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Dear Mr* Pennock*.
I am delighted to have an opportunity of setting down for
your consideration some of my reflections upon the experimental work
of the past four years at Hawthorne * (There are of course limits to
what one can say in a single concise statement; the investigations
have developed so many possibilities for industry of immediate benefit,
and of further inquiry, that one cannot cover the whole field,'* In
selecting certain of the apparently important issues for consideration,
I shall, however, try to choose problems that are characteristic of
the various major aspects of the research;
I V The .Status, of the Western Electric Inquiry..
The first question I propose to consider is that as to the
comparative standing of the Western Electric experiments; There has
been, in recent years and especially since the war, much inquiry into
the work situation (including questions of fatigue) throughout the
world. How does the Western Electric research compare with other
investigations?
The most systematic attempt at research in this field is
that presided over by a sub-committee of the General Medicsil Council
in England* known for some years as the Industrial Fatigue Research
Boards Inquiries fostered by this group have been continuously in
process for more than ten years; the results of the inquiries have
been published from time to time in the form of official monographs
on this or that aspect of industrial situations. The general character
of the work, and much of its unquestioned achievement, is presented
in summary fashion in a book entitled "Industrial Fatigue and
Efficiency" by Hi-M. Vernon (E> P, Dutton and Co., 1921). Dr. Vernon
was one of the original Fati*sue Board investigators; he still carries
on such research.* He was formerly a Fellow of Magdalen College*
Oxford; he nolds a degree ii* Aft si and is also a doctor of medicine.
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His book is regarded as a standard work on the subject of educational
authorities, in the United States and in Europe.
On inspection one finds that the "book presents a great mass
of industrial observation and experimental work. The topics discussed
range from fatigue to the effect of "monotony"; "limitation of output",
hours of work, wages, -"safety" work for the prevention of accidents
are also discussed. The experimental work is, for the most part,
Vernon's own work; there is difficulty in relating it immediately to
American situations^ ince his observations were largely made in munition
factories during the war. The difficulty of comparison may he illus
trated by reference to a discussion, in the early part of the hook, of
differences of output and probable fatigue in a week of 74 hours and a
week of 55. It is obvious that one might easily find a factor of
"fatigue" in a 70 hour week where such complication - for the same job
and Working conditions - would not be discovered in a week of 48 hours.
Another difficulty is that Vernon's work was undertaken in a -.situation
of grave national emergency and desperate need. His inquiries are
therefore more urgently practical than scientific. He enters a factory
where improvement of working conditions is needed, he experiments with
rest periods or length of working hours, taking output as his measure
ment - also the amount of "spoilt" work, number of accidents and so on.
When more satisfactory conditions of work have been obviously established,
he is moved on to experiment and re-order industrial methods elsewhere.
In sum, therefore, he makes numerous observations of high value, but
he does not succeed in establishing a continuous research anywhere.
This does not in the least diminish the high value of his observations
or his book. But it means that in the end he rather defines the ques
tions industry must face than begin the diffiru.lt business of restating
and answering such questions.
Since the war a National Institute of Industrial Psychology
has been established in London under the leadership of Dr. C. S, Myers.
I am a member of the Institute and a personal friend of Dr. Myers. I
have the greatest admiration for his accomplishment in a difficult
situation, but I feel again that, owing to the general position of
affairs in England, Myers and his chief assistant Dr. Miles have not
succeeded in establishing anything in the nature of a continuous research
at a given point in industry.
,.
The work of the International Institute of Management at
Geneva under Major Urwick has not as yet become experimental. Major
Urwick is iimiensely interested in the Western Electric researches, so
much so that he has recently published an abstract of the papers by
yourself and Mr. Putnam as a special number of the journal of the
Institute - in three languages. But his own work for the time being
is of necessity mainly propagandist.
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Speaking with direct knowledge of these three agencies and
of the men working in them, I think I can say that they feel, as I
do, that the Western Electric experiment is unique. This for the
following reasons:'
1. The investigation has "been developed fry the Company
itself, or "by certain of its officers, in order to dis
cover something more definite than is known with respect
to the effect of modern industrial methods upon workers.
It is distinctively an inquiry or research and not a
"plan" or system.
2. The experiments have been better planned and con
trolled than has been possible elsewhere. This is
obviously a consequence of the first reason stated
above. There has been no "external" irruption into
the plant to set up the experiments.
3. The experiments have been more continuous than
those undertaken elsewhere. This has meant much more
adequate "long time" records of the jffects of ex
perimental variations of conditions: it has also meant
the development of subsidiary inquiries where such
inquiries seemed to be demanded by the original experiment.
Neither of these characters - the continuity or the subsidiary
researches - is to be found in other industrial experimentation. There
is no criticism of other investigators, in England or elsewhere, implied
in this statement
II.. The Experimental "Test-Boom".
The test room at Hawthorne really demands description in book
form;-it represents an entirely new departure in industrial research.
It is this which makes it so difficult to present effectively to an
ordinary audience.. Such an audience inevitably occupies itself with
the endeavor to classify the serial experimentation under this or that
existent category of so-called research, or they may try to understand
it as a "plan". In either event they fail because of the novel character
of the procedure - which makes many of them restless and inclined to
repudiate the effort of understanding demanded.
For over three years at Hawthorne, the output of the five
girl workers in the experimental room rose steadily with only minor
variations.- This was accompanied by unquestionable improvement in
the general health and morale of the workers. Minor changes in the
output curve can be related to the itemised experimental changes imposed.
Two rest periods, for example, of fifteen and ten minutes respectively
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in the mid-morning and mid-afternoon, are much more effective than six
five minute rests in the working day. But the major change in output,
the increased production which is the most startling feature of the
experiment, is quite obviously not accounted for, in any considerable
degree, by any itemized change, nor by all of them taken together.
During three months when the original conditions of work - no rest
periods, refreshments or shorter working hours - were reinstated, the
major increment in production ignored the experimental change and rose
steadily as before.
The broad significance of this fact, which could not have been
discovered, if the experimentation had not been continuous, has, perhaps
fortunately, not been generally realized as yet.
Nor is the notable increase of output a passing phenomenon of the ex
periment. At the present moment when workers generally are "anxious",
and are certainly indisposed to general increases of output, the five
girls are producing in a thirty-seven hour week rather more than they
originally produced, as skilled workers, in a forty-eight hour week.
This feature of the experiment was for some time a puzzle to
the officers in charge of the inquiry. But the advantage of continuity
of research, when intelligently directed, again revealed itself. Three
observations gradually emerged from the multiplicity and established
their claim to be considered as important. These were:
a)

The freely expressed relief of the workers at their
freedom from ordinary supervision.

b)

Observation in several instances of the effect of
personal preoccupation or misfortune upon the produc
tion curve, and recovery of production when the pre
occupation disappeared.

c)

Finally a "case in point" emerged - that of
in
the Mica room. This worker's production dur
forty-six weeks showed just such an improvement,
irrespective of experimental conditions, as t:..e
general production curve in the original test room.

In She last instance it was possible to trace the effect, in steadier
and higher production, of changes in the worker's general, and especially
domestic situation. In this instance, as in the others noted (Section b)
the difficulty bore no relation to anything in the work situation. For
could it be related to supervision, for these instances occurred in the
test rooms where there were observers but no supervisors.

f
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The-Western Electric use of. the interview.
It was obviously necessary to broaden the area of inquiry
to discover whether any sort of preoccupation, domestic or otherwise,
was generally affecting the morale and production of workers. The
small number of workers under observation in the experimental rooms
made generalization on such a basis impossible - even though the
experiments had served to formulate the questions that demanded
answer.
At this distance in time, however, from the institution of
the interview method it is difficult to say exactly what form the
question took in the thinking of the experimenters. We know from
the records, of course* what was said and the original form of the
questionnaire. But the speed with which this was discarded when
the work had once begun shows, I think, that a question and answer
type of investigation (of, for example, supervision) was never re
garded as relevant or important. The experimental work had shown
that misconceptions of an actual situation (supervision or what you
will) operated to produce results that should only be expected if
the situation were really bad. The misconception often originated
in circumstances outside the industrial situation, yet nevertheless
came into operation in industry as if industry were responsible.
Putting domestic and private preoccupations on one side* the ex
perimenters asked, in effect, whether widespread misconceptions
of "work" and "supervision'' were affecting adversely the morale
and output of the Works personnel. Two Leading questions- present
themselves:
a.) To what extent do misconceptions or falsifications
of the work situation give rise to diminished morale
and output, or to cheating, deliberate restriction
of work and so on?
b)

If this is generally the situation, is it possible
for supervision to develop an entirely novel indus
trial method that will go far towards disposing
of such falsification?

At no time, as I see it, did the research imply a direct criticism
of existing methods, except perhaps in a few isolated and negligible
instances. The interviews increasingly have shown that an attitude
of hostility towards a "boss ' includes always something of falsifica
tion, and has small value as a critique, in the ordinary sense, uf
supervision. The interview quoted in Vne report provides an excellent
instance. The worker interviewed remarks quite early that she dis
likes X, her group chief,, She then goes off into a long history of
the incredible "meannesses" of her step-father. The story finished,
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she remarks casually that X reminds her of her step-father. The
story would he amusing if it were not tragic; the unfortunate group
chief is caught up into a muddled resentment of a "mean" step-father,
of .whom he knows nothing. He has to suffer as if he were the other
man; no wonder he finds- the girl a problem case..
The falsification is not, however, confined to supervision
and personal interrelation. Interviewing has discovered that a whole
department, from the supervisor down, regards itself as "side-tracked"
and neglected. It is "in a backwater"; its morale and performance,
under the influence of this misconception, are as poor as if the
falsification were the actual truth.
Let me attempt, at this point, to express myself with com
plete clarity. The test room had shown a remarkable increase in
production, easily developed and maintained, and obviously not directly
related to the itemized changes imposed. This change was, and is,
associated with improved health, there is no symptom of "fatigue";
"absences" have also diminished and the workers have developed what
Mr, Putnam calls a "zest for work", a positive preference for the
duties and the surroundings of the test room. So much for the first
stage of observation.
The second stage of observation is concerned with mental
attitudes and preoccupations; here also there are minor and major
changes to be observed:
a)

The minor changes are those mentioned which show
a direct relation to obtain between preoccupation
with private misfortune and a diminished produc
tion for the duration of the preoccupation.
*

b)

The major change is that to be observed in the
girls* change of mental attitude toward the
Company officers, the Company itself, supervision
generally, and their work. They have lost all
shyness and fear;- they enjoy their increased
earnings without any apprehension of "rate-revision";
they talk freely on any subject to the official
observers. It is this major- change of mental atti
tude which is associated with the major improvement
in production.

These two changes, the minor and the major, are of a kind. The minor
are more readily observable, because the comparative difference (com
pared with the other
ment) draws attention to itself and to the private situation which is
cause. The major change is more important because it implies an
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attitude to industry generally, no matter what working conditions are,
which makes for poor performance and low morale - and for which
industry has developed no corrective device. Indeed, industry,
though uneasily conscious of the general is not at all aware of the
specific problem.
A Major Industrial Problem.
It has become exceedingly necessary to discover how far the
general industrial situation, especially at the Hawthorne plant, is
cramped and hindered by prevalent mental attitudes of this type. And
it is to this problem that the interview method is essentially addressed.
Interviewers from the first have been alert to observe the irrationalities
and falsifications that make personal interrelation unsatisfactory and
high morale difficult of achievement; These - the minor problems - find
illustration in the interview attached to the report which I have already
quoted.
But in the last twelve months, the interview method has begun j
to sketch, in preliminary fashion the major and exceedingly critical I
problem. Industry hopes, not without justification, that the smaller /
personal difficulties will come and go; time and the better supervisors
aid the' process. In this area the research programme has already demon
strated its use and necessity. But the major difficulty (the end result
observed by certain economists, notably Professor Leiserson of Antioch)
persists and is not yet dealt with by industry - since no one has yet
devised a way. The interviews reveal a gei^ral_3jLtuajilon which may be
stated, subject to correction, somewhat as follows. Workers generally
(that is, all of them) suffer, perhaps for no good reason, an appre^
hension of authority, of supervision, of the Company they work for. This
is found• even"In"tlie most reputable plants and in the best working con
ditions. At worst, it takes form as a tendency to try to "get the best
of" the Company; at best, it takes form as a fear of developing that
zest in work of which Mr. Putname speaks-. The apprehension ofpreoccupation is sometimes clearly conscious, in which case there is deliberate
restriction of output. Elsewhere it is unexpressed except as a produc
tion lower than need be - a "defensive" reaction. I think it may be
claimed that recently the interviewers havo found evidence of the exis
tence of one or other of these situations everywhere - even at Hawthorne
where the conditions of work are superior.
Two conclusions would seem to
realize that they are tentative and I
other person to them. I present them
they at least indicate directions for
ares
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a) The major improvement in the test room seems to
relate itself to the dissipation of these more
general and industrial "falsifications" of situation.
b)

Since these preoccupations (and therefore restric
tion either of the conscious or unconscious typt)
prevail widely in the Plant, one must tentatively
conclude that the accepted production is 30$ or 40$
"below what it would be-if means were found to deal
.effectively-with the situation. This is not a con
dition that can be lightly accepted by industry.
-

I do not wish to labor the point further.

