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MR. E. W. HERTENSTEIN

As you are probably aware, the Western Electric Company, for a period
of twenty years, 1936 - 1956, carried on a personnel counseling pro-
gram at Hawthorne, Kearny, Baltimore and, for a time, at Headquarters.
This activity was a direct outgrowth of the Hawthorne Studies and
represented an effort to apply some of the findings from that re-
search, particularly those pertaining to the usefulness of the per-
sonal interview a&s a tool for improving employee relations.

While this program was in operation it attracted considerable favor-
able attention in numerous other companies both in this Country and
abroad. This work also gained favorable attention among wost of the
colleges and universities in the United States, Canada, England,
Australia and various European countries, particularly Norway, Sweden,
Denmark, Holland, Belgium, France and Switzerland. The program was
also introduced in the Ohio Bell Telephone Company and in the
Canadian Bell Telephone Company where it evolved from their earlier
experiences in interviewing much as had occurred at Hawthorne.

The program has been permitted to lapse in all locations where it
was undertaken except on a moderate scale at Baltimore and Hawthorne.
At no location are people assigned to this activity on & full time
basis.

During the past few months, Mr. Ian C. Ross of the Communications
Soclal Science Research Unit at the Bell Laboratories has evinced
considerable interest in the possibilities of adequately recording
this experience and -evaluating it both from the standpoint of its
theoretical implications and possible future applications. The effort
required in an undertaking of this sort would be substantial and
should be thought of as having the form of a book.

We, too, have been aware for some time of the need for undertaking
a review of this work. There are a number of reasons for this, some
of the more important of which may be mentioned.

First, such a descriptive study would enhance our understanding of
our present situation with respect to supervisory functions and
supervisory training. The years of experience in counseling can be
concelved of as a phase in the development of our present concepts
of the role of the supervisor and the humen relations skills with
vhich he should be equipped. To trace these developments in the
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light of the problems out of which they emerged would ensble us to
gauge the extent to which our present endeavors are meeting these -
old needs and o0ld problems.

Second, an historical review should enable us to ascertain the extent

to which there exists current unmet needs of a counseling nature.

In this we would wish to give particular attention to the ways in

which counseling may be useful in assisting the individual employee

to achieve his maximum potential in the enterprise. In this we would

be addressing ourselves to some of the little understood, but most ]
valuable, uses of counseling as a stimulant to creativity and per- ¢ [T¢¢
sonal growth, both of which areas are of current concern.

Third, we need to examine the training potential of counseling both
for people engaged in this activity and for others engaged in all
phases of personnel. work, particularly, placement, training, employ-
ment, labor relations, nurses and medical personnel.

Fourth, there is a public relations angle. This has two aspects, one
the academic community, the other our colleagues in the industrial
relations field. Both the academic and the industrial relations
communities responded favorably to this program. The Company
achieved widespread recognition as a pioneer not only in the field
of counseling, but as an example of forward looking, enlightened
Management.

In the literature of business and particularly of the social
sciences, there have appeared a number of scattered and rather
critical references to the counseling activities of the Western
Electric Company. The picture painted by these references is par-
tial and incomplete and in no way does justice to the progressive-
ness which counseling evidenced in its time. Neither do they in
any way explain the events and circumstances which brought about
the cessation of counseling as & separate explicit personnel
activity.

At the present time there exists no substantive body of date to assist
in clarifying the true nature and purpose of this activity in the
public's mind. It is important to the Company's reputation as a
leader in industrial relations that some effort be made to correct
some of the faults and misleading impressions generated by partial
and insufficiently documented appraisals of this work.

Finally, there is the further reason that if this work is to be
properly recorded and evaluated, it must be done soon. Counseling
has now been inactive for a sufficiently long period of time to gain
perspective and objectivity toward it. On the other hand, only a
few people remain with intimate daily experience with the program
throughout its entire course. Also, old files and records get

lost or misplaced and lose their import with the passage of time.
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As a first step in approaching this unfinished piece of business,
we propose to hold a meeting in the near future of iundividuals, at
those locations where the program was underteken, who had direct
responsibility for it. The purpose of bringing this group together
would be to determine more explicitely the values there might be in
reassessing this activity and also obtain their views on possible
future applications. Based upon this preliminary review, we would

then plan to develop for your review & concrete proposal indicating
recommended future steps in this area.

If you concur in the value of the proposed preliminary meeting, we
shall proceed at once to make the necessary arrangements.

« O'MARRA
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MR. C. R. BERGMANN

As you know, the Company engaged in an extensive personmnel coun=
seling program extending over a period of twenty years, 1936 to 1956.
This work grew directly out of the Hawthorne Investigations and repre-
sents the only systematic attempt to apply these findings. This
program was fully developed at Hawthorne and to a lesser extent at
Kearny and Baltimore. During the course of its existence the work
attracted wide-spread attention in this country and abroad and has been
referred to in many text books and articles.

We have for some time felt that substantial values to the Company,
to personnel people and to students of humen relations would accrue
from a systematic analysis and recording of this experience. It is
now proposed that such an effort be made because there remain only
relatively few who had extensive direct experience with this activity.
Also, the Management people with direct experience with the progrem are
already in many cases retired or deceased. Consequently, if this task
is to be done it needs to be done immediately else all possibility of
recording this phase of the Company's experience in industrial relations
will be lost.

In order to accomplish this objective, it is recommended that
W. J. Dickson be given this as a full-time assignment for such time as
may be required. It is estimated that this would take between one and

two years. Obviously the task of attempting to evaluate this work

MILWAUKEE
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should be undertaken by someone, preferably outside the Compeny, since
Mr. Dickson was personally identified with the activity. Also, he
would need the assistance of one and possibly two other people
intimately acquainted with this activity.

