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DON'T DISCLOSE IDENTITIES

) From the beginning of these studies, the identities of the
SOMMARY OUTLINE OF EMPLOYEE INTERVIEWINGSOEROGEAMudy have.been kept confidential. We look
INSPECTION BRAI'CH - FAWTHORNG WORKS - WRSTRANU MiBCTREChigyst. Please guard the privacy of
SEPTEMBER 1928 70 #EFRULRY 1o@e@ersons involved by substituting fictitious names, of
- code symbols for real names.

@ii When the fatigue test was started in May, 1927, one of the
objectives was to gain the cornfidence of the test operators to such
an extent that they would give us a frank expression of their feel-
ings as to working conditions and reasons for variations in output,
Due to the confidential relation established with these operators;
we also learned some things about our supervisory methods and their
effect on operators' morale which convinced us that there was con-
siderable room for improvement.

Last year a search was made for some means of measuring the
effectiveness of the training being given supervisors and these ex-
pressions from employees working in the fatigue study groups seemed
to indicate a way of measuring, at least objectively, the values in
supervisory training.

It was thought that if all employees could be interviewed
and their honest comments secured, they would give a comprehensive
picture of the supervisory practices followed and of the desirability
of these practices.

From this embryonic beginning the idea grew into the program
herein described. '

PURPOSE_OF THE PROGRAM

1. To learn from employees their likes and dislikes réiapgve to
their working status.

2., To provide a more definite and reliable basis for supervisory
training and for added refinement and control of proper work-
ing conditions, placement and efficiency.

3. To supplement and verify conclusions reached fram test studies
now being conducted with small operating groups.

THE PLAN AND) PROCEDURE FOLLOWED

It was decided to conduct the interviewing on a confidential
basis in order that individual employees or supervisors would not
be embarrassed by any comments that were made., It was felt that this
would stimulate honesty in the contribution of opinion and feeling.,

The supzrvisors in the branch were informed of the proposed

plan in the September Branch meeting last year and encouraged to
discuss the project. Generally they subscribed to the plan.
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. -2= .
Five interviswers were assign:d to the Personnel Division to
- do the intsrvicwing.

The smployses were intervicwed at thoir working position or
at somz ncarby location.

oy

Interviewers informed sach employee of the purpose of the
interviewing and of its conTidential nature and asked for whatever
comuents they carsd to make, both favorable and unfavorable, about
their supervision, working conditions and job.

As the employee talked the interviewer made almost verbatim
notes. From thece notes the interviewer dictated the employee's
coments in the form shown in the second section of this folder. .

Interviewers kept a card record showing each employce's . nams,
. organization, location and the names of supervisors montioned. '

The intorviewing was scattered, s.g. only two or three
cmployces in the sane loccation werc interviewed on the samc day.

Interviews were filed so that the comments of all employoces
"in one group or one scchion or onc department might bs reviewed at
the same time, '

The plan provided that interviews or comments from employees
would bs uscd in supervisory training confercnces as a basis for the
discussion of supervisory methods and tschnique.

Interviews wore sclucted for confercnce discussion on the
basis of their roference to supcrvisory practices. These intervicws
wers analyzed and suppl:imorted with a list of peoints for discussion.
Some of these intorviews with discussion points are shown in section
two of this folder.

The interviiws sclected for discussion were taken up in tho
branch staff mectings bofore beoing discussed in the conference groups
of othtr sup.rvisors.

Confuorince meetings for all supervisors were held every two
weeks., Couclusions from these discussions were recorded and filed
with the interviews discussed, 3Some representative conclusions from
discussion groups are shovn with the interviews in the second section
of this folder.

The present plan is tc continue superviscry conferceuccs on
this basis uatil the points for discussion are exhausted.
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It is plammed to analyze the comments of employees in
- three ways as follows:

1, Analyze all unfavorable comments, e¢xcepting the comments about
ij supervision, under classified headings. (This analysig has
been made for several groups and corrective action to remsdy
the causes of these comments is being initiated).

2. Analyze and show uuder clagsified headings representative
comments, both favorable and unfavorable. (This analysis
should give a picture of the thoughts and feeclings of employees
on many of the things which govern their satisfaction).

3. Analyze and summarize under clasgified headings all points on
supervisory technique and practice, which are discussed in
conferconco groups, and show adjacent to these the representa-
tive conclusions recached. (The result of this should bo a
comprehensive manuel for supervisors).

From time to time, during the interviewing of cmployees, ;
supervisors voluntocred commznts and opinions about the program, These
comments wers recorded.

When all employces had been interviewcd, supervisors of Group
Chief end Section Chief rank, were approached and invited to give their
commants on the sams basis as the employce imtcrview. (This part of
the program is not yet completed),

In addition they werce asked to give the intcorviewer their
answers to the following questions:

1. %What is your opizion of the plan?
2, How has it helped you so far?

%, Have you changed your method of handling your people since the
plan was started? '

4, Do you think the Company should keep it up and cover the entire
plant? '

8, Are the discussions in the conferences now more interesting or
less so% .

6. Has the plan besn embarrassing to you in any way?
7. Have you any suzgestions for improving on the present plan?

8. Do you think the cmployees are in favor of it?
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9. How often do you thirk the interviews should be made?
10, Do you think employees will work as hard when not driven?

{ Some of the interviews from supervisors with their answsrs to
; these questions are in seetion three in this folder.

RESULTS

Comments from employses are about equally divided betwoen
favorably and unfavorable expressions.

Employces make very fair comments. Practically no unfair or
unreagonable comments were idsntified.

Most of their comments are about current things. MNot many
employces commznt about things which are more than a few months old.
A few cmployezs, howover, have remembered unfair trcatment and con-
ditions for many ycars.

Where employscs have had unfavorable comments to make about
their suporvision thuy have in general exprcssed satisfaction and con-
fidence in tha policies of thce Company.'

Employces have cxpressed pleasure and satisfaction in the
program. They approciatc the Company's intercst and some have said
that it helps them just to be able to tcll how they foul about things.

Quitc a number of employzes intervicwed in the latter part of . /
the program said that they noticed improvem:nt in their supsrvision. :
They say that their supervisors have a botter attitude and usc better
technique sinec the intcervicwing started,

Commcnts from cmnhloyces indicate that they have good coxne:-ptions
of the way in which they should be supsrvised, the comditions under which
they should work amd the company's policics.,

Supcrvisors fic¢l that the conferconce discussions wikre inter-
vicws are uscd arc a sreat deel more hilpful and much more interesiting.
They say that emnloyces bring up points which supervisors would nod
ordinarily think of as biing important in thoe minds of those thty
supcrvise,

Corments reccived from supervisors, during the period in which
cmployeus were interviewed, wors in gencral favorable and encouraging.

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



-5

- GENERAL COMMENTS

Values in the Program

rovides an opportunity for the employee to talk about trouble
which he does not feel free to discuss with his supervisor.

Gives employee a fair hearing.
Eliminates favoritism and provides better supervisory relation-
ship.

Gives employese a feeling of satisfacfion to know that he is
being consulted,

Prevents employees ideas from being lost.

Az supervisor becomes more approachable, employse will take
his problszms to him.

Demonstrates to employee that Company is interested in his
welfare,

Brings out right and wrong methods of supervision in a way
that is easily understood by supsrvisor. '

Arouses an interest in supsrvisory methods far greater than
any previous method.

Provides a composite picture of the way employees react to
supervisory practices.

" Gives the Company & mors rcliable check on the caliber of
supervigors. Some intervisws also indicate nossible supervisory
candidates,

Gives a true picture of morale of all employecs. Staff not
dependent upon the comments of a few employces.

Many causes of dissatisfaction among employess arc brought
out which would comc up in no other way.

Shows importance of complaints about such items as
ventilation, cte.

Gives first hand information as to the most acceptable supcr-
vision, working conditions and placcment.

Increased e¢fficiency and better morale bscausc of batter
supervision.
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Furnishes a2 means of locating cliques of various kinds.

With the interviews as training material, all cases discussed
are actual ones, having a direct application to the supervisors daily
Jjob.

The interviewers themselves receive excellent training in
supervisory practices.

