsfé ’

f , , |

| . b o wumber of men vho conned aboorh any further draining, and yeb ray 1}?5?"“ .

; Tomm salbisFootordly the Jobs 10y BOW Dot ?érém:;& ‘i;}z.a‘ only kind of sdu~

| sutional work they need is of o very simple sord. On tho other hend,

really outsdanding men vay be bored if thay ere ewmegied fo wwrk ina

N T L

3

weaiping evures with this other tyow.

Bt

The aveeoss of @ z%»méamaﬁze that includes bolh types vill é;é,pana

on its moterial acd the ghill of the leader in proseniing ik, so that

.
A p———

each ran zebs tore illumiration gecording o hie own dogroe of intelli-
LRI, ?m’ﬁ:ghl:;‘ the digeusalon of gase maberdel ie best adepbed to this
DT 28
_,g, a funiher corment, 1t Sam 0 3 thad the whole ares of exew
mative T ining reeds cpurdin.tion. o meny men told pe Yh b they had J
paen on Tiraiping courgas’ of varlouws corbe thot I couid never gob them

oAl gulis stroicht, or deibemine tuelr purpboe. The "operating resulis®

ard ot eash one obher tyoe of course sesrsd Qecismed fo pive yan bechnical

P Tmyzledoe inm mary dAspurtncaise Ine parconnel doyzriment s regzarded
3 )
ha rooe tralning eowrse, ard co wag inberviccdnrs and tonfercuce loading,
. re sezsd o be warlous obhsr vare dn whleh mzn thourht ther Tors Lew

UNIVERSITY OF WISCONSIN - MILWAUKEE


http://rs.sk

P

e~

RS

—~y
)

_&é‘

izzg "yrained”, through ‘amiamng sote exegubive or in bezix’zg ghifted
syound to mew dutiese In aléition to @ll this, the Fawtiorne Club
gatrigs on erbensive e&maﬁiﬁml nér’:{f:o A1l these éﬁtwt};%es :siamafz o
be guibe imagsmen‘ 28 vardloted to sach ather ad to 'ahe .amemfisaw
eorforenges. £ gathered that all exeedd the general ﬁa:afe:isemas Were |
for outo tandiog men, bub some of the "graduates™, who of course were
:lméﬁ % dn ‘.@mg:&amt shout neb ha?ing; been promoted ofter all théir |
‘ tréi:zing;, eoutd herdly fall in this vubegory. ain&m&', sames mzﬁmvisom‘
| inﬁi:zéxe& that *rr.m were seud o tbammmel and :zmam:amné, dwarts- |
| rents lfa}a training besaInG ﬁshgy wre pmmm pusss m'zé could thm easlily |
and %:awhafmy be a.wmasa ofe think that & rather tmaﬁa: ental quas~
‘ a’;ian of mliw is involved h&m-wta mx'b axtent gmwmﬁ. &n& rwmﬁ
ﬁagmmw‘ts amuﬁ& be znnma by men who will i&bwg &wmmw, get back
irto the remlar Iime. ‘
I seva rmv oen who had b#m inmmiaﬁmm at mma srevious bive,
They zm.%es a0t 81l of oqual cskivre, but ineach case geaed to have b
neftyel by the m:miug. | | | |
‘Thsse corments zre m&e zzot as eriticiams, m‘:‘ ca‘ﬁraa, bub am
suzgestions whieh noint tewarﬁ the ides thot someone of zulfisiently
high execubive rank mipht Sfitably meke it an important cart of his
Jcb, or even his entirs iob to cadrdinebs and integratse these cducvational
antivitics, o degide Just vhub tywe of men the carrany o Trying %o
reach with each tyoe of training, to plek & gioup of cubstandinn men
more carefully, advance ther: as fast as thefr sszacities allow, and

follow Thew more ¢losely onea they had shoriteds There pould goxhaps be
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_ . Eoves rshaz*:: 2 flgarinine Jm; and favord maﬁ and o lsasened enw o -
' L) Phaasls “oeddivg onossli”, LT mea , Imen that .ssme high enceviive mas ;

peraonails iﬁt&mztﬁﬁ in them in an wnbiassed ‘i:a;,r, and

chanes of prowstion was not ouiively ﬁape&lm*a on their irmedinte fovgw

9

b
_
;,:;1

‘ . ghould bo wramwbod os Dush as thelw e\;maci tles allove

mane I do not Fmey ‘e what axbent this labisr rmmtim i 'bfue;, but: , i

et their only | |

oot gon gerbainly sesw B ihiuk That their lmkeldiate sw e:rwro eontrol. I

inl fhat it de 2 pavtlenlsdly importont sodnt tmb mﬁ

; o ' e whe in ;g:g.ew =3y '3:*31&&%; grd thon sllowed fm sharpaie oo long on
| ons jeb Till kome thase wory euelities for whieh e wus chorsme I sow
P & Por mmn Tl ‘mc‘{ B “»nne sous® and o had mazly rede Hhemasives

*

fnadidsitlo .,33* s ﬁ&m wmm;.am ‘*‘ixeir abbitude wme oot to Yo mm*

- talng iive this ay uged o be il & mmﬁ wp ower my swerl.  They tld

me I ues o outstunding mmn, Duh re throuwrh a tweising course and then

BRITed e to this J0b Tt on now. Bud it doasn't seen 1o hove mpiten

P EMEOATTR.  heaever :f:, bry B0 geb o move they say ther nood me hers,

I fon 1‘3“”"”"”—‘ e 3t pavs t@ be too. "'CM % Joun 3@%, sé'cm’}‘l eo% frozen

e A% 'S?lif%q

U giurce the eviroce spoad of promotion is £0% by tho sine of -

1

Phe e oony, opoed of evpenslon, numbzr andl age of suserlors, and sinie

-

ior footmrs.e Dub this need ot awke 14 resensury thet o3 Lpdividuwals

@ cérencs fn olose eonfomily, with the averarss '
Iy corelueion, W% geemy o ne T b sare af tho ehie o utlond
v feal oo thig rodcrial visht well be dnvestioabsd Morittor, Ther lue’
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iy

of 2inw? It iz evidant ¥mt I ewm inferring dun mighor

Ay

any Touda

volve the serporsl yelstlons surcounding dhe cupervies.

does one develod & oanaolty Bo b ahsis:;ﬁat. g 'genam:z imed thinking

-

e o, "
Coins towm

(- ghout  ersonsl pilmeiions? I"m’z is this mia*%:m to. mendal &wimmam
ond to pimgrtion? How son corneny traiming conzsss betber ﬁa“m’{m |

17 Ina mowd, how eom vow gat nessle £ see othsr nesyle’s .oints

P mevars indi ata

mm, Thomby “*tzw'k o mmbor of s wwrvinors 8o b St ot all aboub
t)ama*@e? ﬁm“?m¢ seaond, that ﬁimw G0y lz‘ﬁs is nob dome ?:»Mw%%iy '
P o | | ey Uith an 'mﬁar shangine cﬁ* helr own :zt'?':ifm&aao L do mﬁ %mmv by

| g “3“::4 f{mm* oul tho '&-f:r gekx: PP ﬁe@ﬁwﬁe ﬂmfmnzf ov 'hze spavaiing hmmh

. S ge a horei u:ﬁ%} a:mm\ s:{g* 'ﬂha e wfm‘«;wmﬁ uﬂzzlﬁ ?se m%ﬂmﬁ: i auaioy S

% o ‘ 0 Epothin o rf ‘i,.a"aamgmw 33*‘*# given *—3:: he merdions, s rather
i ‘ : , ‘

;

]

S frmant %y‘fg'wﬁi ?:mra.‘ % ba noed o okeelk the erd Darhasg B Ansver

home 4T Yhewe 1o any aﬂwem Ingtend of opreadiny ovh the inguivy

o ' pver n lorse SO, 1% Wﬁ.."..'ﬁ 2 :&xztem,ﬁi b0 foke oa for rrn and o

dospeT. Soe *v:_rzzf: ony mishs imﬁi‘mﬁa rzmx‘l‘d has

{a) ﬁzﬂ hara-byilal drivar
{1} the isader
{a} the old~tire eraftaman

{a} the ren who was projsciing some sort of fother -
a%ochrent inds the relzwilon o bis swedors . : |

zotlal reality

{a} the ran clo deenisd on the eoeny ag hin endy

(L) the ran viih o stronsly develoned fominine side

Thaza ren mould not receszoer iy be reaurpitie or prohlen euczSe

3

e wadd lvve U0 U2 won ovor to the Goli snd eqno voluniarily to Q

guseen-ion of irkerviess, I thinl: tho' o nuntor of tho ner won those

irtarviers fhis rosot 4o booed ecdd be o rortuadode

- — e —————tmpr - T - - -
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1. Introduction.

1.) phjest of ths ;?ime;zti

The object of this report is t0 swmerize the rosults ob- |
tained fron Intervicwing 256 suparvisors in the s’:}pasmﬁné Branch of
the Vestern Flgotris Compeny. This totel inclulss mpgm;s@m from
29 departments and is conprissd of 6 essistant superintendents, § =
gonerel fovenon, 5 fwmm% RE asalistant :cormaeﬁ; 80 section shiefs
and 110 grouwp ohiefs. For the purposes of this veport I shaii onik

the fizat oo vonks. By *%au@@misexf * I ghell mean siy ons from gmﬁp -

chief To Toremsn. In ay opinion this constitules a Lalrly :twmegaméus'

group sbout vhich gemerelimations with regerd to common. -at*ﬁﬁ;i:ﬁea and
taﬁéemaas; of thinking cen be made. |

Tho objest of the inveshigation was fo dotermite the meamings -
whother explieitly sxpressed or inplieitly sssumed - which the supervisor

@aigm& % bisg wekzkine; eovironzonte I wos em atbtoupt to find out snd

% interpret his opinions snd ;}‘u&gmnm, aatisfactions and dissatislac~

tions, hopos and foury with rocerd to the | Company, his sweriors, his
ok, aug hixmﬁfa

1.% sthod of Investisation.

The method employed was the indlirest typs of interviewing
gindler Po the king 'mzpia,«,m-d by the Jompany in intervieving iis employees.
The puccrvisor, tﬁaﬁ is fo may, was ailowed 40 telk shout anything he
ehose. If he wished to t#lle sbout things outside the pleni, he wes

privilezsd 30 do so. Ieverthcless, as in usy cases it waz Qifficult o
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‘meke ihe superviszor talk mud as I wished him %o express himself freely

in ceriain avess, I generslly had e 1ist of questions in the baek of
wy mingd which I used .ézxiiexly for the purpose of ge%iz;g him ‘§;¢ pr1‘3&§
hinself more resdily. ' |
| 33;& questions wors of the fcll;owmg order: Heve you _hegn .
with the Compamy for o long Hmo? Do you thimk i ‘superviston hag

Joproved fn this time? 7o what do you attpibube wour progress in the

- Qompany? Im your opiniom what qualities donstitute & good supsrviszors

¥hat do you consider your major problems as & superviszor to be? How 4o

you get slong with your operators end your hosses?

If I bad to press for $his infopmation by asking such direet
guestiona I 4id not ‘ba}m tm’ angwers given very aaﬁaualya. My im‘mmat
wes more in the wey megy m’izmd at ‘the snswers rasher then in the
snswers themselves. In most casea the guestions smerged fron the Imber-

view situntion I1tself end in muck saans 4%t was Unnscessary 4o ask any

 of the above questionss In a good number of ceases il was ORly necessary

to ask o few, but then thore were a few suparvisors who sbsolutely
refused to talk. g8 %edr cnswers wers gomerslly in the form of *yes®
or *no* or shaolute silenece, meny of these intorviews were spent by
both parties in ataring vacantly in spate and devouring cigareties.

Each supervisor wes intervieved only ome. The interview
lasted in most osmes from one Pour to an hour and = helff. The shoriest
interviey was about fifiesn rinutes in length; ihe longeat ook approx-
inately two hours amd s half.
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3 1.3 Hethod of 4n __lsim.’ :

‘ o As I have alraédy witteon a m;m*t on the mathod I uee in .
apalyzing interviews, a copy of which, Ii« believe, is in the files mf the
aom:@any, shall oonly swmmarize ny pcint of view DYy briecz’ly. ¥or
those unasequainted with this fype of amlysaa, it wi:i.l look as 1P I pm:
311 the blame on ‘the supervisor's shoulders for their dissatisfaetions
snd eriticisms. This, however, is nod my purpese. My erdtielsm or |
disaatiafaction ims both a personal peferencs aml an objective refersnes.
A, in moest .é:asa&, ’ekac su@&*’gigm' $alked sbout sone j;-‘:ai*son whom I was
not liicely i meet, or whom, if I did interview, I was pot likely to

h-; rocomuize, | o aboub muﬁnm, praea:&mg, o canmlima in the shop with

| which I was unzoguainted, it would have been ebsurd for us %o try to

* | svaluate wha‘thur‘ the supervisor was speak‘ing %ruf:htully or Bots | I made

% no abtempt %o Find out whether the psrson he called a bully was really

| 8 bully op if %he washyooms in smb end such & depsriment, whieh he

r | characterized ss £ilthy, were veally in such a condition. In short, in

| every statement m'aaé by the supervisor I was looking :o:s what Yhet
statenant would reveal about the supervisor rather than about the object
of which he was talkimz. This adnittedly ia oxly part of the picture,

i na‘ve:}thaless it is the only part of the pleturs in which I feel gueli~-

h - £isd to meke judements. llamy supervisors felt that the interviawer
.' _ should be fully sequeinted with -hop prastiess and routinea in order #0
! L bs a good interviawer. This criticisn is to eompletely misunderstand

$his kind of interviswing. In this kind of interviewine the intarviaver
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is only an euthority on the attitude of the indlvidusl toward the ok

| jest. Ho does not need 1o ba, on top of this, an a&thoz:ity on the

objset spoken aboub.