I only wish to point out that

•1« • No means of dealing effectively with such situations
exist elsewhere in industry.
2,

The Western Electric inquiry is gradually defining
industrial situations with far greater precision
than any other investigation. It therefore is to
be regarded as the best hope for a future solution
of the problem.

I hope I have said enough to show the absurdity of certain accusations
against the whole inquiry made in my hearing by men who have never visited
Hawthorne. These accusations are that "it is a spy system" or "it is
unfair to supervisors". Both these statements seem to be absurd.
Another claim is that ^the work could be done by the supervisors '
themselves". Here I must confess that at one time I had a somewhat
similar idea. But as the inquiry developed in the directions indicated
above, I came to see that this claim cannot, at least at present, be
sustained.
I make no comment on the analysis of interviews since 1 have
already been somewhat prolix. It is a necessary part of the interview .
program and may at any time develop a previously unsuspected importance.
This has been the general history of each contributing activity.
Another Major Problem.
I should like, in conclusion, to point out that the Western
Electric inquiry is making another important contribution to the economic
understanding of our time, and in a direction at- present unsuspected.
Seventeen years ago Brooks Adams (Theory of Social'devolutions, p. 217)
pointed out that under industrialism the development of science and
specialist research has been greatly fostered and encouraged, but there
has been no parallel or equivalent development of administrative or
executive capacity. He concludes that "the relative overstimulation
of the scientific mind has now become an actual menace to order because
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of the inferiority of the administrative intelligence." In spite of
the years that have passed 3 i n c e Adams pointed' out this relative and
increasing inferiority little attention has been given by business
men or educational authorities to this important problem. And there
is small doubt that lack of interest in the broader administrative
problems of our time has contributed, perhaps more than any other
single factor, to bring out the unnecessarily grave economic depression
in the United States. Industry has tended to give all its interest
to the problems of production, finance and management; it has paid
small heed to the problems of consumption and the ordering of markets.
Both business men and economists have implicitly sanctioned the develop
ment of economic studies as a group of unrelated specialisms. Theories
of finance, of production and of management are commonly elaborated as
if it were possible permanently to segregate these problems from each
other. There has been a tendency* for example, to attribute the
present depression to gold insufficiecy or to "overproduction" or to
the Stock Exchange collapse of October 1929 _or to some other specific
cause. In Europe also one notices that "rationalization" is frequently
discussed as if improved management would of itself suffice to remedy
industrial ills without any attention given to the other problems of
finance, production and market organization. This is what Brooks Adams
means by the ultimate insufficiency of any merely specialist logic,
the relative "inferiority of the administrative intelligence." The
four directions of inquiry are abstract; finance, production, management,
market organization represent four aspects of a single total fact partial aspects which an existent situation holds in some sort of
equilibrium.
5

It is clear that in such a balanced sysi\n.em external stress
which affects any factor singly will be resisted by the system as a
whole; such a stress will therefore lead to an inner change of equili
brium affecting all factors. Insufficient credit or an oversupply of
workers or the loss of a market will effect a change in the general
balance. The changes termed "cyclical'' are always of this nature a fact which shows that"the concept of "cycles" adds' no"thin/| of value
to, and indeed actually obscures, our thinking. The situation
described as "overproduction" cannot be taken* to mean merely too many
machines and factories that are too large. Nor is it enough to
^observe, with Mr. John A. Hobson, that overproduction is due to "under
consumption." What overproduction means, and especially in a developing
community, is unbalanced growth. In any such situation it i 3 probable
that the need to provide for the ordered development of consumption
and of markets has escaped the attention of the specialists. Over
production is unbalanced production and is not merely or mainly the
production of too much.
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"A problem that has escaped the attention of the specialists"
- the phrase should give industry pause. It is as important to ensure
that all the necessary problems are being considered as to provide for
the development of established specialisms. The fact to which Brooks
Adams really calls our attention is that in every effort towards human
advancement two types of problem are involved - and if attention is
not given equally to the two problems the adequacy of the work will
suffer,- whether it be work in a university or in industry. The two
problems are, first the development of specialized and abstract know
ledge, and, second, the adaptation of specialist knowledge of the
handling of situations in fact at the experiential level. It is
possible for a scientist in his laboratory to concentrate his attention
upon a particular group of problems and upon the development of a
logic, appropriate to such a particular group - chemistry, physiology
or what not. The enormous advantages of this selective and specialized
method have been demonstrated by a century*s achievement in the develop
ment of knowledge. But the apparent success of specialized and logical
research in the xmiversities has tended to conceal an essential condi
tion of such success which is not included in the mere specialization.
selection of facts for inquiry >- "the scientific method" - tends
to result in a logic, an increment of systematic knowledge. But any
such logic tends to exhaust itself, to work itself out, unless there
is a constant reformulation of the question that is being studied.
And the man or men responsible for such reformulation are distinguished
by the fact that they are capable of working with their mental vision
set equally upon the special logic they develop and upon the original
mass of empirical data from which their problem has been selected.
The.re are therefore, and it is important that there should be, two
types of scientists; the one is mainly logician, eminently systematic
arid rational, the other is logician but also scientific adventurer.
The scientific adventurer uses every gain in his knowledge to define
more clearly the "gaps" in it. That is, he capitalizes his ignorance
in such fashion that finally the obvious "gap" in his logic actually
shows him the exact point at which to renew his inspection of the em
pirical field, the point at which a new adventure and experimental de~.
parture must begin. This is essentially true of all our leaders from
Faraday to Einstein. And if our universities did not include, often by
sheer inadvertence, a proportion of such men in their ranks, our alleged
scientific progress would speedily peter out and come to an end.
And what holds true of the scientific field holds also of
executive administration. It is fair to say that industry has copied
the specialized method of scientific inquiry fairly well; but it has
failed to notice, and to provide for an attack upon the other type of
problem. And in matters of economic administration, such inadvertence
is far more disastrous in its consequences than it is in a university.
An administrator of human affairs cannot afford to neglect or to forget
his original and complex human situation. A specialist he must be,
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perhaps originally a contributor to scientific development; but if
he is to be an effective administrator, he must work with an ever
present sense of the inadequacy of his knowledge and his logics.
He must not only study the relation of his special work to the work
of his colleagues, he must be alert to symptoms in the situation of
the need for new inquiries not yet undertaken. He must indeed en
deavor to anticipate the emergence of such symptoms; more than any
scientist, he must use everything he knows to define with increasing
precision the gaps in his knowledge. He also must capitalize his
ignorance.
It seems to me that the Western Electric research program
- and especially perhaps in its supervisory conference activities is admirably adapted to
1.

Permanently raise the level of all supervision.

2.

Discover and develop men of exceptional (and rare)
capacity for executive administration.

This letter, sir, is mere comment. It is remarkable rather
for the important things it has failed to say than for what it has
said. But one cannot cover even one-half of the interesting questions
raised by the admirable report I have read. I have merely selected
one or two problems which seem to me to possess considerable importance
now - and I fear that even these few have led me to write at uncon
scionable length.
Yours very sincerely,
ELTON MAYO.
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INTRODUCTION

The Industrial Research Division was established in January,
1929, to centralize three activities which were beginning to show
considerable promise.

These activities were: (a) the Test Room

Study of the factors in employee effectiveness which had been de
veloping since May, 1927; (b) the Employee Interviewing Program
which began in September, 1928, in the effort to learn the re
action of employees to working conditions and supervisory prac
1

tices and; (c) the Supervisory Training Program which was being
revised because of certain findings from the test room and employee
interviews.
Although these three activities seem functionally distinct
they are really component parts of a research study centering about
the problem of employee effectiveness.

The original test room

operators showed a degree of increased production (now ranging
from 40$ to 60$) both remarkable and unexpected.

This increase

could not be related adequately to any of the conditions of work
imposed but was found to be closely associated with,a change in
mental attitude.

The interviewing program was established #s a

logical next step to further enlightenment about mental attitude
factors in. work and the development of the supervisory training
program permitted some of the knowledge acquired to be applied
through supervision.

The three activities, thereforeT^cbnstitute

an organization for gathering new facts concerning the human element
in industry and for making some applications.
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Much has been accomplished since the "beginning of this work
and the results to-date forecast further productive achievements;
In order that the scope and findings from these studies may he more
widely known, this folder has been prepared;

It contains an account

of each phase of activity and a statement of results.
Invaluable assistance has been given constantly "by Professor
Elton Mayo of the Harvard University Graduate School of Business
Administration and by Professor Clair E. Turner of the Department
of Biology and Pubiic Health of the Massachusetts Institute of Tech
nology-; Both of these men have been intimately connected with this
work almost from its inception;
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DEVELOPMENT AID USE OF THE EMPLOYEE INTERVIEW AS A BE SEARCH TOOL

The purpose of this paper is to describe the work of two departments in the Industrial Research Division.

The function of one

department is to conduct interviews with employees and to develop
methods of interviewing.

The other department has for its work the

study and analysis of employee comments thus secured and the distri
bution of this information and comment to other Company organizations
where it can be utilized.

HISTORY OF THE CROTCH OF INTERVIEWING
The interviewing of employees grew out of observations made
in the course of the test room studies previously described.

Briefly

stated, the unresolved problem in the test room which lead to the
interviewing program was a continual increase in productivity irres
pective of the changing conditions of work.

Upon analysis, only one

thing seemed to show a continuous relationship with this improving
output.

This was the mental attitude of the operators.

From their

conversations with each other and their comments to the test observers,
it was not only clear that their attitudes were improving but it was
evident that this area of employee reactions and feelings was a fruitful
field for industrial research.

In particular, the attention of ob

servers had been attracted to a freely expressed and curious relief
from "supervision."
the test room.

This expression was common to all the workers in

While the views expressed seemed in part unreasonable,

due to apprehension because of their ideas of supervision,- which were
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not completely justified by reality, such views nevertheless gave
rise to a question as to how far heedless supervisory methods might
not give color and support to such beliefs.

Beyond but including

this, it seemed important that reliable information should be ac
quired about the actual sources of likes and dislikes that employees
express with respect to their jobs and working environment.
With these ideas in mind, a plan was evolved to interview a
larger group of employees in order to learn more about their feelings
and attitudes.

It was decided to try this experiment in the Inspec

tion organization representing about 1600 skilled and unskilled em
ployees in both shop and office work.

It was felt that a group as

large as this and as varied in their types of work would give a fair
picture of the things which people at Hawthorne liked and disliked.
Our objectives were three in number:

first, we wanted to know how

employees felt about their work and the way they were treated;
second, we desired to learn the manner in which Company policies
were being applied and employees reactions to them; third, we were
hopeful that something would come out of these employee expressions
which could be used to develop and improve the training of supervisors.
Such a project as this was new and different from anything
previously tried in the Company; careful plans were made in order that
unfavorable consequences might not result.

All of the supervisors

in the Inspection organization were called together and the project
described to them.

Their criticism was invited and various points

in the plan were discussed at this meeting. Practically all of them
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felt that there was much to be gained from the arrangement; only
a few of them were doubtful about its outcome.

Five interviewers

were selected from the supervisory group to conduct the interviews.
Women were selected to interview women and men to interview men.
The interviewers were not to interview employees whom they knew
since their acquaintanceship might influence the comments.

All

expressions from employees were to be kept confidential, and their
names were not to be in any way related to the interviews.

In addi

tion, any identifying statements they might make were not to be
recorded.

Only a few employees from any one location were to be

interviewed on the same day in order that the work of the department might go forward normally and without undue confusion or
curiosity.

Employees were to be assured that they were invited

and not ordered to express themselves, for it was felt that voluntary
comments would be of greater reliability.

Each interview was to

be individually conducted; comments on the working situation were
recorded as nearly verbatim as j-^ssible.

The supervisor in each

case was to assign the employee to be interviewed and the program
in its entirety was to be explained to each employee so that he
might knoiv in what way his comments were to be used.
Following these general plans, the interviewing of the In
spection organization employees was begun in September, 1928, and
completed early in 1929.

These early interviews contained a wealth

of material applicable to the objectives of the study.

While the

comments of employees were generally brief (the average interviewing
time being thirty minutes per individual) the thoughts they expressed
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corroborated in many respects the test room findings.

At the same

time the interviews yielded many significant ideas and suggestions
about the work situation, including employee attitudes and feelings
to it. These interviews, as will be described in another section of
this folder, offered material superior to any previously employed for
supervisory training purposes.