Brief Sumiary of Conclusions

We have been surprised to see what an sffect a little personal
attention on the part of the supervisor has on the employee.

Employesss do not in general want an unreasonsbls amount of
attention,

Periodic interviews of this sort ianspire the supervisor to
do a satisfactory job.

Discussion of interviews affords the most ¢ffective meang of
supervisory trainins wo havs found.

Against the cost of this program may be put down: Lower labor
turnover - greater output - fewer problom cases - lowered accident
and sickncss rats.

A kcon intercst on the part of supsrvisors in employoe re-
lations will later cr:zats an intercest in other policies and activitiszs
as supcrvisors will see the nocd for such information in ercating

interest and loyalty in their pooplc.

Experts agrze that many cases of obscasions or prooccunations
are h=alpzd by employecs having an opportunity to tell their stories
to an intcrested listincr. Wo have run across cases of thiz kind in
our intervicws,

Under our past sct-up therc was almost no opnortunity for
employecs to voice thzir foclings about the method of supervision,
Certainly thiy aro not going to do it to their immoediate supsrvisors,
for obvious rcasons, If wo ars to reach our zoal on supcrvisory
mcthods it is imperative thet we know at all times whabt the Lituation
is.

Woe arc not goutting in all cascs a free and truc expression
from employces intcrvicwed, but judging from the markced improvemsnt
shown during the months we have boen carrying on this work it is
cvident that most of our cmployces will give us a frank steotement
of their thoughts as thoy become thorcughly sold to the idea that
the plen is being carricd out honcstly in an attempt to better work-

ing conditions.
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- We fecl that we have developed a method of training super-
visors and improving the moralc of the workers that we or any other
large employcr cannot afford to overlook,

It is surprising to learn how well many of the employees are
able to grade their supcrvisors on knowlsdge of tho job and supervision.
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November 22, 1928,
Inspection Branch-M.

DISLIKES

Supervision

"I noticed a lot of improvement in my own supcrvisor in the
last few weeks, which I attribute t~ this training course. Of
course I don't know it is due to that, but I understend from differ-
ent ones thet this course which he has been taking wag concerning
supervision. We have remasrked among ourselves about the improve-
ment in his attitude toward his men. One thing in particular is
his approach to his men. He was formerly rude. There wag no
gentlemanly principles aotbached to him at 8ll. Now he is altogethar
differsnt, Of course we are not kids that have to be handled with
gloves, but we like %o be handled as men. VWow if we do make a mis-
take, he comes up to us in a nice mannerly way snd says, "Here,
there is a 1liitle mistake about this," or, "Here, , your fi-ares
don't check with the clerk's. Will you check your's over." Former-
ly he came to us in a harsh way and jumped all over us and demanded
that we check over our figures. I worked with this fellow upstairs
before he became a supervisor and he was the same way upstairs. I
have talked to others about him and they agree with my viewpoints.
deserves all the credit we can give him, though, for his chenge
in supervision and it shows that there is some good in him. This
treining is certainly bYeneficial to our department if it hes caused

.this change in him."

e

c-

Working Conditions

"I think that the sanitary conditions could be a little better.
fne way would be to sweep the tobacco and oran~e and apvrle veelings
out. T think tobacco users should be more careful +than they are."

The Job

"T haven't advanced like I would like % because T haven't the
-education and T wasn't in a wosition to go {0 schrol for several ,
vears, but now T am goinz to the Hawthorne evening schools and am try-
ing my best to impr-ove my education. I f£ind the Companv is alwavs
willing to help you advance if you show any initiative to help wrour-
self,

LIKES

Supervision

"] find the Section head ané his assigtant to be ver— acreeable
and pleasant men to work under. I *hink they raise us and vromote us
in accordance with our gbility for eadvancement.!

1.
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-2 November 22, 1928,
Inspection Branch-M.

Working Conditions

. "T like this place in this respect. T think the working
conditions are good. T think the Compan~'s policies as a whole are
fine."

The A. T, & T. stock, sick benefits, Club benefits, and all
of that are all that we can expect.

The Job

"I like the work because it is interesting. It is a job on
which there is good advancement if jyou want +o work hard and dig in{'

UNIVERSITY OF WISCONSIN - MILWAUKEE



Novenber 5, 1928,
Inspection Branch-W.

DISLIFES

Supervision

Disliked her vrevious supervisor because he showed parftial-
ity and refused to listen when they wanted permission to be excused,
She asked for the week end off, including Labor Mayv, but was will-
ing to come in the following dav. He promised the girls that if
they worked hard they wouldn't have to work on Saturdsy P.¥., which
was the Saturday of the week end that she wanted to stav home.
Thursday night he came to her and said %that they would all have %o
work, She asked him if she might wark risht throusgh her noon hour
on Safurday as that would give her a couvle extra hours to get
readv. He said that the “Western Electric Tompany didn*t do that
anymore. The result was that she had to work.

When she found out that she was not able to have her week
end off, she naturally did a lot of talking and he came up to her
ané +0ld her that she was doing too much talking., She t0ld him
that she was making her bogey. He went to the Gang Chief - what
he told him she doesn't know, but she was asked to come ur to the
desk and asked why she figured that she only had to make her bogev.
She said, "He asked me if I didn't know that just to make wmy bogev
wag to make the minimum, so I said I thousht if I were he T would
wait before I bawled anvone out as to whether or not thevr made
their bogey. T told him I was doing exactly the same kind of work
that I do every day, although T was disgusted and would be glad to
be told if T was not making the same vercentage the davs that I
felt so disgusted becauce I was not permitted to stay home.™ - He
evidently found that she was right becsuse she has heard ncthing
from him regarding her bozey.

There were six other ~irls in her section ithat went home at
2:00 o'clock because thev didn't have any work and some of the
zirls in hér =sang went home at 3:00 otclock, while she and a few
other girls had to work because they had asked +o get off.

She said she had been on her vscation for two weekes znd
when she came back the CGang was all excited eand had wonderful news
for her. She sald that they gaid that so and go had chenged s much
that she would never recosnize him. She at first thousht he hsd an
accident and was disfi-oured, but it didn*t take long dvefore she found
out what it was.

He came un to her and said "Good Morning" and sacked her
whether she had a nice vecetion and then she knew what the «<irls had
meant and in what regpect the chenge was. Butb, of coursc, theyr all

Se *
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Insvection BrancheW.

Supervision - Cont'd. .

knew there was a reason for the chanze. The gang heard about the
Branch Meeting and as a result was trying to give a good impression.
He knew she had not been interviewed and wanted her to forget her
previous trouble with him. Of course, she said, that is not quite

SO easy.

Working Conditions

Disliked her previous job because it was dirty.

Didn't like

the fumes and feels that things were a lot more comfortable and

cleener when the partitions were in.

The Job
Wes very pleased when given a transfer to her »resent section.
Lrims
Supervision

x

Her present supervisor is s man who tries to have his sub-
ordinates do what is right. He goes out of his way to find out
whether the operators are being treated right. He told them that
he would like to have their comments when they are dissatisfied with

their work or working conditions.

Working Conditions

See above comments.

The Job

Very well satisfied with her present job. T4 is very interest-
ing and & higher graded job., She has a better chance o7 making more

money.

Comments

There are other girls in this section who have complained
about this supervisor for the same reason that this girl did. The

other opsrators said that he went home early himself.

This girl had

forgotten to mention this. I am very glad for the zirls' sake thet

he is trring to do better and that he is more pleasant than he used to
be. It is no doubt the reaction from the Branch Meeting. He evident-
ly does not wish to have any comlaints made against him.
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November 28, 1928,
Inspection Branch-M.

DISLIKES

Supervision

"The Geng Boss could use & little more tact. He doesn't als
ways give you 2 chance to tell your side of the story. He is always
right and he doesn‘t give you & chence to prove that he is not ritht.
There are some jobs on which he should be familiar with, but which he
doesn't know oboubt. We don't kxnow these details sbout the job and it
should be vp to him to tell us. He has been on the job since I've
been here over thres yeprs, I asked him about these detnils and he
said he would find out, but he never does and that is the last we
heard of it. The job goes out without these questions being settled.
I often think there will be trouble about these jobs from the road.