It mey seen, thersfore, as if many of my a‘tmmﬁg are too
eritical of the supervisors and as if I have not looked sufficlently
at the working conditions iu the Gomrany out of which the eomplaints
ney have arisen. To all this I plosd guiléy. An awver will be made by
the xa—a&s_m, howover, only if he i,‘n’smwt_a what I sey to include = wider
avea then that %o which I have definitely limited myself. Ty interest |
ia in the ettitudes of the supervisors, in the kind of thinking in whiek

.. they indulge and in the comeeptions which they have about the Compeny.«
_ I am not interested im the truth or falsity of their statements or

coneeptions and the corrsciness or incorrecinsss of their attitudes.

™a one important thing I &ox t:s* o -detémim is that they fz*eaitly believe
what they say snd that they are mot just meking idls conversation for my
soumement. Oncs % have assured myself <i' $his amd onee I heve described
a3 ..acemtely a3 I can the kind of meaning assigned or the attitude taken,
I then attempt to look to the imdividusl himself for one possibls sxplama-
tion. Admitbtedly thie is omly ons kind of explanatiom end does not exelude
others. In fact 1t is perfecily compatidle with othera. A person way
have amn overly suspiclous attitude and yet, in certain immca,. ba
porfeetly correst in thinking thet ;ther pecple are talking about him.
Fevertheless I still shy off from the too simple explamation that the
Jaster sondition is molely $he cause of his suspision. It is advissble
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to take a look at the suspicious indiwiduel ac well as the objeet of . g

his suspicion. % shell not beishor this point any fupther. ithous
vaking it comewhat clear, however, I did thimt thet there mlghi be,

for the reader, & srave possibility for misinlterprsiation and wig~

P et e o s e e e

/ anderstanding.
| 1.4 fermisology,
1 . ~ There :i# Just aneifm%r point with regard %o tamznolegy;

I have used o good desl twoc Words which meed %o be defimed in order

that they be not miamﬁemtoo@; I sometimes use the word “intantile",
which one might take in s derogetory sense. In this ;sé'poz;-*b *infantilen
ia used in’a -ﬂeacmmﬁa senge and wot as a word of opprebrium. mz;n«‘
ever I uss this vord tinfantile” %o medilly such fuzmﬁam as tﬁiﬂkiﬂg

or attltude, I mersly maan 8 lower or mors primitive stsce of develop~

went 8 one is likely o £ind smong children. Had I had a betber

. as et e e

deseriptive terminology 8% my dispossl, everything I ssid conld have
hesn stoted withoud pesorting to such & word or analogies sbout childran.
Bus this would have mecessitated a mors technic#xl Jareon than I wished

$0 employ.

I glso employ the word "demend” in & rathor general sense.
Thomaver I say "so end so is making such snd such demands of him
f ' spvironnent or of his supsrior, stg.," I do not mean % arpuss the

vieture of a supervisor shoutingz at the top of his loney and thuwping

f/ﬁk)

both hands on my desk tslling me his demsnds. By dezand I mean a mors
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gemoral ooncepbion imcluding both explieitly stated motiwes and
dusiren as wil as lesc well defined and ardiculated hopes,
expectations, innar needs and a&iﬂwo :

!&&:ia reapted I8 divided in three ssotions; (8) the
'mpamqr'za attitude voward suthordly, (b} ihe supsreisor’s
eonsaption of his Job and (o} the superyiscr's conceptien of
hinaelf 18 welatlon to the Gompeny,

A The Suporvisor's Attitulle Soward Authority.
The suparvisopts abiitude toward authority, Wﬂmﬂ

. both ﬂimﬂl@ and indivestly, meamed %0 me one of the outstanding

proseupations I eanght. In the fiwst wechion of this vepars X

big bomaen;? {R.4) toward the Compeny snd 19 policien.
Rl Aditude soward Immedimte superiors.
811 Yes'-"Mo! Atiitudes.

4 topic frequmily Wrought @ for discwsion by
spexvisops was wikh regerd to the kind of s¥situde one should
teks doward 4is supsrior, On this question tlres dilferent

poinks of viaw ware axpressed,

PSS

~ shall be coneernsd with analyzing $his attiude, I shisll view it
C e wxpressed from four differans polnts of view; (£.1) sowmrd |
 dmwdioke superiors; (2.2) towrd the foremn; (2,3) towerd the



1
R

213 Realistie Comesptien o Y Awmau

w -

2,11 There ware scoue mpemhm who ¢lsined that & Tyws' LT T e e

attitude was the ane to Suke. For example, 1% Wi ReSSEN~
apy % hays iz mind wiak the boss wished bafors expressing
thadr owa opinfon. Their job was 40 sgras with whak the

bossaid and o do wet ihey were told without guesileni.

Some supsrrisaes told me this quite axpneiﬁv, others
implied i% in vimf; they wafd,

8.11% There wera some gsupervisors 1o wmbeing & tyos?
men was obhjeetionadle. Hevertheless thie was $he :
attitude, they claimml, the boss demanded of them end
which therefore led % ihe beat presulis. This supervisor
might disagren with the julgements and instruetions of
hkia Boes but toughit 1t unwise %0 sxpress openly this
disagrecaant. He 4id whad the boss said, tut with
eartain private resspvations. If Wiogs weni mng &%
ws $he bosa's fonersl and nod Iaia oW,

3,115 Then there were soue mpmrisewa wio #ttmww
spiestad %o Yyesning' shelr superiors, Such supervisors
sxpressed themselves pomething as Hllows: nThoss biréds
{the tyes' wen) get £long all right around hers dut 1111
b deamed 3£ T Kew-#ow $0 my boss. T tell hin what 3
think regerdless of whatler he likes it wud wants 1€ oy
nat, I suppose Wol makes pe umpopuler huk at least I

am not a Wrttug

0n exenining Wieme a¥titules eavefully, severel things -
appeared mt}mﬂmiﬂcaﬂo

v Ra .

2.1%1 All the suparvisors who byought up %is problem
opoke an 1f thoe nesd %0 agree with the bosa and t0 4o
withouk gquesiion what they were 014 wes an attitude
foresd upon them Ly thelr supexiors. If they Roped $0
g:; along in the Company, this was what was expssted of

2123 No supsrvisor, on the othor hand, sxplioidly
stated ¥hat the 'Yes' atiituds was the ons he desmnded
of his subordinates, alikougk in saw ocames it was
implied Indirwctly in whet he mald,

R.128 The two mupervisces I interviewed who resanted moat

$he atsitude of sxbhasryiemss t0 theliy superiors wers the
most pabermaliskis with regard t0 deir subordizates,
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2,184 Ho supervisor ssecuad 1o sos the personal o swh-
Jeciive side of this problan, thet is that cuthordity is
G never sompletoly superimposed from the ocutside, thas there
ix a aeed or demsnd Lor suthority in the individual shich,
in e sense, the Individunl projecks on the enyiromment.

2,15 Simflovity %0 Oertain sttitudes of Youth,
It was suoh obasywations which mmde :e raise the following

gu obion, Ues it possidble thet the supervisors were psrpetvating in &0
adul$ sltuation emobionel abtiindes sinmilar to Hoss of children in the

Panily cizele? “hether to obey the pazaamﬂ mﬂ.ﬂhga or 1ot is ono of the

chief problems of ,;m;tha W 21l hawe pew the model youth who is somplede-

1y obedliont %0 ’%ﬁé wighes of his poyents. Ve recoguize the .sdolesoant -
who plén & public life of bh-c&iemﬁ and n private Wle of rebellien and
¥R have ﬁm the ahi:!..& o sturenociely ob jéwt.g and opanly pebels sgainsk

his parents, Is 1% possivle thai the supsrvisor, who is st4ll dnvolved .

in the quadﬁ.cn off ﬁhﬁmm: e ahpuld ocwplet‘ély a@.-:m o eamphtsiy dige

sgree wiih his mper:tmf, is atill retardsd by this fnfantile conflicty

2.14 Obsdiwmes yersus Esbelliom ss o Sympton of Insfrective Collaboratios,

(ne of e chief choracteristise of the alolescsnt's attitulde
tomrd hia parents is his sttsspt %o chose betwesn the false ‘alternative
of obediencs ol rebslijon. Regardiess of #he nadure of the spesifis

situation, any expression on the »art of the parwnt is by mamy ohildren
aither duiifully acoepted or Li%ierly rejected. Scowtimes the dualimm
tokes ths form of an ouker sublndssion dut an inner repudistion. At other
tinwe 11 means chedisnce in certain sreas amd disobedisnss in others,

iy,
a1

But in all cames it involves a ehioies of aither one of two alternative
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responses t© a variety of femily uitmmnﬁ. Putting ths problem i . T e e
 thias fashion is n‘kﬂﬁr t0 involys & ooMflict for the individual. He |

san neither wibnds withous feeling thet he is botng deprived of his
adult prevogative nor rebel wious ﬁaun&: of daloynlty %0 his
pazents, | | - | |
| | In thc normel process of waturing, obsdience amd yehellion
csane %o exist as £ixed, storotyped avtitudes. In any rchﬁ.m wese
two or more individuals are attenpiing 10 collaborate, shether it be
the mwt&c# betwen lmm& and wife, parent and y’hi;ié or mm L

‘group ohief; levels and areas of authority 290 oonveuienae sud sfticlensy

are bousd % bo esdablished. Any member of swh a cellshorative group May

| 7120 1% proper on certaln cosmions %0 Nubit o e viebes of o¥Ms.

The father, far ssample, Night find 1% Jrops¥ on $he cocusion of his

shild'a Mzth&w parti $o sbmit % e wishes of his chu& % pluy sertain

games siich he would mot 1ikely play in ¥he offfos, And s4ill on othar |

ooeasions and tn oty uﬁunmi.; L) nesbier may Tesl fras %0 Wu |

disagreenmnt, sntailing partial modifioasion snd compromise. Disloymisy |
% oneself or aalannv % ¥he parson iz suthority is mo% mmlm in "
sisher cang. In fasd amy yeul st of eollaboration involves s sextain

amant of subnmission and & oarkaix swunt of melf-expresaion, Xi¥her

aftindes of scmplate obediencs or semplets rebellion musk mesn &

aessation $0 collaboresion. In any sollaboretive snterpriss, toxplete

cbedisnas er reballion lose their signifioxsee. Thay besoms irrelsymns

preceaupationy. Wiexever w do fimd swsh precesupaiions, whethar 1t by
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- in fenily sttuations o industrisl sitwtions, we are 13lely W fisd, B
oy a5 438 arellary, iaeffestive eeilaboration,
It ms wl'&t #ach :W.Qn tha‘b X tn‘;’nad Yy atunﬂm 0 thu
relafions exieting emong the mezbers of the swpervisory kierapoly.
8.5 adsitude toward mmm .
m general, pumam oritisiuns xede by Cirst line umm:m
wers direoted against the foremms o mmmx forsmcn., The group ehief
318 not seem % regord the seovion chief as his baaio The foyrdaman, or the
rold man,* ok he wan frequently called, is for most ér thm e hoss,
Aﬂﬁaugx & group shief mizht eritieize &« seetion nhim in most cases it
ms nod aimtm agalnat hin o hin mpwiwo Betwen them Here s .
spirtt Of rivalyy. I one of them gat sheed 1% was besause he was *in
 strongt with the bows, thet 2&0 e :&m The foreman was then apt o
be pocused by the nusmusm wﬁy ot nwriﬂm. In those osses where
a group chiel wonld u&tﬁem his mavtion ahlef as a miperior, e
, sgeusaiions made were sinilax 4o mg mde against the Torowen, so I
shall canmider them under the Jatier heeding. -
2.1 Tures Mejor Yorms of Grilisiem |
~ Tha eriticims made of 3he formian ¢an be put inte Wowse t

Sroups.

R.311 Theare ws e formax WMo was sssweed of
j Yoing a slayw-dximr o a Wlly. Thin was gemer-
: ally ayplist 0 the foxemn w0 bawlied them ous
without & hearing Al Ln many sanss »afers their
sperators - & mtr vhe was aybiteary in hia
Instyusikions and premiscueus in kis reprimads.

&
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R.212 There was the forsman secused of bems ignorant,
unprogressive, or uncooperative., This was zencrslly
applied to the 'old-timex’ who was set in his ways and

who refused to change, & Iforemen whose attitude was

"what wes good enough twenty years agoe is good enough now."

2,213 Then there wem the foreman accused of being a watche- -
man, unfalr and secretive. Thim wes generally applied to

5 man who played volities, who hed his faverltes, who

gas apt 10 distrust his subordinnies snd was always on the
look out for an infraction of the rules, 8 man who was
neticulous in his demands and who did not pass on to his
subordinates information sent %0 his devertment by his
superiors or other orgeanizations, a man who wus apt to turn
gver writiten materizl lyinz on his desk when interviewing
hig subordinztes. : ' :

28 Evs’;:g_ Griticism bas a Personal and sn Objeetive Reforence.

T is well not io take such criticisme %oo much ot their face
valne, Of eéu‘rse, it is guite wossible that the ‘:fbremen were as %ad‘*
1 :I.n samé cages, they were painied. Eut it 1= alsc alvays equaliy
paasime that an aeouaaum on the part of the subordinste of norw

t.:as:}pamﬁian on ths part of a saparz.pr, may be a method adopted by the

‘i‘c:mer of justifying hisz owm failﬁm or unwillingness to :ccop’.emte:.