It was obvious that supervision im

proved almost simultaneously with the start of interviewing.

This

was unexpected but was understood as implying that supervisors were
stimulated to improvement by the new interest in supervisory method.
This experiment furnished information and comment about working con
ditions which gave many hew ideas for possible improvements.
It was clear very early in the interviewing program that em
ployees enjoyed the opportunity of expressing their thoughts. Many
requests for interviews were received, in many cases even from
supervisors.

These requests resulted in the interviewing of all

section and group chiefs in the Inspection organization.

In addition

to being interviewed, the supervisors were asked some questions as to
their opinion about the plan and its effect.

They reported very

favorably about the plan; felt that it had not been embarrassing to
them in any way; said that in their opinion employees were in favor
of it; and were practically unanimous in feeling that it should be
kept up and extended to other organizations in the Works.
In view of the results from the interviewing of Inspection
Branch Employees and considering also the results of the supervisory
training conferences (where employee comments were used as a basis
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for discussion), it was decided to extend the interviewing and super
visory training program to the Operating organization early in 1929.
It was at this time that the Industrial Research Division was or
ganized with functions then stated as follows:
1.. To interview annually all employees to find out their
likes and dislikes relative to their working status.
2.

To study the favorable and unfavorable comments of
employees.
a.

To initiate correction or adjustment of causes
of unfavorable comments.

b.

To determine upon benefits to be gotten from
favorable comments and to instigate ways and
means of acquiring these benefits.

3.

To conduct supervisory training conferences for all
supervisors using employee interviews as a basis.

4.

To conduct test studies relative to employee relations,
fatigue, and efficiency.

It was our intention in 1929 to interview all employees in the
Operating and Inspection organizations; this would give us a second
interview with Inspection Branch employees and a great volume of material
also from Operating Branch employees. While we were not able to inter
view as many as we had intended because of the increasing length of
each interview, the values of the 1929 program indicated the desirability
of extending the method to other groups of employees and supervisors*
Beginning in January, 1930, we began to interview employees in all other
Works organizations at Hawthorne and to offer conference training for
all supervisors in these groups.
These extensions of the program, first, to the Operating Branch
and then to the other Branches in the Works organization necessitated

UNIVERSITY

OF

WISCONSIN

MILWAUKEE

- 6an increasing number of interviewers and conference leaders to under
take the work. For the most part these additional employees were taken
from the various branches in which the interviewing and conference train
ing were in progress. Employees assigned to interviewing work-in thi faway were usually supervisors; they were taken for a temporary period
of about a year.

It was felt not only that they could do the inter

viewing with proper training but that the interviewing experience was
in itself a training for them as supervisors.

It was felt also that

this training should be participated in by as many line organization
supervisors as possible.

These temporary interviewers were, therefore,

kept for a period and then replaced by others who could capitalize on
the training value of interviewing experience.

In addition to this

temporary personnel, a nucleus staff of permanent people was built up
to take over some of the more technical aspects of the work.
forty-three people were trained in interviewing.

In 1929

In 1930 twenty re

placements were made, only two of which were added to the permanent
staff.

The analysis work has not been subject to the temporary arrange

ment but has been manned by permanently assigned employees.

The

approximate average number of employees involved in the interviewing
and analyzing activity during 1929 and 1930 was thirty for interviewing
and six for analyzing.
The following tabulation shows the number of employees inter
viewed since the plan began:
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Branch
Public Relations
Industrial Relations
Accounting
Production
Operating
Inspection
Technical
Specialty Products

1928

1929

1,600
,1,600

10,300
10,300

_1930

Total

8
130
637
9 63
5,109
514
1,166
699
9,226

8
130
637
963
15,409
2,114
1,1.66
699
21,126

The duration of each interview when the interviewing began was approxi
mately thirty minutes, but with the development in method and resulting
increased confidence of employees, the average time of an interview has
grown to approximately one and one-ha If hours.

DEVELOPMENT OF THE INTERVIEWING METHOD
Probably no part of the work of the Industrial Research Division
has been more interesting and more significant than the growth and
development of the method of interviewing.

To one unacquainted with

our work, the term "interviewing" might have a number of interpretations
which would not have any resemblance to our use of the term.

To those

of us who have been associated together in these studies, mention of
the word immediately implies a great deal more than would be meant if
we were to discuss employment or personnel interviewing.

It is the

development and growth of our interviewing method from a procedure
resembling employment and personnel interviewing to a far different
type of procedure that is a high point of interest in the research.
When we began to interview employees in the Inspection organiza
tion, our interviewers were untrained and had not developed the rudiments
of the later technique.
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doing a kind of interviewing new to industry, "but we knew no better
way to begin than to copy existing techniques, hoping as we progressed
to learn from our experience.

The interviewers knew something about

the interviewing done by supervisors, by employment and by personnel
people, but each began to experiment with various techniques which
were discussed almost daily by the interviewers.

It was very quickly

found that a series of questions did not form a satisfactory basis
for the interview.

Questions produced opinions it is true, but they

pertained primarily to the question in the mind of the interviewer and
not necessarily to thoughts important to the employee.

As a result,

the original interviewers gradually came to develop a technique which
retained some questions but permitted the employee to talk freely
about his work situation to the interviewer.

Quite often in the early

interviewing the employee would start talking about some point sug
gested by an interviewer, but in a short time would be completely off
the subject.

The interviewer would adroitly lead him back to the point

in question, but in a few minutes the employee would again revert to
the subject of his own choosing.

It became obvious to the interviewers

that, whatever the question, the thoughts of some employees tended to
gravitate toward a particular condition or subject; that in these
cases something was uppermost in the mind of the employee which com
pletely overshadowed everything else.

Cases were found where several

subjects predominated in the mind of the employee, and any attempt to
lead him away from his line of thought was generally unsuccessful.

In

other instances the interviewers found that a particularly untalkative
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person "became remarkably communicative if just the right spot could
be touched in conversation.

The net effect of these experiences was

to make us wonder whether these unexpected "outcroppings" were just
mental aberrations or whether they did not indicate a latent source
of information which our early interviewing technique normally failed
to tap.
As a result of these various experiences, we began to con
centrate our attention upon the interviewing method, and with Professor
Mayo*s assistance and counsel the present method has been developed.
The technique now employed owes something to the methods developed by
psychopathology; but it nevertheless differs in essential respects,
and is an industrial adaptation for use in normal human situations.
Very briefly stated, the present method may be outlined as follows.
The interviewer is introduced to the employee, and the interviewer
"catches on" in a conversational way at any starting point mentioned
by the employee.

As long as an employee talks the interviewer follows

his coimaents, displaying a real interest in what the employee has to
say and taking sufficient notes to recall the employee's various com
ments.

While the employee continues, no attempt is made on the part

of the interviewer to change the subject because it is a basic assumption
of the method that, where the employee chooses his own topics, he
chooses them largely in their order of importance for him.

If the

interviewer were to ask questions or to redirect the employee's comment
to other topics or subjects, he would in a senie ask the employee to
talk upon a subject important perhaps to the interviewer, but not
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necessarily at all important to the employee.

The interviewer takes

part in the conversation only insofar as it is necessary to keep the
employee talking and to stimulate confidence.

This rather briefly but

sufficiently describes the interviewing method as used by the interviewer
assigned temporarily to us from a line organization.
Our permanent staff interviewers, however, would carry this
technique one step further.

They would listen very carefully for in

dications of stress and strain in the expressed thought of the indi
viduals

They would identify this unusual or exaggerated feeling on

the part of the employee by such symptoms as expressions made with
unusual emotion, exaggeration or reiteration.

These more skilled

interviewers would then, carefully perhaps, press these topics further
by questions and suggestions after the employee seemed to be otherwise
"talked out." By this subsequent probing of these "spots" in the atti
tude and feeling of employees, new levels of meaning and interpretation
are discovered both for the interviewer and the employee.

It is

interesting, even if it cannot be fully explained, that such a pro
cedure seems to lead to a change of attitude in the employee.

The

change is in the direction of an improved judgment of his situation.
(For illustrative interview see appendix No. 1.)
Another important development has been the change of the method
of recording the interviews.

The original method had been to group em

ployee comments under the heads of working conditions, job, and super
vision with the sub-classification of likes and dislikes under each.
This form was supplanted in 1929 because it was found, in attempting
to analyze employee comnents that when their expressions were removed
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from their context, they read very similarly and were often meaning
less.

The method adopted was to reproduce the interview as nearly

verbatim as possible showing both the comments made by the interviewer
and those made by the employee. This change had the effect of greatly
lengthening the report (from an average of £%- pages to an average of
10 pages).

Furthermore, it somewhat reduced the number of interviews

that could be taken by one interviewer thereby increasing the cost
of each interview secured.

This increase in cost was partly offset

by the installation of ediphones and by increased values accruing
from the analysis of complete expressions.

The added value is that

by this means all of the original values of the interviews are pre
served and not merely those selected by the first form of analysis.

THE IMMEDIATE EFFECTS OF INTERVIEWING
As the Interviewing of employees progressed results were
observed which were not anticipated.

These accrued sometimes from

the mere existence of the program and sometimes from its' operation.
For one thing the mere existence of the interviewing program
created a change in supervision over and above that which came from
the participation of supervisors in conferences.

The change referred

to was one resulting from the supervisor's knowledge that supervisory
method was being made the subject of research and that his subordinates
were to be invited to express their opinions.

This led to an active

interest in supervisory methods on the part of supervisors themselves
and to an independent effort to improve the quality of supervision.
We saw no sign of fear on the part of a supervisor that his individual
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techniques would he exposed; the effort at improvement was rather
similar to that which a workman makes when he learns that his product
is to he inspected.
Another unexpected result of interviewing has been the per
sonal values above mentioned which come to the employee interviewed
and which in turn reflect to the benefit of the company.
may best be explained by an analogy.

These values

It has long been known that one

who writes a memorandum greatly clears his thought upon the material
to be presented.

Exaggerations, distortions, emotional reactions,

defenses, etc., are largely dissolved when thus viewed objectively.
In a similar way employees who express their thought and feeling to
a critical listener discharge emotional and irrational elements from
their minds. Many personal and individual problems and attitudes have
been improved by the verbal expression which the interview affords.
Taking account of the employee expressions recorded in twenty thousand
interviews, we feel that this value in interviewing cannot be lightly
overlooked.
One of the results of the interviewing which has persisted
from the beginning is the "lift" felt by employees because of the ele
ments of recognition and participation which the program implied.

The

fact that the management saw value in their thought was a new and stimu
lating mental experience for many of those interviewed.

Not only was

it somewhat curative for feelings of inferiority, but it reaffirmed
confidence in and respect for the company.
And finally one of the results of the interviewing plan is the
value which comes to the interviewer in the form of training and educa-

UIMIVERSITY

OF

WISCONSIN

MILWAUKEE

- 13 qi

tion.

Those who have experienced the interviewing of employees have

caught glimpses of human situations and resulting human behavior not
otherwise obtainable.

By a process of absorption they have acquired

an understanding of improved ways for dealing with their fellow men.
They have felt the force of a new concept of personnel administration
and have acquired a tool for fashioning a better supervisory product.

RESULTS FBOM ANALYSIS OF INTERVIEWS
One of the problems that early presented itself was a need for
devising a means of analyzing interviews so that the material they
contained might be utilized.

It was felt that some tabulation of un~

favorable comments grouped by organizations, where they were large
enough to conceal the identity of individuals, would furnish a base
for betterment studies.

It was soon discovered, however, that this

simple numerical tabulation was inadequate because it shows only the
number of unfavorable comments under a subject classification without
giving the exact employee thought presented, and because studies made
without simultaneously considering the favorable comments would present
an unbalanced picture of the situation studied.

The difficulties of

working with this analysis emphasized the need for obtaining not only
a list of complaints but also a complete description of the employee's
thought on any one subject in any one group.

This meant that favor

able as well as unfavorable comments needed to be analyzed and that
some grouping must.be made as to subject.
The analyzing procedure was changed, therefore, so that those
who were to make these improvement studies might have the advantage
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of working with as complete information as the interviews afforded.
We addressed ourselves, first, to the determination of the topics
concerning the industrial situation which employees selected to talk
about.

This was done by studying employee comments taken from one

thousand interviews and a list was devised which contained thirtytwo classifications.

Definitions were prepared for each subject so

that all of the analyzers might make their analyses with a fair degree
of uniformity.

The analysis of ten thousand interviews had added only
o

six new subjects to the original list of thirty-two.

By the end of

1930 the original 1600 Inspection Branch interviews had been roughly
analyzed, and the 10,300 Operating

Branch interviews taken during

1929 together with the additional two thousand interviews received
from employees in the various other branches taken in 1930 had been
rather carefully analyzed in a manner which will be explained.