I hate to make things look black for him. T have no grudge sgainst
him but sometimes you think someone will be writing & letter in on
some of these jobs in regards to these questions and when they do,

T will not have anything 4o back me up for letting the job go.
Another thing is that he does not distribute the work so that we can
get it out in the most convenient way. If he would allot the work
the way T think it should be done, I believz we would be able to gst
more out. I suppose they will think that I em an awful "red" when
they read this, but you asked me what I think so I am telling you."

Working Conditions

"Better than found in most factories. T believe the
lavatories should be heated. I suppose that therc are reasorns for
not heating them, but thev are really too cold.”

The Job

"Efficiency is 211 right. It is well to have an ¢fficient
force but the olan that we have down here is really encouraging the
men to railroad the work. They are really doing it and setiing away
with it. The work is coming so good from the Operating Depariment so
you sec our efficiency is dependent on the Opersting Devartment. If
they are good, we 2re <¢ood and if they are bad, we're & whole lot
worse. There are & lot of fellows on the Jjob now who are trying to
cut each other's throats. They are doing that so that they can be the
highest in efficizncy. 3Iverrbody is trying to be on tov. The result
is that the quality of the work has to suffer for it. If we turn o
job out in two hours, next week the bogey will be cubt to 1-35/4 hours.
The rates are not consistent. We do not know how much ftime we are
ellowed on a job. I keep reducing my time on the Jobs in an effort 4o
increase my efficiency but it doesn't do any ~ooéd, because The rates
ere cub accordingly. I don't know when we'll reach the limit, bdus
it.looks ag if we will soon be working throush the noon hour in order

5
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-2= November 28, 1928,
Tnzvection Branch-M.

The Job, font'c.

to et ahead., I'm bresking o man in now and I can't make the rate
when I am 6oing that., 1 don't get anv specicl time allowed for it
<lther. Vou cantt meke any time when you have someone with vou like
that. We're cften deleyed in waiting for work - if the work cets
slack, we have to wait and wait for it. VYour time starts when you
finished your lsst job. If wou finish & job at nine o'clock and
don't zet any until ten ot'clock, you don't gst credit for the hour
which you spent waiting, I am not a chronic kicker and nobody would
heve ever known this if vou hadn't come to me as you did, but I
suppose when they reed this, they will surely think that I om a
Bolsheviki.” ‘

LIXES

Supervision

"T like all the supsrvisors. T have no versonal dislikes
against any of them. We are all here to work and the bhest we can do
is to get along as smoothly as we can.”

Working Conditions

"The Company tries to keep this plece clean and sanitary,
that iz about all that anyone could ask. One thing they have here
that is pretty nice is the ice water we have to drink. Another good
thing is the posters that are published in rogards o hesalth, safety,
gtc. You don't se¢ many firms thet pay so much attention vo these
things. Another nice thing is ths restaurant. I eat over there in
the cafeteria myvself and I think the food is very nice. I like the
dances anc entertainments too."

The Job )
"Yes, the work is interesting. I like it bescwruss yovu don't

get too much of ons thing. It is educationsl to a certain extent,

but I often wonder if thesre is env future to i%. My vay is comparabl

with the other men, bubt I believe that length of servics makse & los

of difference in a fzllow's pay. The man I am breasking in is getting

about ten cents an hour more than I am, but he has besn here secveral

years 2nd was just recently transferred to thiz section.™

€.
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POINTS FOR DISCUSSINN IN SUPERVISORY TRAININT GROUPS

Supervision

1. The interview indicates that the employse lacks confidence in his
supervigor.

2. In what ways could the supervisor correct his feeling?
b, Would it help any if the supervisor familiarized himzelf
with the details concerning the iob?

2., The employece feels thet he is passing defective work andé that
some doy he is going to get into trouble about it, and that his
supervisor will not back him up when it does havpen,

2. What should the employee do about 1t?
b. What should the sumervisor do gbout it?

The Job

2. What are the advantages and what are the disadvantages of having
the employees know how to figure their bogey?

4, Should the policy of telling the employees 21l the details con-
cerning their bogey be followed in 2ll sections, or are there
some cases in which it would be inadvisable to inform the em-
vloyees what their bogey is.

5. Under what condition should the bogey on a job be changed and
under what conditions should it not be changed”

6. Under what conditions should the employees not be allowed day
work for waiting time?

7o
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REPRESENTATIVE CONCLUSIONS FROM SUPERVISORY CONTERENOE GROUPS

Supervizion

1. Supervision should correct this fezling by:

&. Supérvisors should keep vromiscs to find out.
b. Giving emnloyse exact picture of job and responsibility.
c. Showing emvloyee that the supervisor will back him up.

d. Demonstrating job knowledege.

It was suggzested thot the suverviszor in this interview was
vrobably lazv or dumb, or that he could not get informetion from
his sumeriors, or the resyonsibility mav be that it is an Inspec-

tion prodvlem.

It was conceded that it is
a

the suvervisor's duty vo give the

i
employee some definitc satisfaction - that is the supcrvisor's

iob.
2. Employce could:

a. Send in suggestions.
b. Kezsp quite about it.

c. Go to second line supervisor if first line suvsrvisor does

not do his job.

It was deccided that this demonstrates thet this employee is
€8s ’

pfetty helple

The Tob

3. Having emplovees 1o know how to figure their bowey efficiency:

Advantsgss

Not playing the gome with em~
ployze unless thsy are told.

Employee better satisfied
when he can check ficuring.

Employees will discuss and
suggest imverfections.

Return in morale.

8.
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Disadvantazcs

Zmployees might get tosether or
individually limit - fficiencies.
(open and abcve board the best
msthod) .

1=

[4/]

Might skip inspection.

Westes $im2 in fimuring
efficiency. :

Hard to exnlain.

MILWAUKEE



Advantages Digeadventages

Might next went to know what
efficiency mgahs in money.

4. Oven and sbove board the best method, but duc to some of the
bogeys =till in ths cut and try process, there may be some
gifficulty.

5. What justifies a change in bogey?s
8. Change the amount of trouble met, (the Overating Depariment

has been forced 40 do a better job).
b. Change in Insvection methods.
c. Ingbility of overators to make a good rate.
d. Overators make too much.

6., WNot discussed.

9o
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November 15, 1323.
Insrection Branch-M.

DISLIKES

Supervision

"T feel that my supervisors co not do all thev can to promer~
ly adjust our wages. TIn this section we have a particular job a man
with eisht years exverience is working on.' He gets 33.00 = week more
than I do. T know I can do his job equally as well as he can, dbut he
can'v do mine ~ of that I am satisfied. T have also had experience
on practically all the other jobs. This other man was changed sound
when working on overiime and vut on some of the new work, but he

| can't seem to get on to it. He is always asking questions. Inas=
mach as I have been here t67 years, the only difference between the -
two of us besides the service is that the other man is married and
I'm not, although I do have my mother to suvport. This other man
does not have any more education than I and he is not attending an
evening school and never has as far as T know and T sm attending. Wo
one seems gble {0 explain why this inconsistency. 7T have asked mv
supervisor and he tells me they will look into it or they will help
make it up next time, but I have been told that before.™

Working Conditions

No comments.

The Job
Except the wages - none.
LIKES
Supervision

All right - +heir treatment is cordial.

Working Conéitions

Thev are 0.¥. and no question about that.
The Job

It is interesting and he is satisfied.

10,
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: // October 16, 1928,
//Insnection Branch-W.

4

DISLIKES

Supervision

Thinks partiality must have been shown in distributing raises
in the devartment where she formerly worked. fan't account fer tho
fact that she is getting less than the other girls in the section in
any other way. All the people in the group did the same smount be-
cause it was progressive inspection. Therefore, she thinks her
efficiency was as high as the others, but her rate of »nay is the
lowest. She was the only one on that job who didn't receive a raise.