Tikewise an accuzation of *being bullied' umay also arise from undus
preoacmatian on this subjeuct, om the p&pd 0f the accuser. ithich 1s the
ense, howaver, ¢un not be settled by theoretical speculavion. Only &
congrete study of the emplrical situetion in each case can dacide.

Tith the gyuestion of <vhether these accusaiions were correct
or not, I wog therefors nol concerned. In zny cese it 1s obvious that
such judsments made of the foremsn, whethor tmue or false, do not neke
for very offoctive collaboration. 48 in tais scetion I am concernmed with

the subordinate's relation t3 his superior and not whe r.wverss, I shall

UNIVERSITY OF WISCONSIN - MILWAUKEE



oG U NGO UDUT O SO I L T g N

»“‘Ez"

J
|
r
!
|
!
od

ouldy look in the above mede eritdeisms for whab they tell us about

the opivic $han aboutb the pevson veing eriticized, The assumption I

S e o e

moke, as I have exnlained in the intm&ue’cian; is thet eny criticism

révealg. something about ‘i:?xe‘ dlssatisfied sabjaﬁ as well =s the ob Jeet

of his diseatisfaction.

GeWS 4 Demand %o be ‘Tz'eam@ 28 on Aduli,

‘ That ::,mereu-’sé@ 20 i1 ¥he ebove eriticdene was thein smmity

- to fsiél:f cownon parental asiitudes agsingt which youdh is most likely |
to rebel. 11 seoned 1o we aled 'c::.e‘izr that orescent in all the erdticlisms
wed the oxplicdis demm on the part of the subordinates to be iresated
a8 responsible adults mther then =8 nerely obedlend | childven, Irom the
foromen they wers demanding respeet, 2 men Mlling te. a.llm_f:' them %o
exercise their om iﬁitig‘bwe snd Judgment, 2 leader and not e driver,"

- just and fair sho will judpe thines on thelr morits, unbiased,

azzpramdineéﬂ open and above bosrd. OF course these mey be oxcessive

e ¥

gemands to nroject en any individual and thers was no doubt that some

- e

forausn fell far short of the demands hich were being made of them.

2.2 4 Srovisional Interpretation of This Demand.

This insistonce on being (reated as adulis struck we as being

rotber aipnificant, . hat is the cause of this hich degrec of censitivity
sa he »arh of subordinates of beiag treated as children? G‘mzlé it be
~g@sible thot si3ll pmors azubuerged viss the desire to Lo treated as

N\ e1ildron, <hich they wore des-ersioly tryin: to diaguise? This kind of

salf-docsption, asaally nod conscious 10 tho individunl, is fairly

—_———————— e et e e
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- -4  coumon, In order te eeﬁaaa;, certain inner motives ome has to pmtend' . S
Lo in his 1611@3:9 role to wobtlves gulte the opposite. Here we have ia‘:}w |
i R - sbedisnce-redellion confliict meking its appearspce in & new form.
The fear on the part of supervisors of being refucad to sheer
obedience mokes Then rebellious. But this very fear is likely %o
arise from ¢ "suppressed wish" for that very state, A common phantasy

i | o 18 thae comforting thought of complete submission to some ohject o

B A e

éﬁtity ‘w}zmh, -in turn, would play the role o:nf" mther;; protector snd
guardisn engel. I*ia‘m,railﬁr such g plz&atéw is childish mnd 1ikely to bﬁi‘
eméaa’,}.e;i or dlspuised. HNevertheless I believe 1% apém?&ea ;‘n; the -
thmmg of & nuaber of supervisors. | 3:*:1' ré.}atian te the f:;‘nema# it
;wifesta itself ia s c}i‘agttiaad. form, Bub in raiatian %o the Qompeky

1% comes qulte openly %o the surfece.

2.3 Attitude toverd "Big Bossos.”

e S C e

The term Yol ‘siczé’ was Eéhemlly'applied by & nupervisor 1o
an individual a;} lesst Pour or five renks higher than he wos, For a
v group chief 1% mighu be aﬁycne from a genex?al Toremar up. In most cases
it was men #ith whom he had li%tle persomal contacl. He kaew he |

| exinted nnd hed sn office somewhere in the plant from which rather

iportant opders or instructions issued, TFew personal eriticisms were

exproessed sbout the 'big hossemn.® The attiiude of a firet line superw

; visor to a 'big boss' wos geherally ane of curiomsity. A4As one might

- expeet, ebout such men were fobricated a number of mythe, little sube
stentiated in faot. OSeveral group chiefs, for cxample, in order to

prove their noint that o college education wos slmost a necessary qusli-

UNIVERSITY OF WISCONSIN - MILWAUKEE



o 38 o

| fiemtion Tov advancemsnt imto the higher realms, cited ﬁﬁe case of thé | ‘, |
speistent :éu;m?m%m&amﬁ, Tor his subnzdinates a 'big bosst hed a |
aymbolie sismificence, To ‘“bem ho s;.%a’tiﬁiizeé azxcaessful achievenent,

althouzlh v-;x i‘en exnressed grave coublds as to ithe alleged merite of |

: ‘ geprialn Toio bhossea' by neans of waleh the success hod been mchieved.

2.4 Advitude towerd Bhe Compeny and iis Policies,

Le% up go¥ turn ot ihe oplifcisws directed awainst the

N st et s BT 5

- nolledes of tho Campsny. Shz)r'isar\ hours, payment, lay«off, sdvancement and
dcmpbion werz %he onicel topics éiscuéned. Ia gome éaaeg sab jeets I | |
znall digsuse under thls hending gy nod %:m Gomeony policles, tut ae
lonx v the mxgam:sars aongeive thom an s:é.eh, T | .siizali m{zmée them in

this seetion.

%4k Shovtey Houras
In the begimming of the sumeer, befors the b-day week for the

“lwle Comrpny md beon pat into operation, there wae coasidoreble ‘,mmalinef

e A e WV

aboud Lhe eut in she number of woriing duye por week. 4t het iime most
operators were on a Sefuy on 40-Bour weok, sl hough come opernters wre
only -orking @23 daye or less. A1 proup chiefs snd section chiefs worke

ine in o rerular siop departsent cdso vers on a Geday, 40-hour weok.

Seetion chiets not workin: in o resuler phop fepnrtment tut in the oporat-
j qn~ HEwmeh wero on a 4 day veck. Jyeryone frau assistant Yoreman up

woz on 8 5y day week, thut is, fall ¥lne.

£
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Phere was vory little eritician made sgainst shorter hours as

mch. All eriticiams ?rere‘ directed against the unfeir wmy in which the

tout® was belng ajpp:uéa, thets ig, the unfair diseriminations which weve

" belng made se betweon ranks, or between depariments, or betwaen brenches.

Superwisdrs in non-ghop devartments of the operaiing branch were disturbed
because sectlon chiefs in office depariments or other branches only feok
& half day out while they bad to teke a full day cut. Croup ehiefs and

peesion ehiefs conld not understand why they were asked to ieke & 203 {

- eut when they, of all mpe:'visom; could leest afford it. Othsy super-

vigors wished to know "where the hell does the Compsny get this two cless

system anyhow." Group chiefs interestinmely, 4if not logleally, srgued

‘against 1he two claes system on the grounds that they were put ou the same

level as the operators. Seversl supervisors felt thot their social
preatige had been mﬁamﬁ; Friends and nelghbors %o whom they had preoudly
bautednf‘béing supervisors at the ‘aestém Eleetric ﬁémpany would no-
1625&6? belisve them and taunted them by saying, "0h, I thought you weras a
supervisor, but' T see your hours were cut like the he Ip."

There is no guestior that these preoccupations emerged from
stresses and strains of an unusual order. 'The need far vetrenchment and
curtailment of expenses on the port ol the Company was inaking rﬁr an
undue smount of anxiety snd unemsiness on the part of the emvloyoes..
Grentinz, however, that socisl solidarities were being disrupted, egos
were being deflated, ond feelings of insesurity were being released,

nevartheless the interesting thinz 18 the way in which these feclings of
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of insacurity were being expressed, No \u;;pemzﬁsar"tw:c ofiense becsuse
the Ggmpahy had o curtail expenses by a eut in working hémés. There

was no queation that a seod pumber of supervisors #are being fimanclally
hard hit by the out, Homes had bsen bought on whieh first end sometimes
‘sesond mortgages still had to be pald up. Texes, sireet assessments and
other improvements had to be met. Sons end daughters could no longer be
sent to schooel. A gwd, ,mber of them had had to reduse their ‘stahdaré,

of Yiving., Neny of them hed _ﬁepenaenx pamnta or mﬁie& sons and
daughtér; toward whose support they had to cm’tzemme.‘ Heverthelesgs mcisat
of them m’eep‘béﬁ. this load with a certain danount m”.‘ reaigmﬁ:an. only m
S:i few cames were any acousations nade a&ainsy tha} capitalistic eCONORYy or
prasent political goverament whiéh al:{:a@ed such a condition to éri&e‘ in
no aagsé wes the Gompany held respossihle for the situaﬁan. The. o‘ne‘ |
demand which meemed to underly 511 the ari#i.ci@ma iné.de against the aompaﬁy?,a

poliey waa the ﬁnfair'way it epplisd in one case as m;;ma o angther

and thai they, as members of a particular depariment, branch or rapk, were

being discriminated apgainst,
248 w#@a& of Payment. o
- I we look at the oritioisn made against the Company with regard

4o method of poyment we find vractically the asmme gencral situation. Inm

most cases there was no criticism against the wages as such, There were
a Tew supervisors who thought that certsin rates on certsin Jjobs in
ceriain depsriments were oo low, but suc: oriticisas were by far in the

minority. Uost criticisma with regard 1o the method of payment were

generelly disoussed umnder the folloving heads.
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1.42% Group chiefs ami sestion chiefs in s";migh'h plece
work departments who earned less than many of the :
operators in. their deparimentis weve eeger to point thie
out As unfedr and unjfusts Here they were asked to take

a position of greater responsibility and yet were not :
belng paid am much as the operators they were supervising.

- 10482 Assistant foremen of gang pieece worl departuments,
who in some cages were earning less money than many 6f
thelr mbarﬁinateﬁ alao expmssed *Bhe ssne ;griawaﬁce. «

1:425 There were group t:hie:,cfs, and seq’a:&cm chiefs m geng
plece work departments who vwere distressed because the gang
percentdge had been reduced by the influx of "am timers, w
that is, mén with higher hourly mtes.

1428 mpe:ﬁimm of gmupa and sections where s cost

- peduiction cess hed beon Anstulled, thereby resulting in a
Jloweriase of gang pementage, had & great deal *ka gay o tha
mb:e@h

3.&3 Advammnﬁa

A% present 3: shall anly sonsider the topie of admncamem te .

the cxtem t}zat it shows th.e mpemgarm attimde tomard authnr&ty‘

: ‘s.,a*ter in the repor# I shall bring ﬁhia sub jeet up again from another

pai:;t of wi&ua - o T
mzxg e fairly 1&::35 group of mpem:ors fhere was an opinion

with regard to edvancement which reflested rather interesilngly the

‘supsryisors! attitude towerd authoritiy. Meny supervisors were dissatisfied

with the prosress that they hed made in the Compspy. Amonz them thexs
were some who expressed themselves in the following waye. This swerviaer
thoughs he hed done everything that had been expected of him, He had
always obeyed sll the rules and in evary way had atteapted to do every-

thing which had been asked of him. He had always been faithlful to Company
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policy and had tried to nonduct himgels ecea.aramgiy. Yet in his department
and in meighboring depertmenis, he could point to men who were selfish,

egotlistical, unfelr, ete., who had been advanced over his head. This

auperwisor us perplexed with the injusiice of things. ~ualities and

. at$ributes of which the gonpony diseuproved were being rewardéa apd 'ne.,.‘

on ﬁhvs athér hand, who had done -arexfythmg;; aceqrding to Company voliey,
vas Jeft 2t 2 standstill. » | | “

o 4 varient of this ,a;t.“ﬁi,%a&e~. exprassed 1%self in a\sl.i&hftij?
ditforont vay. This | supexvisor had finally come to ihe .cranelus:;on that
juﬁ%&aa dﬁ.é: uot prevail im the Gaﬁg&wa He clalned that should he nse
rathor ‘qu&sﬁionable tactics, he too could progress, but dt course his

eonsoience would mot allew him to do such thinps. The glst of his remarks

 vas sometimes to the effeat that he would yather be honest ahd only @ |

group ahiezé %han to dbe dishonest and be a foreman, Another very :Japuhr
jtam in which this ‘z;ynici.aa éppearad‘ was in the statemﬁn%:, "It is not
what you know, put whom you m«.« |

| What interested me in these two attitudes was the umexpressed
assumption to the effect that a wupervisor should be rewerded merely
becstnes of his obedience to the Company. This supervisor assumes that he
is doing e?ery’cciaing that the Company wanis, merely by not doing amything
thet the Company prohibits. “hese {wo statements are not identical. This
is the say the child might interpret his reality. He expects to be

rawarded mercly begause he has not becn disobedient to the parental wishes,

et e e e s 7 A T ke 4 et e o i n
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It in alsa interesting 1o note that the second sattitude ie " e

merely another way of expressing the eame thing., In shis oae the
supervisor's infantilisn, sometimes called ideslism, expresses itaelf in
a for of eynicism., Thias swpervisor siill thinks that the € MDW
should conform o v‘hia infentile wishes bus he ratiopnalizes it by saying
tust he refuses to play the gamie beeauss the game in 1teelf 1s unethisal
and he 1s superdor %o i%e

