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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 as 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 most 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 a full time 
basis. 
During the past few months, Mr. Ian C. Ross of the Communications 
Social 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 
conceived of as a phase in the development of our present concepts 
of the role of the supervisor and the human relations skills with 
which he should be equipped. To trace these developments in the 
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MR. E. W. HERTENSTEIN 2. DEC I * frSft 

light of the problems out of which they emerged would enable us to 
gauge the extent to which our present endeavors are meeting these ' 
old needs and old 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 a separate explicit personnel 
activity. 
At the present time there exists no substantive body of data 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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MR. E. W. HER'SNSTEIN 3 

As a first step in approaching this unfinished piece of business, 
we propose to hold a meeting in the near future of individuals, at 
those locations where the program was undertaken, 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 a 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. 

m O'MABRA 
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HP"̂ WiP^HPFP^* ^P^* 'T P̂P̂ P̂  ĤP̂ W TP^BP^^^^^PTTP^^^ ^PTPHPPP'̂ PPP^PPWP^̂ ^PP^PPFLP^ 

Atti» 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



MR. C. R. BERGMANN 
As you know, the Company engaged in an extensive personnel coun­

seling program extending over a period of twenty years, I936 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 human 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 program 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 
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C. R. BERGMANN 2. 

should he undertaken by someone, preferably outside the Company, 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 a 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 proposed write-up are attached. 

W. G. DUVALL 
Att. 
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PSRSOBKEL COOTfSELISO IK THE WESTERN COKPANY 

1936 - 19$6 

Ĥ esosjjs for Ift^erta&lng Jte^rsmimtfrQix of Counseling Experience 

1. Understanding of present position regarding: 
- Supervisory functions 
- Supervisory training 

2. Examination of regaining counseling problems. 

3. Influence on Individual for taking M s jcaxiaaas place la the 
enterprise. 

k. Examination of training potential of counseling 
- What did counselors learn? 
- Vfaat counseling techniques should be incorporated into con-
teasporary Maaageaeut and supervisory training prograas, 
especially for investigative, diagnostic and istproveiaent 
specialists ? 

5. Public Relatione 
- Obligation to industry, intellectual and professional 

counseling coswualty. 
- Correcting the record. 

6. Counseling as a case for Management decision. 

7. Reeds to be done soon or it can't be done 
- Records get lost or displaced and lose inrport with passage 
of ti»e. 

- Only a fev people remain with intinaate daily experience with 
prograu throughout its entire course. Much of vfcat needs 
to be said is in the heeds of theae people. 
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cotaeBLX&t ik Tm wsmm mMTRtc cqsspahx 

1936* - 1956 

1. Ufcat tĴ 2 Ckâ aay t'ss like 

2. Ekw ttes progress* oicxtod 

3- Xaflueaee of *^8a^?E&«2t fclas W©rfco.r" 

k. laities! ®sal8 ceJ concepts 

1. Ev^ tks plas tsas ©rgaaiLssl 

?. Selection asS triaiai^ counselors 

3. Extent of c©\iaocllag 

Su#3rviaion of counselors 

5. Ftepsrtiiag roculto of eeusaalisag activity 

6. E&w tfe9 eii)umoolof rolctca to Buperri.sora, sisplojeGS and 
imiOR r©pyascatati\T3» 

7. 0"bt3ini53sg ee^opsrstioa of ea*pl©yeee aa£ supervisors 

8. Preocmfcotion of eouaaalii^ to supervisors, Jfenegaawnt a ad 
unioas 

9- Eocsojriios of couaccli $3 "by t^aage»»at, stipcrvlsorc aacl 
uaioa 
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Ill. Developments la Methods nod Concepts 
1. Spread of counseling - Eavthorne Satellites, Lincoln, 

