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COUNSELING IN A GROUP SITUATTION

In the following presentation, an attempt will be made to

illustrate how the counselor actually functions in a territory.
This illustration embodies many of the tools and mechanisms utilized
by the counselor, and attempts to portray the use to which the inter-
view is put as well as numerous factors which the cownselor must con-
gider in trying to facilitate adjustment in the organization.

It is deemed advisable to give a chronological presentation
of events, interviews and visual observations as they took place. In
addition to the chronological presentation of data, the counselor has
also woven in a numbér of the questions which she asked herself as
the problem unfolded, her impressioné s her feelings, her plans for
future contacts, etc. These comments which are interspersed through-
out the study are in single-spaced notes.

To orientate the reader to the work sitwation and the peo-
ple involved in this report, Chart I is presented. It gives a rough
idea of the sequence of operation, occupations represented, spatial
relations of operators, and code numbers assigned to the employees
referred to in this study. Two formal groups reporting to the same
gection are shown. Group I consists of Conveyor AI end Conveyor BI;
Group II of Conveyors AIT and AIIT and Conveyors BIL and BIII. Actu-
ally there are only three conveyors, each made up of one A and one B
conveyor, the latter performing the final operations. The layout of
Conveyors I and II are almost identical, the only difference being
that Conveyor AII hed one less operator than Conveyor AT as the red
sult of a recent change in method. Conveyor AIIT and BIII malke up

a "bobbtail" or partial conveyor on which special apparetus is
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manufactured. Inasmuch as it will seldom be referred to in this re-
port, it is only necessary to point out that it also functions as a
regerve unit from which operators may be drawn as substitutes for
absentees, etc., for the other two conveyors or to which surplus
operators may be sent.

The personnel of the two conveyors i distributed as fol-

lows:
Inspectors
Men Women (Women )
Conveyor AT 0 10 1
Conveyor AII 0 9 1
Conveyor BI b 3 1
Conveyor BII Lk 3 1
Total . . . . .. .8 25 )

Of chief interest in this situation are the employees on
Conveyor AI. Therefore a brief summary of the way the individuals
in this group are technlcally related will be given.

Fixtures on the conveyor serve to carry the coils in pro-
cess of agsembly to each operator, beginning with the first assembly
operation, who after completing the assigned opveration veturns the
part on which she has been working to the fixture which carries the
uwnit on to the next operator. In other words, one of the chief
functions of this type of conveyor is to transport apparatus from
one operator to the next but does not as completely control the

‘ group's output as the type on which the apparatus remains from
start to finish and vwnich forces the individual to “keep wp". 48 a
result, each operator has a bogey to meke which veries with the com-
plexity and length of time requiced to complete her operation.

The sequence of operations is as follows: Il and I2 and CR3

all are assembling. N& and N5 is the aunbometic screw driver. This
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is regarded as the "bottleneck" job because the operators at the
next position can work only as fast as the automatic screw driver
operators. However, If they set too fast a pace, the other girls
have to handle more units than they can actually work on. That is,
they have to remove the units as they come to them and hold them

at their positions until completed. The next operation C5 consists
of wiring. These wire connections are soldered by SCL. Leaving
the solderer the unit is adjusted by two and one~half operators who
sre assigned to this job. The second adjuster works half time abt
this and alternates with the first assembling operator ILl. The in-
spector tests the unit and if there are no defects, places the unit
on the B Conveyor for the assembling of that unit. Sometimes the
wits are sent over to one of the other B Conveyors when the laiter
runs short of wnits from their own A Conveyors.

While reading this account, it is most Important to thinlk
of the history of the employees and supervisors leading up to the
attitudes and behavior which will be brought out. During the first
yeaxr that the counselors were in this department, they became inter-
ested in the group because of frequent comments from the operators
on these conveyors regarding their supervisor, Group Chief 1, who
was in charge of Conveyor BI and Conveyor AI. The following com-
ments were typical:

"Other supervisors think about the girls and the person-
nel side of their Job, but Group Chief 1 jJust thinks about the
job and getting output.”

"Group Chief 1 is never satisfied no matter how much we

do. If we do what we think is a good day'!s work, he walks
arocund with his head up In the alr and tekes all the credit
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for getting us to work. He never acts as if we have done a
thing to help him. I'We never ever heard of him telling any-
one that she had done a good job. If the colls pile up and
we get behind, he says, 'Get busy,' as if we aren't working
as hard. as possible.”

At the time such comments were being heard, the counselor

regarded this as a problem and made the mistale of evaluating the

) gituation as "bad." She did not really know the situation and knew
nothing about Group Chief 1l's real attitude toward employees. How-
ever, the counselor listened to the operators and did not reveal how

. she felt. Thils probably helped the operators to dissipate some of
their emotions which seemed to be based on a resistence to an in-
creased work pace, new work habits or routines, and perhaps to the
overt behavior of the group chief.

During the second year in this department, the coumselor
noted a different trend and the operator who had made the last state-
ment above was saying:

"You have to know him. The way he can bawl out girls! I
didn't ever want to work on his conveyor. Everybody said you
have never worked uwntil you have been on Group Chief 1's cca-
veyor. He makes all the new girls cry. He doesn't do it in-
tentionally to the new girls - it's Just that the old girls
know him. He goes around the conveyor and watches everybody,
and. then if he does happen to see that any girl to whom he has
Just spoken is crying, he goes around and pats her on the back.
Tells the new girls if they can't keep up he'll have to get
somelln'ody else. He's really tough if you don't know how to take
him,

During the first two years that the counselor was observ-
ing this group, Group Chief 1 reported to a man who was later demoted
and who became Group Chief 2 over the conveyors adjacent to Group
Chief 1's conveyor. The counselors became interested in the rela-
tionship between Group Chief 1 and Group Chief 2. The following
comments were typlcal of Group Chief 1's attitude towerd Group

Chief 2:

“That guy sure is funny. I don't bother with him any more
at all, I stick to my own job and do my own work and let it go
at that. The hell with him, He's all for CGroup Chief 2 and
that's all,"
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Three months later while working on the conveyor, Group
Chief 1 said:
"See King Pin over there. I'll bet he'’s laughing at nme
(sitting at the conveyor) because I am working here. One thing
he'd never do is to help the girls. He just won't do it, that's
all. Used to come out and talk with us supervisors during rest
periods. Doesn't do that any more. Guess he realizes that we
found out that he shoots a lot of bunk. He stands all by him-
self now. I always help the girls when they need help. I don't
N have to do this but I just want to show them that I am playing
ball with them."
Group Chief 1 was then seen hlding pens of parts which
were ready for assembly In the Conve&or BII so that Group Chief 2
could not have them. In other sitiations the counselors had ob-
gerved that this practice was not uncommon among supervisors and
operators although it was usua'lly done not so much to keep the parts
from another supervisor or operator as jt was to provide a bank or a
reserve which could be drawm upon in case of a breakdown in mackinery
or a shortage of employees due to absences. It also enabled the su-
pervisor to maintain a stable relationship with his employees since
if one or two were not feeling well 1t was not necessary to push any
of the operators for output. The operators likewise regarded this
"bank" as a security against emergencies. Tt helped stabilize the
supervisor and the entire group. This reserve also helped the su-
vervisor get recognition from his superiors because of the fact that
there was a tendency to compare output on conveyors doing similar
Jobs. The operators, including the service Woy, cooperated with
Grovp Chief 1 in carrying out this practice.
Group Chief 1l's operators became accustomed to his kidding
and often exchanged Jokes. His efforts to maintain their banks and

his attempt to assist them at their operations gradually brought
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about a change in their attitudes toward him, A typical comment was:
“Go away Group Chief 1. When you're here, the girls work too hard."
His operators observed that they had seen a "good many supervisors
demoted, but never Group Chief 1" and they concluded he must be a
very good supervisor,

As the operators became aware that they were competing with
Group 2, the competition between the two conveyors grew keener and
some of the operators on certain Jobe tried to excel in output over
the girls on the same jobs on the other conveyor. This feeling of
competition which was felt so strongly by Group Chief 1 and his oper-
ators drew them together in:a closely integrated group and the loyalty
to Group Chief 1 by his operators became more pronounced.

Group Chilef 1 was transferred out and while he was away,
enother counselor comtacting him verified the first counselor's im-
vression that Group Chief 1 still felt the same way toward Group
Chief 2. Group Chlef 1 expressed this feeling to the second coun-
gelor who had not known Group Chief 1 on the first job. In talking
with the counselor, Group Chief 1 vreferred to the time that Group
Chief 2 was his section chief. He mentioned Group Chief 2's demo-
tion and the subsequent difficulties encountered by Group Chief 2
a8 a group chief - the same difficultles for which he had bawled
out Group Chief 1. Group Chief 1 continued, saying:

, "That guy is all for Group Chief 2 and nobody slse. He
has a nice friendly way about him but he doesn't hesitate to
walk over you when it is to his adventage."

He mentioned how although he had started out to help Group Chief 2
by giving him uwnits when he needed them, Group Chief 2 had not re-

ciprocated when he was In need of units. Group Chief 1 sald:
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"I thought to myself, if you come over here agein and ask
me for units, I'll tell you where to head in. Sure enough, 1t
wasn't long before he came over and went into his song and dance
about taking some more units from me. I sald, 'Listen here,
Group Chief 2, when you want any more units from me, you give
me a ticket for them.' That was the end of that."

In assessing the present situation, as of the time Group L

Chief 3 came in, the strong solidarity of group seemed of signifi-
cance to the counselor as it seemed that any new supervisor would
have to take a look at the history of the group in order to under-

- stand the operators and to facilitate his own orientation. Tt is
easy to understand, of course, why a knowledge of this history would
be equally important to a counselor.

Group Chief 3 who took over Group Chief 1's group was 35

Yyears of age, a year younger than Group Chief 1. Group Chief 3 came
to the Western Electric ten months after Group Chief 1 started. Be-
fore becoming a group chief, Group Chief 3 was in the E. of M. Organ-
ization. When he was a supervisor, he was regarded by supervisors
and operators alike as being successful, but because of his short
service he was demoted in May; approximately a year later he becume
a group chief. The counselor was working in this group as well as
in the group under consideration. From all indications, his rela-
tions with supervisors to whom he had reported as well as those on
the same level, had been very satisfactory. Operators who had been
reporting to him expressed regret on his leaving and said that he
had Dbeen one of the very best supervisors they had had. They said
he was easy to talk to and that they were Just getting acquainted
with him when he was moved. They liked him because they felt he

aid not press them for output. The counselor was awere, however,
that they were incresasing their oubtput continually and that they had
remarked that Group Chief 3 always showed apprecietion for any im-

provement.
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' The first week ‘that Group Chief 3 was placed on his present
Job, he mentioned to the counselor that he had run into difficulties
wlth his operators, He asked the counselor to talk with him about
fchis on the following day. When the counselor contacted Group Chief

. 5, he was working with an engineer on some technical problem. He
sald that things had seemingly cleared up and he thought that every-
thing was going to e all right.