Among the 1list of qualities which many superwisors put up as

those necessery in order to progress in the Compsny there wse one group

which menifested the same king of attitude. For these supervisors
being fair, bonest, pafsiem, breed-minded, thorough, praciical, loyal

snd thoughtiful, vere the pequisites fur success. Now, all these suelities

might be looked upon aa thi’ngs which any employer might expect of &

| ‘mupervisgor merely %o keep him job. A number of supervieors boasted about -

their honewty =8 1f this were something particuleriy putstapding and
meritorious rether then somethinz which anyone mignt assmie ,5,;{ a supoer=
visor,

2.44 Isy=-0fis.
The ausestion of lay-offs was not sffecting most of the

supervisors I intervieved ag most of them had at leasi 2ix yoara service.
Jith regerd to laying off employees most of them wers agrsed that as long
a8 emple consideration was being viven 0 lengih of' service it wes yeing

donc on a fair basis, Therc wos no gqueation that service in the Company
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was an important consideration to most supervisors. Only im the cade

where it locked to the supervisor ss 4T length of service was not belng

sy

o

clyen cde fmaﬁe conalderation did he become excited on this quesmaug
In onily cm‘e. Ingtance was thism issue about lepgvh of service

gver qﬂeaﬁi;_meé and that wes with mgm:‘d to married women. Many
‘supervisors felt very strongly that married women should be Aiecharged
P | belore singsls girls in | spite of the fack théi; the Lormer migi&t have ‘mﬁ
P longer aérvztae vegords. in $his case however o morsl issue was involved.
Tt was the emss‘aian of whether or not wonen should dbe allc.}wegi to work ad
: | | ail an&, in @ar%cular, married vomien. There were also r,_ueé‘amm of |
: faimesﬁ and of rivﬁlryn Many ajtipaﬁiﬁors 3id not 1lke to see their
Fellow augeﬁiﬁara whose wives were working eizja:,r & higher &‘b&ﬁ&#ﬁ& af

living than they were capsble of wmaintaining. In seversl ingtonces the

T e s e e T

suporvisors who felt most strongly on this question hed & single daughter
o working ian the Company. o
P ~ puring “he neriod that T interviewed thers weme quite n nhumber

of section ghiefs demoted to proup chiefs and some growun chiefs demoted

e 1AV

back o tha bench, 48 one might expect the dissatisfectlon expressed by

the first demotion vas not as great as the dissatisfaction expressed by

the seeond demotion. To be nut butk on the beneh or machine was b0, lose

\3 a1l >T ones supervisory cepacities. Ieverthelesa most of them secepted

the demotion ulte reedily. “hey wers satisfiled {o hnwve thelr jobs. Those

£

who werc dissatisfied never' exnreﬁaed their dissatisfaction ezuinst the
Compeny but alw ys againat acme superior who had demoted them whea there

were other suporvisors in the depertnent wid should havwe b.on demoted.
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Again the qmestion of falrmess wWith regard to the way in which demstions

(L - wepe applied mg' the chiet preoccupation.,

- 246 014 Timers."
Some aupaxﬁsors fhought m_:fve consideration should be glven by
the Company to men with long service records. In each case 1t is |
intersating %o .zxa«-’éé this eritician was made by = mag who had long service
i o it the Gompany. The way thia critieism was frequently <é3:preased wag
with referonce to vacatlons. Wany of the "aid bimers” had had to work
ton years or more before geti:ing a week¥s wvaecation, Now every empleyee
with two yeaz's sorvige or morve 1 eligible ta a two Weeks vacation. | - j&
Acam*cﬁna to then the nevwamer is ge‘ating, all the "brenks,”

;‘?m 47 In’cewmss iing Jragrmq

By :ﬁar most of the supervisors interviewsd wewe in faver of the
interviewing ;gmagram. Iri many cases this reflected the supervlsorst
i - attitnde foward the Compsny. As ‘:wng« a8 mana‘gema.nt ws interested in
duch & progrem, they feld <hat it wae their business also to. be interested.
The few who ware pot in Tavor of it eritlcized 1t on gmunds of {(a) not
haing confidential and (b) nothing had heesn done by the Company sbout

the things of which the sauployees had complained, I'hat was the use of

it anywey? But ag an insirument of geliing their private griewances,
somplaints and points of view presented to the Company, so long as this
material was kept confidential und pot used sgeinst them, they wers very

{ much in favor of the progrome

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



4 _ : As 4n the case of Hhé interviewing orozram, %he supervifors -
gonferences ware elsc highly coneideved, The few onitiglane dlrasked

S SR

‘ais them wera {8) they wars not dafinite enotigh, thet is they 414 not

tell the supervisors just what they should 4o, {b) the gonfevencs
Jaaders ﬁid no't kzimv enough, that iz they wars not sufficiently s~ |
quainted with shop wacdtices %o fnstrust them and (0} the views expresassd

in conferenss were not kept monfidential,

E e e

2,49 Pension Plen, Turift Plans, Stock

Farbieloetion Pleo,

Thare was no question that the supervisers were highly in
mvdxﬁ of the p‘olicy of the Company w‘im ragard %o $he pavsien plan, the
stock »articlpation plen and the werious $hrift plans. Tot one »su;:ewisw
© objetted to vhat nizght hove Been mm&iﬁﬁ ﬁg 8 patarnalistie at¥itude éazx
~ the part of the ﬁémpaw; Mogt mgmisam#mi& no% speak higily encugh

of these plans,

2,51 IPreoscupation sbout Fairmews.

Ozt revféﬁng all thess griticlsms made by ¥he supsryisors of
Company palicies, the one #iing vhich attrasted xy aﬂm’o&m was ‘the
ons cormon $hame wpnaing throughout, ramely, the quostion of fairness.
| Lbouk éhori:er hours for axemnle, i% was that po =nd so of sueh end sush
§ 2 depurtment or brandh Or ~ank 314 not net o= great a sut as sovchody
alse of a different department, breneh, or rank, Vith regerd to method
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of peyment 3% expresssd itmelf ia $he form $hat 8o and 80 of a serioin
denartuent M not @et paid as wwh as an opercior 18 that dsportment. H
It might almost be said thet in o tape wan the poliey of $he Compeny

aver eﬁitmi sad as auah. T wan alweys the quaa&'ian of the i‘aiﬂmm

in the way the polisy wam working out from *bhair fndividusl point of viaw,

‘In mmr instances the aggrim& fndividuais wore no¥ partloulerly aﬂ‘mted.

Neveriheless op lang as they thought thet Bomeons ov «thor in tha camﬁmw ,

- was banefiting move then thoy were, fhey felt they lnd a Just qause for

g,a:mmma; It was this ethitude maeh attz-acua ny atiendion. %ha‘h,l-'%&[ . :
tha root of ¥his awituaa? L
2,52 Demand for o Just Parent, |

| Iat me turn sgain %o en am:&ag, odnd t¥ing $he ook that. in
mexy aams, analogiea are Likely %o be dangcmus, Far amm}m in & |

fomily of &% least two ohildren of about the same age, if Dick and Harry |

have the same bed-time, oarlier thaa the poarants, 1ittle ﬁisa&#iai‘aetmn

18 axpressad by sither of the ¥wo shildeem, But i mw has to gt: 1
bed befors Harxy, Disk has a graat dsal to say abouk ﬁm au&;}aﬁh In
the same my, 42 Joe Foramen and Charlie Viestwrs Bo¥h have %o toke the
same dut ia hours, the oul is ascented ahaerzuilm bds 1L Charlis
Yestern has to teke o bigeer out than Toe Foremen then Chexlie holones
exoitad.

.53 Ita 3’,’4‘5"’,’9"‘

I% loolked Y0 me as if this preossupstion chou$ fairness vas
cn indivest way of sxpressing the desend on the pry of #he supervisors
thxt the Compazy show no diserimination among it4 swployess. 14 is
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the ami:fsis‘ of fhis derand on which I would 1ike Yo spogulate, There
ie w0 guastion that Pfor most of the smunorvisors the Company represented
wora than the thir bogzes' vho administered iHe pollieiess Tha Company

wog an antity on which they projeeted their greatest hopes and feara,

- Tt ues lavgely & product of thelr own wishfnl thinking. It was vhab they

Gemsperately hoped and wished 1% %o be. JAbove all, ¥he Company mst huy
fair, 4% must renressnt the ;mimiple-ax Justise and sfability. 1%

gonnat he capricious and ineunsideretes Uare this the cmse, their fobs

vould not be safe. In a sonse they Telt thed ?;ha Company was moder

of their destigy and fate. To be devendani on a eapricions, gnstahle, .

inconaidarate objact was their wo:::s# fear, To he dspendent on samething
wiiok Gook jubo considerabion their own pepsonsl point of view was. their
gracbeat a@a.utaﬁanp. Thin, it seamed to na, weas ab the Tact of %lzis S

slgtent demand that the Gompeny mes thinzs from their persomel point of

yiew and thet 3% dispenss thinzs aqually and fairly among Lts mployess,
Soythine vhish sould h*? inberprated h;r amy singls miparyiage Yo meen ¥het

the Oomneny wes Aoing something vaieh vam not taking into consideration
thines from his own point of ;tiaw ma‘ viawad with slewm and constewantion,.
In shor¥, if we look at tha darends mads by the supervigopy of the Compery
and of thei» suporiors in the Company, ve ses & rather intaresking antie
thesis. Toward the foreman the suparvisor wants o be treaied 2s an adul¥e.
Underlying most of the oritiaiens mads aminat the foreman wes the demani
that they b2 traatgd as ment and not an childrsn. Underlyins tha demnads
mads of ths Company ws sss the wish for a just params, to whom they will
shearfully submis on the sole condition that he will trsat theu s one of

his ow¥n children.
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in wy opinioan &% was ia %his way $hat for most miportisors

obediense-rshalliion gomplex is pesolvad, In no wey fo I think that this

is enything zéarti.tzﬁfiﬁz@ly umnatursl or sbnormal, 1% dows mesn this, hovaver,
thal i’ér mny of the supervigors | the ’v‘:ilﬁs’bama Tleetnie 6ampany hay token
over in this presant industrial sivilizasion funetions vhish wevs isr‘e%oué-
iy administered by ¥he stots enl the ehuvek,

2.5 Zomsible Enplications.

If ry analyais bs correst, the quesiion mtuvally apisea as o "

- thet aié_gxitiamaéa if any, 1% has for mansgement o supervisors, "mt 1t
ba moid {w the Pinst plage that $his invostizetian wos gondueted and $his

vavort writtan zaa‘:&m&z*ily vith the questiom of diagnosing what $he situation
49 ox how I waw 1% %@ b, mthaz* than $o offyy 2 prescription, :maﬁhsw
less, as these two Hhiings éaﬁ 0% he sompletely divorded, I shell toke this
spporfunity of #am#ming a Pew opinions on the 1atter guestion, ”

~ The resoludion of the falss dlshokony he‘&mgn, obadionge -anﬁ‘ ,‘
robsllion goes hand in hand with the realization that authority is na'm;'
som%hing morely arxternal to the individusl to widgh he must either |
submit or rebel., There is an innes msed for aubhorfty present in every
individual which he nmust leorn to reeognize ag&‘ undgrestand, Otherwise he
is 20ing %0 be in 2 muddle of gonstantly twiné! %0 Xnook dom that whiely
in part fs nis own creation. The group ohist, ‘for example, in rolation %o
the foreman, is in the awkward positiom of asking for scmeons from whom he

gan toke orders snd yet invardly rabelling $o tske %hem when given, The

result is bound to 1aad %o indesisive behavior, presaeupations of phediance

ond rebellifon and finally ineffesiive eollaboration,
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¥Now at the Vestern Eleetris Company 4ndividuals $n groups
ave ¢ollshorsting with each okher and with other groups for gommon ends
and purposes, As I have previously stated, it is natural that 1;1' sush -A
groups ami hetwoux guch gr‘mipa, lavele and arsas of authoeidy are
established, In order that ollaboration between lsvels of authority
be most va,i‘fecmva, *i:ha.é Pastors vhich reke for greater or less stfentivity |
1863 to be undenstood, The obedisnas-rebellion a‘kt}.«m&g sovard au&hdmw |
14 in my opinion one such i’éefzm‘g |

1% 49 also quite clear that insight fnto such a meshanism eowld

.not possibly be given fo all supervisors, I nesd not snumerste all tha

~obsiagles; boih preetical and theoreticsl, o fmch e plan, Yat I do

$hink that some suoh losight Nasds o be in $he ninds of tha higher
exscutives and men engeged in personnwl vwork and ressareh work in that
area; so hat pm:blmé involying the relation of subordinats o supertor
ean hé betbter understood and hmé batter handlied, o
. The Swervisorts Gonoeption of Hts Tob,

In this sestion I went $o

Ay $he suporvisor’ s attitulde

toward his work, that 43, his attitude toward the ssployess he supearvises
and the problems which ariss iz this conmection, ’
S:1 Recognition of Persomusl Dukies Involyed in Sunervision.