St. Paul, Duluth 
- Other Coapany locations - Kearny, Baltimore and 

Headquarters 
- Bell System companies - Chesapeake and Potomac of 

Washington, Indiana Bell, 
Canadian Bell, Ohio Bell 

2. Later goals of counseling 
3. Outside interest in counseling 
h. Changing relations vlth Management 
5- Diversity of approaches 
6. Experiments in feedback techniques 

Vluea in the, Program 
1. Actual use made by employees, supervisors and union 

representat ivea 
2. Effects on Management thinking about esployees 
3. Effects on Management thinking about supervisors 
k. Effects on Management thinking about supervisory training 
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v - Fro slew of the COUPS ellm, $rmn±m%im 

VI. What gappeaed to the Counselors? 

1. Attrition 

2. Declining need with changing ti»es 

3. Cost squeeze 
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1. Supervision of counselors 

2. Co«aunicatioa of results 

3. Selling the progrsa 

h. Bvaluatlon of counseling activity 

5- Integratisg vita a larger Company structure 



TIT, AppToxlxx?.%Qi ^valuation 

nil. Ultimate Evaluation 

1. Wb»t did counseling do for the Cospcay? 

2. Effect on current policies 

IX. Summary apti Conclusions 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 

1. What essployeQ* sai£ 

2. Intuit supervisors said 

3« Counselors' analyses 

4. Line organisation reactions 

5. Content analyses 

6. Examination of actual uae asadc- by easployees and supervisors 

7. Effects oa Kaaages&ut tveisaing 

8. Effects, on people counseled 
- Production - Turnover - Attendance - Complaints and 
grievances 

9. Effects oa supervisory relationships 

10. Effects on eoawuni cation vithin organizations participating 

11. Bffecta on the inforreal organisation 
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Western Electric Company 
INCORPORATED 

195 B R O A D W A Y N E W Y O R K 7, N.Y. 
AREA CODE 212 WO 4-2100 

We are planning, on rather short notice, to have a conference to 
review the Company's experiences in the field of personnel counsel­
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 regard to this activity existing in your files. 
We plan to hold the meeting here at Headquarters on the 13th Floor 
of the Woolworth Building, 233 Broadway, in Room I3J&. Please 
let me know whether you can attend. 

Sincerely 

W. J. DICKSON 
Assistant Superintendent, 
Personnel Development 
and Research 
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MR. E. W. Superintendent 
Personnel Service 
Kearny 
We would like to have a 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 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 a Company basis and if so are there adequate 
records available? 

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

X understate that Messrs. A. C. Moore and H. M. Boardman of your 
organization would be in a 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 Boom B on the fourth floor of the Annex, 
172 Fulton Street, for this meeting. If agreeable with you, we will 
contact Messrs. Moore and Boardman directly regarding further details 
of the meeting. 

f i r 

J. L. O'MABRA 
Superintendent, 
Personnel Administration 
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MR. 3* B. S33ACK, JR. 
We wonid like to have a meeting on January 2lf 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. 
fhe purpose of this meeting it to deterniae whether there is any 
unfinished business with respect to Bereonnel Counseling. It trill 
be helpful if the conferees can devote some thought in advance to 
the following questions to he discussed: 

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

- 7s there a need for review and evaluation of this ex­
perience on a Company basis end if so are there adequate 
records available? 

- Are there values in this experience which are not yet 
fuUy realised and if so what future steps are Indicated? 

X understand that Mr. J. M. Childs is in a position to speak author­
itatively regarding the experience with this program In Seadquarters 
Organisations* Please let roc know whether he can be spared to 
attend this meeting. 
We have reserved Conference Boon B on the fourth floor of the Annex, 
172 lulton Street, for this nesting. If agreeable with you, we will 
contact Mr. Childs directly regarding further details of the aeeting. 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 



MR. 5* S. BROWN, Superintendent 
Personnel Service 
Hawtborne 
We would like to have a meeting on January 2h 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 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 a Company basis and if so are there adequate 
records available? 