Some

86,300 comments had been extracted and classified to various subjects
and to the substance of the various thoughts.

(See appendix No. 2.)

In analyzing the interviews for subjects discussed, the
analyzer reads through the interview carefully, and then goes back
and classifies the individual comments under the various subject groups,
endeavoring to retain the employee's expression intact.

Each comment

is then typed on a separate form and copies distributed to other or
ganizations that use them in investigation work.

When a few thousand

comments had been classified it seemed desirable to take the comments
filed under each subject and analyze them to find out what employees
say about each of the topics they discuss.

This was done for 1929

Operating Branch interviews and is referred to as a substance analysis.
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A tabulating card method of sorting and grouping interviews has been
set up for all interviews taken in 1930. This method will allow the
grouping of Interviews under any combination of the following objective
facts concerning the individual employeess

age, sex, service, working

hours, wage basis, home responsibilities, dominant posture during work,
education, average earnings, nationality, nativity, and type of work.
This material has been codified to protect identity of the employee,
and it is anticipated that many interesting studies can be made which
will compare attitudes and expressions in various age groups, service
groups, occupational groups, etc.

The Value of the Analytic Work
The analysis department already has in its possession a most
valuable fund of knowledge that is available for use. With conditions
of work constantly changing, there is an equally constant need for
reliable information in unexpected directions—in areas where pertinent
facts have" hot been previously available.

In many instances lately,

the interview analysis records have proved their capacity to supply
important information, important "leads", with regard to unanticipated
problems.

Such problems as, for example, the effect of shorter hours

on the average employee (as distinguished from the special case) have
been illuminated by information not procurable elsewhere—information
which was not specifically sought in interviews, but was contributed
spontaneously by an employee while attempting to make clear his general
situation.

In many such instances, the added information has probably

quite definitely affected the executive judgment of an issue.
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The knowledge brought to light through the analysis of employee
interviews has been put to many uses since the beginning of the studies.
The Technical Branch has received comments relative to plant conditions
and has investigated these where the comments brought out an unsatisfactory situation.

The Personnel Division in the Operating Branch and

the Inspection Results Division of the Inspection Branch have received
copies of all other corrments except those on supervision and have made
investigations with the object of improving conditions unfavorably
viewed by employees.

In addition to this use of comments for investi

gation work, the Safety and Health Division has studied all comments
relative to its interests, and the Industrial Relations Development
Division has studied all comments relating to functions of the Industrial
Relations Branch.

Conferences have been held with members of the Hos

pital, Employee Service, and Employment Divisions for the purpose of
discussing the comments pertaining to their respective functions.

Com

ments relative to supervision, of course, have been used in the super
visory training conferences.
The'comments of employees have resulted in improvements in
working conditions.
are listed below.

A few representative changes which have been made

It should be remembered that these are based on

comments taken from employees interviewed in 1929 inasmuch as the
analysis of interviews taken in 1930 is not as yet completed.

In some

cases, of course, the conditions dealt with were known to exist, and
did not come to light as a result of coranents of employees.

It is true,

however, that the analysis of employee comments measure the importance
of making certain changes that have previously been considered.

UNIVERSITY

OF

WISCONSIN

-

It

MILWAUKEE

- 17 -

should he said also that some conditions were discovered through the
interviews which were not previously known to exist.
The following illustrations show the type of improvements made
in working conditions as a result of employee expressions:
Comments in a certain group of buildings indicated that these
"buildings were uncomfortably cold.

Upon investigation it was found

that at the time the heating system was. changed from steam to hot
water, these buildings were utilized as store rooms and, therefore,
the radiation surface was not increased.

Later, the location was used

by operating departments, and the fact that radiation was not up to
standard was overlooked until employees' comments stimulated an in
vestigation.

Since that time the condition has been corrected.

Very soon after the interviewing of Operating Branch employees
was started so many complaints about lockers had been made that in
vestigations were started and the question taken up in supervisory
conferences.

Expressions of employees whe*i viewed singly were not so

convincing, but when viewed collectively it was clear that correction
-

needed to be made and steps were taken toward improvement.
In another case, employees on a soldering operation continuously
complained about smoke and fumes. Even though an efficient exhaust
system was installed, complaints were still voiced.

Finally from the

interviews came the clue which cleared up the difficulty.

The system

which had been installed exhausted the air at the ceiling with the re
sult that the smoke and fumes were drawn up past the operators' faces.
At comparatively little cost the flow of air was reversed, drawing the
fumes downward, thus eliminating the cause for complaint.
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For a number of years, drafts near doors opening onto the
bridges between buildings have been a cause of much dissatisfaction,
but seemingly no easy remedy could be found.

When accumulated evi

dence of the extent of the dissatisfaction from this cause was studied,
the effort of plant people was concentrated on the problem and a very
simple remedy was found; a slight vacuum was created in the bridges
by means of exhaust fans, causing a slight outflow of warm air rather
than an inflow of cold air when the doors are opened.

Future Plans in Analysis Work
Our plan for future analysis work has two phases.

First, we

shall make some studies by using the tabulating cards previously
described for the grouping of interviews into age groups, service
groups, occupational groups, etc., thereby learning more about the re
actions and feelings of employees who come under these various classi
fications.

This will enable us to learn the extent to which their

thoughts are characteristic of these various classifications and also
we shall .learn something about the alterations in attitudes with int

creasing age, service, levels of pay, e t c
The second type of sttidy will embrace the question, "Why do
employees say what they do say, and of what significance is the form
of their comment?"
CONCLUSIONS
When we consider the program and the results obtained thus far,
there are three things that need statement as conclusions.
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First, as with the Test Room studies, the interviewing ex
perience has shown us that we have never been in possession of suf
ficient information (or sufficiently precise information) to enable
us to face squarely the distinctively human problems involved in
personnel administration.

Without this knowledge the tendency has

been to institute various measures which have been attempts to
correct a symptom and not to cure a disease.

In other words, we

have developed methods of dealing with the results of a problem in
stead of inquiring into the nature of the problem itself.

At this

stage of industrial development, and in view of the widespread and
accelerating change in industrial methods, it is most necessary that
this hiatus" or gap in our knowledge should be filled.

We must learn

to proceed by precise knowledge rather than guess work in human
affairs as in engineering.

We must base personnel practices upon

rightly ordered inquiry.
Second, our experience makes it clear that the personal
interview as developed and used in these studies is a tool by the
use of which facts can be secured in this important and controlling
area previously obscure.
And third, this research is not one that will be soon finished.
It has to do with a human organization which is constantly changing
and adapting itself.

Therefore, facts and findings will change as

man ehanges and as the conditions to which he is adapting himself are
altered.

This research, then, is one which is becoming increasingly

necessary and must be continued as long as man works, if his capacity
and the management of it are to be most effective.
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Insufficient continuity of inquiry has in many places diminished
the value of this type of work.

The great value for us of the continuity

of our work has been the discovery of unsuspected problems, the discovery
of unsuspected importance in problems already known.

Future Interviewing Plans
Our experience in interviewing to date points to the need for
a more thorough understanding of a few individuals as well as a con
tinuing program of single interviews.

Since all of this cannot be

carried on in 1931, it has been felt desirable to curtail the program
of single interviews and to give more time to the intensive study of
a few smaller groups of employees.

This plan provides for a rather

continuous interviewing of several hundred employees divided into groups
with diversified conditions.

In these groups other things as well as

interviewing will be taken into account in the study.

Items such as

turnover, production, health and accidents, will be simultaneously
observed and related to the expressions of employees.

Some attempt

will be made to evaluate further the personal values in the interview
and to develop further the interviewing method.
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DEVELOPMENT OF THE SUPERVISORS CONFERENCE PROGRAM

A conference training of supervisors was made a part of
the work of the Industrial Research Division largely because, under
the new plan of training, the material which was to be used as a
basis for conference discussion was to be drawn from the test room
studies and from the interviewing program.
At the time this kind of supervisory training was started
there were two sources of experience upon which to base the develop
ment of the program.

One of these sources was the test room and

interviewing work which has been described in previous sections of
this folder, and the other was the experience which had come from
other supervisory training programs previously conducted in the
Manufacturing Department at Hawthorne.

A brief review of this

previous training experience is given here in order that the reader
may visualize the training work in which supervisors had partici
pated prior to the beginning of their discussions of employee com
ments and test room findings.

PREVIOUS SUPERVISORY TRAINING PROGRAM.
Supervisory training is not a new thing at Hawthorne.

There

have been intermittent efforts in this direction for a number of
years.

Up to 1927 these efforts took the general shape of class

room meetings in which certain informative material was presented
followed by a discussion. Specific job subjects such as E-order
cost, waste elimination, budgetary control, etc. were the ones
usually chosen.
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various branch personnel organizations.

The presentl^erajof super

visory development, however, opened up during 1927 at the suggestion
of Operating Branch supervisors who were then finishing a series of
job problem conferences.

Their suggestion was that a series of

discussion meetings could be formulated' and profitably held for a
discussion of the supervisor's, personnel problems.

This suggestion

was carried out and the results soon demonstrated that much could
be gained in improving supervisory employee relationships. Conse
quently a plan was devised for presenting this material to supervi
sors in other branches of the Manufacturing Department.

In order

to centralise this work a Supervisor's Training Department was set
up in the Works Training Division,

This department prepared dis

cussion outlines for a series of seventeen subjects.

The general

plan for the supervisory discussion of these subjects was to have
the Supervisor's Training Department carry the discussion to the
staff groupto.cadi branch" t/hero, in turn, each division chief acted as
a conference leader for other supervisors in his organization.
(See Appendix 1. for a sample of preparatory outline of subject as
used in these conferences.)

The seventeen subjects used at that

time are as follows:

1.
2.
3.
4.
5.
6.
7.
8.
9.

The Supervisor and His Job.
Hiring - Placing the Eight Employee on the Right Job.
The New Employee.
Sizing up and Rating Employees.
Production - Efficiency of the Individual.
Training and Upgrading.
Wages and Rate Revision.
Transfer - Terminations.
Turnover,
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10.
11.
12.
13.
14.
15.
16.
17.

Giving orders to Subordinates.
Leadership.
Cooperation.
Keeping Up the Morale •
Safety
Health
Thrift
Outside Activities,

THE START OF CONFERENCE TRAINING BASED ON EMPLOYEE INTERVIEWS
One day during the progress of this seventeen subject course,
while the subject of morale was being discussed with the staff group
in the Inspection Branch, the question came up as to the importance of
morale as shown by the findings in the test room studies. The staff
group felt that supervisors did not give enough attention to this
question, and suggested that several meetings be given over to a
more thorough analysis of morale and its actual and potential effect
on production.
purpose.

A course of five meetings was prepared for the

Only two of these meetings were held with the Inspection

staff group when it became clear that we had no real facts as a basis
for conferences.

This thought helped to crystallize the need for the

interviewing program which was at that time being considered.

It was

felt that such expressions as the interviewing program might secure
would be exceedingly helpful in supplying facts not only about the
question of morale, but also about many other questions which were
being discussed by supervisors.
Soon the interviewing program was started, and only a few
interviews had been taken when it became evident that the interviews
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ences.

Since the interviewing was started in the Inspection Branch, it

was decided to experiment with a few of the interviews in their confer
ence discussions.

Several interviews were selected, carefully re

viewed to insure the anonymity of the employees and supervisors, and
then tried ^ut in conferences.

This material immediately "took"; so

it was decided to continue the Inspection Branch conferences on this
basis.

Being familiar with the various phases of the interviewing work,

two interviewers were^elect.ed and trained to act as conference leaders.
Daring the discussion of the seventeen subject course, confer
ence groups had been made up from several levels of supervision.

After

two or three rounds of conferences with the interviewing material, how
ever, it became evident that junior supervisors were reluctant to ex
press their real opinions in the presence of their superior supervisors.

I

The supervisors were therefore rescheduled so that supervisors of equal
rank but from several divisions were mixed together.

An interesting

thing to note here is that while it was an absence of something to say
about "Morale" which gave the start to this new development, two years
of conference discussion has now taken place without exhausting in any
way the many angles of this subject that are continually being brought
to light.
GROWTH, SCOPE, AND ORGANIZATION OF THIS TRAINING.
When the Industrial Research Division was organized in
January, 1929, provision was made for a Supervisory Training Department
where this training which used employee comments as conference
material could be centralized.

There were at this time approxi

mately three hundred Inspection Branch supervisors in this

UNIVERSITY

OF

WISCONSIN

-

MILWAUKEE
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over by the Supervisory Training Department,
At the beginning of 1929, the interviewing program was
extended to Operating Branch employees, and a conference program
similar to that for Inspection Branch supervisors was set up for
supervisors in the Operating Branch.

By March of the same year

1,112 Operating Branch Supervisors began to meet for conference
discussion of the material found in the interviews of their own
employees.