We believe that these requirements can best be met by assigning
Mr. Dickson on & full-time basis to some university center. In view
of the long history of collaboration between the Harvard Graduate
School of Business Administration and the Company during the Hawthorne
Investigations and the effective working relationship Mr. Dickson had
with Professor Roethlisberger, we would recommend this institution as
the most suitable place in which to carry out this work. An added
reason favoring the Harvard Business School is that Professor Roethlisberger
was closely identified with the counseling activity during its formative
period, he is also familiar with the Company organization and still
retains an acquaintanceship with some of our Management people who had
experience with the program in their organizations. With such an
arrangement Professor Roethlisberger could, if he is willing, undertake
the evaluation of the activity and, thus, collaborate in the proposed
project. If you concur in this proposal, we will contact Professor
Roethlisberger and, through him, the Dean of the Harvard Business School
to see whether suitable arrangements might be worked out.

A summary of the reasons for undertaking this project, together with

a tentative outline of the propeosed write-up are attached.

W. G. DUVALL
Att.
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FERSONKEL COURSELIRG IN TRE WESTERR ELECTRIC COMPANY

1336 ~ 1956

Reesons for Undertabing Re-exomivation of Counssling Experience

1. Ucderstanding of present position regsrding:
- Supervisory fupctions
~ Supervisory training

2. Exspipnation of reraining counseling problems.

3. Influence on iepdividual for talding his waximum place ia the
enterprise. .

L. Bxamioaticn of training potentisl of counseling

~ What did counselors learn?

- Whet counseling technigues ghould be incorporsted into con-
texwporary Management snd supervisory training progrems,
eapeclally for inveatigatlive, dlagmostic and laprovemwent
specisliste?

5. Public Relations
- Obligation to imdustry, intellectusl and professionel
counseling cowmunity.
-~ Correcting the record.

6. Couneeling as a case Tor Managewent decision.

7. FKe=eds to be done zcon or it can't bve done
- Records get lost or misplaced amd lose import with passage
of time.
- Only a fav pecple remmin with intipsite daily experience with
prograr throuvghout its entire course. Much of what needs
to be said {8 in the heeds of these paople.
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YERAOHIEL COUBSELIRS Ih TLUE UESTERT BIFCTRIC CUIPABY

1936 ~ 1956

Y.  Corgcpbs ond Bsckeraund

. Fkot ths Cowgawy uvas Lile
2. Fouw the proguws storiad

Influcnscs of "Hopspomors ead the Workor”

el

b, Imiticl goals cnd enpcepts

IT. oOpoxetiops of the Piow

1. Egw %k3 plam wus orgsnlicd

2. Selection spd trainipz of counselors

3. Extent of c@wéﬁcling

R, Supsrvision of counsnclors

5. Repsxrting roculis of counamling sctivity

Fow the couwmselor rolotcd %o supervisors, cesployecs and
union roprescatativos

o

T. Obsaining cooporation of cwnloyees and supervisors

8. Frensmbotion of eowumseling to supervisors, Manegeesct and
unions

o

Rocoption of councclivg by Vasapemgent, supervisors aod
wion
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IIXI. Developments In Methods and Concepts

1.

Spreed of counseling - Havtborne Satellites, Lincoln,
St. Paul, Duluth

- Other Cowpeny locations - Kearny, Baltimore and
Readquarters

- Bell System companies -~ Chesapeske snd Potomec of
Washington, Indians Bell,
Censdian Bell, Ohio Bell

Leter goals of courseling

Outside interest in counseling
Changing relations with Nanagewent
Diveraity of spproaches

Experiments in feedback techniques

IV. Yslues in th

l.

-~

UNIVERSITY OF WISCONSIN -

Actual use made by employees, supervisors and union
representatives

Effects on Manmgement thinking about employees
Effects on Mansgement thinking about supervisors

Effects on Mansgement thinking about supervisory training

MILWAUKEE
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V. Ircoblems of the Coupselipg Grsanlzstion

1. Supervielon of counsalora

2. Compunication of resulis

3. Selling the program

h, Evaluation of coumseling aciivity

5. Integrstliog witk a larger Ceompany structure

1. Attrition

2. Declining need with changing tiwes

3. Cost squeeze

UNIVERSITY OF WISCONSIN - MILWAUKEE



VII. Apvroxieote Evalugiion
1. Whst employecs said

2. Wimt suapervisors said

Counselors' enalysesn

&

Line organizstion roactions

Coutent axelynes

A%

Exewination of actuanl wune made by esmployses énd supexrvisors

Effects on Menepgenant tiainlvgy

L N O

Effects on peopla ccunaeled

- Production - Twrnover - Attendance -~ Complaiots and
grievonces

Q. Effects om supcrviscry relaticnebips

10. Effects on comsunicatlons withie organizations participatiag

11l. Bffecis on the informal organization

VIII. Uliipete Evolustion
1. vhat 4id4 counseling do for the Compeny?

2, Effect on curreni policies

IX. Sumsary asd Concluzions
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Western Electric Company

INCORPORATED
195 BroaDWAY NEW YORK 7, N.Y.
ARgeaA CODE 212 WQ 4-2100

We are plenning, on rather short notice, to have a conference to
review the Company'’s experiences in the field of personnel counselw
ing on December 20, 21 and 22. We have invited a small group of
people from within the Western Electric Company who can speak
authoritatively about the program at the various Company Locations
in which the program was in effect. We would like very much to
have you attend this meeting if you can arrange to do so on such
short notice.

The purpose of the meeting is to review our experiences with the
program for the purpose of determining whether there are values
in this experience which we have not as yet realized and, if so,
what future steps might be indicated.

If you can come, we would like to have you review for the group
your experience with this activity in your Company. We would
also appreciate it if you could give us some idea of the kind of
documentation with regerd to this activity existing in your files.

We plan to hold the meeting here at Headguarters on the 13th Floor
of the Woolworth Building, 233 Broadway, in Room 134li. Please
let me know whether you can attend.

Sincerely

W. J+. DICKSON

Assistant Superintendent,
Personnel Development
and Research

UNIVERSITY OF WISCONSIN - MILWAUKEE



MR. E. ¥W. MOIDT, Superintendent
Personnel Service

Kearny

We would like to have & meeting on January 2k and 25 of those indi-
viduals who had close, direct responsibility for personnel counsel-
ing at the various locations where the program was in effect.

The purpose of this meeting is to determine whether there is any
unfinished business with respect to Personnel Counseling. It will
be helpful if the conferees can devote some thought in advance to
the following questlons to be discussed;

- What has been the experience of each location involved
in the Personnel Counseling activity? '

- Is there a need for review and evaluation of this ex-
perience on & Company basis and if so are there adequate
records available?