It wes signilicant to chaarys the oxtent ¥o whish the muporvisors
had distinguished betwean what might be callad the meshanicel end of their

Jjobs snd thelr personnsl duties an sunarvisor.
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ix& a pood nunber of cases ﬁ.m personnel duties of the suparvisor
were completely ignored. Foxr this sunervisor the job wa fo !séam caphain
rogords, #o prowide the workers with thelr work, to attend to the neehines
viven they were out of order and i:r:? now more then the operalors thenselvaes
shout the .3&3, In asﬁe Bagses two fusctions were dishinsuished and sharad
on an sgual h&aian This supervisor raciizsd thers was a personnsl probiem
gonnected with his vork and gave 1% part of his ¥ime.

Then there were those supervisors who expressed | their opinjon
that #he parsonnsl end of {halr fobs wes probably the mosh inportant, |
This opinion was not erpressed morely hy suvervisors off highax* rank, | Sbia&. i
group chiefs also expressed this opinien. On ‘a.ha: vhole, howaver, thers
weg o grester sppreciation of e imporience of the personnel pr‘-&mem as
the supervigor held e position of higher rank, Ohe uné&rlying assunpiion,

hovaver, whigh 'zﬁgﬁst muervisors shared in donmon vas Yo the offeet thak

‘& suporyisor had o know more than his oparators, that 48, more sbout the

job which tha oparefor vas doinzy Very seldom 41d they meni:ign thet the

suosryisor misht have need for a differount kind of knowiedge then the

onerator,

3.8 Abtitude torard dnera tars;

B#21 % Leadar and Tot & Driver.

in most cases o method of humensness with reserd o hendling
znployeas vas advocated, The conaensus of opinion was that the day of
tae bully and the slave~driver had cone aand the day of the mentleman ~nd
le-der hid arrived, This wus the o3n3ral thouls I listoned to daily for

months, vith only a faw minor variations, Sore suvarvisors thouzht thed
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although this mothod appujed 18 most cames, there were slwmys a faw
individuale whom you could nob "treat with kid gloves,® Q‘éhémisa - _
they would vallk over you, To sueh indivifuals you hsd %o talk atraichd
from the shoulder, oseasionally 'bﬁﬁ-?ling them out and swearing at tham.

To @ 'ehronic kickert you almo had %o ley dows the law, but vith the

~ exeapfion of these fow yoriations, the goncensus of opinfon seamed to be

that 8 mew 4ype of leandarahip bad arrived. The supcrvision of foday they
elaimed waa as different from fkhe sx;pemigim of formor yoars a3 ey is

Trom nirht, Az one suparvisord postically yut 1%, "Them ars the Jeys of

yore, wo ain't gob them doys no more.”

0f source, I wos inberasted fn 'e*s:cyme o understand this new
tvp3 é—f leadership, but it wes rother 31fPigult fo get most of the
gunervisons ’3}0 prbionlate ¥his new caaéapﬁan; Yo the qusstion of how

this now ype of suparviser hMendles his help I received & nwuber of

~ diverse opinfons, For soms of thaum it mant to go around snd Pagy a

choeory wmi," for others it meant "o treat the empicyaqs a8 you would wish
‘1;6 ba ﬁmat-aﬂa‘*’ And 85111 soatn £t mémzt auch things--as the following:
*$ract them ag human bheinge,™ “ireat thsn all mm‘," "show 1o
Tayoritiom," "xive them a sguare deal,” "allow them o walk 3o you,™
"in*aerview than odqamionally,” "iisten 4o their srisvanacsa,” "aive
them servica,™ “give thaon a fai» heoring,™ "allow tham to oxnress
thelr own ideas,™ "encourcse them™ and "heep them reiisfied,” In many

esgas 1t won intorasting o note that the sunrvisors 41d not sce that

thelr anlutionz be~red tha guestions The further question of how -ue wizhea
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to be tr:aéta&, or how humen heings mmalﬁ be trsated, ar how %o give your
amployees a aquaps daal and how to show téwam& then no favorifisn anél.‘

Just how to f*;'sﬁ’ﬁl them servies or @ Pair heuring ves omltked from bhe di:aff
eusslon. ‘Iizf I 412 turn the eonversationm im this eres I ‘eémq up apainst 8
stone wall, that is, & edrgular daﬁniésimq “

80,25 Provide No ,(;q};@i sion as to Iéis.g Pa:ei&pmgx -0

The questlion ﬁr&ehfmxmmy intruded 1te8lf in my thinkivg was,

%o what extant this was meres verbaliss and to whet exbant the supsrvisor wos

behaving acearding to his maxins? Of sourse it must b g::'antdﬁ tha'%‘ sn“
incapacity on tha art of the sunorvisor %o artieulate his own method of

superyision does not in 1tself fmply _’»ﬁxaﬁ hé i not a aood éuyex*ﬁso:*‘, I '

‘many cases I falt vary stronagly that gertein mes who had extreme diffisully

in artieulating their houghts nevertheloss were probably wery good
suparvisorse I1s short I do not think that, o meiter how garefully you

- serutinize the mtarﬁs.&l_ ohtuined in s ainglo interview from & suporyisor,

you can draw say sound gonclusions as to the wey in which the supervisor
performs his dutdes, The only #aing 4% might tell you something about is

the attitude of a sunsrwiscy toward his own performnge,

S.24 Nexims mot Exnorimomtally Verified.

If one joak ot iis foce value what moat supervisors said sbou
their mothods of sumarvision, 4% would seen that the bullyinz type of
sunaryisor as o spscie had somnleokely vanished from $he Company and yet,
if we look 2% the employees® jinterviaws, it would soem as if the bully had
not altomether disappeared, This diserapanasy I thoushi® hod some significsnce
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Lven if we grant that the employes wes totelly unwerranted in projecting

the attribute of 'fbnlly'* on his 'éu;pbriqrt. mm:ﬂshahéﬂ, the fack that

the superior was unaware that his behavior, even though motivated by the

kest of intentions, was not being so interpreted by his mployoas aemd

to me worth while consiaaﬁngo One: thing it c-rtainly ssened to indicatc

wag that tha superﬂser was amploying a method thet ’m was not attanp’c-

ing to test or verify. B

This was brought out rather clearly in ‘nvaral. other‘inatmma

~ In one depsrtment where one perticular supsrvisor wes being eriticized

rather severely by his subordinates, this supexvisor 4id mot seem to B
ewers of the dissonsion. - In telking to we he w@ﬁ quite certain he wam
"getting himself across"” o his subordinetes. He had developed, e
claimed, & tcohniqm of "selling himself” of which he wes vexy proud,
3.25 The gzmnwisoz-'ﬁ New Roleo

N - Xt we examine rather carefully the actuel ehan;e lhiah lnd _
aqourred in methods of supervision, I believe that 1% can be sccurately
stated as a chenge im the rols which the supervisor plays before kis
subordinates. In the last decede it wes more soclally acceptadle that
a supervisor be "har{z~boil'-,d" then it 1s té@ay.‘ Thig was the xolq whiokh
he was called upon to play when he becsms supervisor, He had %o be
able to talk 1oud. give his orders in hoayse whispers and swear like a
$roopere The present da;r supervisor kas to play an opposite 'I-'Ol‘a He
now had to play the part of the friemdly benefmetor to the mrker. vivally

MILWAUKEE
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_interested in thet individuel's welfers end well-being., In order to

a:ueai;a in the mind .o;‘ Vi:ha operavor thié- impreasion, hel hag to say different
thinge end employ different devices. A "frown" takqa%the place of &
*bawling out;" & cheery "good morning" takes the place of a "frown® and
"interviening” takes the place of "good mmingq“ ,

3026 A Tendency to lLose Himself in the Rols snd Forget ,»thia};#néienccoﬁ

This mey sound more criticsl then I intended. There is no
question thet this is & step in the right divection. Nevertheless it

'aaemiﬁ %0 me thet the emphasis was being pizt still on the wrong spots

~ The supervisor's ettention wes on himself, the words, the ribuals,

. pestures or tricks he adopted, vather than on#he object which he was

supposed to he sugezéviaing;;- He was tzymg to oreate an ntprea‘sion‘ on
the operator with the ‘pc~tsib11;ty. of over-playing his role instead of
looking :’niarq carefully at the operetor he was trying to m.asa Even in

inverviewing employees, the supervisor was likely to interpret it ia thias
| mEnners By in'k&rﬂe‘ﬁmg sm operator you cremted such end such en im-

presglon. It wes e meszs of "selling yourself™ %o him rather then a means

P

of finding out his situstion g0 $hat you could hendle him as an individusl

more intelligentlys

S.27 "01d Timers", "Chronic EKickers™ and "Women."

Thet this was the kind of thinking in wﬁich nost supervisors
indulged was also manifested in :;bthcr fashion. Xrequenily the problem
of the "old timer® or of ths "ohronic kicker" would come up. Each of
$hese groups hal to be handled in quite a different fashion from the

ordinary operater. In most cases it was We$ter io handle the "old timex™
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- | by leaving him .alanaa To thnf "ehx:oa;\ic keker, ¥ howevar, you haé to lay
down the lew, or occasionally you hmi -bo bawl him eut.

. The problem of handling men in comperisen te hmdling women was
also discussed. Moat of the supervisore Thought that women had to be
hendled duite differently from men. This statement generallyr radu’oei‘
itself to the fact that you could not talk o women in the ',sm.,fash;m |

RN
§

m which you could talk to men.. ’Iou_‘ had ﬁa approach & women ;!;pdiraétii‘ A
end you geve her oyders in a more indixect ‘taahi’on. Morsover you had t9~ |
be more cereful ahaut' the lenguege in which you c¢ouched your instructions.
5+28 Individuel Situetions Nob Considereds |

_ o There 1s no question that in &ll this there is a ¢extain amount
P | of truth but the tendency to lump & good mumber of :thdiudﬁaié under one
rather vegue, gensrel cless and to diséuss each situation in thet group’
g8 if it were the sams situabion for them all seumed to me rather

indicative of & atereotypéd attitude. The -mpemsoi‘ had a certain set

ik A e oot 55T

of rules for handling the "old timer™, a cﬁr‘ﬁa‘hr set for handling the
"chronie kicker" epd & certain set for hendling women. The mosk stubbernm
tandency I sncountered in interviewing a good number of supervisors wes

thiz tendency 33. handle human situetions m&taexmimiegx 'hgfore Tinding

e+ i AN AL oS TR AT et 11

-out what ths situstion sctuslly was. The fact thet two "kickers" night

bs kicking ebout quite dit‘i"aren‘b things never sesmed to occur to meny of
1 them. The underlying sasumption ssemed to bse that ell “ehromic kickers"

ware kicking sbout the sams thing snd hence should be treated in the same

way. The same general rule oould be mmde about the "old timers® and about

WO o
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[ 3-8 Summery, | | |
| In order to meks my point I baie possibly been guilty of over-

exaggeration. There were some éupez:viaozéﬁ intelligertly and sxmareiﬁﬁin%‘;réﬁéé
in the pmblem# of mpawié:&on who were not just trying to creste favorable im=

‘ ymsmcnls‘ upon nor ssll themselves to their subordinetes end wepe rgally trying
%o address themselves to the individual humen situsiion. |

! ' Immcwsm X w8 vory much impresced with the humsn interest

walch meny superyvisors professed, aud, in meny cabes, quite eincerely, I believe

for their opersiors, 4 in most ceaes they had once been opsrators themselvea

they wére sble to see things Prom the operator's point of viem And in reletion-

o their auhor&mateég this helped bhem snormously. In ’sm ceages, howeven,

[

it led them into the dilemme of choosing bedween whether they should be a

oo s s

 Gompeny men or e employees® man, that is, in handling the operators, whether
they should look st things from the Gompeny's poink of view or from the

operctorte point of view. This, however, was merely another menifestetion of

R e e A et W g R

the conflict I described in the first section with regard to their attiiude
toward suthority.

3,81 Shereotyped Attitudes.

P A B T E TR

Probably' the point”I wished to make In this section cen be
stated better in this wsyo There is always the danger, which we all shars, of
£elling into rether stereotyped stiitudes. Such ettitudes put us in w shatic

rather than dynamie relation to our environment. In the supervigor's relajfiom

*

,n:;"

¢

to authority I pointed out the rather stereotyped atiitudes of complete

obedience or rebellion. ILikewiss, in the supervisor's relat:ton'to hiz subordinates
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- he may a1l into the erroi'{m}‘ s0lidifying hie attitudes too quickly. The
; ij‘ result is bound to be inadequnte diseriminetions. Phrases, mm. smd slogans,
| es long as Yhey have e concrete denotetion, sre undeubtpﬁ;y very helpful. |
But when they beoome merely plous expressions of feith, they cesss o have
} _ hﬁeh utility for the maiv\iéualo And -uéed in place of knowledge and under- |
- abending, they are but poor substitutes, |
| e Implications foxr Supervisors' Training.
l | ~ Supervisors' training conferences besides giving instructions
in shop ptaot.iees' and routines anéi acquainting the superyvisor with Oompany
policies ean go & long way in bLreaking up such stereotyped ettitudes. The
suparv'}.éo_ry tratniné group in the Infdustrisl Research Division is well fitted
for such & task, =nd, Vashz understand, is working én the problem, mhgy will
'attempt to cammunicate to aupmisoi*a & more experimental snd less ritualistie
‘et¥itude toward personnsl ;)?Ob_lfﬁmﬂvo-' Axd this will be done by bringing into
*1 ecﬁférenoe for discuuioxi,‘f;mc_reta oasce of different kinds 6:! hyman situations.
The lesders will set by example ﬁhé methcd‘ they are trying to thcate ©
D nemely the method bf. addressing oneself t0 the situstion as o mesns of
| intelligent eon‘b—ré,l instead of employing megic =ad tricks o control or
{ influence humen behavior.
&
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4 e Supervisor's Understending of Himself in Relstion to the Gompeny.