She was dissatisfied and aosked for a transfer. She said she
worked as hard as the others who were getting more money. She thinks
the Section Chisf may have had a prejudice against her since the time
when.she was first placed in his department. At that time she com-
plained about not liking the work because it was so heavv. She
thinks he remembered this and holds it against her,

Working Conditions

Former job too heavy. The Jjob beforc that was extremely
monotonous and dirty (these complaints are really truc of <the jobs
‘mentioned). Another job in her present section is a considerable eye
strain. Did not want to go back to the former department where the
work was so héavy because she was completely tired out every night
when she went home.

The Job
No comments,
LI¥ES

Supervision

Very well satisfied with her present supervisors. They cdon't
bother her. Says she can work bstter when there isn't any superviscer
around.

Working Conditions

Very satisfactory in present devariment.
The Job

Satisfied with everything except her rate. She is the lowest
of the girls who work on the bench with her in that group ond she hee
had the longest service with the Company and believes her efficienry
has been o8 high.

14,

UNIVERSITY OF WISCONSIN - MILWAUKEE



T e

‘POINTS FOR DISCUSSTON IN SUPERVISORY CONFERENCE GROUPS

1, Is the supsrvisor or the emvployee resvonsible when the employee
thinks that the supervisor is prejudiced against her”

2. How could the supervisor correct this imvression?
3. TIs the suvervizor or the employee to blame when she says "she can

work better when there isn't any surervisor arsund™?

REPRESENTATIVE CONCLUSIONS FROM SUPERVISORY CONTERENCE GROUPS

1, It was the consensus of the group that the supervisor is rsspon-
sible when the emvloyee thinks that the suvervisor is prejudiced.
It was alzo the thought that the supervisor should sell himself
to the employee so that all will feel that they are dbeing
treated equally and fairly.

2. It was the thought of the group that this imovression could have
been avoided or possibly corrected by the suvervisor, properly
selling each employee as to the treatment he received at ths
time revisions became effective.

3. The grouv was of the opinion that the suvervisor was to blame
for the feeling that employee thought she could work better when

there isn't any suvervisor around. Superviszor should make em-
ployees feel that they are glad to have him around.

15.
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October 31, 1928,
Insvection Branch-M.

Y DISLIKES

Supervision

"In the past two months, the Sub-scction head has changed.
His approach in asking his men to work overtime is better inasmuch as
it is no longer nscessary to tell him all of your personal business
before you can be excused. The Sub-section head is the type of man
who does not attempt to mix with his men. I worked with him about .
2 1/2 years now, and he only speaks to me once in a while. Fis
intcrest seems to be centered in his work a great deal more than in
his men. I don't know whether T could depend on him to go out of
his way for me or not."

Working Conditions

"They are developing a much needed srstem of lighting -~ one
that will be lessstrain on our eyes.

The washroom nceds more attention. The Company policy in
keeping the place clean is all right, but I think the employees
should do more to help. The condition iz so bsd, it is sickening.
We have often complained about it to the Sub-section head and T
know the supervisors have talked about it, but it seems nothing can
be done." ’

The Job
"T sort of like this work, but as I have special training
along another line, I would like very much to be given more adaptable
work, I have asked my Section heed for a transfer and h: tells me I
am the first to be considered, but T haven't been up to the Personnel
yet." ’
LIKES

Supervision

"I get along swell with my gang boss, He is a fine fellow.
He seems intelligent and he has the prover spirit with the men. If a
man is working for him and he =lips on a Jiob, he has & way of cheering
him up and at the same time, he tells him to do betier on the job next
ime."

Working Conditions

"The Company thrift volicy has done me plenty of good. T never
could save any money, bui since T started now and they teke iv from m
pay, I rnever miss it any more. I think the Company's safety and cc-
cident prevention policy is rea%éy wenderful,
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I feel that the Company is very much interested in their em—
ployees. The Albright Gymnasium znd the Play Grounds around it and
well-kept yards, 21l help-to carry this out.”

Ths Job
"Phis Job is not &t 211 bad.®

POINTS FOR DISCUSSTON IN SUPERVISORV CONTIRINCE GROUPS

1. Should a Sub-scction chiof mix with his men? What reactions may
follow?

2. TIs the lack of interest shown by the Sub-section chicf in the
' employee due to the employee himself or do you think that the Sub-
séction chief feels suverior?

3« Is the condition of the washroom & problem for the supcrvisor or
the management? How should this problem be handled?

4, Would you say this man's morale was high or low?
5. This employvee says he has special training along another line.

Should he be transferred for this reason?

REPRESENTATIVE CONMLUSIONS FROM SUPERVISORY CONFERENCE GROUPS

1. The preveiling opinion seemed to be that a sub-section chief
should a2t lecast be more fricndly than the interview indicates this
onée to have been. The qucstion arose also as to what percent of
a supervisor's time should bes given to Personnel work. It scemed
to be generelly agreed that this should vary in accordance with
é¢onditions, but that in general a group chief should spend about
104 of his time on cmployce relations and a section chief should
srend obout 504 of his time in this manner.

2. This qucstion was not discussed.

3. It was agreed that the woshroom problem was principalliy one of
supervision, but that it required the co-operation of the manage-
ment and 21so the employess.

4., Not discussed.

5. It was the opinion of the group that 2 man should be pleced on
work for which he is most azdepted. That is the main function of
Personnel orgsnizationz. It was concludsd +that the Personnel Me-
partment should investigate this man's quelifications for other
work and if nossible arrange o transfer.

17.
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Octover 16, 1928,
Inspection Branch-W.

DISLIKES

Supervision

Former gang boss embarrassed the girls by reprimanding them
loudly in the presence of other operators. For instance, he would
throw the part on the bench and say, "What do wou want to pass this
for" or "Too much talking going on."

She thought she was going t0 be bawled out whenever he came
in her direction. One day he t0ld her he had watched her from
behind the lockers and timed her, He said she had been talking to
o fellow ecross the way for half a day. She said he exasgerates
because that was impossgible. She couldn't vossibly et her work out
and talk half a day. Anyway, she claims she can work just as well
when she dces talk,

She complained that she thought the task was too high. Her
supervigor told her {to watch more and talk less, but all the girls
thought it was high regardless of whether they talked or not.

Another former gang boss made everybody nervous. He would
say "¥e want it like +this"™ or "We want it like this because
sald so," "We want you here at 7:30,% "We want you here and you've
got to be here." She said he is somewhat better ~ he was too over-
bearing and she said it was so trying to work for him.

One Gang Boss carried a part on his shoulder, When she
would see him approaching, she would know that it was a defect coming
back, He makes the defect just as important as possible, regardless
of whether it is an important defect or not. One gang boss t0ld her
that "other girls" naming them, could turn out a high efficiency -
higher than she did. She said, he didn't seem to realize that she
was not as young as they were. After they have worked for meny years,
they might not have such a high efficiency either.

She was embarrassed by the way the supervisor approached her
when she made a mistake on time tickets. She didn't like to be told
that another girl could turn out a certain number of parts. She
said the other girl always done only that one job, so no wonder she
could turn out so much more.

Working Conditions

No commenis.
The Job

Yo comments.
18.
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o October 16, 1928,
Insvection Branch-W.

LIKES

Supervision

She is delishted with her present gang boss. Whenhe sees her
idle for a minute, he wslks up to her and calmly says, "haven't you
any work" and then supplies her with some - it is done in a calm
quist tone.

When he wants her to éo & rush job, he sa&%, "Tust push this
aside, they're in a hurry for this job so if we get this out, we are
not holding up +the job." This makes her feel that he is a variner
working with her rather than a boss.

While I was there, he told her he was going home early and
that if she wanted anything, she should ask another man whom he
named. She to0ld me that was just a sample of how considerate he was.
He doesn't forget to think that they might need him later in the
afternoon.

She likes her present supervisor beceuse he uses more
Judgment.

Working Conditiong

Satisfactory - doesn't mind the dirt.
The_Job

Perfectly satisfied now. Prefers her present work because
there aren't so many defects to look for and she can make her rate
better. She is satisfied with everything except her monsy which she
thinks is too little for the time she has worked here ané for her
efficiency. She caid she would be quite well satisfied if she
earned $.50 an hour. She is hoping to get & raise next tims.

19,
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POINTS FOR DISCUSSION IN SUPERVISORY CONFEIRENCE GROUPS

l. Do you think an émployee should be allowed to talk while working?