- Are there values in this experience which are not yet
fully realixed and if so what future steps are indiceted?

I understand that Messrs. A. C. Foore and H. M. Boardman of your
organization would be in & position to speak authoritatively with
respect to the experience with this program at your location.

Please let me know whether they can be spared to attend this meeting.

We have reserved Conference Room B on the fourth floor of the Annex,
172 Fulton Street, for thiz meeting. If agreeeble with you, we will

contact Messrs. Noore and Boardman directly regarding further details
of the meeting.

J. L. O'MARRA
‘ég &% 17‘1 21 Superintendent,

Personnel Admlnistration
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WR. J. D. BTACK, JR.

We would like to have a meeting on January 24 and 25 of those indi-
viduals who had close, direct responsibility for persounel counsel-
ing at the verious locations where the program was in effect.

The puxrpose of this meeting 1s to determine vhether there is any
unfinished business with respect to Personnel Counseling. It will
be helpful if the conferees can devote some thought in advance to
the following questions to be discussed:

- What has been the experience of esch location involved
in the Personnel Counseling activity?

- I8 there a need for review and evaluation of this ex-

perience on & Coxpany basis and if so are there adequate
records available?

- Are there values in this experience vhich are not yet
fully realixed and if so vhat future steps are indicated?

I understand that Mr. J. M. Childs is in a position to spesk author-
ltatively regarding the expexrience with this program in Nesdguarters
Organigsations. Please let me know whether he can be spared to
attend this meeting. '

We have reserved Conference Room B on the fourth floor of the Anuex,
172 Fulton Street, for this meeting. I sgreesble with you, we will
contact Mr. Childs directly regarding further details of the meeting.

V 7. ﬁl‘i‘t« ‘
Ad@!! /}3 Jo L. O'NARRA A,

UNIVERSITY OF WISCONSIN - MILWAUKEE



MR, H. S. EROWN, Superintendent
Personnel Service

Aawibhorne

We would like to have a meebting on Jsnuary 24 and 25 of those indi-
viduals who had close, direct responsibility for personnel counsel-
ing at the various locations where the program was in effect.

The purpose of this meeting is to determine whether there iz any
unfinished business with respect to Personnel Counsellng. It will
be helpful if the conferees can devoie some thought in advance to
the following questions to be discussed:

- What has been the experience of each location involved
in the Personnel Counseling activity?

- Is there a need for review and evaluation of this ex-
perience on & Company basis and if so are there adequate
records avallable?

- Are there values In this experience which are not yet
fully realized and if so wvhat future steps are indicated?

I understand that Mr. E. C. Tessmann of your organization would be

in & position to spesk muthoritatively with respect to the experience
with this program at your location. Please let me know vhether he
can be spared to attend this meeting.

We have ressrved Conference Room B on the fourth floor of the Annex,
172 Fulton Street, for this meeting. If sgreeable with you, we will
contact Mr. Tessmann directly regarding further details of the

meeting.
J. L. O'MARRA
i 7-/ *% Superintendent,
WJD: Personnel Administration
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MR, J. S. MEHRING, Superintendent
Industrial and Labor Relatilons

Baltimore

We would like to have a meeting on January 2b and 25 of those indi-
vidunls who had close, direct responsibility for personnel counsel-
ing at the various locations where the program was in effect.

The purpose of this meeting iz to determine whether there is any
unfinished business with respect to Personnel Counseling. It will
be helpful if the conferees can devote some thought in advance to
the Tollowing questions to be discussed:

- What has been the experience of each location involved
in the Personnel Counseling activity?

- Is there a need for review and evaluation of this ex-
perience on & Company basis and if so are there adequate
records avallable?

- Are there values in this experience which are not yet
fully realized and if so what future steps are indicated?

I understand that Mr. L. E. Sheppard of your organization would be

in & position to speak authoritatively with respect to the experience
with this program at your location. Please let me know whether he
can be spared to attend this weeting.

We have reserved Conference Room B on the fourth floor of the Amnex,
172 Fulton Street, for this meeting. I agreeable with you, we will
contact Mr. Sheppard directly regarding further detsils of the

meeting.
| (9.) 29 J. L. O'MARRA
Va Superintendent,
PC Personnel Administration
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January 12, 1961

MR. J. L. O'MARRA &\q‘

This is in answer to your memorandum regarding the Personnel
Counseling meeting to be held on January 24 and 25.

Mr. J. M. Childs will gladly attend the meeting, but because
of the heavy schedule in our Management Training Program, he
will be free to attend only on January 24. Mr. L. B. Glick
is interested in this meeting and will be able to attend part

of the session on January 24.

Thank you for your interest in our representation at this
meeting.

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



JAN 13 1963

MR. R. X. GREENLEAF

Americen Telephone and Telegraph Company
195 Broadwey

New York 7, New York

Dear Bob:

I am attaching a copy of & letter sent to the interested Superinten-
dents of Personvel in our Manufacturing Division inviting people who
had been closely identified with the personnel counseling progrem

to attend our meeting January 2% end 25,

The people invited were A. €. Moore and H. M. Boardman from Kearny,
E. C. Tessmann from Hawthorne, L. E. Sheppard from Baltimore and
J. M, Childs from our Headquarters Personnel Organization. All of

N these have accepted as of this time except Mr. Sheppard of Baltimore.
In addition, Ian Ross and Dan 0'Neil have indicated an interest in
attending. Jack O0'Marra, to whom I report, and Larry Glick mey also
attend at least part of the time.

As I indicated to you, this is intended to be an exploratory meet-
ing and will center around the three questions indicated in the
sttached letter, :

I am very pleased that you will be sble to attend this meeting. It
vill be held in Conference Room B on the fourth floor of the Annex,
172 FPulton Streeh, commencing at 9:30 Tuesday morning, Janusry 2h,

Sincerely

Original Signed BY
. J. Dickson

W. J. DICKION

Assistant Superintendent,

Personnel Development
WJD:VP and Research

Att.

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



JAN 13 1964

MR. I. C. ROSS

Bell Telephone laboratories, Incorporated
Mountain Avenue .