Due to the fact that Group Chief 3 seemed to be busy, the
counselor did not inguire further Into what had taken place.
Furthermore, because Group Chief 3 had rather definitely closed
the issue, the counselor felt that her relationship with hin
would be weakened if she pressed him at this time. Not having
observed any particular difficulty among his employees, the
counselor then turned to a problem in another group.

Three months after Group Chief 3 started in this section,
the problem of surplus help arose due to increased efficiency and
the combining of jobs. Three operators were selected for trans-
ferring, two of whom reported to Group Chief 3 end were outstanding
in their performance. Group Chief 3 told these operators that they
and. one girl reporting to Group Chief 2 were to leave. The actual
transfer did not take place for two weeks. Rumors grew out of this
and lmmediately there was considerable apprehension among most of
the operators. Was the combining of Jobs eliminating operators?
Had there been a decrease in schedules? Who would be next to go?
Would a layoff follow?

. In talking with the operators, the counselor asked if they
had discussed these questions with their group chief. There seemed
to be some feeling that operators who were transferred were regerded

as lemons. The counselor asked if the operstors who were leaving

were considered “lemons'. The counselor could ask this question

- e T
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since she was aware that the other operators on the conveyor regarded
the transferred girls as being very efficient and that this fact had
been overlooked by the operators when they were talking about why op-
erators were being transferred. In response to the questions from

. the operators, "had there been a decrease of schedules?" the counselor
agked the operators if they were turning out less now than before.
Again the counselor was aware that up to the present time there hed
not been a decrease.

The counselor had observed that when questions of the sort
asked above were brought to him, he answered them carefully and
in detail so that she felt that in this situation questions of
this nature would be handled intelligently. (This caution would
need to be observed in raising a question of this kind and is
discussed in section .)

While the action taken by the counselor at this time did
not get at the underlying problem, it was felt that through consider-
ing some obvious facts in the situation, the operators would at least
temporarily redirect their attention to the job before them and "give"
the group some feeling of stability."

Over a period of two weeks, the counselor observed that her
talles with the employees on the Job seemed to have the desired effect.
Their conversations were less pessimistic and addressed to the facts

involved in the changes being mede.

Febru;ary 22

Group Chief 3 discussed with the counselor the fact that
. there wes to be a combination of jobs on Conveyor BI which would
create a surplus of one operator. The change had been in effect for
two weeks on Group Chief 2's conveyor and Group Chief 3 had observed
the disturbing effect that 1t had had on Group Chief 2's operators.
The counselor asked Group Chief 3 what apwroach she was -
using in discussing this change with the operators. In the course

UNIVERSITY OF WISCONSIN - MILWAUKEE



10.

of the discussion, such questions as the following were raised: Do
the operators knhow where they will be placed? Wi}l their rates be
cut? If their rates will not be cut, do they lmow this? Will they
remain in the same labor grade? How will the new Job be regarded by
each operator in comparison to the old ;ob? (Group Chief 3 had dis-
cussed the formal structure of jobs before.)

Group Chief 3 said that he felt that the appirroach that was
used in presenting the new Jjob to the operators who would be changed
wvas an important factor not to be overlooked. In his talks with them
he explained carefully the new Job and the various phases of it to
the operators. (Note: After the change was made, the counselor
heard little comment regarding it from the operators.)

February 28

Group Chief 3 suggested that the counselor interview C5
who had taken C5A's place. He salid that she was his second choice
for.'bhe Job of wiring. Most of her experience had been on assembling,
Sc.t was their first choice because of her ability to learn a new
Jjob quickly, but that due to a physicel difficulty she was unable to
do wiring. He wondered how C5 felt at being second choice. He
thought she might like to talk about this with the counselor.

The counselor interviewed C5. C5 mentioned that she had

“ eleven years of service. She said she had not had a raise during

the two and one-half years she had been working in this department.
One day S2 working across from her, had asked what her hourly rate
was and when C5 told her, she replied, '"What, after all these years

at the Western Electric that's all youlre getbting?" €5 told the
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counselor that she was sure S2 was getting more than $.65 per hour
(take-home). She wondered about labor grades although she had dis-

_ cussed her rate and labor grade with Section Chief 1. The counselor -
discussed with C5 the possibility of a ralse in her rate. What had
Section Chief 1 said?

. The counselor's reason for having C5 discuss this at
greater length was so that C5 might look at conditions as they were.

The counselor knew from having talked with Group Chief 3 and with C5
that her hourly rate was two cents outside of the meximum of her
labor grade. Although C5 stated this, she did not seem to recognize
this fact and was cherishing the hope that she wight receive a raise
soon.

C5 was concerned over the fact that her learning period on
wiring was extending over a longer period of time than she usually
required on a new job. She added that all the girls on the conveyor
were catty and that they made her learning period unpleasant. The
counselor asked what C5 meant when she sald that ail the girls on
the conveyor were catty. The counselor wondered how long this period
would last. Why did "not keeping up on the job" disturb the other
girls? What did this mean to them? Did C5 feel that when she had
learned the Job she would have difficulty with the girls?

C5 said that when a girl fell behind in output it meant an
added load on the other operators. It also involved an irregularity
in the flow of work and as a result the other operators had an in-
creased load at times while during other intervals they had nothing
to do - a situation to which most operators object as they prefer
working at a constant rate of speed. C5 said that usually it took
her not longer than a week to leaxrn a new Job although this one
seemsd to be taking longer than any others. She remembered that

C5A had taken almost a month in learning this job and concluded
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that perhaps she should not get discouraged so easily. She added
that she thought that the girls were friendly outside of work and
she could not see any reason why they wouldn™ be frienaly at work
= after they all got acquainted. C5 said that she and Sc.4 were al-
ready getting acquainted and that Sc.l was willing to help her. C5
further modified earlier statements in pointing out that the other
girls were not saying as much ag they had formerly and that they had
hurt her more the first week than they had since. She believed that
as her speed on the Job increased they would all become friends.
She added that Group Chief 3 told her not to worry. She liked C5A
the best of all operators and regretted her transfer as they used
to spend their rest perilods together. Before being placed on wir-
ing, C5 was an agsembler. She has lunch with the girls in the divi-
sion where she worked two and one~half years ago.
Merch 13 |
On March 13, Group Chief 3 in talking with the man coun-
selor, seemed quite upset because he was having difficulty with S2
and L1 and cited several ingtances illustrating this fact. He men-
tioned the difficulty he was having in introducing a change in the
method of adjusting.
Following this lead, the woman counselor planmned to contact
' Group Chief 3.
March 1L
Section Chief 1 stated to the counselor that anveyor;s AT
and II reacted differently to changes. Conveyor AIT always accepted

changes. Conveyor AI alweys resisted changes. He felt that the

-
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operators were responsible for this attitude, particulerly S1, S2
end 11. He said that S2 never smiled and L1 seemed unhappy. He

sald that L1 was divorced and that 1t might be that she wanted to
get married again. S1, he said, had complained to him that Group
Chief 3 was '"riding her." He had suggesfed o Group Chief % that
he lay off S1.

Section Chief 1 referred to the fact that Group Chief 3
was taking a course in psychology and that he thought he put too
muich emphasis on this. Section Chief 1 did not feel that "psychol-
ogy" wag working. Section Chief 1 had previously expressed some
doubt as to how much help psychology could be to him. He did not
feel that many people understood it and he seemed to regard psychol-
ogy &s =z theory about which there was considerable mystery. They
had tried every approach that they lnew and all had failed. He
asked the counselor to talk to all the glrls as he felt that the
operators would get something out of Jjust talking ~ that they would
make a decision for themselves and get a different outlook.

The cownselor had had previous contact with Section Chief 1
when he was in enother department. At that time a similer condition
had existed among the operators. That experience had given Section
Chief 1 an understanding of the counselor'’s function. Section Chief

¢ 1, in talking to thé counselor, looked at the operators from the
standpoint of comparing Conveyor AT and AII., This Xkind of analysis
had yproved useful to him in relation to the problem which had arisen

in his former section.
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The section chief brought out that the operators on Con-
veyor AL were older in years and service than those on Conveyor AIT
and S1 and S2 had been adjusting for a longer period of time than
the adjusters on Conveyor AII, He sald that he lmew that competi-
tion exlsted between the two conveyors and he added that Conveyor AI
had been told that the idea for the new adjusting method had origl-
nated with S1A on Conveyor AII, Section Chief 1 felt that perhaps
S1 resented making the change because this idea had come from a
short service employee who had comparatively little adjusting ex-
perience and who worked on Conveyor AII.

The counselor was interested in the fact that Section
Chief 1 placed the burden of responsibility on the operators, and
also questioned the effectiveness of Group Chief 3's "psychological
approach.” She wondered about the relationship of Section Chief 1
to Group Chief 3; i.e., whether or not Group Chief 3 in effect sub-
ordinated him by his &bility to talk rather glibly about psychology,
etc. She was also interested in the drastic action Section Chief 1

had considered in suggesting that S1 be lald off and that as he
talked he began to look at why S1 was complaining.

March "15

Group Chief 3 in talking to the counselor said that he
felt "low". He couldn't understand the resistance of S1 to the new
method of adjusting which was being used on Conveyor AIX by S1A who
had been using it for some time and had found it to be very effec-
tive.

The counselor asked Group Chief 3 if S1 lmew that the
change in methods had originated with S1A. When Group Chief % said
that she did, the counselor inguilred concerning the past relation-

ship between Conveyor AI and II.
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Group Chief 3 said that the two conveyors had always been
rivals, but that he felt when he had an easier method to offer that
S1 should have accepted it. He discussed with the counselor the Mo-
tion Study course he was taking and mentioned that he had told the
operators that he was enrolled in this class. The counselor wondered
how S1 felt aboult being the object of an experiment as a result of 7
Group Chief 3's attendence in a time and motion study clags., Group
Chief 3 said he had not thoughll of it in just that way but that was
something to consider. In continuing this discussion, the counselor
inguired also of Group Chief 3 if when he had asked S1 to change her
method of adjusting he had also asked S2 and S3 to do the same.

Group Chief 3 said he had not as yet done this hecause 52 adjusted
only part time and S3 was Jjust getting used to adjusting her own

way. The counselor wondered if S1 understood why S2 and 53 were 7
not asked to learn the new method.

The counselor followed much the same approach as she had
used on the previous day with Section Chief 1. In both contacts
an attempt was made to understand what had actually transpired in
introducing a change in method and what interpretations may have
been made of the change. It is important to note that the coun-
selor was not suggesting a definite plan for Group Chief 3 to fol-
low but did raise questions which would carry him closer to the
situation and effect more active communication between him and his
employees thus lessening the possibility of misinterwvretation.

He mentioned that Croup Chief 1, his predecessor, had not

: had the best interests of the Company at heart and that he had failed
to cooperate with Group Chief 2. He stated that the first day he was
the supervisor of Conveyor AI, the operators had informed him about
the exlsting competitive relationship with Conveyor AII. Group Chief
5 said he toldithem lmmediately that he was a firiend of CGroup Chief 2

and that he expected them all to coonerate with him. Group Chief 3
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added that when Group Chief 1 had been the supervisor, that the out-
put on Conveyor AL was higher than that on Conveyor AIL, Now, in
provortion to the number of hours used per unit, Conveyor AII was
ahead of Conveyor AI although Conveyor AT produced more units.