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

I understand that Mr. B. C. Tessmsnn of your organisation would be 
in a 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 meeting. 
We have reserved Conference Boost 1 on the fourth floor of toe Annex, 
172 Fulton Street, for this meeting. If agreeable with you, we will 
contact Mr. Tessaann directly regarding further details of the 
meeting. 

J. L. O'MABRA 
Superintendent, 
Personnel Administration 
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MR. J. S. MEHR33IG, Superintendent 
Industrial and Labor Relations 
Baltimore 
We -would like to have a meeting on January 2h 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 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 a Company basis and if so are there adequate 
records available? 

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

I understand that Mr* L. E. Sheppard of your organisation would be 
in a 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 meeting. 
We have reserved Conference Boon B on the fourth floor of the Annex, 
1?2 lulton Street, for this meeting. If agreeable with you, we will 
contact Mr. Sheppard directly regarding further details of the 

J. It. O'MARRA 
Superintendent, 
Personnel Administration 
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January 12, 1961 

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. E. 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. 
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MB. B. K. GREEHLBAF 
American Telephone and Telegraph Company 
195 Broadway 
Jfew Ifork 7, New tovk 
Dear Bobs 
I am attaching a copy of a letter sent to the interested Superinten­
dents of Personnel in our Manufacturing Division inviting people who 
had been closely identified with the personnel counseling program 
to attend our meeting January 2k and 25. 

The people invited were A. C. Moore and H. M. Boardraan from Kearny, 
E. C. Tessmann from Hawthorne, L. E. Sheppard from Baltimore and 
J* M» Childs from our Beadouartera Personnel Organization. All of 
these have accepted as of this time except Mr. Sheppard of Baltimore. 
In addition, Ian Boss and Dan O'Heil have indicated an interest in 
attending. Jack O'Marra, to whom I rsport, and Larry Click may also 
attend at least part of the time. 
As X indicated to you, this is intended to he an exploratory meet­
ing and will center around the three questions indicated in the 
attached letter. 
I am very pleased that you will he able to attend this meeting. It 
will he held in Conference Boom B on the fourth floor of the Annex, 
172 Fulton Street, commencing at 9:30 Tuesday morning, January 2k, 

Sincerely 

Original Signed By 
W. J. Dickson 

W. J. DICKSON 
Assistant Superintendent, 
Personnel Development 

WJD.VP and Besearch 
Att. 
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MR. I. C. ROSS 
Bell Telephone laboratories, Incorporated 
Mountain Avenue 
Murrey Kill, Hew Jersey 
Bear lans 
Our plans for the conference on personnel counseling are pretty 
well Battled now and I thought X should confirm the time and place 
of the meeting and fill you in on those who are likely to attend. 
The meeting is scheduled for January 2k and 25 at Conference Room B 
on the fourth floor of the Annex, 172 Fulton Street. We expect to 
get underway at 9*30 Tuesday morning. 
Those who have indicated that they will attend are Kelly Tessmann 
from Hawthorne, Art Moore and Hank Boardraen 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, tarry Click wants to sit in part of the time and Ban 
O'Heil and Bob Greenleaf have indicated that they will attend. 
I am attaching a copy of a letter sent out to the interested Super­
intendents of Personnel in the Manufacturing 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 1 prepared 
for our 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 as well as your memorandum for file attached 
to your note of Becember 12. I thought he, at least, should be 
pretty well filled in on all that has transpired 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 
Company is concerned will hinge pretty directly on the outcome. In 
any case, I will look forward to seeing you on the morning of 
January 2k. 

Sincerely 
Original Signed By 
VI J. Dickson 
W. J. BICX30I 

WJD:VP Assistant Superintendent 
Personnel Development 
and Research 

Att. 
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January 17, 1961 

STATLER HILTON HOTEL 
Seventh Avenue and 33rd Street 
New York, New York 
Attention: Reservations 
Gentlemen: 
This vil confirm our telephone conversation arranging for a room 
for Mr. E. C Tessroan, Western Electric Company, Hawthorne Works, 
Chicago, Illinois for afternoon arrival on Monday, January 23. 
Mr. Tessman will he In the city through Wednesday night. 