Murray Hill, New Jersey

Dear Ian:

Our plans for the conference on personnel counseling are pretiy
well settled now and I thought I should confirm the time and place
of the meeting and f1ll you in on those who are likely to attend.

The meeting is scheduled for January 24 snd 25 st Conference Room B
on the fourth floor of the Amnex, 172 Fulton Street. We expect to
get underwey at 9:30 Tuesday morning.

Those who have indicated that they will attend are Kelly Tessmann
from HEawbthorne, Art Moore and Hank Boardman from Kearny and Jim
Childs from Headquarters. We have not heard from larry Sheppard
from Baltimore as yet, but chances are he will be there too. In
addition, Larry Glick wants to sit in pert of the time and Dan
0'Neil and Bob Greenleaf have indicated that they will attend.

I am attaching 8 copy of a letter sent out to the interested Super-
intendents of Personnel in the NMenufacturing Division inviting
those who were close to counseling to attend. As you know, the
meeting is purely exploratory and might well center around the
three questions contained in the letter.

I sent Kelly Tessmann a copy of the memorandum which I prepared

for cur Line based on our conversations. In addition, I took the
liberty of sending him copies of the outlines developed in our dis-
cussion in your office ag well as your memorandum for file attached
to your note of December 12, I thought he, at least, should be
pretty well filled in on all that has transpirad so far. A copy
of the memo I sent up our Line is also attached in case you are
interested,

If you have any further thoughts on this meeting, please call me
as I think that the future steps that might be taken insofar as our
Coxpany is concerned will hinge pretty directly on the outcome. 1In
any case, I will look forward to seeing you on the worning of
January 2h.

Sincerely

Original Signed By

Y7 J. Dickson

W. J. DICX30KX
WJD:VP Assistant Superintendert

Peraonnel Development

and Research
Att.
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Janusry 17, 1961

STATLER HILION HOTEL
Seventh Avenue snd 33rd Street
New York, New York

Attention: Reservations
Gentlemen:

This wil confirm our telephone conversation arranging for & room
for Mr, BE. C. Tessman, Western Electric Company, Hawthorne Works,
Chicago, Illinois for afterncon arrival on Monday, January 23.
Mr. Tessman will be in the city through Wednesday night.

Very truly yours
Griminad Sigeen W
W& Dickaor

W. J. DICKSON
Assistant Superintendent,
. Personnel Development
WJID:VP and Research

UNIVERSITY OF WISCONSIN - MILWAUKEE



January 17, 1961

E C TESSMAN WECO 6 N MICHIGAN AVENUE CHICAGO 2 ILLIMOIS

WE HAVE RESERVED A ROOM FOR YOU AT THE STATLER-HILTON HOTEL FCR
AFTERNOON ARRIVAL JANUARY 23.

W J DICKSON

WJD:VP

Personnel - 251 2188 3:35 !Im:;:’mgi Sigfeﬁrﬁy
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Western Electric Company

INCORPORATED
BALTIMORE WORKS

2500 BROENING HIGHWAY
BALTIMORE 24, MARYLAND

J. S. MEHRING AREA CopE 301 ORS5-9000
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- MR. J. L. O'MARRA, Superintendent, '/!?7
Personnel Administration

195 Broadway

This is in reply to your letter of December 29, 1960, relative
to the proposed meeting of January 24 and 25 on Personnel
Counseling.

We shall be glad to have Mr. Sheppard attend your meeting, and
it is agreeable that you contact him directly regarding further
details.

uperintendent, IndeStrial
and Labor Relatid
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BELL TELEPHONE LABORATORIES

INCORPORATED

MURRAY HIiLL, NEwW JERSEY

TELEPHONE
AREA CODE 201
LOCAL 582-3000 March 8, 1961

%
MR, W. J. DICKSON &
Assistant Superintendent
Personnel Development and Research
Western Electric Company
195 Broadway
New York 7, New York

—_ Dear Bill:
The Personnel Counseling Conference minutes of
January 24-25,1961, are an excellent, concise summary of what
transpired.

I have an unfavorable "gut™ reaction to the minutes
as a whole as a persuasive document for convincing top manage-
ment that you and "Kelly" should be released to undertake
such a task.

I would like to suggest that a summary of these
minutes be prepared for transmission to Mr. Bergmann to empha-
size the following themes from the minutes.

1. The counseling experience was essentially a series
of field experiments in human relations. This
experience was not identical at each of the locations
but varied to suit location needs. Such variation
provided a complex but unusually rich source of
material which the conferees believed could best be
recorded for maximum utility in the form of a book.
Such an undertaking would, as a minimum, require
the full time of two people for a period of a year.

2. The reasons cited for such an undertaking by the
conferees were: -

(Items 1-6, pages 8 & 9 of the minutes)

3. This would be followed by a brief description of
available records and personnel associated with
counseling, who are still with the Company, as
source material for the book.
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Mr. W, J. Dickson - 2

It is my feeling that proposals for future steps
(page 10 of the minutes) should not be included. If the book
is written, the desirability of such future steps will be as
evident to those that read it as it is currently to the con-

ferees.

Sincerely yours,

B F Srden

MH-122-BFG~HS B. F. GORDON
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Western Eleciric Company

INCORPORATED
KEARNY WORKS
100 CENTRAL AVE. KEARNY N.J.
MITcHELL 2-7700

March 13, 1961

-

o/
MR. W. J. DICKSON,’Assistent Superintendent
Personnel Development and Research
195 Broadway

- Mr. Boardmen and I have discussed the attached copy of the minutes
of your conference on Personnel Counseling and have no corrections
or suggestions to offer. We feel that the rsport presents an
accurate condensation of the dlscussions.

We also are in agreement with the proposal to recommend that steps
be taken to write up the counseling experience.

In our opinion recommendations for future research should be based
on a management interest which could develop from an objective
report of the counseling experience rather than on suggestions
from members of the conference.

We are prepared to give you a narrative account of the Kearny Counsel-
ing activity when your recommendation to write up the Counseling
experience is approved.

oM

(ot
A. C. MOCRE

Assistant Superintendent
Employee Benefits and Safetly
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Western Eleciric Company

INCORPORATED
SUPERVISORY INDOCTRINATION

HAWTHORNE TRAINING CENTER
. 6 N.MicHIGAN AVENUE CHICAGO 2, ILL.