2. Should an employse with long service be given more consideration
than newer emplovess?

3. Do you think it is desirable for a supervisor to make an employee
feel that "he is & partner working with her rather than a2 boss?"

4, What explanation should a suvervisor make when an employce
complains that the task is too high?

5. Should & supsrvisor take the time to explain to an emnloyee why
a Job is to be done a certain way? Isn't it enough for the em=-
vloyee to know that the boss wants it that way?

6. What obijections are there to reprimanding an employee in the
presence of others?

REPRESENTATIVE CONCLUSIONS FROM SUPERVISORY CONWAIRENCE GROUPS

1. Opinion was that the nature of the job and the effect on ocutput
and vpon other employees should determine. WNo obJjection %o
talking if beneficial to job and not interferring with others.

2. @(eneral opinion was, yes, and if work was too heavy to meet bogey,
should be transferred to lighter job.

3. Opinion was that employee should be made to fsel that she is a
partner with Gang boss in the matter of doing the best possible
job.

4, Opinion was that when task -wag too high for employee, the task
data and history should be reviewed. Another alternative is
transfer of employee to other work.

5., BSupervisor should in genersl take time to explain whv job is
done in a certain way.

6. Dmployee should not be publicly reprimanded, as it tends to make
the whole gang anbtagonistic. Better go to employese quietly.

20,
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October 4, 1928,
Tnsvection Branch-M.

DISLIKES

Supervision

This emvyloyee at first stated that he was treated all right,
but by further questioning, he ceited an instance in which he thought
he was given an uareasonable punishment which the circumstances &id
not warrant. We was reported to his Section Head for an infraction
of the rules ané according to his story, he was not guilty of the
offense, although the evidence may have indicated that he was.

He was laid off for three days for this and he feels that
this was too0 severe a punishment for such a minor offense even if
he was guilty.

Working Conditions

No comments.
The Job

He is not satisfied with his Jjob. He has to stand up all
the time which he savs is too hard on his feet. He is nct satisfied
with his pay and desires a chance to better himself. He has been 1o
the Personnel Devartment regarding a transfer, but the ijobs that he
was offered were in the Operating Tepartment and he felt that they
were no better than the job he has.

LIKES

Supervision

Says the sunervisors do not bother him as long as he does his
work. They answer all of his questions as they should.

Working fConditions

Interested in athletics and likes the events svonsored by the
Hawthorne Club.

The Job

No comments.

21
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POINTS FOR DISCUSSION IN SUPERVISORY CONFERENCE GROUPS

1. Did the "layoff" of this operator accomplish its purpose?
2. How d4id it affect the morale of his fellow employees?

2. What was the affect on diécipline?

4, Was the punishment too severe?

5. Should an employee .be punishied for an infraction of fuctory rules
where the evidence is circumstantial?

" 6. What causes this employee's dissatisfaction?

7. Doesn™ the empvloyce's refusal to take +the jobs which were offered
him indicate that he is not as dissatisfied as he thinks he is?

8. What shculd be done in regerd to his complaint that he is obliged
to stend up all the time?

REPRESENTATIVE CONCIUSIONS FROM SUPTRVISORY COVITZIRINCE GROUP

1. It was agreed that this man's morale was not good.

2. The general opinion seemcd to be that the lay off &id not accom-
plish its purvose,

3. It was agresd that the lay off did more harm than good.

4, The causes of this employees dissatisfaction were analyzed to be
as follows:-

(a) BEmployee was not sold on the fairness of the vunishment he
received. '

(b) Employee was required to stand up all day.
5. In both of the above cases, it was agreed that the suwervision
had failed becsuse i% had not sold the employvee on the fairness

of his punishment and because nothing had been done in regard to
the fact that the man had to stand uwp a2ll day.
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January 5, 192G,
Inspectimn Branch~W.

t’?

DISLIKES

‘Bupervision

Does not like her supervisor because he is not friendly. She
is not at ease with him. She cannot give him her confidence. In thias
way she is not giving the Company the best that is in her. They don't
seem to understand one auother and it might be because he is not in-
terested in her or the rest of the employees.

Vorking Conditions

There is a draft from the south door. Very uncomfortable in
the cold weather.

The Job

She said she was not getbting cooperation as she should te
getting from her present supervisor. When she asks him & question
his answers are very short and abrupt. This is so unlike her yre-
vicus supervisors that it is hard to get used to it. They gave every
consideration to the questions she asked and they always gave her a
satisfactory answer.

Supervision

The only thing nice about this supervisor is that he doesn't
trouble himself about them. He leaves them alone and he probably
kvows that she is doing the right thing.

VWorking Conditicus

Satisfactory, with the exception of the above.

The Job

She has always enjoyed her work and has always been pleased
with any job that has been given to her to do, but now she goes at a
job just half-heartedly tecause of the present supervision. She 13
doing everything she can to overcome this fecling that her supervisor
doesn't like her.

The job has always been very intercsting to her and she is

very sorry when shoe fcels that she is slipping and losing intorest in
nier work.
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-2~ January 5, 1929,
Inspection Branch-W.

QUESTIONS AND ANSWERS ABOUT THE INTERVIEWING PROGRAM

What is your opinion of the plan?

Said she thought the plan is wonderful. Since this plan has
been startced she has changed a lobt herself. It has been a wouder-
ful help to her in hsr vork.

How has it helped you so far?

Her previous supervisors were leaders and shc was made to fecl
that she was a human being. This helped a lot.

She said that now she has an opportunity to be more friendly
with her employees and fecls a lot better for it., It makes work
a great deal morc pleasant.

She said one of the amployees said they had noticed guite a
change in her very rccently.

Have you changed your method of hendliing your peoplc sincc the
plan was starbed?

She Teels that now she is a leader and not a driver because
of the interviews she has heard. They have helped hor a great

de"al °

Do you think the Company should kecp it up and cover the cntire
plant?

Yes, because it has helped her and she feels that thore are
other departmen;s just as much in nced of this training as the
Inspection Branch. ©She said it was wonderful to know that the
Company is with you and not against you. Therefore, the plau
should be covered so every employee will be able to get the .same
training.

Are the discussions in the conferences now more intercsting or
less so?

The interviews are becoming more interesting now becausc they
mean moro to her and help her a 1ot to make her a better super-
visor.

Has the plan been ambarrassing to you in any way?

The plan has not been embarrassing to her in the least. I%
has shown her her faults and has been o big lesson to her. She
has benefited by the interviews.

2
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January 7, 1929,
Inspection Branch-M,

- DI QL

i

* Supervision

"I had a former section head who was gquite mean., He used to
bawl me out quite a number of tines a day and yet I will say he
taught me all that I kncs om this job. He secmed to be very disagrce-
able and I guess there was plenty wrong with him, and I am sure his
method of handling his belp was not at all consisbent with those con-
sidercd in this training. e was deathly afraid of Miss Smith. He
would hold up his hand and tell me, "Don't let her pump any of these
girls, "

Working Conditions

"The temperaturc of this room is peculiar. It usually is
quite warm on this end and quite cold on the other. The girls up
there complain of cold and those back here of the hcat.

"I don't think much of the washroom and the locker facilities.
Our washroom iz too crowded and with 2ll thesc laborers using it and
dressing there, they get our clothes all dirty. My girls also com-
plain that their locker space is quite crowded. Our lockers arc not
only crowded but it is also very cold to dress over there.!
The Job

None

LIKES

Supervision

"The section head is a fine man. He is always ready to give
you advice., He will always listen and give you credit and co~operatvion
in every way. He is strictly business, but in a friendly way. He
wants you to take care of your business and do it right. I consider
him one of the best men I have ever worked for with the Westorn Elcex
tric Company.™

Working Conditions

"T donft have any difficulty in selling A.T.& T. stock to my
help, We all realize that it is fine and these people would take
more if they were allowed.

"The task and bogey ls the best thing we ever had and the
output is greater and the employees feel better, in that they got
more money and they tell me that the time don't lag on thoir hands.™

4.
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o January 7, 1929,
Inspection Branch-M.

- The Job

"This job ig fine. I like the surroundings and the working
"cendition and have always been treated fine here and I dont't know of
a year that has gone by that I ¢id not get a raise.”