The counselor was aware for the first time that Group
Chief 3 may have been violating the group's concept of how a group
chief should behave since Group Chief 1 hed worked toward keeping
them superordinate to Conveyor AII,

Group Chief 3 stated that L1 was dissatisfied. He said
that Group Chief 2 had told him that L1, S1, and S2 were considered
trovble-makers, and that Il had at one time been very efficient bhut
in coming to this department she had gone sour and was not Just an
ordinary operator. Group Chief 3 continued saying that he had ob-
gerved Il taking liberties around the conveyor. He had observed
her reading a Microphone at work and spoke to hexr sbout it. He ex~

{ »lained to her that she was setting a bad example. She had retorted,
"I don't have any children to talk about like you do. I talk about
the Hawthorne Girls' Club Party." 'Guesa I have been overdoing the
children situation," was Group Chief 3's comment to the counselor.
In talking to Group Chief 3, L1 had pointed out that the girls on
his conveyor were afraid to laugh and sing and indicated to him that
he had favorites; namely, S2 who was making four cents more per hour
than she was making. Group Chief 3 regretted the fact that Ll had
not spoken to him since that incident.

Because the counselor had been in the group and had been
talking with the operators as well as noticing things that they did,
she was able now to more intelligently discuss this situation with

Group Chief 3 than she would have been if she had not been in this
group.
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The counselor had observed that S2 fredquently changed her
position and she inquired if S2 changed her positions when she wished
and if L1 was told when she should move. Group Chief 3 explained
this saying that S2 had used more initiative than L. had and he had
not found it necessary to speak as often to her. He had, however,
attempted to compliment L1l when she had made a move from one Job to
another which he had considered helpful to the Job.

The counselor observed that Group Chief 3 was influenced
by Group Chief 2's diagnosis of the problem and hence was biased
from the start toward Ll, S1 and 52,

The counselor also asked if L1 was trying to say anything
else when she stated that S2 was his favorite, that S2 had less ser-
vice then she (L1) and that S2 was also making four cents per hour
more than any of the other girls on the conveyor. Group Chief 3 re-
morked that L1l had regarded herself as “superordinate" to the other
girls because of her service, labor grade, and lmwle‘dge of the jobs
and added that it probably irritated her to have an operator with
less service get more money and perhaps more recognition from her
supervisor then she was getting.

The counselor asked Group Chief 3 if he knew anything
about Il's history. Group Chief 3 said that he had heard from Group
Chief 2 about several instances in which Ll migiit have felt that she
was being high pressured to do more worlk. That is, on previous Jjobs
supervisors had repeatedly told her that she was not doing as much
work as ghe was capable of doing.

The counselor felt that Ll's supervisors had not objected

to her work as much as to her "cocky" attitude toward first line
supervisors and her behavior as a leader.
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Group Chief 3 concluded that her'thought it would be well
to remember Ll's history in talking with her.

Group Chief 3 was concerned over the fact that he did not
seem to have the confidence of this group as he had of others in
the past, and he was anxious to do something about it as soon as
nossible. He suggested that the counselor begin interviewing im-
mediately. He thought it might be best to start with Sc.k, as he
and she got along very well. He believed that he had her confidence
and that she thought well of him.

Group Chief 3 had been talking about psycholozy and the
counselor asked him how much of this he had employed in supervising
operrators in the past. Group Chief 3 said that he was concentrating
on psychology more during the past few months than he had been tre-
viously.

March 18 - AM,

The following Monday morning, Group Chief 3 stopped the
counselor and asked her if she wanted to begin interviewing immedi-
ately. As it was late in the morning, the counselor suggested the
afternoon as a more suitable time for the interview.

March 18 - P.M.

The counselor asked Scl if she would like to go out to the
cafeteria and learn more about the counselor's Jjob. The counselor
was only able to explain counseling at short intervals as Scl con-
tinually broke into the explanabtion to meke some comment.

She discussed. her inability to do wiring as the result of
an automoblile accident in which all of the knuclkles of her right

hand hed been broken., She explained that it had bsen neocessary for
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her to go on soldering instead of wiring. She had liked wiring but
by the end of the day her finéérs and hand had pained her so much
that she had been unable to sleep that night. The accident had oc-
curred in September and she saild that she had not yet quite recovered
from the shock. (Sck did not show any menifestations of nervousness.)

She liked soldering but there were times when the solder
was poor and did not flow easily as had happened on the previous Fri-
day when she had to work very hard.

Group Chief 3 made them all disgusted by constantly talk-
ing about "cooperation,” but at the conclusion of the interview she
added, "He's all right. He doesn't ever stand in back of us and
watch us work like Group Chief 2 does. He goes away for a while and
then comes back, and says after looking at our output, You've been
doing all right.'"

Sch hed told the counselor that she did not discuss the
supervisors with any of the girls as she did not want to get into
any trouble with her supervisors and it was very easy for comments
to get back to them. She stated that L1A reported to Group Chief 2
the comments that girls on Conveyor AI made sbout Group Chief 3 and
Group Chief 2.

She discussed her boy friend during the interview and men-
tlioned that she was not going steady with anyone now. She referred
to an unpleasant experience with a boy friend whom she had dated

steady for two years. .

The counselor noted that five extra pans of worlk had been
done on Friday despite the bad solder. The counselor wondered what
potential capacity existed in this line inasmuch as this picture
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showed a slack which might be of significance later in understanding
the relationship between the girls and their work. She had on Mon-
day morning, March 18, observed Sch taking completed units out of a
pan in front of her and placing them on the conveyor. She explained
this at the time saying that it was Monday, she was tired, and so
when she mentioned this and referred to Group Chief 3 giving three
of the pans to Group Chief 2, the counselor was better able to real-
ize the significanee of ‘giving away pans of units which the operators
had planned to use.

Sch brought the following things to the counselor's atten-
tion:

1. Group Chief 3 giving units to Group Chilef 2 - a practice
vhich had not been followed by Group Chief 1 whose loyalty
to the group had been unduestioned. This made it necessary
for the Interviewer to go back into the early history of
this group to better understand what the supervisors and
employees were sgaying. What was the signhificance of the
history of this group? Was Group Chief 3 appearing dis-
loyal to his Group? Was Group Chief 3 aware of this?

2. L1A's relationship with operators. Possibly they considered
L1A's conduct as unethical and for Group Chief 3 to “cooper-
ate" with a supervisor whom they disliked and who reprezented
a group with whom they never associated was treason. Sc4
had said that no one ever talked about Group Chief 2 in the
presence of LlA, The counselor noted that CGroup Chief 3 had
mentioned that Group Chief 2 was aware that S1, 52, and L1
had not liked him. Group Chief 2 had commented to Group
Chief 3 that S1, S2, and L1 hed formerly been problems and
the counselor again wondered to what extent this lmowledge
had influenced Group Chief 2's thinking about these operators.

3. The bottleneck position. N& and N5 operators seemed to hold
these positions on the conveyor. The counselor wondered
about their relationships with other operators. Do N oper-
ators on Conveyor II similarly control output? How is this
Job regsrded by other operators?

4. The interview gave the counselor lknowledge of Sch's relation-
ship to and evaluation of Group Chief 3. Although critical,
more so than Group Chief 3 realized, it was relatively easy
to objectify her attitudes toward Group Chief 3 in a single
interview. The counselor planned to observe how permanent a
change had taken place.

5. The interview showed to the counselor something of the
group'’s sentiments and attitudes toward Group Chief 3 and
Group Chief 2 and gave aninsight into their feelings about
Group Chief 3 and what he was saying and doing.
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March 19

The counselor interviewed S1. S1 is married and she and
her husband live with his parents. Sl said thg,t she and her mother-
in-law had not been friendly until S1 discovered that it was because
of their difference in nationalities. She had talled this over with
her mother-in-law and had pointed out that there was no reason why
they could not get along. She added that it made it very convenient
for her in going home at night to find the dinner ready and the
house clean.

Sl's first statement about the work situation was that she
had had a little quarrel with Group Chief 3 but that it was not
patched up. The counselor felt that 51 did not understand counsel-
ing and therefore explained it to her in great detail, pointing out
that the counselor was interested in anything about which S1 would
like to talk, and that it was not necessary that she talk about her
Job.

51 emphasized that she wanted to talk about her Job as she
had been having difficulty. Group Chief 3 had wanted her to learn a
new method of adjusting. S1 complained that S2 was not asked to
learn this. The counselor had wondered about this and before talk-
ing to S1 had raised this question with Group Chief 3 as has already
been pointed out.

Group Chief 3 had told her that she could do twice as much
work with the new method. She complained aAbout the speed of the con-
veyor and seemed to fesl that that could affect the output. She com~
pared the speed of Conveyors AT and ATIT in relation to their output.

She seemed to prefer piece work to day work because on piece work
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everyone had to cooperate, although in this instance there seemed to
be ome loafer, even on piece work, S2. Sl could not understand how
52 could be getting away with what she was doing - not turning out
ag much work as the others and yet getting the highest rate of any
girl on the conveyor. S1 emphasized her 18 years of service. She
said that Group Chief 3 had been "riding" her. She regarded him as
a slave driver and had mentioned this to Section Chief 1. She ex-
plained that she considered Group Chief 3 a slave driver since he
had said if she learned the new method she could do twice as much
work, Group Chief % had talked to her on the day followlng her con-
versation with Section Chief 1 and hed told her "I'm getting it from

T

both employees and supervisors.” She added that she was sorry that
Group Chief 3 had been bawled out and explained to him why she had
said that he was & slave driver. Group Chief 3 told her she could
talk to anyone she wished at any time, but S1 believed that Group
Chief 3 would like it better if she came to him direct thereafter.
S1 stated that one week after Group Chief 3 had become
their group chief he had bragged to the operators that the output
went up wherever he had been a supervisor. Group Chief 3 had men-

tioned that they should remember that he had children to support

and. they should all try to turn out as much work as possible. (He
had said this in a Joking manner. ©S1 was physically unable to have

children, S2 had had a miscarriage, and Ll across the conveyor, had
had a divorce and did not have any children.) S1 had taken the
grovp chief's statement seriously and said that Jjust because she

couldn't have a baby was no reason Group Chief 3 had to brag. Sl
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looked upon Group Chief 3 as a "little boy learning to walk." She
said that in explaining the new method of édjusting to her, he had
indicated that he was interested in trying it out as he was taking
a course in motion study.

Some girls had attempted to explain to him that there
should be pans of units in reserve but Group Chief 3 persisted in
giving them to Group Chief 2. 51, however, commented to the coun-
selor that it would be for the benefit of all of them as Group Chief
3 had explained that they would all be given credit for these units.
The day before she had adjusted 1300 and that her usual output had
been 1250. Group Chief 3 drew lines around the number 1300, She
Interpreted this to mean that he was pleased, although she had not
talked to him about it.

In talking further about Group Chief 3, S1 mentioned that
he never helped ‘the operetors as Group Chief 1l had done. She was
sure Group Chief 3 would never be able to adjust all day and then
added that the girls did not expect theilr supervisor to help them
and that it really wasn't necessary.