ANoboover 3-7637
March 21, 1961

MR. %W. J. DICKSON %Q
195 Broadway

This is in reply to your letter of March 1lst attaching minutes of
the Jamuary conference on Personnel Counseling. There are two
small additions which I suggest be included in Hawthorne's account.
The first is in Paragraph 2, bottom of page 2, and the second on
page 11, under "Hawthorne". Copies of the paragraphs with sug-
gested additions are attached.

The minutes of the meeting were routed to the 4000 Organization
Industrial Relations Manager. He in turn reviewed them with the
Works Mamager. Mr. Regur - 4820 suggests that the following
statement be included in our reply.

"With the decentralization of certain manufacturing operations at
Hawthorne along with reduction in our work load, we are facing
more and more pressure to reduce our expense roll, In view of
this, we are not necessarily looking for extra assigmments that
might increase the expense ratio."

"Nevertheless, since the Hawthorne Experiments centered around this
location and the fact that we have most of the data and many ex~
counselors, it would appear that our location should play some
vital part in the preparation of the data in line with the current
objectives. The degree to which we would participate would have
to depend somewhat on top Management's interest due to increased
expense help,"

"I think we all agree that the Hawthorne Experiments and the text
'"Management and the Worker' gave us a good international image,

I am sure additional data on this subject would do likewise, and
from a college relations standpoint, get our Company name and
materials back in current text books,"

Hawthorne continues to have a Personnel Counseling and Research
Section. My return to the Works Training Department after March
20 will make it more convenient to enter into possible activities
related to counseling.

Limitations on available time have made it impossible for me to
prepare & preliminary drafi covering the Hawthorne experience,
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MR. W. J. DICKSON 2 March 21, 1961

It seems that a draft should go beyond where we are today in our
outlining. It would call for a thorough examination of counseling
records, a testing of one's own assumptions, and an ordering of
pertinent facts and events in a manner that would give stature
and meaning to the work. It would undoubtedly be a revealing and
rewarding experience to undertake this study.

ECT:dJG E. C. TESSMAN, Supervisory Training
and Counseling Hesearch Department

Att,.

Copy to

D, L., Regur, Hawthorne
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PAGE 2, PARAGRAPH 2

The Hawthorne representative recounted the history of counseling
activity there covering its developmental phases during the period
1936 - 1940, its growth and consolidation during the war years and
after up to 1947; its dimimution during the years that followed,

up to its suspension in 1956, and its present status of one Per-
sonnel Counseling Research Section, with no personnel assigned.

In this description the experimental nature of the program during
its developmental phases was emphasized. It was pointed out that
counseling at Hawthorne was characterized by a close integration

of the counselor in the work situations to which he was assigned.
The counselors acquired a deep understanding of the activities,
attitudes, and informal organization of the groups with whom they
worked., Generally, the counselors were well accepted by employwes,
shop stewards and line supervision. This acceptance was fundamental
to the effective operation of the program. It was not easily gained,
and required constant effort and attention to maintain,

PAGE 11, "HAWTHORNE"

A large volume (24 file drawers) available covering entire span
of the activity. Includes individual cases, group studies,
supervisory studies, interviews of special interest, minutes of
meetings, reports to Management, special research projects,
personnel records, etc.
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AMERICAN TELEPHONE AND TELEGRAPH COMPANY

195 BROADWAY, NEW YORK 7, N.Y.

AREA CoODE 212
EX 3-9800

April 6, 1961

v/
Mr., W, J, Dickson,/éAssistant Superintendent
Personnel Development and Research

Western Electrie Company
195 Broadway
New York 7, N, ¥,

Dear Bill:

After consulting with my advisors I arrive with
two conclusions:

1, It would be a good notion to write the
story of Hawthorne counselling., The reasons are difficult
to state in ways which have a direct bearing on the earnings
of the Company. They relate more to the advantages which
came from publishing Management and the Worker, These
primarily were the good impression of the Western Electric
Company achieved by it in the colleges, and the educational
value it had for industrial relations people in the System
and in the industry generally. As a result, other personnel
programs 1ln this and other businesses benefited considerably.

2. The outline covers too much territory. The

write-up should be confined to what was done at Hawthorne,
Then it could be a natural extension of Management and the

: Worker. It 1s evident from the minutes that the basic

- information elsewhere is sketchy at best, There 1s even some
doubt whether what was done in some other places had any
relationship to the Hawthorne work other than the name of the
program,

The only suggestlions made on the minutes concern
organizing them under subject headings and possibly writing a
brief summary.

Sincerely,

D, 4. B Ne11
Qmaﬁéomj»z&\fjm. um{l(e\“%a&léﬂf‘{t»gwm
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Mr, O'Neil:

I think a piece of writing such as outlined can and probably
should be done, It will give a picture of counseling that has never been
available to anyone beyond the immer circle and will therefore be of
interest to students of personnel problems in the educational and business
world.

In the summary and conclusions (Chapter IX) I hope that some
recognition is given to such points as -

1. Counseling activity per se probably requires a depth and breadth
of training and insight into human experience greater than admitted
by those of us involved in it, The goal-setting process and the
achievement of goals which some people manage better than others
in the struggle between the individual and the organization needs
more understanding than the counseling group attained, This may
have handicapped them in re-formulating their goals at crucial
points in their history,

2. Counseling is meaningful only as a long-range, evolving part of
a larger effort to build and maintain a vital organization.
Without a continuing commitment to this at the very top of an
organization such an activity is bound to dle, With the fairly
frequent changes in top level management bringing, as they did,
differing philosophies of management at Western, no program
dependent on long-range support could have survived,

3. This was an idealistic program and all idealistic programs have
- to be reconciled to something less than they want in the market

- place. ,
T ¢

=T D
P 2;7

’ G. T. Bowden
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3 MAR 11361

%
MR, J. L. O'MARRAA‘X

3

I am attaching a copy of the minutes of our Conference on Personnel
Counseling held January 24 and 25.