Once every two weeks for a two hour period these

supervisors meet to think and talk about the unfolding revelations
of employee's thoughts, their attitudes about their work, the
company and even the supervisors themselves.

Their sest in ex

amining this "human interest stuff" was not unlike that of the
group of boys making a surreptitious observation of a league
baseball game through the cracks of a high board fence.
To meet this new influx of conference members, some ad
justment of the Supervisory Training Department was necessary.
Additional conference space was provided and the staff of confer
ence leaders was increased from 2 to 6 including the Department
Chief.

These men in each case came from their line organizations,

where they had supervisory experience, to the Industrial Research
Division on a temporary assignment.

Each was given intensive

interviewing experience before assignment to conference leading.
Although not especially trained or skilled in the technique of
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conference leading, these men by virtue of their supervisory ex
perience, their line organization experience, and their knowledge
of the interviewing program were enabled in the early stages of
this work to perform very creditably in the conference room.
Nine months later, January, 1930, thi3 whole research devel
opment had gained such impetus and seemed to be of such value that
the interviewing program was extended to the other branches of the
Works Organization.

After three months' interviewing, sufficient

material had been gathered to start supervisors conferences; con
sequently supervisors from these organizations were included in the
conference program.
At this time the second major change in the organization
of the Supervisory Training Department took place.

Two sections

were created, one to take charge of and continue the training
started by the Operating and Inspection Branches with an enroll
ment of 1412 supervisors, the other to conduct the conference work
for the remaining six branches with their enrollment of 1075 super
visors.

Four new conference

added to form the new section.

leaders, three men and one woman, were
All but one were borrowed on tem

porary assignment from their own branch.
At this point it might be well to indicate briefly the
nature of the training given these people preparatory to their
work as conference leaders, for we know that to a great extent the
value of a conference depends upon the quality of leadership applied.
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They were selected first of all on a basis of their common sense,
intelligence, supervisory and company experience, and their natural
ability to get along with and understand groups of people working
together.

They were then trained to take interviews and interpret

their contents.

Their experience and knowledge was then enlarged

by a study of the entire Bell System organization, by a study of
personnel methods and industrial relations policies, by a study of
the history and development of supervisory training, by a study of
books and articles on the technique and psychology of conference
work, and finally by a period of observing the more experienced
conference leaders at work.
Since the inception of the Supervisory Training Department
two years ago, a total of eighteen people have done full-time
conference leading.

The rotational nature of the assignment is

responsible for this apparently large number.

Of these eighteen,

fifteen have come from other branches within the Works, where they
have, of course, had supervisory training and experience; three
were employed from outside because of special abilities and exper
iences which fitted them for conference leading.

Of those who came

from within the Works, one was a Department Chief, twelve v/ere Sec
tion Chiefs or the equivalent, and two were Group Chiefs.

Their

average rate of pay was approximately §52.00 per week*
These items concerning the personnel of the training organi
zation have been included in this report for two reasons;
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(1) because it is felt that one important factor in the success
of any conference program is a high quality of leadership, and
(2) because it is believed that the training which these men
received while on the conference job will make itself construc
tively felt when they return to their line organizations.
The third major change in the Supervisory Training Organ
isation has just occurred.

It was initiated by the Operating

Branch which felt the need of spending some conference time in a
discussion of purely job subjects.

By August, 1930, the plan was

developed to the point where it seemed advisable for the Oper
ating Branch personnel organization to conduct this phase of their
supervisory development leaving to us the field of research in
supervision and training in supervisory-employee relationships.
Since it did not seem desirable to increase the conference time of
supervisors, it was decided that the Supervisory Training Depart
ment would alternate with the Operating Branch Personnel in con
ducting the meetings with Operating Branch supervisors.

Conse

quently, in September, 1920, the Operating Branch took over alternate
meetings with its supervisors presenting to them prepared text
material for questions and discussions on such functional subjects
as "Scrap Tickets," "Budget," "Duties of the Shop Clerk," etc.
The merit of such a plan has been recognized and the other branches
encouraged to do likewise; hence, by the end of 1930 we find all
the branches rapidly shaping their plans to do some training work
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with their own supervisors, the exact nature of the plans differing
with each branch.

To meet these new conditions, the Supervisory-

Training Department has, beginning January 1931, relinquished every
other meeting to the respective branches for such supplementary
training work as they see fit.

This change has been so worked out

that we could effect a 40$ reduction in personnel with its conse
quent economy.
DEVELOPMENT OF CONFERENCE DISCUSSION MATERIAL..
When employee comments were first used as a basis for con
ference discussion in the Inspection Branch in 1928, they were used
in the form of complete interviews.

(See Appendix 2.)

The method

followed was to select several interviews containing appropriate
comments and read them in the conference of supervisors.

Our usual

experience was that supervisors immediately began the discussion of
some phase of the employee's thought and that very little directing
was necessary on the part of the conference leader.

The comments

of the employee kept the supervisors fairly well on the subject and
it was felt that they gained a great deal from discussing as well
as from simply hearing the expressions of each individual employee.
The discussion tisually took the shape of trying to determine why
the employee said what he did, and what could be done about it by
the supervisor.
At the end of about ten meetings most of the subjects about
which employees talk had been discussed in rather general terms and
in a rather hasty manner by the Inspection Branch supervisors.
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ferences "began to have a note of confusion in them "because of the
wide variety of topic discussion and the cursory manner in which
it was handled.

We "began to see that while the conferences were

exceedingly interesting and allowed the supervisor to gain an inr
sight into the individuality of employees, and a "better apprecia
tion of their attitudes, there was a need for more complete dis
cussion and understanding of individual subjects.

Our procedure

in the selection of conference material, therefore, was changed and
we began to take into the conference discussions one subject at
a time, such as * "health," "benefit fund plan," "vacations," and "A.
T. & T. Stock Plan."
As a basis for discussion in these subject conferences, we
carried to the conference on mimeographed sheets^ ten or twelve comments of employees about the subject which presented as many •
different points of view as there were comments.

(See Appendix 5.)

In addition to the comments from employees, reference material
obtained from other sources was taken into those subject conferences
by the conference leaders.

This subject material was used in con

ference programs until the middle of 1930, and while we are not at
present using it, we still feel that it is excellent material for
conference use. Meanwhile, as the technique of interviewing
improved, and as the contents of the interview became more inter
esting and varied, single interviews were frequently taken into the
conference.

(See Appendix 6.)

While the problem of selecting interesting, helpful, prac-
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tical, and varied material was over before us, we now "became more
consciously aware of two new problems.

As employee comments per

taining to their supervision were taken into conference, there was a
slight tendency on the part of some supervisors to put themselves on
the defense and take refuge by simply saying that the employee was a
"sore-head," "a failure," or just "Didn't know what he was talking
about."

This attitude, of course, while not general, was inimical

to good conference thinking.

How was it to be met?

A second disadvantage obtruded itself in a feeling among
some of the supervisors, although rarely expressed that they were
continually attending conferences but never getting anything
finished, and that the employee's side of controversial items was
emphasized to the neglect of supervisory opinion.

While these

disadvantages had no foundation in fact, it seemed desirable to us
to take some steps to remedy them.

We were anxious that nothing *

should arise to stop the rapidly growing appreciation of super
visors that supervisory-employee relations were a never-ending
problem, and that it was far more important to find a technique
and art of dealing with individuals than it was to determine once
and for all the exact manner to a present problem or any similar
ones that might arise.
After four months of extensive 3tudy and research in the
best modern methods of conference work and executive training in
industry, and after going over our plans quite carefully with
Professor R. S. Meriam of the Harvard Graduate School of Business Ad-
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* 12 ministration, we decided to introduce two changes in our conference
material.
The first was to arrange this material in a series of
related unit subjects, i. e,, we would select one major subject
and then break it up in four or five related parts, each part to
be the subject for one conference discussion.

The big advantage

of this was that it linked all of our conferences together and
developed a feeling of interest, suspense, progress, and con
clusion on the part of the supervisors.
The second change was to accompany each group of employee
comments about a given subject used as a conference topic with a
related supervisory problem drawn from some supervisor's experience
and incorporating the attitude, opinions, or questions of the su
pervisor involved.

This injection of the case problem method met

with the immediate approval of the supervisors who felt that they
now had a better chance than ever before to submit their own
problems for conference discussion and to match the employee's
criticism with a statement of the problem from their own view
point.

Samples of this type of conference material are appended.

(See Appendix 7.)
The subject for each one of these meetings has been chosen
in accordance with our guiding policy, namely, that the selection
of material for conference use should be governed by the relative
importance of that subject in the minds of employees as determined
by the frequency of its mention in their interviews. For some
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time the analysis of employee interviews has been sufficiently
completed that we could do this.
Of equal importance, too, is the fact that all of the
material which has been used as a basis for conference discussion
up-to-date has first been discussed by the Superintendent and the
staff of each branch.

This arrangement has insured that a good

interpretation of company policies would be available in the dis
cussion with all other supervisors.

It has also given the staff

members an opportunity to share the training and has thus helped
in securing their active interest as well as that of their subor
dinates.

Each development in subject material we feel has been a

definite constructive and forward step.

This policy must continue

if supervisory development is to become permanent.
THEORY AND OBJECTIVES Off THIS TRAINING
Obviously, one will say, the objective of this training is
jo make better supervisors; and, in theory, the more they talk
about good supervision, the better supervisors they will become.
True enough as far as it goes, but there's more to it than that.
Unfortunately, you cannot inject good supervision hypo dermic ally and
expect the patient to recover instantaneously from lack of under
standing and appreciation of the many human elements involved in a
supervisory relationship.

And while good supervision or bad super

vision are highly contagious, we have not yet discovered a serum or
antidote for either. This leads us to a restatement of a thought
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previously expressed, that supervisory development is a continuous
process.
Our earlier experiences with these conferences showed us
that most supervisors were inclined to think that any problem pre
sented in conference for an hour or two should be answered definitely
and that all that remained to be done in handling future problems of
similar nature was to apply the formula already prepared.

Gradually

this thought has given way to the larger objective, not of finding
definite answers to specific problems, but of developing a super-

f^f^^'j
jLlW^'* ft
1

visory technique in analyzing and finding the best solution tq__such
individual situations as might arise. . As a corollary to this our
own thought has changed to a point where we now feel that the best

irfvj^

conference is one in which prevails the greatest freedom of ex
pression, the clearest thinking, the best analyzing and weighing of
elemental factors involved in the problem, and the best understand
ing of the technique observed in arriving at a solution.
Another phase of our objectives and theory finds expression
in the modern educational ideal, namely, that if we are to teach a
child well, we must emphasize not the teaching of the subject, but the
teaching of the child as an individual.

As we experience the dis

cussion of supervisors in conference and the comments of employees
in their interviews, it seems to us that by some means the super
vision must be caused to form a concept of supervision in which the
major emphasis shall be placed on supervising the individual rather
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then supervising the job.
Again we feel that our theory of training is not well
founded unless it recognizes the necessity for training not alone
for individual skill, but also for wholesome group membership and
activity.

The emphasis must not be in training for narrow job

efficiency alone, but rather training for total personality development in relationship to human effectiveness and influence onother
people.

Employees are fired nowadays not so much for lack of skill

as for lack *of ability to get along with other people. This state
ment has been verified by the Bureau of Vocational Guidance at
Harvard University which recently made a study of why men lose
their jobs.

According to Dr. J. M. Brewer, Director of the Bureau,

only one third of the workers in various occupations lost their
jobs because they lacked skill or technical knowledge. The
balance, two-thirds, were discharged because they lacked social
understanding, or- the knowledge of how to get along with other
people.
In our training program then, we must choose the larger
aim of making supervisors alive to the possibilities of selfgrowth and self-achievement, not alone through skill on the
mechanical job, but through new points of view, new attitudes, new
methods of dealing with people, new feelings toward work, and the
sharing of life's experiences with others.
And, finally, we feel that our training objective must
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matter how wise and beneficent our managerial policies mayappear in print, they are worthless until they have sifted down
through the ranks and found a resting place in the satisfying of
hidden desires and unexpressed longings of the people who work for
a corporation they cannot see. To our supervisory force is dele
gated the responsibility of interpreting and transmitting both the
spirit and the letter of these corporate objectives to the working
force.

If this responsibility is to be discharged effectively, it

can be done only through the explicit understanding, allegiance
and vitalized activity of the supervisory and executive ranks.
And if this activity is to be permanently satisfactory it must be
conceived in or reconciled with the natural desires, impulses, and
satisfactions which our employees normally seek to express.