The counsslor was interested in Sl's relating of incidents
vhich had already been told by others. In this way the interviewer
was getting a slant from as many angles as possible in order to bet-
ter understand each individual and to carry on more intelligent in-
terviews based on an awareness of the situatlion.

S1 seemed more disturbed than the others. Involved wes her

relationship to S2, her status in group, resistance to a new method,
and her relationship to Group Chief 3.

e

The counselor noted a comparison between Group Chief 3 and
Group Chief 1. Regerding the chenge in method, the counselor won-
dered to S1 if she could talk about this with Group Chief 3.

During the course of the in‘tervier#, S1 seemed to become
more tolerant of Group Chief 3, The counselor observed that S1 did

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



2k,

not seem to feel the same way toward "cooperation" between Group
Chief 3 and Group Chief 2 as had Sck, but instead had accepted
Group Chief 3's statement that the operators on Conveyor AL were
given full credit for all units twmed over to Conveyor AIL and
AITI. However, at first she had obJjected to his not helping the
onerators as Group Chief 1 had done.

Sl's success in adjusting her relations with her mother-
in-law was also significant as evidence of Sl's ability to be
obJjective.

Group Chief 3's comment about supporting his children
seemed to have clashed with Sl's feeling about not having children.
Actually, Group Chief 3 had intended his remerk to functlon as an
integrating force as well as to urge them to turn out more work.
March 21

The counselor desired, in order to have a better knowl-
edge of what was taking place, to conbtact more operators before
talking ebout this group to Group Chief 3 but uwnexpectedly met him
in the office and sat down to talk with him. Group Chief 3 seeumed
to be discouraged. He said that he wanted the counselor to con-
tinue iInterviewing but a change for the better in the group seemsd
to be far off., He said that he was becoming impatient and would
like nothing better than to go around the conveyor and let the
girls know just what he thought, although he realized that that
might create more difficulties.

The counselor digcussed the counseling program in more de-
tall with Group Chief 3. Group Chief 3 asked if Ll did adjust to
this present situation ~ what would happen if she were to get dis-
turbed again? The counselor intimated that it was possible that
ILi's problem was personal and that more than one interview might be

necessary. However, the counselor pointed out that one of the aims
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in interviewing was to help the individuel think through his problem
in such a way so that he could see how he was thinking and in the
event that a similar gituation aroge, he could think through thils
himgelf and adjust accordingly. The counselor pointed out that one
of the principal techniques employed in interviewing is listening,
and to allow the operator to talk as long as he desires uninterrupted.
To supplement these remerks, the counselor gave Group Chief 3 the

chapter on "The Interviewing Method" from the book Management and the

Worker. Group Chief 3 said immedlately, '"There's probably something
here that I could profit by if I were to read it." The counselor ex-
plained that since she was interviewing so meny girls, she had thought
that he might like to read something about the technique or method of
interviewing.

Group Chief 3 said there were times vhen it seemed hard to
Just listen, and he cited the incident when L1 had said that S2 was
his favorite, and he had answered saying, "That is none of your

' The coun-

business. I am your supervisor, and you're the operator.'
selor wondered what this meant to L1 and whether she would feel free
‘to bring up the discussion of S2 again or would she feecl that that
was none of her business. Group Chief 3 sald that he did not think |
of any of those things at the time he answered Ll. He mentioned
again that he was worried about his conveyor and said, "Something
has got to happen. I can't go on this way. If something doesn't
happen soon, we'll have to transfer Ll or someonc elase. Ll was

civil to me this morning when I spole to her about her job but that's

all T can say."

-
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On the way over to the conveyor, the counselor ohserved a
section chief from another department who was smiling broadly and
coming down the aisle toward her and Group Chief 3. Nodding towsrd
Group Chief 3 he said, "I went to shake hands with the girl who
really can make an operator happy. That girl you Interviewed this
morning has had a sour puss for weeks but this afternoon she is all
smiles." The counselor pointed cut to the section chief that it
was too short a time since the Interview to Judge but the section
thief interrupted saying, "Oh no, it ien't, the change is already
o‘bvioﬁs . For the past week, the glrl has been complaining about her
finger bhurting her, but this afternoon she said to mc, My finger is
practically all right,! and held up her finger like this." The sec-
tion chief held up his :t‘ipger and chuckledj He turnea to another
section chief who was walking down the alsle and said, "Did you heer
gbout the girl whom the counselor interviewed this morning?" The
two section chiefs continued walking down the aisle.

Group Chief 3 sald he certainly hoped that something could
be done in his group., It was agreed that the counselor and Group
Chief 3 meet some time during the coming week to discuss the problem
again when the counselor would have a better knowledge of it.

Although Group Chief 3 had been interested in counseling
before, the counselor felt that her relationship with him and his
understanding of the point of view had been strengthened consider-
ably in this contact. The enthusiasm of the section chief from the
other department had likely made an impression.

Maxch 22
The counselor, in contacting operators in amother sechion,

woes somewhat surprised to heer one operator, X, say, "I Inow why you
haven't been around this week. You have been interviewing some

*
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friends of mine. I eat lunch with S1, I end Il. They told me you
were interviewing and I am so glad you are. I would like to help
you so you could help them. Then I would hear something at lunch
time besides Group Chief 3 and all that he is doing to make them
angry. S1 sald that she felt so much better after she had been out
with you. Il does not have anything against Group Chief 3 but she
can't get along with S2, None of them get along with S2. Il is
hoping that you will take her (I1) next."

X continued, saying that the glrls complained that Group
Chief 3 tried to get them all to do more work and that he was al-
ways riding them. She said that Group Chief 3 had asked S1 to learn
a new method of adjusting but that he had not asked 52 to do this.
She 41d not know whether or not very much could be done at this time
in promoting a better relationship between Group Chief 3 and the
operators, as she thought it might be too late. The girls had stated
to her that Group Chief 3 was trying to do better but they had in-
dicated that they were not going to accept anything he was attempt-
ing to do. The girls had also said that they “have too much service
for a young whippersnapper group chief to get by with what he's try-
ing to do." X also told the counselor that she had informed the
girls that she had been out several times for int_erviews .

The counselor was interested in X's remarks because of her
relationship with X. The counselor had had four interviews with X
and all but the first were on X's own initiaetive, In the second in-
terview she had discussed her family situatlon and in the last two
interviews, which had been on consecutive days, she had discussed her
relationship with the operators on the conveyor. X had previously
told the counselor that she and the other cperators in her own group
were getting along much better. The counselor felt that X was sin-
cere in her desire to help in this present situation. The contacts

with X Indicated to the counselor the effect of intorviewing in the
group.
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This contact confirmed the impression that S1 received help
from the interview on March 19.

The contact also pointed out a need for further interviews
to learn about the individual interpretations of Group Chief 3's bhe-
havior and to objectify each girl's thinking to a point vhere any
change in Group Chief 3's behavior would be noticed.

The counselor was interested in the comment about Group
Chicf 3's age. Group Chief 1 has the same service and is almost the
same age as Group Chief 3. Therefore this scemed to be only another
manifestation of the problem.

March 22

The counselor passed Section Chief 1 in the aisle. ©Ghe
had not seen him since her contact March 1% and indicated to him
that she had started interviewing his operators. "Glad to hear it.
Keep the good work up," was Section Chief 1's rcsponsec.

N5 told the counselor that Group Chief 3 had stopped at
her machine and had been kidding her. He had said that when he was
young and a nice day like this came along, he had played hooky from
work; but, he had added, that couldn't be done any more.

This scemed an indication to the counselor that Group
Chief 3 was trying to bulld up his cmployee relationships.

The counselor took S3C off the Job because she had never
been interviewed and because she was on Conveyor AIII from which
the counselor had not taken meny operators. The counsclor also was
interested in taking girls from other conveyors in order not to
focus too much attention on Conveyor AI.

March 26

The counsclor selected Il at this time due to X's sugges-

tion. Had it not been for X, the counselor might have interviewed

52 before interviewing L1. The counsclor had not had many contacts
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with L1 and had plamned to build up the counselor-operator relation-
ship better before interviewing her. However, since X indicated
that perhaps this relationship was stronger than the counselor real-
ized and that L1 was desirous of having an opportunity to talk,
arrangements were made to interview her next.

The counselor started to explain persomnel counseling, but
was interrupted by Ll who said, "I have an awful lot on my mind and
I want to get it off." She complained about 52, who did not seem to
work as hard as the others and who was never bawled out, who had
less service and yet made four cents per hour morc than any other
operator. Ll said that S2 never cooperated and cited an example
showing how S2 had irritated her. She said that s.‘pe wanted to be
transferred and she didn't care where, Just so it was a transfer.

She resented Group Chief 3's emphasis on his position as
supervisor and her position as operator. He did this at least thrcc
times when he had come over to talk to her about lecaving her posi-
tion on the conveyor because of the Microphonc which she had passed
to another operator during working hours. Il repcated this incident
several times and each time she seemed to incrcase the number of
times that Group Chief 3 had mentioned his being a supervisor. ©She
did not feel that Group Chief 3's being a supervisor made him supe-
rior to the operators; that being a "gang boss" was just onc step
above the bench, and that he should recognize her 21 yecars of ser-
vice, She said if it were possible for her to get a Job any place
clse, she would quit the Western Electric, She said that she was

not intercsted in Group Chief 3!'s children. Shec had not spoken to
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him since he had told her not to leave her job to give a Microphone
to another operator and she romarked that she did not intend to ever
gpeak to him again, not "cven if he's my supervisor until T get my
vension.” When eriticizing her for leaving the conveyor, she would
not have minded if he had said, "If Department Chief 2 had seen you
get up and go over to another girl, it might have been hard on both -
you and me and it would be better if you didn't do it.“

Ll related to the counseclor that she had aslied Section
Chief 1 to come over and talk to her, and at that time asked him for
a. transfer. ©She told him how Group Chief 3 had stressed his being a
supervisor. L1 smiled and said that Section Chief 1 had told her,

"You are making something out of nothing." She aid not get much
gatisfaction except that she had a chance to get it out of her mind
although she still wanted a transfer.

She mentioned that she was a ubtility oporator and could do
almost every Job except adjusting, and as a result she felt that she
should have more money - at least as much as S2. She said that she
had discussed her chences for an increase in her hourly rate with
all of her supervisors and that she understood there was little that
could be done. She referred to mmerom incidents in which she had
had difficulty with Group Chief 3. She said the girls did not like

. the way Group Chilef 3 walked and that was anothexr rceson why he was
not gotting along with them. He walked as if he “lmow it all" and
vhen he stopped to talk with anyone, he folded his arms in front of

him as if he werc master of all he surveycd.

UNIVERSITY OF WISCONSIN - MILWAUKEE



31.

She then cited an example that had occurred when she worked
in another department for another supervisor. A similar situation
had arisen, although Ll was not directly involved. &She discussed
with her supervisor the rcason for his having difficulty with the
girls. Within a few months things had changed and before she left
that group it had become one of the most cooperative, happy groups
in which she had worked.