I would appreciate your making any corrections or notations on
this copy and returning it to me at your earliest convenience.
Upon receipt of your corrections and suggestions these minutes
will be reissued.

We plan to transmit a copy to Mr. Bergmann, the Personnel Direc-
tor, with a recommendation thet steps be taken to write up the

counseling experience. I would be gled to know whether you have
suggestions for any other fubture steps to lnclude in this letter.

DY, D
We J. DICKSON

Att.

Memorandum to:

A. C. Moore, Kearny

H. M. Boardmen, Kearny

E. C. Tessman, Hawthorne

L. E. Sheppard, Baltimore

Di Jo O'Neil, A, T. & T.

Ro’ K- Greenleaf, AQ To & Ti
I. C. Ross, Bell Iaborstories
B. F. Gordon, Bell Laboratories
Je Ls O'Harra

W. B. Cowan
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195 Brosdway

Attending the Conference were:

A+ Ci Noore Kearny

H. M. Boardman Kearny

. C. Tessman Nawthoxrne

L. E. Sheppard Baltimore

B, ¥, 9"011 As T & Ty

Ri KXo Gresnleaf AT, 47,

I+ Co Rons Ball Xaboratories

We J4 Dickmon Headquarters (Chairman)
W. B. Cowmn Yeadquarters |

Jo L. O'Narra sadquarters (Part time)

This conference was called to consider the following gquestions:

What has been the experience of each location involved
in the Parsonnel Counseling amctivity?

Is there a need for xeview and evaluation of this ex-
perience on a Company basis, and if so, are there
adequate records available?

Are there values in this experience which are not yet fully
realized, and 1f 80, what future steps are indicated?

The chairman began the discussion by mentioning that some time ago
Mr. A. P, Clow, during an infermal discussion, had raised a question
as to whether the Company wes missing potential values from its

UNIVERSITY OF WISCONSIN -~ MILWAUKEE



2.

experience with Personnel Counseling. MNore recently Mr. Ross, of
the Laboratories, hmd recommendad that the experience should be
recorded for the benefit of everyone concerned th permmlh theory
and practice, and had inquired as to the possibility of such an
- underteking. This confersnce had been initiated ss a result of
later discussions mwong the representatives of the Imboratories,
Awericen 'x;élephoae and Telegraph, and Wastern Electric, who had been
considering informally the desirability of reviewing the Personnel
Counseling experience in terms of its unexploited values. The Con~
ference group began its review by having those individuals who had
extended personal experience with the program at the various loca~
tions outline these aeparate developments.

'L'hg Hawthorne representative recounted the history of counseling

acbivity there covering its developmental phases during the period

1936 ~ 1940, its growth and consolidetion during the war years and

after up to 1947; emd its diminution during the yesrs thet followed .

Mé‘ l{"s:l pnwm%‘ '5""5" e S §+ Olre. ﬂ—(Jlde«,cf a?zm).e't;u
up to its suspension in 1956/\ In this description the experimental ™2« z.cé -M-fiﬁ,,,

naturs of the program during its developmental phases was emphasized LU/::(:.:Z{ ’
It vas pointed cut that ;cuwing at Xawthorne wes characterised g
by a close mug:gtion of the counselor in the work situvations to

vhich he was sasigned. The counselors asquired a deep understanding

of the sctivities, attitudes, and informel orgsunixation of the groups

with whom they worked. Generally, the counselors were well sccepted

by employess, shop stewards and line supervision. “T/u"_«, Q&Cﬁ{?}lwur,c‘“
W e éw#ma /ﬂe )L() ?'&t ’%‘;*’bé‘”"' 7"2“%\ 6{2
i - \ {*

“[’ﬁﬂ "ﬁ&v?z&,n«, 9 Aas wu *3‘”“‘/7 74“"‘"‘91) Gl

M%M;J;e Mﬁt{w‘ ‘ﬁft‘t‘tﬂ' W&L u.‘{‘&‘dé»vh f.b mu&?[(‘z.;‘,.
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3.

In the Hawthorne program attention waes focused on the non-directive
interview as an aid in improving employee relations. Intersast cen~
tered on the employse as & person and the counselor's role was to
provide & situntion in which the individual would feel free to dis~
cuss anything that concerned him, including his own personsl develop-
ment. The edministretion problems attendant upon the high rate of
expansion of the activity and the necessity for intensive training
for a relatively large number of counselors was nentioned as well as

activities eancerm:d with eva).uamng ranu};‘cts of the program. The

latter consisted chlefly of\b from employees and supervie

mr:y, casa; studies, content analy:es of intar:twa, odsisogn turn-
ovef; ﬁi— {"éta*he of the Nation" reporis as.susll-es confersnces with
counselors by higher Mansgement. The éxtensive amount of interest

in the program manifasted by numercus visltors from the academic and
business worlds, both in the United States and sbroad, was alluded

to also., Yhe description of the Hawthorne Program was concluded with
observations on the impsct of the activity on supervisory training,
the need for further work on the 1nterv£iﬁng process, and the
limitations on counseling by the supervisor resulting from his role

and position in the structure.

The history of counseling at Baltimore was outlined from its Yegin-
ning in 1937 on-down to the present time. It still contimwms on an
attenuatsd basis. The Baltimore representative said that his organi~
zation had followed the pattern of the Nawthorne Plan throughout iis
history. In detailing developments at Baltimore the following points
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vere stressed:

1. the unique contributien of counseling as a problem-solving
s1d for individusl employees,
, 2. 1its considerabls contribution to the organizations' problems
of absenteeism and turnover, and
3. the contribution to the line supervisor of a human relastious

point of view.

The Baltimore representative also siressed the consldersble efforts
sade to make the activity meaningful to Menagement at higher levels

and the varisble success achieved. He concluded by affirming that /
many of the problems to which counseling wes addressed continued

today without sdequate effective attention. This view vas concurred

in by Hawthorne and Xssxmy rvepresentatives.