Very truly yours 

W. J, DICKSON 
Assistant Superintendent, 
Personnel Development 

WJD:VP and Kesearch 
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January 17, 19&L 

S C TESSMAN WECO 6 If MICHIGAN AVEHUE CHICAGO 2 ILLINOIS 
WB HAVE RESERVED A ROOM FOR 100 AT THE STATISK-HILTOIf BOTBL FOR 
AFTERBOOK AERIVAI. JAHUASY 23. 

W J DICKSOK 
WJD:VS> 

Beraonnel - 251 2188 3:35 SM^alSigr^By 
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Western Electric Company 
INCORPORATED 

B A L T I M O R E W O R K S 
2 5 0 0 B R O E N I N G H I G H W A Y 

BALTIMORE 24, MARYLAND 
J. S. MEHRING AREA CODE 301 OR5-9000 

SUPERINTENDENT, INDUSTRIAL AND LABOR RELATIONS 

I S 1981 

MR. J. L. O'MARRA, Superintendent, '//f 
Personnel Administration ' > 

195 Broadway 

This is in reply to your letter of December 29, I960, 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. 
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B e l l t e l e p h o n e L a b o r a t o r i e s 
I N C O R P O R A T E D 

Murray hill. New Jersey 
Telephone 

Area Code ZOi 
local 582-3000 March 6, 1961 

MR. W. J. DICKSON yy6 
Assistant Superintendent 
Personnel Development and Research 
Western Electric Company 
195 Broadway 
Mew lork 7, New York 

Dear Bill: 
The Personnel Counseling Conference minutes of 

January 24-25,19ol, 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, 

MH-122-BFG-HS B. F. GORDON 
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Western Electric Company 
I N C O R P O R A T E D 

K e a r n y W o r k s 
100 Central Ave. Kearny N.J. 

M I T C H E L L 2-7700 

March 13, 1961 

MR. W. J. DICKSON, As sistant Superintendent 
Personnel Development and Research 
195 Broadway 

Mr. Boardman 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 report, presents an 
accurate condensation of the discussions. 
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* 

AT C. MOORE 
Assistant Superintendent 
Employee Benefits and Safety 
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Western Electric Company 
I N C O R P O R A T E D 

Supervisory Indoctrination 
Hawthorne Training Center 

c 6 N.Michigan Avenue Chicago 2,III. 
A N D O V E R 3-7637 

March 21, 1961 

MR. W. J. DICKSON % . 

195 Broadway 
This is in reply to your letter of March 1st attaching minutes of 
the January 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 Manager, 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 assignments 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 Managements 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 a preliminary draft 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 fs 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. 

BCT:JG E. C. TESSMAN, Supervisory Training 
and Counseling Research 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 diminution 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 employees, 
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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A M E R I C A N T E L E P H O N E A N D T E L E G R A P H C O M P A N Y 

1 9 5 B R O A D W A Y , N E W Y O R K 7, N . Y . 

A R E A C O D E 212 
E X 3-9800 

April 6, 1961 

Mr. W. J. Dickson(^Assistant Superintendent 
Personnel Development and Research 
Western Electric Company 
195 Broadway 
New York 7 , IT. Y. 
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 hearing 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 in 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 is evident from the minutes that the basic 
information elsewhere is sketchy at best. There is 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 suggestions made on the minutes concern 
organizing them under subject headings and possibly writing a 
brief summary. 

Sincerely, 
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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 inner circle and will therefore be of 
interest to students of personnel problems in the educational and business 
world. 

In the summary and conclusions (Chapter H ) 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 
aore understanding than the counseling group attained. This may 
have handicapped then 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 die. 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. 

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

G, T. Bowden 

3. 
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MISSING 
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MAR 11961 

MR. J. L* O'MAERA I 

I am attaching a copy of the fcinutes of our Conference on Personnel 
Counseling held January 2k and 25. 