So fer we bave looked al the apervisor's etiitude toward his
superiors and towerd h;s suborﬁin&teé. In this =eection I wend ‘6*:.: ook

more carefully ai the supervisor's relatiaﬁ to the Compeny as a plane in

i which he can reelize end fulfill his smbitions. This will conoern more
; ‘ hie mgratanding of himself, thai.:: is, of his own urges, lmpulses and
drives, In one way this section will be lergely speculative, as it was

very difficult to get the supervisor to refleet om his own deaires, needs

et i e\ =

and expeétéfmnsa In m{:at cages they were never explicitly e:cﬁreese%

A8 we have already seen they usua;.;.y léy‘ hidden in his vague &iasaﬁistaa-

st e

“$ioms with himself end the Compeny.

4,1 Advancemsnt

The topie of sdvancement offers the best opening $o this section,

a5 it was @round this svea thed most supervisors disoussed their diacontent

e ———— gt et < -

with both themselves ami the Compenye On the yuestion of advancement a
host of different sttiiudes weve expressed.

4,11 There were some supervisors who expressed complete
sctisfaction with the progress thet they had mede fn the
Compeny, This wes independent of the rank which the
indivi(ual hed schieved. Some assistent foremsn or fore-
men, for exaaple, were more diasetisfied with their
progress than some group chiefs. The attitude of the
satisfied supervisor cen best be desoribed by ths remarks
; . ‘which one group chief made. He seid, "During my 16 yesrs
f of service I have bsen able to buy 48 sheres of siock, pay
\l off my home and reise and educate my children. My
. - position is eteady, emch year I get two weeks' vacation,
Sa and when I get sick or have an aceident the Company takes
cars of me and pays my expenses. Why should I kiok?
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4,12 'Then there was the supervisor who bhed active inbdérests
subside of the plant, In this pase the supervisorwms
satisfied with his progress in the Company, beeause he was
abls to sotisfy the deends for prestige and power oubside
of his woxlinn 1life, Ieny of thesge men held only miner
surervisory positions in the Company end might ¢asily have
gone higher. Bub they were perfecily satisTied with 'ﬁhe
position they bads

40,13 Smpng maay of the younger supervisors, still another

attitule prewiled. They were a bit disgruntled wiith

their present shabtus bepeuse 1t took so loung $o propress

in the Companys They shill had expectations, however, that

thelr dov sooner op later would tome. They were generally :
aubitious mon, esger to learn and taking every adventage of o
inmpoving theanselves for & betier position. ‘

4414 "'ham was 4 falrly large group of supearvisors who
elafmed that they were not satlsfled with iheir advoncement,
ot then, of course, whody wes. Yoabt of these men thought
1% iwproper to adwit bolng patisficl as such an admission
night imply e dotel loss of ambition. Teveribeless most
of thess men had resigl-ﬁé. thenaelves to the faet thet thelr

Progress was limtted. Sany of then £fell thet thers wers

batter mon ghoed of them, men with more sducation ithen thay
had had the opporbunity of re¢eiving and henes were in a
betber position %o he advanuved thaz They wore.

4,15 Then there wes the supewvisar, previously mentioned,
who £elb thot he had dong everything that had been sxpugted
of tin. He had cbeved s11 the rules and done averything
whick had been asked of him. And yet other men 1md besen
mut over his heal.

4,36 A gpod number of suparvisors sccounted for thelr
failvre to be further advensed on the grounds that they had
been vietins of prejudice on the part of some swervisor

in the Company. BEad it not besn for this particular ran,
they vould bs Turthear ahead by this tiwe, btubt this partieular

ran had held them dovm. These eritiolsms were generally

cpnlied against sonme foramen or gemsral forcman,
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a rather rualistic attituae towaz-d aﬂvanemnto It 1s yietorially

 makes one suspect this possibility. The possible oversimplification of <

4,2 Retnstia Atti‘bud: toward Advammnto |

I we look at the abau expreassions ol dinuti::actien Ve noticc

represonted as a ledder in which either you did xmi hafs the right stext.

to make 'she initial rung (4014) or vou weze pushed dow by somecne on

+the rung shead of you (4.1&) or ths :taddaz- was not built eomotly a;nyway

(4,15). These mey be quite true stetements end ye$ it is olso quite :p'aqaiu& N

that they offer zood ways of ra'kienaiizing one's owa errors and r,ailu:éi;

The very fact that the letter are so completely omitted tx'on the pioture . ‘

such situations »ariaeb, it seems tc me, trom cbncn-iving safisfaction or

&i;nﬁafaction in abaolutu in:taud af relative tqma

4.5 Batisfaction as m guinbr:. um between Demende and 0 ortuniﬁng
. sasisfaction or di&satiazeﬂfim 1.8 relative $o the dmndl‘

which the individunl is meking -of, the enwimmnt end the opportunities

which the enviromment offers for their nanizaﬁoﬁo For some superyisors-
{such &s those desoribed in 4;..1:!:p 4.12 and possibly 4014;) advanewnt is
sot the chief consideration. Their enly expsctation is $het the Company
provide them with an oppoxtunity for making = fair inocoms and of baving

a steady job. If it accomplishes this, they are satiafied.

404 Causes of Dissatisfactionm.

Dissatisfection, expressed in reletive terms, may sariss from

enyons or two of three possible sources.
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4.41 Beemuso the demands are itpmature and Iiénm the
gouia} enﬂmmt ¢an never offer them opperbmity for
expression. .

4o42 Boeaus& the dawnds are vague and inmdeﬂm& and
henee the individual hes diffieculty in malizing theme.

4443 Beeganse the soelal argaxﬂzatian doas not offer the
oppartuni‘ty for the fulfillment of lm‘himw tlemndac

Ef we logk at the ebove situations in thasa terms, we ses that

in cass &.15: the dissatisfection mey arize possibly beesuse the supsrvisor
is making an frmature dasand of the Company; ma}.y that 1% come uﬁ o
his infentlile mgtatmnm i this is the ai‘suai;zon, he 1s bound to be
frustrated and henes dissatisfied. The dissatisfaction deseribed fn
4414 may arise fram the faet that the dmends have never been elsaly

stated or understood by the mmms tmm res. This also ey be
true in situation »4:.1&0. I m&y be & m o:‘ Juestifying poorly amm

dewands. In short, T offer tnese sltemnative possibilitles to show that

what the SUpETVIsOT Bays ean not be taken at its tage valide In one case

£t mesns one thingd in another gase it mesns sanething quite 4ifferent.
In 2 olngle interviow ;E*&. is someshat diffisult to azsess sueh

situabions with any presision. Neverthelsss in many eases, I was quite
‘sonyinved ths asstuel siluation was not being expressed very slearliy. In
the sfituotion deseribed in 4,13, if the individual is dewending that his

puperior, when considering his possibilities for edvanesnent, teke into
sonsidesration his capacitios and sbilifies, sa well ag the number of ysars
in which he served the Gompany, we have ons kind of sitwetion. If, on the
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| | - other band, ths youny smapervieor is demanding that youth, bevauee of its
| enthusiasm, energy and confidense (somstimes misplased), bes a right to
a position that 1t has not ap yeh, in faet, a@hiavzéd, e héves guite anmi:i;ém"za
In the first pase we have a legitimole dewend which bhe Compeny might not be |
giving sufficient opporiunity for empression. (It wes my impression -
| maybe ingorvent aa I have not setual figures - that most qf the supervisers
, . were middle~agedo There wes a poodly sprinkling of yowag group chiefs and
i geotion ahi ai’a. But beyond this r.anli, the young men in his thirties was

guite & roticepble excoptionte It olso was 1y impression thaet this was

ore true of the Oberaiing Branch than of the other branches.) In the seeond

oane, We have a poorly stated demend which éﬁ sloarer exprassion menifests

it ahsw&&;t?._
4.5 Zersensl Limitakions o

4,51 Edugation | T

z ~ Two topies freguantly brought w for dispussion wers papsorality

and edueation. These wers generally brought up 4n comnestion with the
quatities required of a suocessful superviesr. These weve the aress in
whigh moat supervisors felt the preatest personal limifabion, ifany
sunorvicors £alt that too mueh exwhasis was beling opub on aﬁue_at ion and
sollage nan. Some of them were desperately tryinz to et the edncation
whieh $hey Bad not the oprortuniiy of receiving in youths Others were

z onxious to give to thair sons and sauwhiters the educebion of wiiel they had
' . bean deprived. Yo matter how it was expreesed, thore was no guestion of |

the tremendous value which most of them plased on eduwcation. By ethucetion
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| & they meant the formal education oue reesives at sehools. Several geod e
with a vast amount of prectiesl sxperience, espacity for lecTning and good
resords of achiewement dimplayed theow Reelings of educational inferiority.
In other gases the lack of fomal education was used as @ means of justify- .
ing thelr failure to sdvanse in the Company aseording to their expectatfons.
4,52 Personality. | | | |

| Personality was slso another tople for a greet smount of pre-

e PR B T T T

occupation. For some of them persomaliiy was a sort of meglieal sudstence
whish adharsed to gari:ain Individusls gnd whieh aeconnted :ffor thel T sucensss

To many of then, persopality was to @ supervisor what *i%” was fo a movie

e s B B i g S VB T e e

actress, ap indefinable and elusive guality which some pecple possesss
Towamd this slusive gsomething, or other, two attitudes waie displayed,
For some of them personsli®y was smething you were born with rather than
sonething you can develop: OFf those who ‘hem thiz position and who felt
they 4ld not possess it, some were rasignsd shile others became bitter. And
then thers were s nurber frantically trying 4o dsvelop persorality, Thase
me radiated persopality.
It 12 probably a eommonplses 1o ramark that anything is naturally

wore importent to the person who does not pogmess it. Food is oxly im=

; portant to the person who hasn't any, The sans is true of fommal education
' and personality. Nevertheless I balieve it would be unmise to coneluds
that the supervizors wers statinz their limitations sorreeily. lost of the

2!

supervisors I interviewed wore men of an older genersiion when the amount
of formal edueation taought nesessary, espesially for business, was mueh
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logs thon it i8 Sodays Iikowise hixh prossured salesmanship and the
roving pietures had pot as yot made "porsonaliiy” the fetich It has bucome
todu¥. 4n shork, 3% vac only in Semis of thesa two wodern cliches that
The supervizors were capsbls of discussing :3 hogt of vague ang pmm '
frugbrativons and linitations in achisving vha® they vented to Wes In ‘h&t&&ﬁ
axgas they wers siiembting 0 sxpress the relation bebwesn vhat they wers
aﬁd vhrt they wanted o b% |

Yo Yieht up precccapaiions of the diserepaney bé“hi?gﬁl? ong's aao
and one's egy ideal, oz in other témz‘e, betueen one's aotusl achisv: o &

angd what one would Zike do have aehioved ; is never pleassnt nor fruitful to

the individual, usnless one is prepared to show more definitely and vouw

Foruotively the reladion bebupen them, Those who bawe talked to supervisom
on either of these %wo %opics - whether it be in tonferences or clsewhere =

aze owobably avare of the pesuimistice preceewpations they arouse, and how

mmeh of what s sald le likely to be misinterpreted and misconsbrueds

4,6 ZInterest in ork.

Vovy {ev cauents tere oxpressed divestly about interest in
ora's tork. . few expressed their aﬁ%uaim with their job but the
rajority of them said rothing in the affimmative. The greatest nusbor
sxpresged annoyance ob ceetain shotusles vhich hindered thes Zxom Linding
joy in thelr wowks. PBasides the friction of personalibies clready mentionad,

these camplaints vere of the following nature:
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2e OUver-erowded logkers.

bs  Insanitery condition of wasbrcoms and ﬁrimﬁih{; foun*i;aiﬁén
¢s Too much clerisal work demended of Tivst line sa;;ervisera.-
&« Too mueh "red ta@ée’g | |
¢, Too much edpharis on "housetleaning.”

% e Difficulbler in pebting operaltors o use safety deviees,

\ go Frietions with other ‘Qiﬁgani:z&'hinﬁs, as for emeample, the
i ‘ Inspaetion Brewh and Engineer of Ianufacbure.

ho Pirst line supervisoms not being silowed a tovel & week.
; 4,7 Distorition of Demands.
| We have all probably found that minor sourses of ennoyanee

bocoe ineressingly mors irﬁtating on gertain otoasions than on others,
I things ars going slong well in the office, the poity dsrands of our

ehildren at home are less irriteting than whon the reverse is truge. Like- |

e it A i e s <o
i

‘WIS, i our dapestic situation is somn%at hoetie and disrupbed, the

minor chstaeles of the work situation tend ‘o bectoms megmified.
Ir the demsnds we reke of our enviromment are vague and ille

defined, this sttuablon is more likely fo arises The annoyances arising

PR REY SU

fron the failure of realizing certain expactations in situnbion A are brans=
2erred to sitvation P only If A and B are confused and not clearly discerimine
ated. The porrolary from this applies eainall:;r wall to suvervisors at the

| Veztern Electrie Gompanmy. It im imporiant that the supervisors cleazly

i - dirterentiate those thines they have o richt to expeet of the Company from
those they can not expeet 'the Comyany to provide. Otherwise they may foist

on an obieet in the Comyany, vagus frustmmtlons and dissatizfootions arising
from situations outafids of its dormine
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Tow 1% is squally obvious that the Company can never .szér
the upmmmm for the eamlete fulfilinment of all of the supsrvisora?
#emands. Thig would mean that the individusl is substi‘buﬁing the
Company for the wider sociel reality of whieh he is a mem‘ném I% would
mean a a%um;tng af growih and ae&fwﬁ@mmmt gomparable to that of a

ohild vho tries %o Tind somplebe satisPaection for all his innexr ‘ma_ﬁs‘

. within the mmé_e gonfinss of the famlly circle.