The two Kearny representatives discussed the history of the activity
there from 1943 to 1958. It was pointed out that up to the end of
the War the program was carried on much as it had been at Hawthorne
with strong support at the tep Nensgement level and general sc-
ceptance by supsrvisors, employees, and the Union Organization.
“Iater the supervisors of the activity became increasingly concerned
with the lack of real understanding of counseling by supervisors and
with the line organiszations' lack of attention to human and personnel
problems in the face of the pressures of rapid uMms in opersations
during the years after the War. It was explained that these ciroum-
stances led to the search for a device through which the attention
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5,

and understanding of human problems could be brought more directly

to supervisors' attention. The method of "attitude surveys" was
outlined including the use of flrst, interviews, and later, a com~
bination of gquestionnaire and interviews. The results attributed

to this approach were more effective comprehension of organizational
problems by supervisors as well as their greater acceptance of the
attitude survey approach as contrasted with the “pure® interview~

ing spproach. The Kearny representatives made clear their feeling
that a counseling program is more suceessful vhen it provides for
participation of supervisors in persgnnel problems brought to the '

counsslor's attention.

The introduction of a Personnel Counseling Program at Company Head-
quarters in 19k7 was discussed next. The gensral procedures used

in introducing izhc progran, including letters of announcement

signed by higher Mansgement and circulated to all supervision, and
intensive efforts tw explain the program through discussions with
all levels of supervision were covered. 1In retrospect it wvas sug-
gested that too much was attempted in too short a time in traus-
planting an activity developed at another location without sufficient
groundwirk. Reference was also made to a later sxperimental attempt
to have the counselor focus his attention on working directly with
supervisors and to a reduced extent with non-supervisors.

Ons of the A. T, & 7. representatives reviewed his expirience as an
observer of counseling progrsms in the Operating Telsphone Cowpanies.
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He discussed the Hawthorne visits of System personnel to observe and
explore the experience there, and & two-week meeting on the subject
of counseling held at Hawthorne for higher level System personnel
pecple. The programs later insugurated in the Chesapeake and
Potomac, Indiana, Ohio, and Oanmdisn Companies were described
briefly. These programs were characterixzed as not altogether well-
planned i{n that most of those corcerned with them were inexperienced
and untrained in the activity. In the Ohio Company, however, the
program was introduced with attention to the careful selection of
experienced supervisory persomnsl, full-gcale orientation meetings
with all levels of Menagesent, and careful selection and training
of counselors. The discontlauence of Operating Company Programs

vas attributed to the problem of measuring the effectiveness of the
Program, the apparent high cost for Company~wide coversge, and the
Inck of experience with, and understanding of, the activity by

wany concerned with 1t.

Yollowing this historical review of counseling experience, the
chairman restated the original objectives of counseling as:

1. To furnish Mansgement with information on attitudes.
2. 7To provide s counseling service to smployees.
3. To develop data Tor research purposes.

These were later modified to place primary emphssis on providing
counseling service, and at Xearny, direct efforts were made to
enbance the supervisors' grasy of humen relations metters through
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attitude surveys. The group concurred in the conclusion that whate
aver the efforts made to adspt or modify the counseling activity to
meet the demands mede of 1%, none 6f them could sdequately satisfy
its critics. This observation led to & discussion of verious fec-
tors contributing to the almoxt complete suspension of counseling.
Among the more fregquently mentioned items were:

1. The difficulty of commmicating an sdequate understanding
of the program to sowe people in Mansgement and the difficulty
of satisfying demands for quantitative evaluation of results.

2. 'The evident great effect of changes of top mansgement
personnel in strategic positions.

3. A shift in interest from dealing vith individusls to dealing
with groups probably due to the rise of labor unions.

k., The not inconsiderable cost of msintaining counseling on &
System-wide or even s Company-wide basis.

The conferees next developed two gquestions sbout which the remaining
discussion in this meeting wes organized. These were:

1. Mow can the counseling experience bs communicated so as to
contribute to the current state of development in the
Personnel Fleld?

2. Vhat other possible dirsct applications of ecounseling
exist?
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In the course of the discussion of the first question, s vumber of
aspects were considered, There was a discussion of 16 whom an
mccount of the experience should be comsunicated. Suggested
audiences included top Management, line supervisors, personnel

and medical specialists as wall as people in these groups in other
companies, and social science professionals et large. It ves

agreed that any such communication should be directed at achieving
maximun relevance to present conditions. Some conferees felt that
in the light of the almost complete suspension of counseling, it
might be difficult to prepare a positive sccount of the activity.

A view shared by most of those present was that the ultimate product
should be in the format of a book or document cowprehensively covey—
ing the Company's experience with the program. It wes agreed that
only an effort of this size could do justice to the significance of
the subject, and that only in this form could the account be made
fully available to all who might be interested.

Awong the ressons cited in the course of the discussion in support
of & comprehensive recording of the Counseling experience were the
following:

1. Counseling provides sn extremely rich experience upon which
people within and outside the Bell System might draw.

2. Western's experience has not been adequately rescorded; if
not set down soen, it will be lost.

UNIVERSITY OF WISCONSIN - MILWAUKEE
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3. Refersnces in management and social science literature are
parbisl; these do not adequately represent the development ~

reagsons for suspension are lef't unclear.

L. Western has &n obligation o the business community (as sug-
gested by Mr. Kappel in the McKinsey Lectures) to meke availe
able its experiences in Management. In addition, the Counsel~
ing experience would constitute an excellent Mansgement "case."
The presentation of this case could contribute materislly
to the Company's "image" among its several publics.

5. The Counseling experience has had a pervasive influence on
thinking within and outside the Company about the role and
funetion of the supervisor; an sdequate review of the
activity's development would contridbute to a revelustion of

concepts.

6. Counseling point of view and methods have had a considerable
influence on supervisory training; a definitive restatement
of the program's aims and accomplishments could aild in the
assesapent of training efforts and contribute to further
approaches with supervisors and others.

A proposed outline of the contents of such a write-up is atiamched.

Amoug the current spplications stemming from counseling concepts and
skills identified by the group were the following:

1. m .m

Talking With Peoplas
Cosching and the Development of Subordinates
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2. Research
Various A. 7. & T Projects |
Bell Laboratories College Recruit Study
Western Rlectric Xuman Relations Ressarch
It was generally recognized that the interviewing method developed
in counseling had provided a powsrful teol in all of these

activities.
Proposals for possible futuve steps included:

i. A reconstitution of counseling on a limited basis for re-
search in the counseling process. This would serve to keep
alive and develop counseling skills wvhich otherwise nay
atrophy and provide s laboratory for re-exsmining the assump-
tions and concepts on which the activity is based.