Comnents

O e 00 e

None,

QUESTIONS AND AWSWERS ABOUT Trig INTERVIEWING PROCRAM

TN

f-t

What is your opinion of the plan?

"I think it is good. You get new dope on supervision from the
other fellow and you find your own faults and learn how to recti-
Ly them.?

2. How has it helped you so far?
"Yes, everything arcuad here seems more congenial, even my em-

ployees feel more satisficd, in that, we are not afifer them all
the time, All the surroundings seem much better,®

%]

Have you changed your method of handling your people since the
plan was sbarted?

"Yes, I have put in a little more time in trying to under-
stand whether my psople are more satisfied and in giving my help
a little more consideration. My former section head wouldn't
have gotten to first base on this stuff and he trained us to
drive our help. We have become more lenient right along to live
up fv this stuf: "

4, Do you thirk the Company should keep it up and cover the entire
plant?

"Yes, because it will make conditions better and we will also
get belter co-operation from the supervision. It will have a
tendency to kill that bad feeling, that antagonistic spirit te-
tween the operating and the inspection branches."

8, Are the discussions in the Conferences now more interesting or
less s0%

tT believe they are now more interesting because we get on the
inside and find out the employee's cpinion of his supervisor.”

6. Has the plan beon embarrassing to you in any way?

"No " ' 5,
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B January 5, 1929,
Inspection Branch-W.

Have you any suggestions for improving on the present plan?’

She feels that the plan has been given a great deal of
thought and she doesn't think it can be improved on. It is now
a guiding hand to her and all who hear the interviews.

Do you think the empleoyaes are in favor of it?

She conld see irom the employees' actions that they were more
at ease after they had been interviswed than before and she feels
that it has been a beneflit to then and they avpreciate it.

How offten do you think the interviews should be made?

She fecls that interviews should be made every six months.,
Do you thinx employees will work as hard when not driven?

From experience, the task and bogey system has teken care of

output so that the supervisgor does not have to drive bub can
give an encouraging werd which helyps thon,

3y
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Janvary 4, 1929,
Inspection Braach-M.

DISLIKES

Supervision

"The assistant to the nection head, I guess they call him a
production clerk now, has changed considerably and recently he has
been treating me pretty nice. About nine months ago, I had charge of
another gang and I Telt he was ragging at me all the time. He seemed
to Teel the work I wac doing wasn't good enough and we did not kesp up
an even output. He seemed to use no reasoning. He often told me if
I didn't get out the work faster, some other action world be taken
that I would be removed from my job. He didn't seom to consider the
work at all. Finally one day, I had a lot of work and I cleaned it
up quickly and I had to shift my help, then later in tie day, I got
another lot of work in at one time. I quickly pulled my help back
but I couldn’t ship it because it was not complcted. The next day,
when he noticed the large quantity of work on hand, he camec to me
like a lion and he said he was going to take me off the jcb and he
did. He gave me another job of the same grade which was just as
good. Fight now they are better satisfied with me, and T don't have
to deal with this assistant so much any more.™

Working Conditiona

None.

o~ mas

"The only thing I dontt like is that I have been on this job
for six years now. I'm waiting for a change. I haven't asked for
one. I have left that for my bosses.”

LIKES .

Supervision

"Our section head is a good supervisor. I have always gotten
along well with him and I feel he has treated me fair. He is always
pleasant and is not a driver and he does not insist on me driving my
men. You could call him a "square shooter?)N

Working Condit ions

"All of my present emplcyees that are eligible to buy 4A.T.& T,
stock have bought it and all thoy arce cntitled to. For that roason I
dont*'t have much of a chance to sell them any now,

7,
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e Janvary 4, 1929,
Inspection Branch-M.

"I frequently caution my help in regards to safety and accident
prevention and I feel it does considerable amount of good in helping
to teach them to be more careful.

*The'hogey 1s all right. Tue fellows know that their supervisor
kncws just what they are doing. It 1s an encouraging proposition and
the pay is the incentive."

The Job

v s s 2 pos

"I like this job and fine this work very interesting. I feel
quite well satisfied as a vholes with this Compary.”

QUESTICHNS AND ANSWERS AROUT THE INTERVIEWING TPROGRAM

l. What is your opinion of the Plan?

"I think it is a good ideaz., The supervisors in hearing the
complaings ralszed by thsse interviews sce where they can correct
themselves in many wayae.n

2. How has it helped you so far?

"I think I have corrected myself in a few ways. I have been
a little more considerate to my men of their personal needs and
that sort of thing. I also feel that I am treated better myself
then I wag."

3, Have you changed your method of handiing your people siance the
plan was started?

"Yes, as I have said in answer to question #2."

4, Do you thir': the Company should kesp it up and cover th2 entire
riant?

"Yes, I believe it would help a lot of obthers a- much as it
has helpcd us and not only the supervisor, btut the operators
throvgnous the wvhole Plant.”

5. Are the discussions in the conferences now more interesting or
3. (o¥4

6SS S

n @

"T {hink the interviews are considerably more inderesting be-
cavse they point oubt occasions where the supervisors arve vwrong
anl the method of corrceving them. The supervisor hes the bencfit
of the other men's idsas and of the employess themselves."

8.
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w3  January 4, 1929,
Inspection Branch-M.

6. Has the plan been embarrassing to you in any way?
"No it has not."
7. Have you any suggestions for improving on the present plan?
"o, I don't think I can suggest anything for improvement."
8. Do you think the employees are in favor of it?
"They are. The fellows who have had a lot hanging on their
chests it gives them a chance to 1ift it off and it relieves him
a lot.”
9+ How often do you think the intervicws should be made?
"I believe the interviews should be made about every six
months. Maybe after the second interview, annually. At least to
see what the improvements are."

10. Do you think employees will work as hard whon not driven?

"Yes, he will. He feels more at ease and whcen at ease, he is
only capable of doing his best."
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January 8, 1929,
Inspection Branch-M.

Supervision

"There is only one thing that I have to ¢omplain about, and
that is the fact that the supervisors scem to have been left out as
far as raises are concerned in regard to the Task and Bogey perform-
ances of their group. It seems that the supervisor's efficiency does
not bear much weight when raise time comes along. I my case, I got
a raise a year and half ago, and at the noxt period I was told that I
got o raise the last time; although the employees that had roceived
raises at the last time were considered again, boecause of their per-
formance on Task and Bogey. Besides that, I was told that supervisors

© were only considered in December. When Deccmber came around, I was
told that the supervisors were considered every year and a half, Now
I am wondering what they will tell me this coming January. I suppose
it will be, wait until December again.

"The woy we have been drumming along and selling this Task
and Bogey to our people and they benefit by it, but we don't get a
darn thing. I have got a man over there who has been here a short
time and who is getting seventy-two cents an hour already. The man
has nothing to worry about except his job, while a supervisor has a
whole lot more to worry about, and the difference in pay is not great
enough. I would also like to make o statoment regarding the differ-
ence in pay paid the Operating Supervisors and the Inspection Super- ,
visors. The Inspection Supervisor's pay does not cven compare with
the Operating Supervisor'!s. . There are real young fellows in the )
Operating Department getting practically the same, and in some coses,
more than we are, and all they have to worry about is their certain
operations, Furthermore, the supervisors in the Inspection Branch
have to deal with the Operating Supervisors who ars getiing approxi-
mately twenty-five per cent more money. Those fellows don't look up-
on us as their equal, but as an inferior. Several times I have gotten
data togethor on this subject, but nothing has ever become of it.