The

present interviewing program is the best known means of verbal
izing these desires, attitudes, and reactions. To the extent then
with which we can bring this new degree of understanding before a
conference of supervisors; to the extent with which we can integrate
it with the spirit and letter of Company Policies, and to the ex
tent with which we can seek a harmonizing of minds, a banishing of
cross purposes, on the application of those policies, then to that
extent will those policies be assured of most careful inactment.
This, we feel is a large enough objective to keep us busy for the
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to listen to reason, and if there is anything he can
do to help them, I know he'll do it."
And so in these and many similar ways we find employee inter
views reflecting a change in supervision.

This is particularly true

of second interviews taken in 1930 which frequently voice the
thought, "Supervision is different now than it was last year,

I

can't say the same things about my boss now that I said then.

He's

improved a lot,"
Along with these evidences from employees, we are able to
collect from supervisors other comments relative to the conference
program.

Most of these comments are favorable and express such

ideas as the following:
"I got more information about how to supervise
from one conference than from a year of experience."
"I believe all the supervision around the plant
is getting better. These conferences have been very
effective and have had quite a bit to do with changing
the unapproachable attitude of some of these fellows."
While these favorable comments far outweigh the unfavorable
comments, some unfavorable expressions are received from time to .
time, of which the following is a temple:
"These conferences are pretty much a waste of
time, I get tired of hearing fellows say a lot of
stuff that you and I both know they don't believe, but
they say it just because they think the company wants
them to say it."
Another more intangible but none the less valuable by-pro
duct of the conference program seems to be accruing in the acquisi
tion of new self-confidence and freedom in expression on
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the part of the lower levels of supervision in particular.

We are

all quick to concede that no super-structure of generous employee
responses or supervisory confidence in managerial wisdom and jus
tice can be built on a foundation of jealousy, suspicion, exclusion,
or repression.. Yet those forces are at work. We have found and
still do find some supervisors who have become so accustomed to
silence that they cannot conceive of an open forum in which they
are at liberty to "speak their mind" freely without fear of con
sequences should their thoughts seem "out of line".

The theory

of "think what you do" instead of "do what you are told" is a
strange phenomenon to some of these men. But as they are gradu
ally acquiring new ability to sit down and think out loud with
other men, and mold those forces of thought into a common ideal
which they in turn express; new ability in freely speaking their
mind, participating openly in discussing management problems, and
modifying willingly their own prejudice, the effect is truly as
tonishing.

The men speak of this effect in comments similar to

the following:
1, "You see, the practice I get in the conferences
gives me nerve that I didn't have before. I put out*
my ideas now and the boss likes that, too." Who can
measure the value to this man of his new-found selfconfidence?
2, "I've noticed that the fellows around here who can
step right up and say what's on their minds are the
lads that get ahead. We supervisors get a wonderful
chance to learn that by practicing in our conferences.
We all profit from that, and it is a cinch that we can
use some of what we hear from the other fellows."
3, "Do you know that up to the present time I was
rather skeptical as to the purposes of these confer
ences; that is, I felt they were being held only for
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the Company's good and that the conference leaders
were actually instructed on the points which the
Company wanted to put across. After this morning's
meeting I felt that every man in there was actually
contributing' to the program, and I sure got many
good pointers from this conference."
But the best and most impressive evidence of what is
happening in this training program has to be felt rather than seen.
It lies in the "tone" of the conferences themselves.

To those who

have the opportunity to observe the day by day work of the confer
ences, it is clear that supervisors are going much further in
their discussions toward seeing the real depth of problems pre
sented, in analyzing these problems and in applying company
policies to their solution.

They have become less dogmatic about

supervisory practices and less sure about many habitual techniques
which previously they had applied without any analysis or question.
It is noticed, too, in the conferences that supervisors are becoming
more keen to interpret the spirit as well as the letter of company
policies.

To us, this seems to be a point of major significance.

Again there is observed a growing spirit of openmindedness
on the part of many supervisors who in the earlier stages of the
program were inclined to believe that good supervisors were born,
not trained, that supervision was a matter of individual qualities
anyway, and that no subordinate could tell them anything.

This type

of supervisor is becoming more and more willing to seek the advice and
discussion of others and to take into account the thoughts of his
own subordinate supervisors.

Generally, the supervisors in con

ference are beginning to tell each other that these supervisory
problems must be considered in terms of the individual involved and
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that the answer they find must be an individualized answer.

Many

of these same supervisors a year ago were boasting that they
treated everyone exactly aiike, and were, therefore, absolutely
fair and impartial.

There is a growing realization on the part of

conference members that good supervision is that supervision
which most nearly relates-the needs of the individual employee to
the demands of the job, which most clearly identifies the circum^
stances surrounding each situation and tries to find an answer by
analysis and thought rather than by rule or formula.
And, finally, there is noted among the supervisors a growing
appreciation of the effect which their supervision may have on the
attitude of mind, on the morale, and on the job effectiveness of
the employee.

History tells the story of a tyrant Roman emperor,

Celigula, who posted his edicts so high that his subjects couldn't
read them and then flogged the poor devils for disobedience.

In

but a slightly different sense our supervisors are seeing that super
visory orders, actions, and thinking must be on the same plane as the
day by day wants and human desires of their people, and that if a
foundation of loyal and effective employee responses is to be laid
it must be molded in mutual confidence, cooperation, understanding,
and helpfulness.
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SAMPLE INTERVIEW

The following interview has been selected as an interesting
illustration of how the interviewing method may help us to under
stand the behavior of an employee.
It happens to be an interview with a so-called "problem
ease"; a girl who is reported as a "chronic kicker."

Of particular

interest is the new insight one gains of her present attitude when
viewed in the light of her reflections on her home environment.
Especially is this noticeable in her contacts with a supervisor
who "reminds her of her step-father."

Although scarcely anything

©scapes her condemnation, it is obvious that our problem would not
be eliminated were we to consider her remarks at face value and
attempt to "correct" those things she complains about.
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Supervisor asks interviewer '"hat girl she wants to see. When
told, he remarked, "Oh, sayj You ought to get a good story out of her."
I:

"Is that so?"

Supervisor: "Yes. I don't know what it is that is the matter with
that girl, but she's what you call, a chronic kicker. You ought to
get a lot out of her. We regard her as a problem case,"
Employee is introduced to interviewer.
conference room they tali: about the weather,

On the way to the

S: "I don't know what's the matter with me, I've always got a cold,"
(She speaks in a very calm and uncomplaining manner throughout the
interview with occasional exceptions), "You know, it seems like I
didn't get colds that way, but the last couple of years I can't turn
around without getting a cold. You know, I get just a little bit of
a draft on me, and I've got a cold. It's almost gone- now though."
"You know, when "X", (Group Chief) called me, I was scared I
was going to get laid off. I saw the chief stand dorm at the other
end of the department talking with him just bofore you came in and
I didn't see you, soe? You were standing v/ay ahead there, and I
couldn't see you from where I was sitting, and I thought sure I was
going to get laid off. I says to myself when he says, 'Como here, '
I says, 'Woll, here's where I get it,* and I really thought I was
going to get laid off, but then when I saw you out there I knew
different." (Laughing)
I:

"Oh, ypu knew who I was,"

E:

"Yes. I've seen you around.

I:

"

Y

e

3

,

Didn't you talk to "A" j'esterday?"

I did."

E: "Well, she's a friend of mine. I sax you with her. I knew you
were the interviewer. Say, you knov/, that "X" is not so good. You
know, he never goes around smiling. He gives you the arcfullest
looks. I don't think he's such a good boss. You know, "Y" is so
different. (Former Group Chief) You knov;, he comes aro*und you all
the time and says little jokes and makes you feel good, but "X" is
kind of mean like. He's so mean looking."
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I:

"You mean, it's just his looks?"

E: "Woll, he talks that way too. If it happens that just one coil
is bad - by God, that happens once in a while - he comes over and
wants to know why it happened. Gee, he just has to tell you all about
it. Well, it's not like that in other gangs. You know, like yester
day, after you got through talking to "A", he came over to her and
wanted to know what she was talking so long about, and she said it
was on business, (snippily) She wasn't going to tell him; it was
none of his business. You know, with "Y" when things would go wrong,
you'd just feel like telling him, but not with "X". You'd sooner suffer
than tell him. You know, he just came off nights, and all the night
girls say the same thing about him. They are all the same; they
haven't much use for him. It seems like he just likes to hurt people.
He just wants you to know that he's the boss, I guess."
"You know, this is the third time I've been interviewed. I was
interviewed once about a year ago and then before that. I don't re
member their names; they were awfully nice ladies."
"Gee, it's a good thing I didn't get laid off. I don't know what
I would have done if.1 had been laid off, because, you know, it's
only a year since I've been married. It will be a year next week,
and my husband's been out of work most of the time. He got laid off
just two weeks before the wedding and he couldn't find anything for a
long time, and after a couple months he found something that lasted
just a few weeks, and he's had a few short jobs like that just off
and on. He's been working the last couple months. Then he got a job
sawing in a box factory. They have a circular saw and it broke on
him. It's not very big, you know, but when they break, they break
hard, and the saw broke on him and cut his hand right here. (Employee
points to thumb and forefinger). He cut the vein in here in both
these fingers. He had to go to the hospital for four or five days,
and they put him on piece work. He can't earn much that way, be
cause they don't have many orders. Maybe he'll go and work two hours
and then come home, and maybe he won't work for two or three days.
Then he'll go down and work four hours or something like that, and
you know what that means. Why, I don't know what I would do if I was
called to the office and laid off. I sure got trouble when I got mar
ried."
"I've always had a lot of trouble. You know, I've had to help my
mother a'lot, because things aren't so good at home." . . . . .
"You know, I have a stepfather, and he's mean man."
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E: "Gosh, he's the meanest man I ever heard of. Gee, and my mother
is the sweetest woman. She's got to take so much dirt from him;
I feel so sorry for her. That's why I stayed home as long as I did.
I v/anted to help her,"
I:

"How do you mean stayed home?"

E: "Well, I mean before I was married, see? I would have left home
long before if it hadn't been for her, but you know, she is the kind
est person. She would take a thing into her heart and cry over it
before she would say anything. I never could stand my stepfather.
I think that|s the reason he was so mean to me, because I used to
stick up for my mother, see? I used to argue for her and fight, and
that would make him mad, of course. You know, the trouble with him,.
I think, was prohibition. You see, he's a drunkard. He always has
to drink and then it makes him so mean, and if he hasn't anything,
it makes him mean afterward. You know, I don't know just how it is.
It seems like he just can't be mean enough when he hasn't any, be
cause he wasn't that way before prohibition. I can remember in the
days of the saloons that he wasn't that way. We had a lot of trouble
with him, because he used to get it from a friend of his who made it,
and this fellow lived right next door, so it was kind of hard. Then
when that fellow moved away, he'd get it somehow. He'd go out and
buy and sometimes he'd go to some friend of his that was making it.
He'd get it some way. Gosh, he's mean to my little brothers and
sisters too. You know, my mother's got a big family. There are
seven children. When I was home there were eight, and I still try to
help my mother. My own father died when I was about six and a half.
My mother had three children then besides me. There were three lit
tle boys; one of them was three, and one was two and one was only
about six weeks old, just a little fellow, when my father died, and
then it wasn't long after he died, a couple years, that my mother
lost one. She lost the one that was tv/o, and then five years ago the
other one died, the older one."
I:

"Oh, the one that was three when your father died?"

E: "Yes. He was so young. He was only seventeen, and gee, he was
the nicest kid. He was the only one that my stepfather was scared
of and you know, he wasn't mean at all. He never argued. He just
couldn't stand to argue. He was always singing and whistling, and
the minute he would come into the room it just seemed like my step
father would stop being mean. I don't think it was because he liked
him; I figured it was because he was scared my brother might beat
up on him. You see, he was awfully well built for his age. He was
tall. He was a lot bigger than my stepfather, and I think the only
reason that my stepfather stopped when he was around was that he \?as
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afraid he might heat up on him. Of course, there was never no thought
in any of us to beat up on each other. My stepdad has never beat my
mother. If he would, I think we would have all beat him up so that he'd
never have done it again, but he used to be mean in other ways, you know,
saying things to her mean that would make her cry. Well, finally I
decided I couldn't stand it any longer, so I told her that she had to
tell him that he had to cut that out or I was going to leave home. Well,
of course, she couldn't stand to have me leave home, so she went and
told him, and you see, after that he was always mean to me, because he
was mad that ray mother would listen to me and not to him. Gosh, it
makes me feel so sorry for my mother when I think what she has to suffer.
You see, she was real young when my father died. She vrcts only twentythree and she married my stepfather to have some one to take care of
our family. She's real young now; she's only forty-one. Her baby is
six years old now, and the oldest one will be seventeen in a couple of
months, in December. My own brother is nineteen, but he's not working
now; he can't find a job. He has been working, but he got laid off.
He goes every day, but you know you can't find anything nowadays. The
other one is still going to school, so he can't earn anything. Maybe he
couldn't get work if he wasn't going to school, so he might as well get
an education."
. . . . .
I:

"He must be going to high school."