Prior to the tiwme that Ll related the above, the counselor
had not said anything. This incident seemed to indicate a desire to
take some constructive action toward working out a solution to the
present problem. At this point the counselor asked Il if the girls
in the other department had noticed the change in the supervisor’s
attitude.

L1 said that they did at first and they immediately said
that they couldn't understand it and they weren't going to pay any
attention to it because he would probably go back to his old ways
soon; but when he continued with his new attitude, the girls finally
came to accept him. The counselor asked Ll what the girls had done
to accept this change. She replied that of coursc the girls “had to
meet him half way or it wouldn't have helped thom."” She said she
did not think she cculd talk with Group Chief 3 because she did not
think he could take it.

11 said, "Oh, I'1l probably snap out of this and when I
do, I'm sure everything will go along very nicely. You lmow, Group
Chief 3 has been trying to be nice. He came ovor and tried to talk
to me." She said he had also donec some other things which hed shown
thet he was trying to got along with thenm.,

She talked about bowling and mentioned that sho was presi-

dont of one Jleague and indicated that this woant & great deal to her,
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Toward the latter part of the interview Ll said, "I think
if Group Chief 3 changes his attitude, we'll all get along. OF
course, in order for him to do that, we'll have to talk to help him
along. He reslly has only one fault and that is that he's always
talking about his being a supervisor and we'rc only opcrators.

"fou could help us out, 19. You might tall to him like I
talked to the supervisor in the other department. I lkmow you
wouldn't tell him right out and out to be human, but you might get
him to thinking about a few things that he might do. I think I my-
self have given him a lot to think about. If he does start to change,
we'll meet him half way. This is a 50-50 proposition. If Section
Chief 1 has forgotten about my asking for a transfer, I won't bring
1% up again. I really like the girls and I've worked hore for so
long that I would Just as soon stay where I am. I always have
turned out as much work for Group Chief 3 as I would for z_anybody »
even when I haven't been speaking to him. After my talk with Sec-
tion Chief 1 T felt much better. You have made me feel still bet-
tor., I am so glad that we could come out here and talk,"

Ll's attitudes toward S2 were quite similer to those of
the other opcrators particularly to the attitudes of S1 who also has
2l years' service. A4s a long service operator, she felt that S2's
rate did not properly express scrvice, skill and efficicney differ-
entlials. She also felt that S2 was a favorite of Group Chief 3's
and. did not cooperate with the group.

The counselor poted that Ll's antagonism toward Group
Chief 3 seomed to be bascd upon his failure to recosnize her ser-
vice, her position as wutility operator, and Hawthorme Club activ-
ities. Also, he subordinated her in the manmer she felt was in-
appropriate for a firast line supervisor.

At the beginning of the interview, L1l talled in a defiant

manner; she wanted a ralsc; she wanted a trensfor; she nover ex-
pocted to speak to Group Chief 3 again; she felt that he would never
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alter his feeling that he was a supervisor and she was just an oper-
ator; and added that in all her 21 years of service at the Western
Electric she had never had so much trouble with a supervisor. The
intensity of her objections was far greater than appcarcd in the
attitudes of the other girls.

As she in retrospect discussed a similar situation, she
looked at what had happened to correct it and remewmbercd that not
only the supervisor but the operators had chenged their attitudes.
She discussed what had taken place and felt that the same thing
could happen in this situation. She had played an important role
in the former situation although she was not involved in it the
same way that she was in the present difficulty. As she began to
look closer at it, she also looked at the individuals and in doing
so came to the conclusion that Group Chief 3 had only one fault and
that he had been trying to get along with the girls and that it was
up to the operators to go fifty-fifty.

The counselor felt that a very definitec modification had
taken place ag a direct result of the interview in ILl's attitudes
and that this change would be apparent to Group Chief 3 in the near
future, probably in the form of more active, constructive commmica=-
tion.

March 26

As L1 went back to the conveyor, the counsclor met Section
Chief 1 who again talked about Conveyor AI, Group Chief 3, and the
girls., He thought that perhaps the girls resented Group Chief 3 be-
couse they had more service than he. He said that Il had asked for
a transfer and had told him that Group Chief 3 hald stressed the fact
that he was a supervisor and she was an operator. Scction Chief 1
considered this latter statement as a misinterprctation on Ll's part
and. granted that Group Chief 3 had probably said it dbut hed pubt it
that way to keep the personal implications out of the remark. He
was trying to say, "It is not I myself who is complaining., It is I
as a supervisor who has to mention this." Section Chief 1 added
that he had tried to tell L1 that she was making something out of

vractically nothing.
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Section Chief 1 indicated that thore would soon be a sur-
plus of operators and it was his plen to make Ll an adjuster. There
could be no increase in her rate, however, for an indefinite period.
Section Chief 1 said that he was happy that the counselor
was interviewing the operators as he believed that tallcing helped an
individual to clarify his thoughts and enabled him to come out with
a decision and a new slant on his situation.
In talking with Section Chief 1, the counselor wondered
how much difference the service of the operators and supervisors
made. Had Id ever been on adjusting? What would it mean to her to
be placed on a job at which she would be new? What approach would
be used in explaining the change in jobs to L1?
In regard to thesec questions which weire intcrspersed
throughout a twenty minute talk, Section Chief 1 at first concluded
. that service should not make any differvence, thon said that perhaps

Ll's 11 more years of service than Group Chief 3 might affect their

relationship. He saild that she had never been on adjusting then

pavsed and added. that for a time she would be the leagt efficient.

It would therefore, be necessary to explain to her that such a '
change would give her an opportunity to learn another job; however,

her rate could not be increased because she would be leaining a new

and. difficult Jjob.

(Note: To date Ll has not been moved.)

Maxch 26

In the afternoon the counselor contacted X who greeted
her, "What's new, 197 Maybe I should answer that. I hear you talked
with L1 this morning. She told us all she felt a lot botter after
talking with you. This noon we didn't talk about Group Chief 3 at
all, I guess the only one left on the pen is S2. I can't under-
stand how Group Chief 3 could have changed. I told the girls that
he was all right when he was our supervisor,

"I guess none of the girls can stand S2. I remember when

I was in the adjusting groun with her. She caused more trouble than
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anyone else could have in a year's time., Il talked to her supervi-
sor about S2 but I don't know whether he can do anything. Il asked
today if you would be taking her out. I think she would be glad to
go any time you'd like to take her."

The counselor noted with interest X's statement that the
group as a whole had ceased criticlzing Group Chief 3 during noon
hour,

Merch 26

The counselor was called over to the convé;ror by 81 who
told her that she had something she wanted to show her. She took a
small notebook from her pocket and drew out a small tovn plece of
notepaper on which was written 1325, (Circles had beon drawn around
these figures as had happened on a similar occasion.) "I went up 25
yesterday. Group Chief 3 put those lines on the pancr when I turned
in my output. This time I asked what he meant by that. He said I
was doing an efficient job and he sppreciated the increase in out-
put. He made me feel pretty good."

This indicated mc;re interaction taking vlace between S1

and Group Chief 3. Sl scemed more receptive and Group Chief 3 more
demonstrative in complimenting S1,

March 27

The counselor had not made an appointmont to talk to Group
Chief 3 and at this time felt that before interv_:‘_.ewing any more oper-
ators it would be advisable in light of the agreement of the past
week, when it was decided that Group Chief 3 and the counselc;r would
talk over the situwation, to contact him.

Before sceing him, the counselor loolked ovex the situation
and thought that it might be well to encourage him to talk aboub

ocach operator. As an exporiment, the counselor planncd to skebch an
outline of the conveyor as Group Chief 3 talked, writing each girl's
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name after her respective position and then to encourage him to talk
about each individual operator in regard to: (1) Jobs they do; (2)
How they do their jobs; (3) How Group Chief 3 telks to them; (&) How
. he behaves toward them. The counseclor was aware, on the basis of

Irevioug experience, that these things are usually covered at lcast
superficially when suporvisors discuss individual employeces. It was
thought that the sketch would keep his attention on his group, his
relationships therein, and his own feelings.

Since the counselor had heard Sl say that Conveyor AT and
Conveyor AII were regulated at different speeds por minute, the coun-
sclor thought this might lead to more adequate discriminations on
Group Chief 3's part in comparing the output of his and Group Chief
2!'s group. The counselor also thought that she and Group Chief 3
might look at the histary of the group before Group Chief 3 became a
supervisor there and it might be possible to encourage Group Chief 3
to verbalize Group Chief 1t's loyalty to the group and 1ift out its
significance to the operators, The counselor was aware that there
had always been competition between the two conveyors and supervisors
and that Group Chief 3 seemed to be feeling some pressure from the
other conveyor as well as from Section Chief 1 since the latter was
aware of the difficulty that Group Chief 3 was having.

March 27

When the counselor met Group Chief 3, he came over to her
and said, "I'm fairly bursting with good news. L1 talked to me this
morning. We talked before and after lunch and we have things pretty
well straightencd out. I feel that everything is going to be all
right now. L1 told me that I stress my being a supervisor too much.
I didn't rezlize I was doing as much of this as she feels I have.
She told me that if at the time I talked with her about walking
around the conveyor I had said, 'If Department Chief 1 had seen you
wallcing around the conveyor, he might have made it hard for both of
us, ! I would not have offended her, but that I had madc her antago-
nistic by emphasizing that I was a supervisor and sho was an opera-
tor. She said that I do not understand them, that Group Chief 1
always did; that I didn?!t always nced to cooperate with Group Chief

2, that I should think of my own group. She didn’t once mention S2

UNIVERSITY OF WISCONSIN - MILWAUKEE



37.

to me. She probably didn't dare to after what I said. She also
told me that I walked ag if I was too good for the girls.

"I uged to walk with stooped shoulders and people com~
mented about it. I thought I'd throw my showlders back and walk
differently. It looks now a8 though I exaggerated it.

™My hardest job is going to be trying to understand the
girls. I always have been more or less afraid of them - all but my
wife. She seems to understand me.

"I have been reading a good many books on psychology but
I feel that I've read so much that it has upset me., I think I'd
better give up psychology for a while.”

The counselor asked Group Chief 3 why 11 had compared him
to Group Chief 1. Group Chief 3 saild that it scemed to him that
Group Chief 1 and the operatmps were one and that his coming into
the group, the first change in supervision in almost three years,
had meant an ad justwent for him and for the operators. He talked
about the loyalty of Group 1 to Group Chief 1 and of Group 2 to
Group Chief 2 and felt that he was on the outside of both groups.
As he talked sbout it, he saw & little more clearly whet the prob-
lem actually was and what he could do to adjust to this situation.

The counselor asked Group Chief 3 what L1 had meant when
she sald that he didn' undorstand the girls. "I stress output too
much and I never smile, according to her,' was Groun Chiof 3's
answer. "Of course, therc are weys of stressing output without malk-
ing it so apparent," was Group Chief 3's further comment. Ho won-
dered aloud to the counselior, "Do you know whether the operators

realize whon I give Group Chief 2 units that he also gives me units?"
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Group Chief 3 reflected, "I guess they arc only secing the bread

pans and not the trays that I get." (The operators had previously

to0ld the counselor that on the rare occasions when Group Chief 2

holped them it was with small "bread pans" full of units whereas he

had received large trays full from them.) "Maybe now they will see
the trays."