I -would appreciate your making any corrections or notations on 
this copy and returning it to me at your earliest convenience. 
Ifpon 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 that steps be taken to write up the 
counseling experience. I would he glad to know whether you have 
suggestions for any other future steps to include in this letter. 

Att. 
Memorandum to: 
A. C. Moore, Kearny 
H. M. Boardman, Kearny 
E. C. Tessman, Hawthorne 
L. E. Sheppard, Baltimore 
D* J. Q'lTeil, A* T. & T. 
B. K. Greenleaf, A. T. * T. 
I. C. Boss, Bell laboratories 
B. F. Gordon, Bell Laboratories 
J. L. 0 'Marra 
W« B. Cowan 

W. J. DICKSON 
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January 2^ - 25, 1961 

195 Broadway 

Attending the Conference were: 

B* TM Gordon 
W. J. Dickson 
W. B. Cowan 

A* C. Moore 

B« 0, O'Isil 
i« K* Greealeaf 
X* C. itoss 

J. £•* G'Mtrra 

Kearny 
Kearny 
>&lti»@re 
A* 3?* fc 5?« 
A* li T* 

Headquarters (Chairman) 
laadquarters 
Headquarters (Part time) 

fhis conference was called to consider the following questions: 

what has been the expsrience of each location involved 
in the Personnel Counssling activity? 

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

Are there values in this expsrience which are not yet fully 
realise*, ant if so, what future steps era indicated? 

The chairaan began the discussion by Mentioning that sons tine ago 
Mr« A« F* Clow, turing an infenael discussion, had raised a qusstion 
as to whether the Ceespeny was vissing potential values fro* its 
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2. 

experience with Personnel Counseling. More recently Nr. Hoss, of 
the Laboratories, had recomended that the experience should he 
recorded for the benefit of everyone concerned tilth personnel theory 
and practice, and had inquired as to the possibility of such an 
undertaking. This conference had been initiated as a result of 
later discussion* among the representatives of the Laboratories, 

IS 

Jtaeriean ̂telephone and telegraph* and Western Ileetrie, who had been 
considering inforaally the desirability of reviewing the Personnel 
Counseling experience in terms of its unexploited values. 5Ehe Con­
ference group began its review by haying those individuals who had 
extended personal experience with the program at the various loca­
tions outline these separate developments. 
The Hawthorne representative recounted the history of counseling 
activity there covering its developmental phases during the period 
1936 - 19UO, its growth and consolidation during the war years and 
after up to I9H7; ejsff its diminution during the years that followed, 
up to its suspension in 195$\ In this description the experimental ^ ^ t , '-'VTL. 

nature of the program during It* developmental phases nes emphasised, J ^ ^ ^ A 

It was pointed out that counseling at lawthome was characterised /' ' 
by a close integration of the counselor in the work situations to 
which he was assigned. She oounselore acquired a deep understanding 
of the activities, attitudes, and infer**! organisation of the groups 
with whoa they worked. Generally, the oouneelora were well accepted 
hy employee*, shop stewards and line supervision. ^fki\ CKC^C^U-L^^^ 
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In the Hawthorne program attention was focused oa the non-directive 
Interview as an aid in improving employee relations * Interest cen­
tered on the employee as a person and the counselor's role was to 
provide a situation in which the individual would feel free to dis­
cuss anything that concerned Mia, including his own personal develop­
ment. The administration 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 mentioned as well as 
activities concerned with evaluating results of the program. The 

sors. case studies, content analyses of interviews, esttsaswiti tum-
over smer "State of the nation" reports as wU-ec conferences with 
counselors by higher Management, the extensive amount of interest 
in the program manifested by numerous visitors from the academic and 
business worlds, both in the United Stats* and abroad, was alluded 
to also. The description of the Hawthorne Program was concluded with 
observations on the impact of the activity on supervisory training, 
the need for further work on the interviewing 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 begin­
ning in 1937 on down to the present time* It still continues on an 
attenuated basis* The Baltimore representative said that his organi­
sation had followed the pattern of the lawthorne flan throughout its 
history. In detailing developments at Baltimore the following points 
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were stressed; 