E:

"Yes, he is.

I:

"He's taking up something special?"

He's studying something."

S: "Yes. He's studying some course there. You know, the one that's
nineteen and the one that died both started to work with Western
Union."
I:

"I suppose the oldest one got the younger one started there?"

E: (Enthusiastically) "Why, that's exactly what happened. Well, it
wasn't exactly that way. The older one had worked there, but he wasn't
working there when my younger brother started but he told him to go
there and he went over there and talked up to them, and I think that's
what got him the job. It seems a sheme he had to die so young* You
know, he was a great fellow for sports, Gee, he was crazy about base
ball. He would rather play baseball than eat, and that's a fact, and
he would like to go out with the fellows and play basketball or anything
like that. He was great for sports. Well, one Saturday night ho wont
out with the fellows and the next morning he kind of had a stomachache.
He was going out to play ball that morning because he's so crazy about
it. He w a 3 going out to play ball in the afternoon, too, but he kind
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of laid around across the bed and he didn't go out to play ball in the
morning. By the afternoon the pains got so bad that he was yelling
right out loud. Well, when he started to holler like that my mother
called a doctor, of course. She always does all she can for us and
then when she can't do any more, she calls the doctor, because you know
times are so hard right now and lots of times they are, and you know
how doctors are. On Sundays they're at home and they take their time
about coining, and he didn't get there until 3:30 and by the time he
had come over my brother's appendix had busted, and you know, there
isn't much you can do after that. So the doctor told my mother that
there was one chance in a hundred that you can save somebody when that
happens, and if she wanted to take a chance, he could take him to the
hospital and operate on him. So my mother said, of course, she would
take any chance there was to take even if it was one in a hundred. So
they took him right to the hospital and the doctor operated on him,
but he only lived five days after the operation. He was getting along
pretty well until the second day after. They were giving him a physic
all the time, but it didn't do any good. It seems like his bowels were
just stopped up, and you know, the poison got into his system. It
wasn't the operation that killed, I don't think, it was just the poison.
It was too bad he had to be taken so young. He was such a nice fellow.
Everybody liked him."
"My other brothers have that way about them too. They get along
real well with people. One of them is working down at Sears. He
started work there when he was only fourteen. I did too. All of us
started working at fourteen in our family., You know, when you can't
go on to school, you have to start working at that age. You know how
it is in a big family. The older ones don't get much chance for
education."
It "But the younger ones, like your brother that's seventeen, are
going?"
E:" "Yes. You know, it's usually that way.
education while he can."
I:

I think he should get an

"I suppose he'll graduate."

E: "Well, it's kind of hard to tell, he's in his second year now.
This brother that started at fourteen is making real good there. You
know, Sears likes to get them at that age, because they get them to
counting things and then packing and putting things on the shelf
and things like that, and they get them used to the store, and then
when they're twenty-one they're ready for better places, see? Instead
of hiring people from the outside, they can put these boys into the
places where they noed them. My brother was in the office for a
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while. He had to sort of go around and do errands, but he figured there
was more chance to get ahead in the other place, so he asked them to
change him.. When he's twenty-one he wants to be a clerk. He figures
that when he's twenty-one they'll change him to be a sales clerk. I
think they will, too, because they do a lot like that. He told them
that he figured there was a better chance to get ahead, so they changed
him over, and he's a real good worker. He has to go around on all sorts
of errands. Do you remember that girl you talked to yesterday? Well,
her brother is down there too. He's got a job almost like my brother's."
.. . ... .
"You know, I think the reason that I can't stand "X" is because every
time I look at him he reminds me of my stepfather. (Laughing)
I:

"Is that so?"

S: "Yes, I can't look at him without thinking of my stepfather."
I;

"So he looks like him, does he?"

E: "No, he doesn't look just like him, but it's the way he acts; you
know, going around with a grouchy face all the time; you know, "S"
is the nicest fellow to work for. He's the nicest fellow to tell your
troubles to, but with »this guy, you haven't got the heart to tell him
anything." ......... .
IJ

"I wonder what makes people that way."

E: "I don't know what it is. They say that my gang boss used to be
a lot better. I remember when I was working on days before. He used
to kind of smile once in a while, but gee, you just can't get him to
smile now."
I:

"Did you ever try smiling at him to see if he would?"

E:

"Yes, a lot of the girls try that, and he doesn't like it,"

I:

"Have you ever tried yourself?"

E: "Yes, I did try it at first,' When he come back on days I thought
well I'll just try to see if it works. So the first time he looked at
me I kind of grinned at him, and you know he kind of grinned back, but
most of the time he won't do that." . . . . .
I: • "So you think he used to be better?"
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E: "Well, I remember I wasn't with him long. I was only vdth him two
weeks before and then he went on nights. The girls who have been with
him for years say that he'has always been that way, and they should
have been with him long enough to know. Gee, that's all you ever hear
around there. (Gee, I hate that guy. He's the meanest guy in two
seas.)
"They say he is good to his wife. The girls say he
is. They say his wife is the boss at home. You know, I figure that
he wants to be the boss somewhere and that's why he acts down here
like he does."
"Say, do you write the bosses name?"
I: "No, we don't. You see, since this is all confidential, it wouldn't
be any more fair to say his.name that it would to say yours."
E: "No, that's right.
they'd know."

I just wondered if you put their names in so

Interviewer explained the supervisory training courses.
E: "Yes. Well, I think that's a good idea. I've often wondered if
they put it in. I've been here a long time now, eight years. You
know, I figure this is a lot better place to work than other places.
I didn't like it so well the first two years, but I figured when I
had been here two years that I might as well stick. When they pay
your wages during sickness and all other benefits, I figured I might
as well stay, so t stayed. I really made more hore. Of course, I
was younger then, so I didn't get much other places."
. . . . .
"Gee, I certainly got things worse when I was married, though.
I thought things would be real good when I got married, but you know,
I don't like to complain at home. My husband often says that if he
had it to do over again, he wouldn't put all this on my shoulders.
It makes him feel real bad. It would be different if I thought he
didn't want to work, but he's always been a good worker. He always
worked until he was laid off two weeks before we were married, and
you know how things were a year ago, you did not figure on things
getting so bad. Y/hen he lost that job we thought he could get another
one right away. If we thought things would come like this, we never
would have done it. Of course, he is a good man. I haven't anything
to complain about that. He's never cross or anything; he's real good
to me, but you know, a time like that was no time to get married. .
. . . But we could not put it off because we had things all planned.
We had our clothes and everything, so we just went ahead and did it.
But you couldn't tell a year ago how things were going to turn out.
Gee, if we could have seen ahead, we would never have done it," . . .
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"About the bosses the only thing I have to say is my Gang Boss,
"X", and all the others are all right. They say that "X," who has
had interviewing experience and attended conferences, was not as nice
as he is, years ago. They say he's gotten that vtay lately. He was
more strict-like a long time ago. It's just the last two or three
years maybe that he's been better. Maybe it was because I didn't
know him. The longer he's here, the nicer he seems to b©. I don't
know, maybe they're all that way. I never had anything agaih3t "A,"
the assistant chief; He used to be kind of mean, but of course, I
don't talk as much to him and the others as "X"'. Say, 1 think the
chief (foreman) is a darb,- I think he's a good fallow. He treats
everybody alike, He never does things for one that he won't do for
another. You know that fellow that site next to "B"? Well, he's
kind of nice, too. I haven't talked to him very much', but he smiles
kind of nice. That's one thing you can't get the assistant chief to
do. You never see him smile."
"Say, I hate to think when it gets busy again and the lockers
get jammed. Of course, now it's all right because it% so slack*.
Now there is only one or two to a locker, but otherwise, gosh, it's
jammed. Lots of times there are four to a locker. You know how
small they are, too. They wouldn't be so small really if there
wasn't so many of them in the locker room. The trouble is that the
room is too small. If we had another room and took some of the lock
ers out and put them in there, it wouldn't be so bad." . ; . . .
"Say, this is a drowsy day, isn't it?"
I: "It is kind of that way, isn't it?"
feel like being interviewed today?"
E: "Oh, I don't know.
today."

. . . . . "Maybe you don't

I guess every one feels like going to sleep

I: "Well, maybe you'd rather stop now and have me come back tomorrow
and see you?"
E:

"Well, do you want to do that?"

It

"It's all right with me.

3$: "Oh, I don't know.

If you feel sleepy, you can do that."

I*d just as soon sit here and talk." * . . . ,

"Say, do you know If the matrons have mora than one washroom to
take care of? It seems as if they're not as clean as they should
be. I don't know, maybe it's the girls. You know, she's an older
woman and she's always working around there, but, my God! it seems
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that she's' always busy. She's always sweeping, scrubbing or some
thing whenever you go up there. I was just wondering if she had
other things to do, because if she has nothing else to do, I don't
see why she can't scrub and sweep before the crowd gets there.
You know, when anyone comes, she has to keep moving away. It would
be nicer for her if no one was in her road. She seems to be up
there cleaning when there is a big jam."
. . . . .
(seriously) "I wonder if it will pick up."
I: "It's hard to tell, isn't it?
signs in your department?"

......

. . . . . Why?

Are there any

E: "Well, it doesn't look that way.' They're laying off the married
women, but I think that's all right. You know, there are lot of
married women that don't need to work there. They are just working
there so that they can buy clothes and pretty things for themselves,
and you know they don't need to do that when times are so hard.
They ought to give the single girls their job. Of course, some
married women have to work, because their husbands haven't got steady
work, but I'm plad they're laying off the married women, I think
they ought to do that. I don't think married women should work, do
you?"
I:

"Do you mean whether business is good or bad?"

E:' "Yes, I think -so, I don't know about when times are good. I
think women should work then if they want to. I think it's their
own business if they want to work then, but I think at times like
this it isn't fair for them to take some girl's job that needs it.
There is a lot of them that don't need to work and they can just as
well give up their jobs as not, but as far as saying they shouldn't
work when there is plenty of work, I would not so so far as to say
that."
"Some of the bogeys are terrible."
I:

"Is that so?"

E:

"On some of the jobs it's awfully hard."

I:

"What do you mean by terrible?"

, , - , .

E: "Oh, the amount of work. The rate is too high. You see, they
time the girls and set a rate on the job. Now it's not so bad. Of
course, if you make too much, you're likely to have to turn in more
and you'll raise the bogey."
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I:

"Is that so?"

B:

"Sure."

I:

"So the rates are not so bad now?"

E: "Not on our job.
job."

You know, we're all old timers. We know the

"We have the same bogey as on the old machines across the aisle.
We have the same bogey but they have a lot more. They've got to
work to the last minute over there to make their rates. They have
to work real hard. Those machines I'm on are different. They're
real nice, especially now that there is no night gang. When you
run your machine yourself it's a lot different. Oh, it was terrible
with a night gang. You know, each girl was running her machine dif
ferently, especially on nights. When they get new girls and they
monkey, it's terrible, but now it's not that way; it's nice," , • •

"Those old ones are terrible.
with them." . . . . .
I:

There is always something wrong

"So they have the same bogey as you?"

E: "Yes, they have to work so hard or they can't make their rate.
The wire always breaks on them
As far as that goes,
none of the jobs are easy. You got to work on all of them, but I
guess that's what you're paid for."
. . . . .
I:

"But yours are nicer?"

E; "Of course, they're nice when they're new.
are always a lot nicer then."
I;

(Emphatically)

They

"So you would rather be on yours than on their machines?"

E:. "Oh yes, any day."

......

Ir, "I'll bet you're glad you don't have to change machines with
them."
E: "They're not so nice to run. Of course, ours weren't either when
the night gan^s were there. It loosens up the tension or something
and they run different. Before you'd get started in the morning it
takes a lot of time and you lose so much. . . . . . You know the
big automatics? They're terrible to run. I worked*on them two dif
ferent times and I had to be taken off. I couldn't stand it. Of
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course, you push the pedal down you know. You had to use your
strength to push it down."
I:

"So they were real hard?"

E: "They were a
girls don't have
to. All we have
is going, but on

lot harder than the new machines they have. The
to swing their body around now as much as they used
to do is press down a little pedal and the machine
the automatic you have to shove it down all day."

"We've got a Ifirst Aid Station in our depariment now. It's
real nice. I wonder why they've got it there. There is so much noise
there, I should think they would want it in a quieter place. Maybe
they think there are too many of them taken to the hospital. In the
summer time the girls faint, you know. An awful lot of than faint
in there. This summer when it was hot a lot of the girls fainted.
A summer a~o on the big automatic there was always a girl fainting;
every week there was one or two. There was so many, you know, and
they sat so close together, it was bad for them. There was a great
big bunch when the place was busy
"What they ought to have is another time clock, (Indignantly)
By gosh! You go upstairs to get your hat and when you come down
they're still punching, and it's slack now. So you can imagine
what it's like when they're busy. They sure oucht to have another
time clock, i/e often holler (Laughing) - you know, pass remarks in
line, but nobody seems to pay any attention. We always say so they
can hear. We certainly ought to have another time clock around here."