The counselor did not have an opportunity to carry this
contact any further at this time. The counselor was as amazed as
Group Chief 3 that L1 had talked as she had and wondered how this
conversation had started but as Group Chief 3 did not mention it,
the counselor did not inguire. All that the counselor had hoped to
achieve from the interview with Ll was that L1l would notice changes
in Group Chief 3°'s attitude, should there be any, and interpret them
as Group Chief 3 intended them to be. At this time the counselor
did not scem to have an opportunity to ask what Group Chief 3 meant
when he said that he had rcad so much psychology that he had become
upset,

Ll apparently brought out all of her criticisms of Group
Chiof 3 as directly and frankly to him as she had in tho inbterview
but in a constructive way. At the same time Group Chief 3 had been
making a conscious attempt to understand the problem and listencd
to what she hed to say. He was not defensive but weas begimning to
look at himself as an integral part of the situation ~ not removed
from it.

The counselor observed that Group Chief 3 did not link
this up with the counsclort!s activity but was principally interested
in the fact that Il talked to him <« not at what brought it gbout.

(Note: As has been undoubtedly observed by the reader, the coun-
sclor did not carry out the original plan to he followed when she
saw Group Chief 3. The counselor hed thought that she would have
to initiate the discussion and it was because of this that she had
included in her plan the thought that cach girl might be discussed
individually. In this way the counsclor was anticipabing that
Group Chief 3 would further talk sbout the girls. However, the
counseclor had not had any definite outlinc in mind as to how the
following subjects might be introduced nor how important they might
be; Group Chief 3's manner of walking; his coopcoration with Group
Chief 2; how the operators regarded Group Chief 1 end his behevior
as compared to Group Chief 3; his emphasis on oubtnut; and his ap-
proach to the opecrators.

It was not necessary for the counselor to introducoe any of the above
subjects in any manncr whatsoever. As can be scen, Group Chiof 3,

as a rosult of his talk with L1, wanted to discuss thesc subjects
with the counsclor. Because of the intervicws and obsorvations which
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the counselor had with the cmployees and which had been reviewed by
the counselor prior to the contact with Group Chief 3, the coun-
sclor was better able to interview Group Chief 3 and talk about this
situation.)

March 28

The counselor contacted Ll on the Job and asked how she
was, "Swell," was Il's comment. "I had a talk with Group Chief 3.
It came about when he was over talking to Department Chicf 1 and C5
needed some help. She asked me to come over and help her, so I did.
Just as I started to work, Group Chief 3 came over. I didn't want
to get in bad with him any more, so I told him what I had done.”

Throughout this contact, the counselor Jjust listened. L1
tallked sponteneously and with no prompting. Sho felt as if she had
had a definite part in Group Chief 3's change and did not particu-
larly link it up with anything which the counsclor had done. L1
appecared to have gained a fecling of recognition and superiority in
the knowloedge that she had been of some help in this gituation.

"He said that was the right thing to do and hc was glad
that I had used my initiative. Somechow when he said that I asked
him why he was always so scrious and why didn't he try to understand
us,., I told him he should smile a little and not walk around with
such a serious look on his puss. When I sald that to him, I looked
out of the corner of my cye to see how he was taking it. He was tak-
ing it, so I wont on, T said he had the best posturc of any of us
but he walked like a king and we were his subjects. I said every-
thing to him nice and plcasant like. I could sec that ho was really
interosted. I wasn't the lecast bit sarcastic. .

"I told him thet when he talked with me, I would appreci-
ate 1t if he didn't stress the fact so much that he is a supervisor
and I am Just an operator. I montioned to him how hc could have

talled to me that day whon he came up to me and told mo that I was
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taking too much liberty amd that as he was the supervisor I should
remember that, and I said if he had only said, 'If Department Chief
1 had seen you walking around the conveyor it would have been hard
for both of us and it might be betber if you didn' do it.' He sald
he could see how I had something there and he didn'™ secm to realize
how many times he had sald he was a supervisor and I was an operator
but he said he was very glad that I had pointed this out to him.

"Then I talked to him about vnderstanding us and entering
into our fun and how if he did we would all be happier at our work."

The counselor recalled that Group Chiof 1 had “entered
into" their fun.

"After lunch he was back again and I said, ™y goodness,
are you back for more?! You know, I just feel sorry for Group
Chicf 3. He's been having such a hard time. He told mc that he
would appreciate any help I could give him and I told hiﬁm I would
help all I could., I also told him that the girls would cooperate
too, I told him about the other supervisor - the one I mentioned
to you and he was quite interested. I also told him not to get dis-
couraged, that the girls might not accept any change in him right
away, that it might take two months, but Just to lecp right on and
everything would be all right. He came around late in the afternoon
and told me again that he would appreciate anything I could do to
help him. I told him I was going to cooperate 1005 with him., I
really feel sorry for him. He's trying so hard."

The counselor was interested in the sympathotic attitbude

of Il which represented further modification over that which took
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place on March 26. It was also significant that Il assumed respon-
sibility for the coopsration of the entire group.
Maxch 28

L2 was selected as the next opecrateor to interview. When
the counselor took Ll for an interview, she informed I2 that she
would take her some time later., 12, from the counselor's obscrva-
tions, had appeared to be & quiet girl who seldom talked to the
girls around her on the conveyor. Ll had told the counsclor that
she was the spokesman for herselfl and 12.

12 goecs home every noon for lunch as she lives within walk-
ing distance of the plant. Her father is a pensioner from the
Western Electric. She formerly held a political job as librarian.
If ber boy friend gets a steady Job they expect to get married.
They have gone together seven years.

I2 commented that she liked all girls on the conveyor and
that they all got along very well, with one exception. 52 did not
scem to help C5 as much as C5 needed her. C5 depended on elther 52
or Ll to help her, and I2 felt that if Ll could not be there, S2
should help.

12 wag an adjustor before being laid off and expressed a
desire to go back to that Job at some time. |

12 remarked that Ll "says what she thinks regardless of
the person to whom she is talking." I2 said they used to have fun
with Group Chief 1 - that he understood them better than Group

Chief 3, although she had not talked much with Group Chief 3.
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The counselor had been interested in looking at the social
rolationships in the groups. She was aware that I2 did not associ-
ate with the operators on the conveyor as much as somc of the other
girlis. The counselor was able to at least partially cxplain this
since I2 scems naturally to be quiet and also that she-gocs. home at
noon. The lunch hour is one of the times during the day when social
relationships are developed and cam be observed.

Again the counselor noted that another onerator commented
regarding S2's lack of cooperetion, In this instencce I2 had said
that 52 had not helped C5 as often a8 was nccossary and that C5 de-
pended on either Ll or S2 to help her.

The counselor was aware that Ll workcd with I2 as long as
the latter needed help and wondercd if I2's fecling that S2 did not
cooperate was bagsed on a conviction that C5 should be assisted more
by S2 so that Ll could spend more time helping her. It might also
be significant that S2 was on adjusting, the kind of work that 12
had once done and wanted to get back on again.

March 28

The counselor met X. She said that the girls had remarked
at noon "Group Chief 3 is coming along much bettcr. Il had quite a
talk with him yesterday. She told him just what she thought, but she
also told him that she wanted to help him as much as possible. Even
S1 says that Group Chief 3 is wmuch better. She says that he's really
trying and that they know he must have a pretty hard job. Now the
only two that are having any trouble are S2 and Il and Il has spoken
to Inspection Group Chief so that should help. This "trouble" in-
volved arguments over defects which Il returned to S2. Il t0ld X
that Group Chief 3 came over late yesterday afternoon and she ad-
viged him that she was going to cooperate 100%.

"Are you going to be taking S2 for an interview soon?" was
X'y question. She comtinued, "If you do teke her and they meke any
commnent about it at noon, I'll ask them if your job isn't to take

all the girls out for an interview, and I'll say, 'Wouldn't you take
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82 off the job also?* If you do take S2, I'll kecp my Pfingers
crossed and give you the nows after lunch."

The counselor was not certain as to her rclationship with
52, Since X secemed to have had some apprehconsion about the rcaction
of the other operators if S2 were taken off the conveyor, the coun-
sclor decided to walt another day before interviewing her; that is,
X thought that the operators might conclude that the counseclor sided
with S2, especially if S2 was interviewed before them. The counsclor
sharcd this foeling. In the meantime the counsclor planned to ob-

. scrvo and contact some of the operators to try to ascertain their
feelings.

March 29

The counsclor contacted Group Chief 5 who said that overy-
thing scemed to be okay. He said that there worc only trf{o girls who
did not scem to have straightened everything out. Thoy were S2 and
1.

The counselor latcr observed Group Chicf 3 talking in a
gerious manmer to S1 and I, Before he left, the threo were lawgh-
ing. 11 and Group Chief 3 were obscrved talking to cach other. L1
was working on repairs on Conveyor AIII. Ll and Group Chief 3

laughed frequently.

* ¥ ¥ F ¥

The counsclor was awarc that this could all be her own in-
terprotation., However, the attitude that seemed to be shown now,
appcared to be different from that formerly observed, and it indi-
cated to the counselor that Group Chicf 3's and Ll's relationships
wexre still on a friendly basis.

. Group Chief 2 told the counselor that he thought the oper-
ators on his line were the cutest group of girls in the department.
He reforred to SchA and said, "All the girls arc probbty cute, but
that little blonde is the onc that starts things." "Tho girls on my

conveyor go out togothor for their rost periods end lunch hour and
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sometimes have parties outside the plant. Cr3A whom you interviewed
a month ago has now become one of the group. When her birthdey came
around, she brought down a box of candy Just like everyone else.”

The cownselor had heard from the operators that they had
formed a club on the conveyor.

The counselor wes interested in the attitude of Group
Chief 2 toward the girls and the way he tallked to them in contrast
to Group Chief 3's relationships with his group; also hls awareness
of the social orgenization in his group.

While talking to Group Chiel 2, the counselor observed
that the club of which S2% is a member had arranged for a birthday
celebration during rest period.. S2A was "_presented. with gifts such
as toys, powder puffs, etc. The outstanding gift was a huge bouvquet
of onions, carrots, rhuberb, celery, and radisheg. This was pre-
sented to S2A because as a result of her attendance in the person-
ality and health class she had been advocating more vitamins in the
form of fresh vegetables which she herself made a point of eating
during rest periods. S1A seemed to impress the other operators on
Conveyor AIT during rest period when she said to them, "S2A ought
to be here any minute. I saw the candy which she brought down for

today - four pounds - one pound for the machine girls and one pound

for each of the three conveyors! Four pounds!” (The usual amount
of candy to be passed is two pounds unless the operator hag an wn-
usually large number of friends or has worked in more than one
group. )

Conveyor AIII and the machine giirls sent notes over to
S2A on which were written "Happy Birthday from Conveyor ATII," and
"Thank you end Many Heppy Retwns of the Day from the machine girls."