1* the unique contribution of counseling as a problem-solving 
aid for individual employees, 

2. its considerable contribution to the organisations' problems 
of absenteeism and turnover, and 

$. the contribution to the line supervisor of a human relations 
point of view. 

fhe Baltimore representative also stressed the considerable efforts 
made to make the activity meaningful to Management at higher levels 
and the variable success achieved, is concluded by affirming that 
many of the problems to which counseling was addressed continued 
today without adequate effective attention* This view vas concurred 
in by Hawthorne and Kearny representatives • 

The two Kearny representatives discussed the history of the activity 
there from 19U3 to I958. 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 top Management level and general ac­
ceptance by supervisors, employees, and the Union Organisation* 
later the supervisors of the activity became increasingly concerned 
with the lack of real understanding of counseling by supervisors and 
with the line organisations1 lack of attention to human and personnel 
problems in the face of the pressures of rapid changes in operations 
during the years after the war. Zt mas explained that these circum­
stances led to the search far a device through which the attention 
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and understanding of human problems could be brought more directly 
to supervisors' attention* The method of "attitude surveys" was 
outlined including the use of first, interviews, and later, a eon*" 
bination of questionnaire and interviews. The results attributed 
to this approach were more effective comprehension of organisational 
problems by supervisors as well as their greater acceptance of the 
attitude survey approach as contrasted with the ttpure** interview-* 
ing approach. The Kearny representatives made clear their feeling 
that a counseling program is more successful when it provides for 
participation of supervisors in personnel problems brought to the 
counselor's attention. 

The introduction of a Personnel Counseling program at Company Head­
quarters in 19^7 was discussed next. The general procedures used 
in introducing the program, including letters of announcement 
Signed by higher Management and circulated to all supervision, and 
intensive efforts to explain the program through discussions vith 
all levels of supervision mere covered* In retrospect it was sug­
gested that too much was attempted in too short a time in trans­
planting an activity developed at another location without sufficient 
groundwork. Reference was also made to a later experimental attempt 
to have the counselor focus his attention on working directly with 
supervisors and to a reduced extent with non-supervisors. 

One of the A. f • « T* representatives reviewed his experience as an 
observer of counseling programs in the Operating Telephone Companies. 
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Re discussed the Hawthorne visits of System personnel to observe and 
explore the experience there, and a two-week meeting on the subject 
of counseling held at Hawthorne for higher level System personnel 
people. The programs later inaugurated m the Chesapeake and 
Potomac, Indiana, Ohio, and Canadian Companies were described 
briefly, these programs were characterised as not altogether well-
planned in that most of those concerned with them were Inexperienced 
and untrained in the activity. In the Ohio Company, however, the 
program vas introduced with attention to the careful selection of 
experienced supervisory personnel, full-scale orientation meetings 
with all levels of Management, and careful selection and training 
of counselors. The discontinuance of Operating Company Programs 
was attributed to the problem of measuring the effectiveness of the 
Program, the apparent high cost for Company-wide coverage, and the 
lack of experience with, and understanding of, the activity by 
many concerned with it* 

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

1. To furnish Management with information on attitudes. 
2. To provide a counseling service to employees. 
3. To develop data for research purposes. 

These were later modified to place primary emphasis on providing 
counseling service, and at Kearny, direot efforts were made to 
enhance the supervisors' grasp of human relations matters through 
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attitude surveys. The group concurred in the conclusion that what­
ever the efforts made to adapt or modify the counseling activity to 
meet the demands made of it, none of them could adequately satisfy 
its critics, this observation led to a discussion of various fac­
tors contributing to the alaoat complete suspension of counseling. 
Among the more frequently mentioned items were: 

1. The difficulty of communicating an adequate understanding 
of the program to some people in Management and the difficulty 
of satisfying demands for quantitative evaluation of results. 