2. An interviewing program for research purposes with particular
attention to supervisers.

3. A research project addressed to the organization of work
groups and supervisory relations. The research being con-
ducted at North Carolina Works on human factors in reliability
is & big step in this direotion.

A study of the application of counseling methods in the
relatively new Engineering Fersonnel Units.

J&

The ramifications bearing on the desirability and feasibility of all
of these proposals wers discussed st length. It was generslly
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agreed that the first step, if no other, should be that of recording

past experience with counseling prograus.

Fhe statua of records on counseling activity which might be used
in connection with the proposed write~up was reviewed with the
following results:

Baltimore -~ Relatively complete records aveilable.

Kearny - = Few organizational records retained except those
in personal files,

Hawthorne  — A large volume (24 file drawers) avsilable cover-

sha Ted trone ERATH od s activiby . 9» teltr

ing ,\md_ividual cases, group studies, supervisory
studies, interviews of specisl interest, minutes
of meetings, reports to Management, special

research projects, personnel records, ete,
Headquarters ~ Limited organizational files retained,

{(No one in attendance was familiar with the state of written

records in the Operating Telephone Companies.)
The meeting concluded with these recommendations:

1. These minutes would be prepared and distributed to the

conferees.

2. A proposal for writing up the counseling experience should
be prepared and advanced to the Personmel Director, along
with & oopy of the mimites.
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3. That conferees would give thought and perhaps prepare pre«
liminary drafts covering local experience,

k, That individual conferees might review and discuss locally
the other proposed steps and applications.
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PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COM?ANY
1936 - 1956

I. Concepts and Beckground

1.
2,
3.
h.

What the Company was like

How the program started
Influence of "Menagement and the Worker"

Initial goals and concepls

IT. Operstions of the Plan

1.

UNIVERSITY

How the plan was organized

Selection and training of counselors
Extent of counseling

Supervision of counselors

Reporting results of counseling activity

How the counselor related to supervisors, employees and
union representatives

Obtaining cooperation of employees and supervisors

Presentation of counseling to supervisors, Management and
unions

Reception of counseling by Management, supervisors and
union

OF WISCONSIN -~ MILWAUKEE



JII. Developments in Methods and Concepts

1. Spread of counseling -~ Hawthorne Satellites, Lincoln,
St. Paul, Duluth
- Other Company locations - Kearny, Baltimore and
Headquerters
- Bell System companies -~ Chesapeske and Potomac of

Washington, Indiens=Bel:;
Can.adian Bell, Ohio Bell
2. Ilsater gosls of counseling

. . Outside interest in counseling

Diversity of approuches 4 ‘:’"“”“’ﬂ”’ e

3
4, Changing relations with Hanagement
5
6. Experiments in feedback techniques

IV. Values in the Program

1. Actusl use made by employees, supervisors and union
representatives

2. Effects on Management thinking about employees
3. Effects on Management thinklng about supervisoxrs

4, Effects on Management *bhinking about supervisory training

ﬂﬁ%_
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3.

V. Problems of the Counseling Organization

1.
2
3.
L.

Supervision of counselors
Communication of results

Selling the program

Evaluation of counseling activity

Integrating with a larger Company structure

VI. What Happened to the Counselors?

1.

2.

30

4.

Attrition

Declining need with changing times

Cost squeeze

ﬁé{&ghyé1 e e <3k’”°*vﬁ“‘z;bs-
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VIzIi. Agﬁroximate Eveluation

1. Whet employees said

2. Whalt supervisors saeld

3. Counselors' analyses

4. Line organization reactions

ta) Vep Mol Realiov
5. Content analyses d

6. Examination of actual use made by employees and supervisors
T. Effects on Management training
8. Effects on people counseled
- Production - Turnover - Attendance -~ Complaints and
grievances
9. Effects on supervisory relationships
10. Effects on communications within orgenizations participating

1l. Effects on the informml organization

VIII. Ultimate Evaluation

1. VWhat did counseling do for the Compeany?

2. Effect on current policies

IX. Summary and Conclusions
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PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COMPANY

1936 - 1956
Reegsons for Undertsking Re—examinstlion of Counseling Experience

i . Public Reletions - defensive (correcting the record)

. Public Reletions - obligation to industry, intellectual and
professional counseling commmunity.

j
(y ~7 3. Understanding of present position regarding:
" - Supervisory functions
-~ Supervisory training

L, Examination of remmining counseling problems

5. Exanmination of training potentiml of counseling
a)~- What did counselors learn?
= What counseling techniques should be incorporated into con-
7 temporery Mensgement and supervisory training progrems,
especially for investigetive, diagnostic and Improvement specialists?

> 6. Counseling as a case for Management decision

T. Influence on individual for teking his maxlimum place in the
enterprisce

8. ©Needs to be done soon or it can't be done
- Records get lost or misplaced and lose import with pessage
of {tinme.
- Only a few people remain with imtimate dally experience with
with program throughout its entire course. Much of what
needs to be sald is in the hemds of these people.
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PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COMPANY
1936 ~ 1956

- Topics to be Included in Comprehensive Description of this Activity

1.

10.
11.
12.
13.
1k,
15.
16.
17.
18.

19.

How counseling started
- Review of research
- Current Msnagement problems which stimulated experimentsl effort

Initial goals of and for counseling
- Later developments

Selection and training

Organization of activity

Spread of counseling

Relation of counseling activity to Management

Actual use made of counseling

Counseling methodology

Evaluation of counseling

What happened to counselors?

Attrition and efforts to adapt to new conditions
Communication to Management

Supervision of counselors

Presentation of counseling to employees

Employees, Management and unions

Effects on Management thinking about employee relations
Effects on Management thinking sbout the role of supervisors
Effects on Management thinking regarding supervisory training
Diversity of approaches to counseling

Effects on persons counseled

- Supervisory relations

-~ Communications within Management
- Position in informel group
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