% seans to me possible that in & rapidly changing society, |
the expectations of 1ts members are less fixed and steble. Becouse of this
fa’ilm of soclety bo gmﬁ@a‘ adaquate econirol of axpeétati@n, excessi#e ani
&_i.’ster%é ﬁﬁan&rs are ldkely %o be mﬁe oi" the large industrial mria'om%ibns
by its emoloyses, - |

4.8 Symary.

4.81 Twp Foms of Jugtifyins s Dissattisfaetion.

In sonelusion bo this soetion it may de well to point out again
the manper in whieh I snalyze & dlssatigfaction. There are two different
ways of Justifying a dissatisfactions Ove way is much more comon then
the other. The common way is in the followimg fomm:

4.831 (a) A{which may be suy individwl, group of
individuale, sociasl Institution or thing) has the
charasteristie X.

{b} % is something soclally disapproved of (this im
usually implicitly aasumed),

a} 4, who bas this X charaeter, is therefore to be
sondiar Nod. .

{d) Tohevefors, I have a right to be dissatisfied with
oxr exitical of A,
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T The wncommon wey, inierestingly enough, cen be put in this |
4,818 (&) I am making such and such a demand of Ao
" {b} 4 fails to come up to my expeedtation.
E {e] Therefore, I don't like 4.
{ I alvays test a dissatisfaction by Sranslating the fomer method of
‘4 juav‘«{ifi.s:athn fnto the latters This accomplishes two ‘bhin@. If the demend ;
? | 18 legitinate ang well dafined, the trenslation is easy and strelght-forward
b and the person making the eriticism upon & 1ittle roflestion actepta it.
} ' I, however, the tmnsla'tiw‘ is diffieuit, I look for the possidble under-
' lying demends which could by supplieds If the person shys off this way of
\‘ | ‘ %mns:ﬁaﬁing it, I strongly suspect cither a vagus demmnd never before
j 8xplicitly 'eu;;préssa& Qr such & dmnﬂ, thet, if it were expressed, would
3 wpoge the Immaturity or the absurdlty of the erdtietism.
i 4o 82, Wivs Demands as Symptomatic of an ;_I;_agaverisfhe& Soclal Realitys
| In this section I have tried to look mre‘earemny at the
s total sityation from which the super#isora' camplaints and dlssatisfactions
i arose. This lsd me to exeminemore garefully the demands being made of
the Compeny. The incapacity of the aﬁgemismrs to articulzte them made
re suspect that ther were for the most part vaglé and indefinites X showed
how this very vapuensss might lead %o 2 posesible distorticn ana;. to exeessive
, deands being mede of the Companye I suggesied that this wery vegueneas
3 (: might be symptomatie of the kind of social milieu of whieh they were mambers,
| It i3 1ikely that in a rapidly changing social world, the sxpestatfons of
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_; v of its members are no*’c very clearly definel, In g more i‘nﬁegxateemmity,
;“ soeiety mere or less dietates to the individual the areas snd limits of his
; sxpectations. In & less steble orgenization anyone can expeeb amyihing.
The group chief exrpests the opporiunities of playing goif as wa?x'l as the-4
works mﬁag&ra The offiee boy expects an autorobile as well as the

superintendent. But a&‘.%hzwgh such a saaiaﬁy may samvi&e a few with anbounﬂad

opporbunities for material pas;seaamu, it aleo may fail to *3mvi&a the mny

with the richer socisl life found in mo:ce stable ~cmuni$ias. Vith thisg
im;aoverishmam of the social 1ife for the individual, it is mmml that

they would Hurn to the Com, ;an;gf Por things they fail o ahtam elsswhmno ,

5 Gaﬁﬂ %@ _20
5.1 Imo Foselble Rpsprerations. |
In an attempt to state the underiying attitudes of mind and

cormon assumptions of thought of a large group of individuals, one may
be guilty of two errors. On one hand, one mey do an injustice to the
axeoptional individuals of the group. OSubstanding 4 iffereneces may becoms

blurred in the sttempt to reach & common denominator. Or, on the other

hand, one Ay siate such general propositlons about the individuals of &
partievlar prowp thet they might equally well apply to the general class

i of huan beinmme To avold the first error 1 have tried to be careful

i k ' 0 odify anything I s2id as applying to & pood number but n»b rzeegsaarily
j to all swervicors. OFf the second error I have been puilty to the extent

| that the "syncretisme” (obediense-rebsllion complex, ett.} o whieh I reduce

UNIVERSITY OF WISBCONSIN - MILWAUKEE
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. | wyr data have very general amalicat fon anf:{ am not peewliar to “?estern
; R Slesirie aupervisors. Tevertheless i:hs ﬂegree ang i‘am in whiah they
i o wonifest thamselves vary in differaut Qiﬁmtian@. And i% Is the Tomm
i ther tale in an industrial sibustion tlat gives 'ishem. thels mﬂiﬁu}w
i s‘iﬁmﬁﬁmﬂ% , o
; 5.8 The Problem Restated.
48 38 often true in iInvestipetions of this pature, lana starta with
‘? ong ,:ﬁs'b of guestlions end ede with mnﬁmrq X;sﬁart with *ﬁhaa g_matiwé |
f"”ha% see he gomon problems with which supervisors are gonfTonted?”
} Although they mz*& never sxplicitiy axpresve& as azmh by the sapervﬁ.som,
i

1. &f&aﬁz, ‘ah«a answer amounted *Im *E;hia. "How ean we effeﬁtival‘y cmml‘ﬂﬁﬁ
smpng aurselvey aréi i th %}m Gam,paﬁy This anaw&r seta the eemdi tione far

th&: ne¥ sat of guestions whigh I should like to melse.

AT S K T s

; (o) Vhat factors in & lerge indushrial mmoratim rake for -
; affective eollaborst lop mong its menbers? |

: o . o ' {b) To whot exient can the individual supervizors be given
‘dnaight into such factors?

{#) To what extent can mensgemnt set the vroper conditions
% Lor effepbive wllaboration and what are ¥ ege conditions?

|

|

; .

P .

e e S - = -
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July 23, 1951

]

- | | A REPORT ON SUPERVISORS IN DEPARTMENT 6366 : - -

=

" . ____ject of ‘This Report

- In this report I shall a‘ctempt to apply a total situa’sion
. .approach to a group of supervisors in a certain depariment. I
shall start with the material obtained in a single interview
.- : "from each supervisor in the department. As I em studying a
SR -~ group rather than an individuel, I shall be concerned with the
P preoccupations more common to the group than with thoss pre-
= PANCINS occupations particular to one individial. In some cases, ,

T however, even this latter material is illuminating. I shall - .
T ‘attempt to explain these prooccupations. To explain them, I -
’ S shall not give their origin, but rather their meaning, Whai .

do these preoccupationa mean tq tha mdividnals in the depart- ‘
- ment? . :

PR

T R 141, Its Limitations ' "““';‘f e e

It might be thought somewhat presmnptuous to a‘ctempt o IR
such an interpretation on the basis of a single inter~ SRR
. view. In.one sense, this 1s quite true. Were it m,v ’ L
intention to give a final conclusion to this study, I
‘would be open to the above ceriticism, but this is not my - ‘ o
 purpose. - In this peper I am more concerned to see how - R
one might go about to ‘report & human situation in a de-
.. pertment rather than to deseribe 1% conpletely or- ﬂn&lly. s
- If, then, one only takes my interpretation to be tenta- T
tive and provisional, no harm will be done. ‘ | o

4

. S " Rules of Interpretation ':' E s; : o ‘ BRI

() ) '-s . . . !

; - - The int erpretation I maloe will be guided by the i'ollowing O e

oo rulos._~' . - — , _ | R
l 2.1 You can not go to tho individuals themselves for this .

‘ interpretation. They are-not loglcally capable of

' analyzing their experience. As in the case of most of

us, they are -only too ready to rationalize end justify

T . their preoccupations. Of course these rationalizations- . i

- * offer a clus to the interpretation that the interviewer e K

¢ - makes and honce ahould be taken 1nto account. . -

N
‘ . -~
- : - ~ o
- . . t

1

-

Yo

- —— : - . P . e - - . U . - R —_— -
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— ' : 2.8 The question arises, how can the interviewer check the o -

R ' . . interpretation he makes if he cemnot verify it from the . .
I . o people wWio have been interviewed? My criteria will be —
L that a sst of preoccupations is interpreted when it is

related to a comnon schema, such that all the pre-

occupations fit into an organic whole. By so doing it

will show the function that the preoccupation has or

the part it fulfills in the whole. (For further ex-

viewing under Rules of Interpretation.)

. Be Preoccupations of -l:he Department ,

I shall now list the precccupations in the deparment

which m.v interpretation ahould expla:ln.

s advanced in the deparment. |

-

/

et —ae - ———

dition or for having held them down.

for which they ere not responsibles

~ his employeess . - |

e

UNIVERSITY OF WISCONSIN -

Bl . Precccupation of :mtiJ.ity and tha impossibility of being B

3.2 The justiﬁcation of these reelings of rutility and of :
f . not belng advanced by seying the department is stagnant, .

’; - is in a rut, 1s & "graveyard," or is an "old people’s . = .. L
| . -~ home,” and by blaming a former foreman for this com= - S

3.3 The demend which e number of group chiers and section -
chiers make o:t being -pub on a straight day basis.

3.5 The concern some individusls have because both 'bhei—r_ , ' | |
foreman end assistant foreman were campaign managers ‘ -
j . for losing candidates 1n ‘Hawthorna Club electionse -

7 3.6 The assistant rorenm's desire to "1l himself® to
\ »

planation of what I mean here, see my paper om Inter-t

he

LYV S L R T N

3.4 The logic by mesns of which.they. justify this Aemant,
' They sey that under gang piece work when it is noces- .- . L
sary to hire new help, gang. percentage is reduced - . S
which means that.during a boom period the group chief - U
has to work harder for less money; also in a period - | - \ P
of depression when short service men are laid off L ‘
‘ , and only high grade Operators are left, the percent- | o
Py ’ ‘age the gang can meke is smaller. In both cases - T o
: o ‘first line supervisors have to suffer for something' } o

MILWAUKEE
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S 7 T We might say that these supervisors are justifled in hav;.nrf e

el T aome of these preoccupations, that is, that they refloct the | . -
L ~ condition within thé department. But whether or 1ot this is- ’che
: -~ case seems to me not to. be the only matter for consideretion. To :
. stop the investigation-at this conclusion would be to‘obtain only
— a«part of the situation., It might tell- -you something about the
.~ department, - but it would not tell you anything about the present
- supervisors who constitute ;part of this department, and as long . o
__as your research. is in human area, this is an impertant part of - ST
, - - 7 your probleme Let us’ assums;, therefore, . that these preoccupa~ o
A G B 7 tions reflect both (1) the conditions in the ‘départment and (2) |
§ ‘ - something about the individuels whose preoccupations they aree. _ T
? - -Only unless we get this. second part do we have & "toﬁal situa~ DR

- tione" '

=

| 4. scsumptions shout_Gonditions Within the Department - 7

S In order to make ny point/more clear, I am going to assume for,
the purposes of this paper that the following statements made ‘ -
by some of the supervisors cheracterize some of the conditions C
in the department. I am going to assime that these conditions
are true and attempt to show that unless we obtain the material
" above mentioned, these statementa 1n thamselves do not ezplain R
" the preoccupations. ‘ 3 S R : . 2o

4¢1 That the departmen’c haa an unduly high amount of old
. service aupenvisors.- '

4.2 '*That in the past two decades no group chie}has e’v‘er be= . |
L - oome assistant Toreman. 1n that deperiments ' |

| 43 That only' one -supervisor has ,ever been known to get as
; o ... .. far as assistant foremen, and that was after he had been
g o, - transferred from that department. o . —-

" 4.4 That one of their rormer Poremen Was a "hully" and would
! . v not trensfer eny of his supervisors out of his depart- '
b : - ment even when they requested it and even when he knew
‘ L it would heve been %o their advantage. g
|

_'.4.5 That meny of the jobs originally in the department have
been transferred to Keaxrnye , T .

( ] " . Be Provisional Interpretation. . 1

The interpretation I am going t6 present is this: On the
part of a good mumber of supervisors in this department, there
is a hauntins fear of having tailod. e are fallures, and

- - . . -
LW 3 RS V) S A P -
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- ) .o “the ‘Company is not/interbsted in Q13 any longer." ‘I'his s the P
e vsehema® by meens of whiclk $hey Interpreb tho things about’theii, T
4 N - It is with this apprehension that they assign meanings to the -~ o

R - - things which happen in their department. It 15 that which com- - .-
;",.V pels them to demand redssurance shout themselves. - It L67EH1S" o
-haunting fear which doés not allow them- to.Pacé certain facta. e
In other words; I am going to show that the above menticned .- 7 -
preoccupations are- aymptoma of this more underlying ract. o

"’s. Preoccupations No. 3.1 and 3.2 ', ..i o T

Let me explain what I mean by taking each preoecupation .
" listed ambove in iturn. Iet us look at’ the first preoccupation E.