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

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

k* The hot inconsiderable cost of maintaining counseling on a 
System-wide or even a 0ompany-*ride basis. 

The conferees next developed tm questions about which the remaining 
discussion in this meeting was organised. These were: 

1* low can the counseling experience be communicated so as to 
contribute to the current state of development in the 
Personnel Held* 

2. tihat other possible direct applications of counseling 
exist? 
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In the course of the discussion of the f irst question, * number of 
aspects were considered* There was a discussion of to whoa an 
account of the experience should he communicated* Suggested 
audiences included top Management, line supervisors* personnel 
and medical specialists as veil as people in these groups in ether 
companies, and social science professionals at large. It was 
agreed that any such communication should be directed at achieving 
maximum 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 account 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 comprehensively cover­
ing the Company's experience with the program* It was 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* 

Among the reasons cited in the course of the discussion in support 
of a comprehensive recording of the Counseling experience were the 
following: 

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

2* western's experience has not been adequately recorded; if 
not set down soon, it will be lost* 
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3* Beferencea in. management and social science literature are 
partial! these do not adequately represent the development -
reasons for suspension are laft unclear. 

h. Western has an obligation to the business community (as sug­
gested by Mr. Kappel in the MeKinsey Lectures) to make avail­
able its experiences in Management. In addition, the Counsel­
ing experience would constitute an excellent Management *ca***M 

The presentation of this case could contribute materially 
to the Company's "image" among its several publics. 

5. The Counseling experience has had a pervasive influence on 
thinking vit-hin and outside the Company about the role and 
function of the supervisor; an adequate review of the 
activity's development would contribute to a revaluation 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 aid in the 
assessment of training efferta and contribute to further 
approaches with supervisors and others. 

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

Among the current applications stemming from counseling concepts and 
skills Identified by the group were the following: 

Talking Mlth People 
Coaehimg ami the Development of Subordinates 
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2. Research 
various A. 9* * 9* Projects 
Bell laboratories College Recruit Study 
Western lieetrle Human Relations Research 

It was generally recognised that the interviewing method developed 
in counseling had provided a poverful tool in all of these 
activities• 

Proposals for possible future steps included; 

1. A reconstitutlon of counseling on * limited basis for re­
search in the counseling process. This would serve to keep 
alive and develop counseling skills which otherwise may 
atrophy and provide a laboratory for re-examining the assump-
tions and concepts on which the activity is based. 

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

3* A research project addressed to the organisation of work 
groups and supervisory relatione. The research being con­
ducted at north Carolina Works on human factors in reliability 
is a big stop in this direction. 

k* A study of the application of counseling methods in the 
relatively new Engineering Personnel Units. 

The ramifications bearing on the desirability and feasibility of all 
of these proposals were discussed at length. It was generally 
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agreed that the first step, if no other, should he that of recording 
past experience with counseling programs. 

the status of records on counseling activity which might he used 
in connection with the proposed write*up was reviewed with the 
following results: 

Baltimore - Relatively complete records available* 

Kearny - few organisational records retained except those 
in personal files. 

Hawthorne - A large volume (24 file drawers) available cover** 
inĝ individual cases, group studies, supervisory 
studies, interviews of special Interest, minutes 
of meeting*, reports to Management, speolal 
research projects, personnel records, etc. 

Headquarters - Limited organisational files retained. 