All the operators on Conveyor AII sang, “Happy Birthdey, S2A" four
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times and each time S2A responded 'Thank you, girls." Conveyor AI
did. not participate.
% % % ® ¥

The counselor observed the group and conbtacted the girls
on Conveyor AI. Il said she felt so much better since her talk with
the counselor and Group Chief 3. The counselor used this opportun-
ity to briefly mention to Ll that she was, of course, planning to
take all of the girls off of the Jjob if they wished and in looking
over the group where Il worked, mentioned that there was still 52,
53, Cr3, Nb and N5 to be given this opportunity.

The counselor Telt from these contacts that no question

would be raised if S2 or any of the other girls were to be taken
for an interview.

April 1

53 had told the counselor on March 29 that April 1 was her
blrthday. The counselor had decided at that time she would contact
53 on April 1, in order to determine if Conveyor AL would celebrate
5313 birthday in any menner comparasble to Conveyor AII's celebration
of S2A's, although the counselor recognized that the latter was some-
what more lavish than usual,

The operators on Conveyor AI sang “Happy Birthday, S3" once
and S3 passed two pounds of candy to the three conveyors. Conveyor
ATIT gent a note over to 83 on which was written "Happy Birthday from
Conveyor AII." A large birthday card was also at S3's piace. This,

| she explained, was from her father, mother, and sister who had put it
in with her lunch. While the counselor was tallking with S3, she
asked her if she would like to go off the job some time with her. S3
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immediately responded, "I Just as soon would go now if you want to.”
The counselor asked Group Chief 3 if he could arrange to have S3
leave and a few minutes later S3 and the counselor went out for an
interview.

In every instance, before taking an operator from the job,
the counselor makes arrangements preferably a day in advance with
the group chief. At this time when S3 suggested leaving the con-
veyor, the counselor, before contacting Group Chief 3, took a hur-

! ried inventory of the work situation. She noted that Sl and S3
were the only operators adjusting. S2 was salvaging units and Il
vas assembling. The counselor also observed that there were two
trays of units which had been assembled. If S5 were to leave the
conveyor, S2 could take her place at adjusting as it was very
necegsary that S3's place be filled. If there were not enough
units assembled, Ll would not salvage units immediately but would
probably continue assembling. The counselor knew that if the
galvaging of units did not take place on one day, it would always
caxry over to the next. After thinking about this for a moment,
the counselor felt that it was quite likely that Group Chief 3
would allow S35 to leave the conveyor on short notice.

On the way to the interviewing room, S5 said that this was
a good time to leave the conveyor. It was Monday and if S2 should
fall behind in replacing her, they would have all week to catch up.

S5's parents were born in Poland and S3 was very proud of
this. S5 lived in Poland three years prior to this time. Her sis-
ter Just returned from there. For several months the family was
congiderably worried over her sister's welfare and S3 said that, as
a result, her mother had been very sick and it was not until they
heard that her sister was safe and well that her mother recovered.
S5 indicated that they are a closely knit family but that her sis-
ter seemed to be her father'’s favorite. She added that no mother
could be any more thoughtful or considerate then hers and she cited

some examples to prove this. S3 said that she likes to meet people,
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likes to travel, and likes to go to dances, especially Polish dances
-~ in fact, she likes to go anywhere where there are people.

She seemed to feel that she had grown old too fast. She
was 24 and unmarried., He sister was 21 and was already planning
her marriage. She believed that she was growing old since no boy
friend seemed satisfactory. She felt that she had become too par-

. ticular in her choice but didn't know what to do about it.

S35 said that several of the girls on the conveyor had not
liked Group Chief 3, but thet he had always treated her very well
and hed helped her out in every way that he could. He had upgraded
her to adjusting, a Job which she had coveted ever since starting to
work on the conveyor, and he had given her a great deal of encourage-
ment., He had asked her to learn a different method of adjusting.
She had been "all thumbs" and had given it up. Group Chief 3 was
all right but the girls did not understand him. As an analogy she
spoke about her sister and how she was expecting to be married and
how though she did not know anything about cooking, she was learning
to cook. S3 thought that as long as the girls have to work they
should try to understand their supervisor.

For some time S3 had talked about Poland and her sister
who had been over there. For several months S5 lead the counselor
to believe that she was born in Poland. The counselor learned
from S3's friends and later from S5 that she wanted as many people
ag possible to believe that she was born in Polend. The counselor,
who had been interested in her loyalty and love for that country,
wondered why S3 had tried to keep up a false front. She also won-
dered vwhat it meant to S3 that her sister was her father's favorite;
vhat it meant that her sister, three yeoars younger than she, was to
be married when she herself did not even have a steady boy friend.

The counselor noted that S35 seemed to have a different
attitude toward Group Chief 3 than the other operators had haed.

How had this happened? With whom dld S3 associate? What would
happen to her feeling toward Group Chief 3 if he were to ask her
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again to use the new method of adjusting and refrain from the old
method entirely. He had not insisted that S5 learn the new method
before because she had only recently been upgraded to adjusting.
Could his tolerance have been related to the fact that he had par-
ticipated in her upgrading?

April 2

Group Chief 2 mentioned that Nt and N5 were the bottleneck

Jobs and said that the conveyor could go only as fast ag these girls

¢ could work unless given surplus perts that had been made by another
conveyor. He referred to N4B as the most outstanding of the auto-
matic screw driver operators. He said all the girls on Conveyor AIL
and ATIT were "screwballs” and that N4B was the top master at fun,
She laughed and sang so much that he had moved her to Conveyor AIIT
-- not because her laughing and singing affected the efficiency of
the group but because "passers by" might see her and think her in-
efficlent. As can be observed on Charts I and IT, the N operators
s-it next to the aisle. However , on the morning of April 2, Group
Chief 2 had noticed that N4B and the operators on Conveyor AII did
not seem to be very peppy or cheerfui. He asked Ni4A and NUB to ex-
change machines for the day. He had noted a change in the operators’®
attitudes immediately with N4B leading in Jokes, songs, and conversa-
tion., He sald that it had done both N4B and the operators on Con-
veyor ATI good to get together here, and it had apparently brought
Conveyor AII out of its “"slump."

He said that not so much thought was given to the output
on the Conveyors AL and AII as they usually did between 3200 and
3300 per day. The Conveyors B and BII, however, were expected to
do 2550 per day and this was the figure that was observed by all

gupervisors in determining the output on this Job.
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It was again called to the counselor's attention that Group
Chief 2 was aware of social relationships and that he directed his
efforts toward preserving some of them that were productive. (See
contact with Group Chief 2, Page 43.)

The counselor had arranged to intexview S2 but there was
no one to take her place on adjusting as she was substituting for S1

. who had gone home to take care of some personal business. (When an
operator substitutes for another, the output usually drops a small
amount for the day, Where the output has not dropped, it means that
an operator equally as efficient is substituting (this is unusual)
or that each of the other operators has carried a heavier load than
usual or that the operators have a "bank" on which they can draw.)
So that Group Chief 3 would not think that the counselor had forgot-
ten about the literview, she contacted him and said that she had
noticed that he was short one adjuster and the following morning
would be Jjust as suitable for the interview, iIf this were satisfec-
tory.with Group Chief 3.

At the time that the counselor had contacted Group Chief 3,
he was talking with an engineer and Section Chief 1 about one of the
B units., The counselor indicated to Group Chief 3 that she did not
want to interrupt this discussion. Group Chief 3 said, "We are talk-
ing about defects. The plece rates people are trying to hold us
responsible for the defects that are found in the completed sets but
it is not our fault that they become damaged in transit. However,
that isn't as important to me as the personnel side of the job."

He asked the counselor if she had noticed any changes in
the attitudes around the conveyor. The counselor remarked that she

was not in as good a position as Group Chief 3 to observe changes

but she 4id think that the operators seemed to be happy. Group
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Chief 5 said, "Yes, I've noticed that too, but haven't you noticed
the group chief? Doesn't he look happy? You should have observed
that. I've noticed, too, that S2 has been smiling lately."

At this time he returned to the counselor the chapter on
"The Interviewing Method" which the counselor had given him to read
two days before. He gaid that he had got quite a bit from it and

! that it had given him a lot to think about. He thought that there

was a lot to be said for "just listening."

The counselor was interested in whether the difference in

82 was a real change in her behavior or could better be explained
by a change in the way Group Chief 3 was looking at his situation.

April 3

Two years before, S2 was known to the counselor as one of
a group of adjusters where there had been considerable dlfficulty.
S2 was held partially responsible for the restriction which was
thought existed in that group at the time. This was confirmed by
the counselor in her contacts with 82.

The counselor wondered then If there was any similarity in
S2's present behavior and if so, what it meant, The counselor re-
called that S2 had not cooperated with the other operators and planned
to look for anything unusual in her attitudes toward other people
vwhlch would help the counselor understand her present relationship
with the operators on Conveyor AT,

At the beginning of the interview, there seemed to be a
barrier existing between 82 and the counselor. Personnel Counseling
was explained but the counselor still did not feel that S2 was at
ease. 82 wondered if there was anything to the rumor that married
women might be lald off, In the course of discugsing this, she sud-
denly stopped and said, "Say, aren't you going to write all of what
I'm saying down?" 82 continued and sald when she hed been inter-

viewed before, everything was written down and she had never known
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what happened to that material. The counselor asked if anything had
ever come back that S2 had gaid, 52 did not know of anything. The
coungelor briefly explained the recording of an interview, and S2
apparently geemed to be satisfied with this. She discussed the per-
sonal situgtions of operators with whom ghe had worked before. Al-
though many of the operators about whom she talked lived near her,

N she always added, "Of course, I never see them to talk to."

She talked about her illness. (S2 had left the Company a
year before on a maternity leave of absence and had retwrned follow-
ing a miscarriasge.) She said that it seemed funny that all of the
adjusters who were married (S1, S3.2, who had recently quit, and
herself) had been unable to have children., She said that she could
have children, but that she and her husband could not afford aay at
the present time. This lead to her comment that Group Chief 3 had
two and that he used to get embarrassed when the operators kidded
him about them, but that "he's been doing all right lately."

S2's only criticism of Group Chief 3 was that he would not
set any definite bogey for the girls on adjusting and when they in-
quired about this, answered, "The sky's the limit!"” She added that
Group Chief 3 had been asking all adjusters to learn a new method in
order to twrm out more work in an easier way. Group Chief 3 had
timed her the day that S3 had been interviewed by the counselor and
she had not known why she was being timed, unless he was going to
insist that she learn the new method which had been impossible for
S1 to accomplish up to the present time. She could not see how SlA
could adjust so many units and felt that "What is easy for one per-

son isn't always easy for another.” 82 did not see why it was
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necessary to work so hard. All the girls seemed to feel that every-
one should help each other. She could see how that might benefit
all of them but she preferred working individually. She added, "I
would Just as soon have not come back to work because I had forgot-
ten all about the girls and I didn't care whether I ever saw them
again. I wish that I were on bench work, You don't have to worry

@ then about what other people are going to think. 7You do Just as
much as you can and that's ally"

S2's husband is Italian and she is Polish. She has been
married five years. Her younger sister never merried but had a-baby
vhom S2's family is expecting to adopt. Her sister was able to
gecure & Job recently and the family has been very happy about this,

. The counselor felt, after having interviewed S2, that the
difficulty which seemed to be exlsting at this time between 52 and
the operators and supervisor would probebly have existed in most any
situation in which- S2 had been placed. Her problem seemed to be

. largely personal, During the interview she did not mention personal
friends and whenever she mentloned any girls at all, it was to crit-
lcize. ©She seemed to resent having to cooperate with others and did
not like to help anyone. The counselor was not able to learn any-
thing regerding her family background and the counselor wondered if
there could be anything in this situation which is contributing to
her difficulty on the job. The counselor feels that another inter-
view would help in S2's personal situation. In the meantime, the
counselor will continue to contact S2 whenever she is sitting next
to the alisle as this 1s more lsolated than other positions on the
conveyor.