T
. ~

. © . shout the impossibility of being advanced in tais depertmente f; e T
' Now an interesting thing about this statement ds thet it 48 .. 1 . 7
. double<edgeds It might mean that ;. .they were: igndreﬁ or- wil*- i - i

fully held down by those:'who had the power .o promoté them . -
_ ory in the opinion of the latter, they were not ualified for B
-, advancément. In one case they were’ ‘Yietims of c¢ircumstances, _ -

4,

; : ' : /_ or victims of prejudice: or ot,misjudgnent. In another sense *
! ‘ o - they themaelves were. part:lal’ly responsi‘ble ror not. baing pro- o

e e

- - ) - . - . - - . .

moted. — T S
- - ,/ A - - - ‘,. R MA»':“
6.1 A tendency to attribute to mismanagcment or circumstance.
that whicéh they might have, attributed to themselves - ot

i Now the thing which 1nterested me was the way in
* . which the supervisors rationalized this.condition of . ' R
stagnation in the department. Why were they so eagsr =~ = - o
to imply that they were victims of prejudice, mismanage- = o
ment, or c¢ircumstances? The former foremen agaelnst ~ - IR
. whon so many head complained had only been the head of = - . o
the departmsnt for eight of the twenty or mors years B
that many of them had served in it. Why were they only ooy
. willing to look at’'one side of the picture? Why is it
( . 8o much easier to say that-the deparitment is in a ruf
" end becauss of that I em in a rut, than to put it the
other way round? Why do they identify themselves with
the department? Why do they attribute things to the de-
partment which they might attribute in part to them- )
. - selves? What connection is there betwesen the depariment
. : . being a "graveyard" end their own personal feailure to be
.~ advanced? Certainly this has not been the condition of
S | the department all of the twenty or more years in which
S *  they were members of it. This is the condition of the
" department at present, and it looks as if “they might
oonstituto an intasral part of this conditione

[T S VRUI PUPUPUP RS

vt o

e e e = e et b oy Wi e 2 e S A - 8

— m——— - -
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6.2 A tendency not to race all of the facta ;

T o These Were the questions which at first caught my atten—-;
il . tion. As I have previously said, it is just a8 important in
: an interview to note what a person doos not say or can not
say as what he does says. Was there somsthing about this .
condition of stagnation in the department which was not be-
- ing mentioned? There were frequent references to the fact
" that many jobs previously. in the department had been trans-
ferred to Kearny., Here might be the clue. Might vie . not
, . . - assume that in these repeated transfers of jobs within the
S O " department to Kearny (1) the better men were sent with the
! B _  Job to Kearny (by better men I mean the more progressive - e
L , end ‘adaptable), (2) the more progressive and adaptable of T
i . ' : those who were not transferred to Keamy were transferred T
i

~ to other departments in the branch (I think we are fair S
to assune -that these men would be eesier to. transi‘er.), and C S
. (8). the - remainder stayed in the department. - B ST

-

l AR This m:lght account” £or the ract that there —seems—to-ba T e
3 B . an unduly high percentage of "0ld" timers" -in the @epard~ -0 T
ment, but it is interesting to_note that not one of--them . . S
. , .- - mentioned this ih order to explain why the department was . L
; -7 < - an “old people's hame." Why? Might there 0ot be a per=" .

~gonal reference-in this admission which they; naturally ~:,_.. e T T
, enough, would not 1ike to race?“ o s TS T
LT 6.3 A resiatanco to learning ST o o _"4 L

]
- .
o LR G

" From allk this speculation, theretore, the firs-b question
I asked myself was, why -was there @ marked tendency in - :
. . this depariment to -attribute’ %o fate or circumstances 'bhing,s ST e
- - " which they might attritute to themselves? Tn-short, if we .. o7 Tl
. .. . ask ourselves what functions such praoecupations fulfilly" T
' ‘ - we cen readily see that they play the role of prevenfing- . . .. _.
& supervisor from looking at ela)ilc) unpleasant facis, -that . C

e
i
. . . .
c e e # e Smen = - ..

. A
{

i

E‘ Uz is, to what extent he himself is personally responsible. i

; ~ . w7 2w These' pmocc\@ations have ‘hindered him from looking at hime- .

: = 7= -7 gelf and éorvecting his .own attitude, of facing-his owm . _ _ S -

| o . - errors and correcting them. - This is the entithesis of _’s&;e T

| : - learning attitude, and -this attitude seems to be quité -

} o " common in the depsrtment. Several of the men said . to me:" IR

j - .“~- . tbat they had nothiig %o learn, and that afier being ’twénty N
o "~ [or more years- in the dopartment, "they kuew everything about -

{ © . .- -::the job. Most of them were oIy, selr—satisried withzthe " ~ 3

R SN .»wav thay handlod thoir joba. R o ST
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S '8e4 A tendency to play safe o '~ T D

4 S Now I em not saying that these men are failures snd hence
L the Company was Justified in not promoting them, btut I do say
’ ‘ that It looks as if they -are suffering from the preoccupation
- of being failures.or having faileds And if we look at the
. thing more carefully, it seems as if they never did hove the
coursge to faile. All their life they have been pleying safe.
Why should any man stay twenty.yesrs in & department if he
: . , thought his real worth was not being giveir proper considera-
O S tion? Such behavior does not seem to indicate much confid-
i . encoe in himself. There seems to be he:c‘e a discrepancy
! between 'balk and behavior. Lo : ‘

7e Preoccnpations No. 5.5 and Bed | L S

, The question this raeised in my mind I shall phrase some‘ahing
like this: Were these men really so interested in advancement
or were they more concerned with the security which such ad=-
: vencement is supposed o bring? ~Maybe the preoccupation about
; - wages will give us the clue to the answer. Why .do the group
'~ . chiefs and section chiefs wish to be put on a weekly basia?
: ' ‘This may be interpreted, on the level of menifest content, 1o
: , ~ be {1) a demand.for more money or (2) a demand for a more
L . - steady 1ncome, or & eombination of both. ' :

Ta

_ There is something %o be aaid for the fact that this isa -~ ' - —
demend for more money. There is no question that under the oo L
present conditions of shortensd hours,. etcs many of the stper-' = o

. visors are having difficulty in meeting their current expenses. | T
. Nevertheless, if their sole objective wes to increase earmings, - - S
‘why did they offer this particuler solution? There are meny ~ , B
other possibilities they could have mentioned which would have o ' '
produced the desired results._ It seemed to me that underlying L
this demand to be put on a weekly basis there was something " S
more than a demand-for more monay, for certainly they do not » ‘ - ;
expect that should they be transferred to a straight weekly ' ‘
basis, they would get as much as their maxinum eamings had .
been under gang piece worke ’ y

{
¥

]

7ol A desire to divorce earnings rrom pérsonal performance

e et e e et w8 e e it e s Vm 5 At

, Is it, then, a demand for a more steady income?
A R Certainly it hes this element in it. They do not wish
t e their weekly income to fluctuate with the earnings of
' the gang. But is it not also a demand that their eamn=. - .
ings be not dependent upon their personal performence?

- - . - +

-
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o ment end not what.they might gein? Why do -they ettribute’

8, I

What is the logic of management with regard to the

' pvarticipation of group chiefs and section chiefs in the

~earnings of the gang? Is it not to keep. them personally -

interested in the output of the gang? At least this is
.the way first line supervisors think about it, and they

~ were very eager to point out to me what they considered

Y

weekly basis are interested in the geng's earnings and -
output, why should not rthe‘ ssms apply to us?

But 18 1t not also the purpose of msnegement in this

scheme of baving the first two ranks of supervisors- -

participate in the gang percentagé to allow them to bene=-
. fit-from that which might have been in part also because
- of their abflities as supervisors? Why are- they so quick -

to see what they might lose under the present arrange-

. - the rise or fall of gang percentege merely to the con=
stituents of the gang? Has it nothing to do with good

supervision? Don't they think they have anything %o do

with 1t? Or ere they not willing to take this part of
the responsibility? Is this the rub? Does it not look
as if the unexpressed demand is that the retention of -
their Job and their own earnings in no- way depend on

their peraonal portonnanoe o showing? - | S |

Preoccupation No, 345 , : ‘¢ s _' : A

Ir the 'bhes:ls T en maki.ng is correct, it would be natursl

' to ‘expect that anything which tends to ™light up™ e hidden
"gchema™ would be interpreted as having ominous significancee
Why was the assistant foremaen seemingly so worried beceuse his

chief two years ago had been campaign maneger for a losing
candidate, when he himself had maneged a losing candidate this

very spring? Why, also, was snother supervisor in the depart-

ment concerned with the fact that both his chiefs had not

picked winners to manage? Neither of the two could articulate.

this preoccupation very clearly. It seemed to hold some
ominous significance. It wasn't & particularly good record

for the department because their chiefs had not backed winning.

-

candidates. It seemed to imply that the department was not
popular. But why did they interpret the failure of the cen-
didate to win the election to signify their bosses' unpopular-

' 4ty? Didn't the vcandida.te'a. unpopularity have something to do

Py

v

£

“to be fallacious reasoning on the part of menagement by .
saying, "The assistant foremeon and foremsn who are on a

MILWAUKEE



e | 7 with 1%? And just what did the bosses’ unpépularity have to do 0 .= - o o

rrs with ‘them? But maybe the unpopularity of their bosses has some~
" . " thing to do with the security of their jobs. Maybe 1o them i
was a symbol of their own disgrace and or their own railures.
Let us explore this "eyncretism. , ‘

~

H

8ol An inrantilo a;gprehension of’ au'thbr'ijz |

The progress of a first line aupervisor dependa on his
boss, thet is, his foreman.. But the foremen's hands are .
tied unless he 1s in favor with the "big bosses.” Ifa .
‘foreman wins the election, maybe the gods who are ever o
watchful from above will smile down upon him and his de- .- S
. partment. They will grant his requests. Some of the ‘ i
- © ... hopes and desires of the supervisors may be realized.
.. ... . Their jobs are safe. But should the foremsn lose, the all=-
0 on. i+, seeing eye will frown down upon them. That is why the loss
LR ..of the election meant so much to the group chiefs and
,_,_Z-."-section chiefs., The meaning assigned to the losing was ,
.. -7 something as follows: "Our bosses have lost their 'mana.t e
-~ - -They are no 1onger in favor with the *big bosses.® . Hence , R
-7 we are like men on a doomed ship,  We can no longer expeet . , . .
-7 eny favors from them. Maybe.our secret will be discovered." ;
- It was "lighting “up" theirever present fear. "The tbilg Co
- bosses' are not pleased with us. ; Hence maybe wo are fail- B
> ""&11‘680 SR N z% .. T . i

N
.

N

1 These aupervisors have 1oat all_confidence m them- ‘
selves, that is, that in eny sense their progress or' '
~ security is dependent upon their ‘own capacities and
abilities. The attitude in this department is now that
‘advancement ox security lies_in the whims and caprices R
of the gods. Anything which can be inﬁerpreted to mean
that the gods are displeased sends shivers of insecurity : :
T * through the depertment. When & man gets to this point, - ’
(. o I do not say that he is a failure, but I do say that he ' :
a is ‘acting as if he were a failure. .- - -

AR

Qe Preoccupatioﬁ Noe 3.6

What I have said so far in one way should nok apply to -
either the assistent foreman or formnan. Both of these men -»:-
- aYe practically new to the department, having been there only - - -
: a short time. ' But in some syncretistic -fashion, have they» - -
- not also identified themselves with the depariment? In - : '
particular, why 1s tho asainant roremm ub desirous of~ .

V2N
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"selling himself" to his employees? To be popular with them is

\ - . almost an obsession with him. All this appears to me to be

S Y symptomatic of underlying feelings of uneasiness and insecumty -
" and a lack of conridence in himseli‘. ‘

"~ 10. cnclusion

- 2 In conclusion, let me point out ‘the things which geem to me
! : © . - to point to the interpratation I have made: |
- . 1041 ‘A tendency . to attribute to fate or circumstance that A
) ' B which they might have attributed to themselves. . .
10,2 A tendency not to face a1l th¢ facts, R

10.5 'A tendeney to p:l.ay -rsare. ‘ co T Ll .

10.4 \A resistance to 1earn1ng.

10.5 4 desire to d.i‘vorce earnings rrom personal performance.

10.6 An 1nfant11a apprehension of authority. K ERER

T 1047 A concern about things over which they’ have but litile
P : ...~ contral, that is, a concern about what others think
.7 . =about them and theé attitude management has toward them,
S rather than to attempt to control those things over
LT which they really have -some control, that is, thamaelves,
N their own attitudes and preoccupations. | L

A . I.et me say, again, thet 11: 1is not my purpose in this paper
Lo o ‘ to throw all the blafe for the condition of the departmcnt on
S . the present supervisors. With the question of who 'is to blame,
, - whether menagenent, supervisor, or employee, I am not concerned.
S ’ My purpose in this paper was to descéribe a human situation, end
: -‘as I only interviewed the supervisors in this department, I was,
. therefore, limited to the situation which exists among these
supervisors. I was, therefore, interested in the way they in-
terpreted the things which happened . gbout them, and I was not
“interested in whother or not thei:c interpretations ‘Were justi-
fied, . . Ce . . . .
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