"The Section Chief and I have gotten along alright, of course
we have had our differsnces, but they are to be expected. 1 worked
for one fellow that didn't seem to feel much like promoting anybody,
although his superior picked men from his group for promotion. Whsn
his superior suggested a transfer for a certain employee, the section
head put up a kick until the department head put his foot dowa and told
the section head to transfer the man. I have had times, too, when ny
section head would not live up to the things he .said should be done.
This was a long time ago, however. It was a case of where several
operators refused to work overtime, The scction head told me that
they would have to work or stay home the next day. They kept on re-~
fusing and they kept on getting away with it all the time. It doesn't
meke a supervisor fecl any too good when a section chief does not back

up his own words."
10.
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Working Conditiouns

"I think the lighting conditions could be improved., The
lighting is responsible for us getting defective work from the Operat-
ing Department in a lot of cases. They have no bench lights, and the
other light is not adequate for somc of the adjusting work. The
Hawthorne Club is one thing I wotld like to comment en. I have heard
several complaints, not nly from club representatives but also from
employees, that have not received proper treatment at the club store.
I heard one fellow say thet the man that was waiting on him threw his
change across the counter, and scveral coins rolled off the counter.
The clerk did act attempt to help the man find them and he could not
find several of the coins. The clerk also picked an argument with the
employee about it. The club representative has kicked that he could
not get waited on, although in some cases there would be two or three
clerks talking together and fooling around. Due to these conditiouns,
a lot of people have done their shopping outside.™

The Igg
Nonec.

LIKRS

Bt s Ao St

Supervision

"I could say that I have seen scction heads that try to do all
that they can for their people. My present scction chief is willing
to go out of his way to help people. There was a reccent case in which
o men's pay check was delayed, The man was very much put out over ift,
but the section chief arranged to get this man's money for him. This
case happened just before Christmes time, and you can imagine what it
would mean to that nan if he didn't get his moncy.

"] think my present supervisor is the best superviser 1 have
ever worked for. The department head is considerate and ~lso out-
spoken. I admire the outspoken part of it more than I do anything
else about the man.”

Working Conditions

"I like the benefit plan, and I am well pleased with the thrift
plan, The thrift plan has been especially beneficial to me, I think
vworking coditions are a whole lot better here than in any place that
I ever worked in."

The -cb

"I like the responsibility attached to the job. I like the
noture of the work. I also like to get the chance to deal with other
people as We supervisors. do, The job is also interesting.”

11.
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QUESTIQNé AND ANSWERS ABOUT THE INTERVIENING' PROGRAM

What is your opinion of the plan?

"1 think the plan is very good.”
How has it helped you so far?

"Well, for one thing, I have noticed that it is a whole lot
easier to approach some department heads that could not be spoken

to before some of these meetings.™

Have you changed your method of handling your people since the
plan was started?

"Yes, I have. After hearing same of the complaints, I thought
I could better some of my own methods."

Do you think the Company should keep it up and cover the entire
Plant?

"Yeg."

Are the discussions in the Conferences now more interesting or
less s0?

"They are getting more interesting.”
Has the plaﬁ been embarrassing to you in any way?
"No," '
Have you any suggestions for improving on the present plan?
"1 camnot think of anything right now."
Do you think the employees are in favor of it?
"Yes."
How often do you think the inteim iews should be made?
"An averaée of every six months."
Do you t@ink employees will wark as hard when not driven?

"Yes, except in rare cases,"

12,
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DISLIKES

' Supervision

"The former section head was hot headed. Before he actually
knew the circumstances, he would jump on my help. Also in cases
where he thought the wor't wasn't being dcne properly, instead of com-
ing out and telling you about it in a cocl manner and speak to the
group head confidentially as I think he should have, he let everyone
around hear what it was all aboubt.®

Working Conditions

"Tne lighting throughout this section is not good enough for
night work. There is not enough light., They are too far apart to do
well when having to see colors. That's really what makes it hard."

The Job
Nons,
Supervision

"Our present section head is a very nice man., He is not a
man to jump at conclusions. He makes himself agrecable ond is always
" cool headed. He never accuses any of his men for anything he is not
real sure of. He always gives my men and myself a chance to have our
word."

Working Conditions

"T have spoken to and interested all my employees in buying
AT.& T. stock, I guess they all agree that it really is a good
thing, Most of my men tell me that they are sorry they cidu't take
it out soomer,

"The task and bogey is a real good thing, It eliminates that
old stuff, it's not what you know, but who you know or you can work
your head off to no avail., A man now really gets credit for what he
does.™

The Job

®"T like this job real well. My section head lets me do
pretty well as I want as long as I stay within reason. I have a
fine groun of carcful operators. They don't give me much grief. I
have telren a lot of interest in these men. I have asked them to
complain of anything they do not understand and they do as I have
asked. I don't have to tell them much and vhen I do, it is done
13,
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more or less confidentially. They never deny any errors and we all
get along fine."

QUFSTIONS AND ANSWSRS ABOUT THE INTERVIEWING PROGRAM

1., TWhot is your opinion of the plon?
I fhinkr 1t is good. It gives us a belter picture of the
real proctical condislons.®

2, How has it helned you sc far?

to the help and in my treatment of the

T am 50rc courtecus
sidorate and I tkhink T rave a Littlc more

men, I am more cou
respact for them.”

3. Eave you changed your method of handling your people sincc the
plan was started?

"Yes, I have in the way thot I answered question #2.

4, Do you think the Company should keep 1t up and cover the entire
Plant? :

"Yes, I think it would be finc except in places wherc the em-
ployees are actually so dumb ithat you cculdn't consider theom any
otker way than by letting them kmow vou are the boss, bttt for the
rest, it would tend To make a ponscimicl of boetter moralc and,
better trained supervisors, EHezardic:s of how good a supervisor
is, nhe can be better by further vraning.®

5. Are the discussions in the confercnces now more interesting ox
less so?

"T haven't been in any cther confercence since this interview
began, but T have hesrd quite a b T abous *?ﬂn. Erach q=3y Qvery
superviscr I have spoken to hasg toiked about the 1uFe”v~cw* and
they really are a good thing."

6. Has the plan been emboarrassing Lo you in any way?

"o it hasn't, nct at all.”

7. Have you any suggestions for improving on the present plan?

"I couldntt meke any suggestions. I am prevty well satisfied
with the present plan.®

1z,
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8. Do you think the employees ‘are in favor of it?

"Yes, I think they are because it appears to me that the em~
ployees have more satisfied looks and they have given me to feel
that they appreciate the Company's interest in them and they con=
sider it a privilege to tell their troubles to someone confidential-
ly. T know they feel that they amount .to something more than just
a machine around here."

9. How often do you think the interviews should be made?

"I think they should be made approximately six months apart.
There may be more or less of difficulty coming up in that length
of time and their complaints on revision might be considered. It
would be a good thing at least in cases where an employee feels
he doesn't have the right sort of supervision."

10. Do you think employees will work as hard when not driven?
*T {think they will work harder. When an employee is driven,
he will probably work only when driven and he will lay down on

the job, take every advantage when the supervisor'!s back is
turned because the spirit is not there.”

15,
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DISLIKES

Supervision

None

Working Conditions

"Cold drafts eause a good deal of complaints heres We have
no watchman near that door and when it is cold, the cold that comes
thru there is terrible. I have one man at the hospital now who com-
plains that he caught a cold on account of that. Our Company M.D.
says, 'No.,' I have suggested a double fire door to eliminate this cold
draft. This condition has been up to the division chief in our
branch and also in the Operating Branch and I know they have done all
they could about it."

The Job
None.

LIKES

Supervision

"Our section head is a wonderful man, I have gone into his
confidence at various times. He has always done me a lot of good,
even to assist me in conditions at home. I appreciate him very much
for that., He has a lot of good features; he has been good to all of
us; he always weighs his words with all of us. He is very much in~
terested in his men,"

Working Conditions

"I think the task and bogey is wonderful for the men as far
as revision is concerned, They have been rewarded finally and we
supervisors have been rewarded accordingly and we don't have anywhers
near as much troubls any more.

"T took and taught the first aid myself. I think all of my
men have taken it by now.”

The Job

"I like this job fairly well. The work is inbteresting: There
is something new about it all the time. I have always been treated
fairly well all the time,"

16.
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QUESTIONS AND ANSWERS ABOUT THE INTERVIEWING PROGRAM

"l. What is your opinion of the plan?

"T think it is a good idea. You take the men who arc back-
ward about hurting their actual standing with their supervision
have a chance to talt over some of their difficulties and treat-
ment in confidence in this way.”

2. How has it helped you so far?
"I have always been a good soldier with all of my men. The

confercnces have done me good as there are some things I feel all
of us have slipped on before.!