S2 did not seem particularly critical of Group Chief 3
except with reference to his interest in output which apparently
clashed with some of her attitudes toward work. However, her crit-
icism of Group Chief 3 was not directed toward him personally as
was true of the other operators.

Looking at this interview, the antagonism of the group

tovard S2 is not surprising inssmuch as she has not tried to be
friendly.
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April 3

The counselor, in contacting the operators who also work
on the same conveyor where X works, finally came to X's position.
X inguired, "When are you going to talk to S22 You have already
talked to her? You talked to her this morning? What do you know
about that: Not & word about it was mentioned at lunch; in fact,
v we haven't mentioned a word about Group Chief 3, S2, or anything
about that job for three or four days now. You know, I think that
if you had interviewed S2 at the time the girls did not like Group
Chief 3, it would probably have caugsed a riot. Now everything is
all right and they Jjust seem to take it for granted. I told tham,
Just in case they saw you and me talking, that I had a personal
problem that I was talking over with you. I can certainly see that
prersomnel counseling is confidential. Those girls haven't the
slightest idea that I have told you a thing, because I have never
mentioned it to them and I know that you haven't mentioned it or I
would have heard a&bout it the first thing. Of cowurse, I knew that
you would never mention it to anyone or I would never have talked
it over with you. Our lunch hours are a lot more pleasant now. At
leagt I can say that from the last three days. We have to discuss
something, of course. Today it was politics.,”
"My husband now has a job. We're awfully happy ebout that.”
April b
Group Chief 3 stopped the counselor and said, "Don't for-
get about my group. Are you planning to continue interviewing? I
don't know yet how permanent S2's present good feeling will be, dbut
I feel sure that the other glrls have made & falrly permanent ad-
Justment. I wonder if it would be possible for me to make a date
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with you in order to discuss the futwre of this growp." By "S2's
good fesling" Group Chief 3 referred to an impression he had that
she was smiling more than usual.

The counselor was very much interested in discussing the
future of thils group with Group Chief 3. Since the counselor has
been attempting to bulld up better personnel counselor-employee re-~

» lationships, it will be possible in the future to discuss the group
in a more intelligently critical menner than before. It is also to
the advantage of the counselor and the group if the counselor is

aware as to how the supervisors are thinking. In that way the coun-

selor can help all involved tc look at the situation more obJjectively
than would have been possible otherwilse,

April 5

Section Chief 1 stopped the counselor and said: "Group
Chief 3's group is coming along okay. Group Chief 3 told me yester-
day that he was through with psychology, as far as using it on the
Job was concerned. He said that he had read so much of 1t that he
had got confused and he has decided that a little of anything is
worse than nothing.

"I have another group now that I would like to have you
concentrate on as we are having difflculty there among the operators.”
(Section Chief 1 discussed the situation in the group to which he
was referring in detail.) As the counselor had spent considereble
time with this group when she had first started working in the de-
partment, she was aware of its history. She and Section Chief 1

. compared this with the present situation. As this growp had no con-
nection with the siltuation existing in Group Chief 3's group, no
further mention will be made of it in this record.

In eff'ect, Section Chief 1 seemed to be saying that the
counselor had helped him, evidenced by his request for further help.

Section Chief 1 told the operators in Group Chief 3's and
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Group Chief 2's groups that their earnings had improved considerably
over the preceding month. None of the operators seemed to be able
to understand Just how this had happened, but they all seemed to
feel that they deserved it., 8Sl, S2, and Il sald that it was only
vhat was coming to them. TIl, being an inspector, did not partici-
pate and commented that she did not understand why inspectors who
worked on conveyors were on task and bogey as they could work only
as Tast as the conveyor, and that oftentimes the work came Ilrregu-
larly.

IT's corment in regerd to task and bogey had been heard
by the counselor before from inspectors working on conveyors. The
counselor had been interested in Just what factors contribute to
this feeling. (It is of interest that Il later received a cut be-

- cause of g drop in her efficiency. This, of course, was not known

by the counselor on this date but may throw some light on her at-
titudes toward task and bogey.)

April 8

The counselor contacted operators around Group Chief 3's
conveyor and noted that there was apparently no talking about the
work situetion, Il waes discussing bowling; S2 was talking about a
dence which she had attended the previous Saturday night; Sl was
worrying about her mother-in-law and the effect of an automobile
accldent on her; and Il was explaining how very particular her sis-
ter is about the neatness and cleanlinesg of her home and how they

. heve had some family difficulties over thils matter.

Group Chief 3 asked the counselor if they could meet in
the cafeteria on the following morning to talk about his group, in
relation to future contacts by the counselor and the future of the

operators.
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April 9
The coungelor met Group Chief 3 ase previously arranged.
Group Chief 3 sald that he had wanted an opportunity to express to
the counselor his feelings towerd coungeling., He said, “All of the
people from your orgeanization with whom I have come in contact have
Impressed me by thelr sincerity and the concentratlion which they
? show in their work. I have been wondering how your supervisors
evaluate what you do. Do you tell them everything that you do?
Does your supervigor know all of this?"

The counselor explained to Group Chief 3 that the super-
vigors in the counseling organization interview the counselors as
the couneeloré interview the employees. Whenever a counselor has a
problem or a situation that he would like to discuss, he can talk
this over with his supervigor. The counselor pointed out that the
supervigor is not Interested in the names of the indlviduals in a
given situation nor is he interested in the identification of their
Job, except as it relates to the problem. The counselor mentioned
that in this particular situation the supervisor had been contacted
and the counselor had dlscussed with him the interviewing of all
operetors on a conveyor bef'ore interviewing many others.

Group Chief 3 also asked the counselor, "What satisfaction
do you get from all of this? I know you must get a satisfaction out
of it because of your interest in your Job." The counselor mentioned
to Group Chief 3 some instances where there had been no outward in-
dication that a counselor had been functioning in a glven situation,
but where the counselor had felt that something which had happenéd
haed been at least to some small extent a result of a counselor's be-

ing there.
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Group Chief 5 continued saying, "Counseling is something
that is here all the time. Any supervisor can avail himself of this
opportunlty given us by Management. I wonder If all supervisors
reallze what counseling can do to help them. You have done some-
thing that I could not have done without your help. If I had left
ny job two weeks ago =~ if I had been transferred -- if I had been

? chenged to enother Job =- I would have left my present Job with the
feeling that I was a failure. I do not feel that way today."

The counselor tried to explaln to Group Chief 3 that the
counselora do not in any way attempt to take the place of a super-
vigor and that anything the counselor did in this situation more
than likely simply facilitated the adjustment in a shorter time than
night have been required if the counselor had not been thers. How-
ever, the counselor pointed out, whether or not the counselor helps
in a situation is always a question.

Group Chief 3 interrupted the counselor to say that Ll
had talked "in a way that she never would have if it had not been
for the interview. You put Ll in the proper mood for my approach."

(Note: Group Chief 3 mentioned several times during this contact
that "Ll was in the proper mood for my approach.")

According to Il, it was she who made the approach and did the talk-
ing. The counselor was interested in observing that Group Chief 3
felt that he had teken the initiative, and that Il had felt the
game way.

In discussing the future of the group, Grouwp Chief 3 sald
that he hoped that Sl, 52, and S35 would adopt the new method of ad-
Justing as he felt that their cutput would increase and they would

be less tired as a result., At the present time he stated that he
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was not going to digrupt thelr way of working, but he was going to
try and bulld a better relationship between himself and the oper-
ators before attempting anything new.
He said that S1 had been asking him to time the conveyor
as she felt that Conveyor AI was going faster than Couveyor AIL.
He gave her the stop watch and said that they had timed it together.
’ He added that Sl seemed to be satisfied with this.

He was interested in whether the counselor was going to
continue interv'iewing his group. The counselor mentioned that after
sach operator had been interviewed once, no more interviews would
be teken for a while unless the counselor or the supervisors felt
that it was necessary or unless an operator requested it. The coun-
selor said, however, that she would, of course, continue to contact
the operators.

Group Chief 3 indicated that as soon as all of the wunits \
were salvaged, he would have an extra operator. Although the selec-
tion of the girl to be eliminated will be made later, Group Chief 3
was anxious that the counselor be aware of the proposed move and in
the near future the counselor and supervisor might discuss this move
together.

As Group Chief 3 was going back to his conveyor, he said,
"I have learned one thing from this experience. I had thought
that my relatlonships with operators was not to be questioned;
that I could get along with anyone with whom I came in contact;
but I have realized how overconfident I was. One can never take

his reletionships with employees for granted.”
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When the counselor had left Group Chief 3 in the morning,
she had made arrangements to take Cr3 for an interview in the
af'ternoon.

Cr> said that she had been very much pleased to be called
back to the Western Electric following her layoff. During the
time that she was lald off, she had been married and at the pres-
ent time has a baby nine months old. ©She spoke about how hard
it was to leave her baby boy and come to work but as her husband
had short hours where he works, it was necessary for her to work.
She said she leaves the baby with a friend of her sister's but
that she herself takes complete care of him, which includes his
bath, laundry, and food. ©She does all of this work before and
after work. She takes the baby to the friend's home and all that
the friend does is to see that he gets hils food and slsep.

Cr3 told the counselor that NUA is her sister-in-law, She
married her younger brother of whom the family is very fond. She
added that her famlly is also very fond of N4A, Both Cr3 and N4A
were called back to the Western Electric soon after vacation.

Cr3 worked for a while on Group Chief 2's conveyor. She
sald that she dld not like working on armetures which she did
while working on Conveyor BII. She algo indlcated that Group

‘ Chief 2 was much more demanding in the matter of output than Group
Chief 3. She continued saying, "The only trouble with Group Chief
3's conveyor has been that the girls never ever seem to have the
fun that they do on Group Chief 2's conveyor. Lately we have been

having more fun. We sing a lot. Oh, not all of us do but Sck,
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S35, Ni, and I sing all the time. Once in a while we can't think
of a tune, 80 we ask I2 and she helmus out. But she never sings
with us after we get started, she only glves us the tune. It has
got so now we get request numbers. ILast week Sl and Il sent a
note around the conveyor to us on which they had requested 'Spring
Time in the Rockies.'

"We're all feeling pretty good because of that nice bonus
we're gotting. A lot of the girls sald that we were only getting
what we deserved but still, we're all very glad to get it. We

Just can't quite figure out how we did it."
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