(Mo 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. 

a. A proposal for writing up the counseling experience should 
be prepared and advanced to the fersonael director, along 
with a copy of the minutes. 
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3. fbat 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* 



PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COMPANY 

1936 - 1956 

I. Concepts and Background 

1. What the Company was like 

2. Bow the program started 

3. Influence of "Management and the Worker" 

k* Initial goals and concepts 

II. Operations of the Plan 

1. Row the plan was organized 

2. Selection and training of counselors 

3. Extent of counseling 

k. Supervision of counselors 

5» Reporting results of counseling activity 

6. How the counselor related to supervisors, employees and 
union representatives 

7. Obtaining cooperation of employees and supervisors 

8. Presentation of counseling to supervisors, Management and 
unions 

9. Reception of counseling by Management, supervisors and 
union 
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Xll* Developments in Methods and Concepts 
1. Spread of counseling - Hawthorne Satellites, Lincoln, 

St. Paul, Duluth 
- Other Company locations - Kearny, Baltimore and 

Headquarters 
- Bell System companies - Chesapeake and Potomac of 

Washington, iaileua Hell, 
Canadian Bell, Ohio Bell 

2. Later goals of counseling 
3. Outside interest in counseling 
h. Changing relations with Management 
5 • Diversity of approaches ^0~^f**~+<k 

6. Experiments in feedback techniques 

Vf* Values in the Program 
1. Actual use made by employees, supervisors and union 

representatives 
2. Effects on Management thinking about employees 
3. Effects on Management thinking about supervisors 
ht Effects on Management thinking about supervisory training . 
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V. 

VI. 

Problems of the Counseling Organization 
1. Supervision of counselors 
2. Communication of results 
3. Selling the program 
k. Evaluation of counseling activity 
5* Integrating with a larger Company structure 

What Happened to the Counselors? 
1. Attrition 
2. Declining need with changing times 
3» Cost squeeze 
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VII. Approximate Evaluation 

1. What employees said 

2. What supervisors said 

3. Counselors' analyses 

k, Line organization reactions 

5. Content analyses ^ <l 

6. Examination of actual use made by employees and supervisors 

7. 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 organizations participating 

11. Effects on the informal organization 

VIII. Ultimate Evaluation' 

1. What did counseling do for the Company? 

2. Effect on current policies 

IX. Summary and Conclusions 
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PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COMPANY 
1936 - 1956 

Reasons for Undertaking Re-exaroinatlon of Counseling Experience 
1. Public Relations - defensive (correcting the record) 

\2. Public Relations - obligation to industry, intellectual and 
professional counseling community. 

"7 3» Understanding of present position regardingj 
- Supervisory functions 
- Supervisory training 

h. Examination of remaining counseling problems 
5. Examination of training potential of counseling 

What did counselors learn? 
t- What counseling techniques should he incorporated into con-

/ temporary Management and supervisory training programs, 
especially for investigative, diagnostic and improvement specialists? 

6. Counseling as a case for Management decision 
7. Influence on individual for taking his maximum place in the 

enterprise 
8. Needs to he done soon or it can't be done 

- Records get lost or misplaced and lose import with passage 
of time. 

- Only a few people remain with imtimate daily experience with 
with program throughout its entire course. Much of what 
needs to be said is in the heads of these people. 
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PERSONNEL COUNSELING IN THE WESTERN ELECTRIC COMPANY 

1936 - I956 

Topics to be Included in Comprehensive Description of this Activity 

1. How counseling started 
- Review of research 
- Current Management problems which stimulated experimental effort 

2. Initial goals of and for counseling 

- Later developments 

3. Selection and training 

k. Organization of activity 

5. Spread of counseling 

6. Relation of counseling activity to Management 

7. Actual use made of counseling 

8. Counseling methodology 

9. Evaluation of counseling 

10. What happened to counselors? 

11. Attrition and efforts to adapt to new conditions 

12. Communication to Management 

13. Supervision of counselors 

Ik. Presentation of counseling to employees 

15. Employees, Management and unions 

16. Effects on Management thinking about employee relations 

17. Effects on Management thinking about the role of supervisors 

18. Effects on Management thinking regarding supervisory training 

19. Diversity of approaches to counseling 

20. Effects on persons counseled 
- Supervisory relations 
~ Comaunicatlons within Management 
- Position in informal group 
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