A
.

Have you changed your method of handling your people since the
plan was started?

" NO c”

4. Do you think the Company should keep it up and cover the entire
Plant?

"Yes, in our conferences, the things that have come up, show
that there arc some real charges coming up against the supervisor
and for that reason, I feel it would be a good idea to carry it on
through the entire Plant.”

5. Are the diccussions in the confercences now more interesting or
less so0?

T think they are more interesting. All of the employce's
grievences are coming out now. Things that the supervisor never
knew before."

6. Has the plan bcen embarrassing to you in any way?

“It has not becn embarrassing to me in any way. It has been
very interesting and worthy of a lot of consideration.”

7. Have you any suggestions for improving on the present plan?

tTwers is no better plan., I feel if I was an employce, T
would appreciate this confidence and the whole scheme.™

8. Do you think the cmployees are in favor of it?
"Yes they secm to be in a happy.freme of mind - most of thom,
gince they have gobtten in camtbact with somecne vho they can tell

things cenfidentiaily to and foel that some action will be tokon.™
iz,
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9. How often do you think the interviews should be made?

"I believe in another six months we ought to interview our
people again and it is possible that new things will again come
up. You know these supervision grievances are hard for employees-
to bring out in any other way."

10. Do you think employees will work as hard when not driven?
"T do, We don't drive hera, but I don't believe a man can

work as well when he is driven. If you stand back of 3 man with
a c¢lub or wait for something to happen, you only make him nervous.”
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- DISLIKES

Supervision

None.

Working Conditions

"We have trouble in keeping one of the doorsclosed, especially
during the noon hour. There is an awful draft through this door, and
it causes many of the employees to catch cold. In the summer time on
the east side of the section, they have one of these sand blowers and
whoever sits on that side gets the sand blown in on top of them, and
that makes it necessary to keep the windows on that side closed, and

with the windows closed it is pretty close in here,"

The Job

"The way things are working right now, we should be equipped’
with more and better gages. Some of the gages we are using are worn,
and I think that a lot of them should be replaced. Because of the
help we are getting in, we should have instructors like we did a couple
of years ago. My group is too large to expect me to supervise and
also expect me to instruct new employees, and give them the proper
attention, I would. like the bogey. if sane one was hsre to set the
timings, but the way it is now, we have no definite timings and con-
sequently, they are not set right. I think the bogeys cause a lot of

dissatisfaction among my people; they all kick about it.

We have rest

periods in our room, but the operators don't get any time allowed, so
that they have to make that time up and they all kick about that also.
The floor space here is nobt very big. I think it should be about a
gquarter as large. The way things are now, we are all together too
crowded. There is nothing about the work itself that I dislike.,®

LIKES

Supervision

"The Section Chief always speeks to me every morning. He seems
to be straight with everybody. He treats everybody alike. I think my
present Section Chief is about as good as any of the others I have had.
The Department Chief speaks to me every time I meet him, but, of

course, 1 don't get much contact with him."

Working Conditions

"I think the policies of the company in its relations with the
employees are all right, I have several shares of stock paid up now.
I doubt if I would have saved that money in any other way. 1 was

19.
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operated upon once due to a campany responsibility and they took
care of me in every way, and. to my entire satisfaction."

The Job

"I like the job because it is interesting. We are getting &
lot of new work lately and that makes it much more interssting., I
like supervision work and I am satisfied with the job that I have. I
am also satisfied with my pay; I got a three cent raisc this last time."

QUESTIONS AND ANSWERS ABOUT THE INTERVIEWING PROGRAM

l. What is your opinion of the Plan?

"I think myself that they have enough interviews now to take care
of about every condition there is, The plan is all right, but I
think they have got about everything they want." -

2» How has it helped you so far?

"I have always got along with my supervisors and also with my
employees, but so far, this interviewing plan has not helped me in
regard to the timings on bogeys, which is at present, causing dis-
satisfaction in my group.”

%. Have you changed your method of handling your people since the plan
was started?

"NO o 1"

4, Do you think the Company should keep it up and cover the cntire
Plant?

"Yes, I think they should."

5. Are the discussions in the Conferences now more interesting or
less so?

"More interesting."
6. Has the plan been embarrassing to you in any way?
"NO."
7. Have you any suggestions for improving on the present plan?

"No,"

20.
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8. Do you think the employces arc in favor of it?
"1 think they favor it."
9. How often do you think the :nterviews should be made?

"phout two months after any changes have been made. If no
changes have been mele, every year would bhe plenty.™

10. Da you think employees will work as hard when not driven?

“They will work harder,®

2l.
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DISLIKES

Supervision

"I didn't seem to bs able to agree with my previous section
head. He seemed to be the type that was alweys trying to find fault
and he got me discourag:sd and I'll tell the world he was a "driver."
There was no way of sauvisfying him; he didn't appreciate anything.
He was alweys stronger for quantity than for quality."

Working Conditions

"There®s one thing I would like to mention and that has al-
ready been taken up. Thet is that my men must cross the bridge and
it is as cold as the dickens in cold weather and it is bad as far as
our health is concerned.”

"I would like to get up in the office. I haven't sny definite
jobs in mind, but what I am affer is more money. This job I have is
not very high rated., I would like to get into the technical line, but
I guess I will first have to cualify myself."

LIFES

eonn, 2 o ettt

Supervision

"T think my section head is an A #1 supervisor, because you
can alvays ask him a question and he will answer it and talk to you
in a gentlemanly way., He always has a smile for all of us and his
smile goes a long, .ong way. He is always right there with help and
svgresticns te all of us. This is about the third time I worked for
him and I have always gotten along fine. To tell the truth, I con't
think hiz has any Laults at all,"

Working Conditiors

"] think tnis A.T. & T. investment is about the very best
there is and that is what I try to impress on my help, especially the
NeW Moo,

"T have interested three of my people in taking up evening
school couvrses relative to their prcsent work, that is about 50% of
ny group aud they soem to like it real well.,

#T think this bogey is very good because we can tell vho is
doing the viork and all the details on our bogey secms to be vorked
out real well,” .

22.

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



-2 January 4, 1929,
Inspection Branch-M,

The Job

"Other than what I said above, I like this job real well."
COMVEITS

Nona.

OUESTIONS AND ANSWERS ABOTTL TEE INTERVIEWING PROGRAM

1

1. VWhat is your opinion of the plan?

"I thirk it is all right because it gives us an idea of what
kird of spirit oxists amonzst our help and they show us, at our
confersnccs, ways of rectifying our errors, that is, if that is
possible.?

2, How has it helped you so far?

"No doubt this has helped me. It has made things clear and
brought things vp that I hed more or less forgotten, L mean these
conferences where these interviews have been discuseed.®

3. Have you changed your method of handling your pecple since the
plan was started?

"No, I haven't changed any. I have always applied consider-
able thought to my job end I don?t know of anything more I could
have dones,"

4. De you think the Company should keep it up and cover the entire
Plant?

"Yeg, I think so. I think the rest of the Plant should be
given the same chance as owr people. I Think it would do good

in putting a better spirit intc the men."

5. Are the discussions in the Conferences now more intercsting or
b L .
iless sof

"T think it is more interesting because these differont

stories that have cone up, we know how enployecs have becn mis—
handled and how the majoraty of supervisors would hendie similar

cases. To e that is inturesting to hecr.®
6, Has the rlan bcen embarrassing o you in any way?
"o, it has not. Not at all,”
7. Have you ony sugeestions for improving on the present plan?

"ot that I can think of.n
23.
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8. Do you think the amployees are in favor of it?

* "Yes, I do; because since these conferences have been going,
the employees know that the supervision that has been mistreating
the help will probably change and in a lot of casces they have al-
ready noticed the change for the bettor.

9, How often do you think the interviews should be made?

"It might be o good idea to interview the help again, especial-
ly to see if the employees have noticed any change in their super=
vision."

10. Do you think - employees will work as hard vhen not driven?

"Absolutely I do. Nobody likes to be driven. I think a man
who works without being driven is in a better peace of mind, content

and better satisfied. A man who is driven in my opinion is always
more or less disgusted.,"
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