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e theéoretical learning curve must be built with
~persxl)ns-afnd those incentives which operate con-
usly at their highest efficiency. At the opposite
me is’ that learning curve which is made up
an average of observed practices influericed in
sustia] but analyzable ways. Between these somewhere
lies the standard practice curve. The average and
‘sta“m,arid clirves are variables which are conditioned
.by warious factors present in differing degrees in a
" given plant or department. :

" Tt |is' an ‘experimental problem, The laboratory lias

furnjshed’ us a.mass of data but little of it has been
: jniad available to the shop“an(f office. We cannot

. everl| reach stapd@gds of capacity for a position, for
cési, of traini’ﬂg, for cost of turnover, for methods,
of tiaining, and for efficiency of supervision without

a dleeper insight into the meaning of the learning

c'ur\‘{' than we at present are using. !

- Let us look briefly at experimegtal possibilities in

the question of turnover. I have elsewhere described

\vhaf’t seem to be basic requirements for the analysis

of turnover. To summarize these briefly; I believe
. we nged to know much more concerning the psycholo-)
gicail nature of jobs that people enter and much more
regafding human qualities really essential to the suc-
-cessful doing of each task. To further this informa-,
tion, | we need, in'the second place, more thorough-
going research resulting in description and definition
of Human traits. Our. educational- program and -
emplpyment program as well have based action
upon| ideals and concrete demands more than upon
‘t&\irequirements of the individuals taught or hired: |
The pmployment department of business and industry
has| jought primarily to fill the particular job now
vacant, rather than to find the individual, who, though
able! {o fill the job, has in him potentialities for greater
fufgire service with the-company.: In the third place,
both |the educational program and the employment
program forget that the nature of"an individual }is
contifually changing, that ‘the ‘person taught or hired
may |soon be quite different in purposes and objec-
tives] These three things constitute in my opinion a
projected program of research which will give sound )
princjples for the employment office. ‘

My purpose is to set out a few somewhat sketchy
obsérvations made in plants.and offices with refer-
ence [to a type of research necessary in business and |
industry in order to organize material important for
devélpping an employment and prgmotion procedure. R
I shall not discuss here the technicaﬁlnethodé by which
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such results have -been obtained. In some cases, the -

procedure is still that of ordinary observation; in
others, we have applied all of the scidatific technique
at oy command. In ‘examining the nature of turn-
over as pointed out by various writers and as deter-
mined by your. own investigations, there seem to be
at least four'important elements causing the shifting
of individuats from one occupation to another, from
one plant to gnother, and even from one community
to another. These are (1) adolescent restlessness,
(2) differerices in individual cai)acity,' (3) social
status, and (4) individual interests.. By these I do
not mean to imply that the ordu’iary tcrminoiogy
used in turnover, such as resignations, discharges,
layoffs, etc., are not valuable terms worthy of careful
definition. I
rests on further analysis which can best be described
in terms similar,to those I use.

1, It is a matter of ‘common observation that the -

greatest turnover occurs during the period just after
leaving school. The Scott Company has' presented
figures confirming this, Kitsbn,‘ in a recent article,
has summarized thesé ﬁgures and additional ones 0b-
tained: by himself. The work of employment bureaus
reaffirms the point; though mainly as a result of ob-

servation and with few supporting statistics. Careful
“statistical observations in'a company which takes on

three to five hundred young men, and.almost as many
women, at the age of sixteen, bears out the same con-
clusions. The turnover of individuals from sixteen:
to twenty years of age is about 400 per cent. The
turnover among individuals above that age drops to
4o-per cent and below. This company provides after-
noon and night scliool work equivalent to that of the
ordinary high school.- The class work is closely re-
lated to. the work in the plant and every effort is
made to relate the two. Our investigations of turn-
over in offices present similar data. Seventy-five per

~ ceft of the men and women have been with the com-
panies investigated less than five years. This fact in
_itself might simply mean that the age factor was the

essential featufe. ‘But a follow-up among those who

are older indicates that relatively few,! some 15

per cent'of these, will be found in the office three and
four years later. Continuity of service is not present.
Are we confronted with a fact? Is it necessary

for us to recognize this as something which cannot

be changed and inhéres in the nature of human be-
ings? We might consider it as one measure of the
sticcess of vocational guidance and employment meth-
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- per cent of office worke in a company, who had‘

been with the company miore. than five| years, 50 per
cent, or just half of them, were carrying on remunera-
tive outside work regularly. Several gthers had re-
munerative work outside of the office which they
engaged in sporadically. These tasks range from-
raising- gold ﬂs‘h'and chickens to duto mechanics and
various’ Sorts of outside selling.

It is flot te the point h{re to attem
cations of the qualities and capacities

t any ,classifi-
of individuals
or to be seek-
to their abili-
ties. I wisli to emphasize rather the| necessity for -
making such a classification and the |importance it
will ‘have in determining the nature ¢f employment
and maintenance problems. We are all aware that
there is much to be done in business and industry
before the potentialities of individuals pre reélly util-
ized there. Nevertheless, an increase pf our knowl-
edge concerning human capacity wilt demonstrate
more than argument can the importange of allowing
employees to know the lines of prompotion available
and the clamcter of the jobs which are open to each
individual wyrker. . '
3. A third important factor in turnover is de-
scribed by the relatively vague term {‘social status.”
The contrast between the' “atmosphere” of two de-
partment stores presents an immediate classification
of persons who'have opportunity to go [into the one’ or
into the other. We find at all levels if our study.of
turnover individuals leaving one job for a better one
which does not always mean increage in pay. © It
quite frequently means a change in| social status.
The general desire of both parents and children to
jmprove the social status has led to| certain move-
ments which presumably increase the mumber of ap-
plicants for white collar jobs and decrease those will-
ing to go into the trades or similar tasks of assumed
lower status. It has been found very Qlif_ﬁcult to hold
college men " in many forms of selling. Increased
effort on the part of sales managers ta obtain college
men as salesmen has not yet produced|a stable group
of college men in sales. A general psychological and ¢
sociological investigation of the reasorls for any par-.
ticular task obtaining a definite socia] statys is im-
perative. o
4. Intertwined with both the capacities of indi-
viduals and their social status and the implied social
status of different, jobs is the problep of interests.
We have been able to demonstrate that young men in’
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