"About bogey. It's pretty hard in our place. Half the girls don't
turn it in. You're supposed to. It goes against you, if you're not
a hundred per cent. If you are not, they come around and ask you why.
If you have no trouble, you can do it, but if you have some, you can't.
I don't think the rates around there are right. Some are too high and
some are too low. My God! As far as making out the bogey, If you
happen to make out a hundred, "X", group chief, comes running around
and says, 'What's the matter?' That's not much of a drop for coils.
If you don't feel good, or the wire breaks, right away he comes around
and asks you."
I:

"Is that so?

So if the wire breaks you can't make it?"

E: "No. It's the same as across the aisle, only, of course, theirs
are a lot worse, I think theirs are loose or something. I don't think
they're going to keep them, I think they intend to drop them soon.
Now, you take Mr, "A". When he //as our gang boss, if you would drop
two or three on account of the breaks, he would realize it and not bawl
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you out. .He -would say that you can't expect to do it every day.
wouldn't bother you.
. . . . .

He

"I like this job. The bogey is not so low, and you have to work
hard, but if you don't have much trouble I like it,", . . . . .
I:

"You mean if you don't have any breaks in the wire?"

E: "Yea. , , . , . But over there across the aisle the parts are old
and they're always breaking down, but not ours." , , . . .
I: "I suppose if "Y", (a girl across the aisle) - you know her, don't
you? I suppose if she could change with you, she'd think yours was
easy."
;

E:. "If she'd get used to it, she's like it. ^ They run about the same
except on ours you pull it on the left and on theirs it's on the
right."
I: "I meant on account of the speed and the breaks that she's like
it."
E:

"Sure, she'd like it." . . . . . . . .

I: "When you said that some of the rates are too high and some too
low, did you mean like "X's" rate is too high but yours is all right?"
E:

"Yes. • They ought to fix their rate."

I:

"But yours is all right."

E: "It's pretty fair. They're nosing around quite a bit. They think
if they can get more out of you, they ought to. , They want the girls
to raise the rates. . We've been rerated three or four times. Some
days you.can't make more than a hundred. . The rate used to be a lot
lower, I remember when they first set it across the aisle it was 9-§an hour, and then they rerated it. , Before that it was even lower. It
was seven, and then it was eleven and then thirteen, and it stayed that
way since. I suppose they figure that if the girls work real hard,
if they simply kill themselves, one or two of them can do better, if
they have a better machine or something, and then they can turn in the
rate
"They've been rating us two different times. I suppose they figure
that if they can turn it in on that job across the aisle, that we ought
to on our machine. We just about make it by not killing ourselves. They
should lower theirs."
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I: "You mean that instead of keeping theirs the same and raising yours
that you think theirs should he lowered and yours kept the same?"
E: "Yes. You see, they figure that the girls on the old machines can
make it and we should make more, but it's no snap. You have to work
hard all the time. There is no stalling at no time. You have to work
hard. See, that's the way it is, but of course, it's different than
"X's"(girl across aisle). Ouxs are much easier than theirs. I guess
they want to change ours. They've rated us two times but they have
not changed it."
I: "Just what do you mean when you say that your job is easier than
theirs? I want to be sure that I understand just what you mean?"
E: "Well, the wire don't bother us so much, and the machines go fast,
and it gives us a better chance to make the rate. Over there the wire
breaks all the time and the machines are not so fast. There are much
more breaks over there."
I;

"Is that so?"

E:

"Oh, yes."

I:

"So it's quite a few, is it?"

E: • "Yes. Here where I am it's only two or three, but there it is al
ways breaking. We used to have more breaks when the night gang was
working. We just couldn't do anything then. We were always having
trouble, but theirs is worse. They are always having trouble and their
speed isn't so fast. . . . . . (4:15 whistle blew) Oh, it can't be
that late already."
I: "I wonder if you wouldn't like to come back for a while in the morn
ing. I'm sure you must have more things you want to say."
E:

"Why, yes.

I'd like to come back. Will you call for me there?"

I:

"Yes, I'll be there in the morning„"

(Later) Next morning interviewer calls for employee.
to the conference room they discussed the weather.

On the way

E ; "I've been having trouble with my machine this morning. The wire's
breaking. You know, they used to send the wire back to the Cable Plant
if it was no good. They used to test it. They would stretch it three
inches, and if it wouldn't stretch that far, it was no good, and they
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would send it back to the Cable Plant, but sometimes of course, when
you have trouble, the tension is too high, or it needs oil or something.' For a while they did have the wire tested in the Cable Plant
"and it was not sent over if it was not good. Gee, that was swe.ll.
We '--never had any wire trouble, but it took so long, us girls had no
wire. . We would always be without wire, so now they send cvar every
thing^ They don't test it first."
I:

"Was 'that very long ago?"

E: "Oh, it Was warm yet then. It was in August I guess. They tried
to get it for us that way. It was good every time then. It would
run real nice,Ybut too many times there was no wire. Lots of times
we would have to wait a half an hour, so now that's all over. So
now it's up to up girls to put it on our machines and test it. If
it's no good, we "put it in a box and send it back."
I:

"So that didn't last very long."

E: "No, They quit after a while.
stopped."
'

Maybe about three weeks they

\

I:

"And before that^it was just the same as it is now".

E: (Nodded) "If they, would test it, it would be much nicer. Then
we'd always have decent,,wire to run. . . . . . Before it was even
worse. We had to use bum wire unless it was real, real bad we had
to use it, and then semetim.es they would just put it aside and make
us use it later. Maybe sometime they would be out and then they
would make us uso the scrap wire, but now we have to have the gang
boss do it. The girls are hot allowed to take it off. The gang boss
has to test it, but you know, the girls used to get there early and
they'd sneak their bad wire; on someone else. You know what they used
to do? You know like Y " showed us. (Employee and interviewer had
stopped at a bench across tho aisle to watch one of the girls work.)
You know how she showed us /that on some coils we have to put on 466 and
some, 411 • Well, the girls used to get there before the whistle blew
in the morning* They'd get there early and they'd pick out the best
for themselves so they would have it a lot easier. You have to do a
lot of work in that department. The rate is so high that you can't do
everything at once. Ypu can't do a lot of things that you're supposed
to do. You're supposed to put the washers on and skin the wires, but
you can't do it while you're working, so you have to do it before. When
you don't do it before you have to work through the lunch hours, po .you
lose out thero, (Stamping the tags) Skinning the wire and putting the
washers on and things like that, I don't think that's fair."
W
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I:

"I wonder why the girls do that."

E: "They can't make their bogey if they don't.. They do it at noon.
If you pass by yourself any noon or early in the morning, you'll see
for yourself. If they wouldn't be able to do that, they couldn't turn
in the bogey, I tell tho gang boss but he says, 'Well, he can't stop
them* and lets them go ahead and do it.'' . . . . .
I:

"So they figure they have to do that to make the bogey?"

E: "Yes. Some of them need to do that to make the bogey. There is a
lot of girls on my job that need to, but I figure that the lunch hour
is for rest. Why, a lot of them don't even go upstairs. It happens
sometimes that I don't get to go up, but after working all morning
regular, I don't do. that. They pay you for working eight hours, and
you know I don't think you ought to stay down thero when you need to
go upstairs."
I:

"So some of the girls to that?"

E:

"Some do.

I:

"You moan some of tho girls in your gang?"

Yea."

......

-E: "They don't do it very often, but if they're behind, they do. But
instead of telling them, you know what they do? - they work and work
during the noon hour. They don't let you run the machine at noon hour,
you know, but they do a lot of things like skinning wire and putting
on washers and that stuff,"
. . . . .
I:

"So you think it would be tetter if they told the boss?"

E: "Well, you know, sometimes I think they should. You know, sometimes
they call you in the office and ask you why you aren't making your rate,
and if you say, 'Well, I don't stay at noon hour and come early and
work' they'll say, 'Woll, she does that, why don't you?"
That makes
us mad. When you have forty-five minutes for lunch, I think you should
rest. That's not a very long time. I think it's plenty when you work
eight hours, I know that's all they expect you to work".
I: "Did you mean that the chief asks you why you don't do like the
other girls?"
E: "Oh, he hasn't said it to me. I don't suppose he would believe if
they come early in the morning and work that way. It's the gang bosses.
They say thoy can't stop it if they want to work, but I think they
could. I should think they'd let them work eight hours and rest the
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rest, "but they haven't said nothing to me about it
never troubles mo about that."
I:

They

"Not about that?"
f

E: "No, not about that.
. . . . . Once in a while the gang boss
vd.ll como around and say, 'What's the trouble?' You know, lots of
times I think they would do better if they would put a girl on the
bench instead of keeping her on the machine. If sho is just a clumsy
girl or something she might be better on the be;.xch, or if she's on the
bench maybe she'd sooner m m a machine, I don't think they pick the
girls out right. I often think they should try out the girls on
the bench and the machine to test thorn, and if they can't do either
one, they're no good, but thoy didn't do that. All they do is keep
hollering at you, 'Why don't you put out your bogey? Why don't you
put out your bogey?"'
. . . . .
I:

"So you think they should have a way to fit tho girls on a job?"

E: "Yea, Lots of girls never can run a machine. They'd do a lot
betteronthe bench. Some of thorn arc not strong enough to be on the
machine, and I imagine they're just ruining their health by staying
there."
. . . . .
I:

"You notice a lot of things, don't you?"

E; "I guess I've been here so long, that's why. Lots of girls are
afraid to speak up. They think they have to run a machine whether
they want to or not. They think they got to take it. Like me^ they
put me down on a big automatic, but I saw I couldn't stand'it and
I told them. It made me sick right away, so they took me off. Your
health is better .than the job. That's the way I look at it." . . . . .
I:

"So when your'e not satisfied you .talk it over with the boss."

E: "Well, it just happened two times. I think I had been on the auto
matic two days when I broke down and I was sick a long time. I think
it was from that. Then they put me on one time after that and I was
sick again, Mr. "W", one of the gang bosses who was here a long time
ago, said I was not strong enough, so he said they should put me back
on this and I've been there ever since^ but you have to get along.
They dom't pay you for nothing. You have to work for what you earn.
This work is lighter, it's not as heavy, A lot of girls are built
different and they need different kinds of work."
I:

"So you were on the big automatic only two days when you

got sick?"
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E: "Yes, the first time. The second time I guess it was about a
week. No, I guess the first time it was a week and the second time
two days, but right away I spoke up. They tried to put me on it
when it made me sick, so I put up an awful fuss. I said I'd just
as soon quit, I just spoke up for my rights. You know, a lot of
girls on the small machines could run the big ones. They have never
done it though."
I:

"How do you mean?"

E: "Oh, you know. They never try you out to see if you're good.
It just seems that they don't do it. You know a lot of girls on
those machines get appendix trouble, I mean, on the big automatic.
You should see some of the girls that have been on that job for a
couple years. Why* when they walk they're so awfully bent. It's
not good for them. I shoiald think they would put them on something
lighter. I always said men should run them; women are not fit for
it. They used to have men, but they were different then. You used
to have to stand. So they fixed them, so that you could sit down.
They change the machines quite often."
.....
I:

**I wonder why the automatic hurts people."

E: "It takes strength to put it down and it hurts your back and you
feel it in your right thigh. You have to be awfully strong. You
got to tell by trying, not just by watching. When- you watch, it
doesn't seem so hard. You got to tell by trying."
"When they talk about the interviews at the meeting don't they
even mention the department?'*
I: "When they use anything at the meeting they put it in wrong if
it would show who a certain person was, so it wouldn't be fair to
mention the department either."
E: "Oh, I see. It has to be confidential for every one, doesn't it?
I think the interviewing is nice, I think the bosses are more human
since the interviewing began. Going to those conferences gives the
bosses a chance to know about what the people under them think of
them, • , • . , There are a lot of girls in our department that
haven't been interviewed yet. When you came to me this morning the
girl next to me asked me when she was going to have her turn. She's
never been interviewed. Last year when they said that we could talk
about our troubles and things we were kind of leery, I was myself."
I:

"I can see why you would be."
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E: , "Well, you "know, we thought maybe they would tell the boss and we
would lose our jobs, but I think that if you are comins around the
third time it was all right, and it never did no harm, but it did good.
I think it's kiad of nice to come back the second day. That girl next
to me is kind of bashful, but the isn't when you get acquainted with
her."
I:

"You tell her I'm coming to interview her one of these days."

E:

"All right, I'll do that."

I:

"So you think the interviewing has been doing some good."

. . . . .

E: "I think so. The bosses are more human. They treat the girls
better. They smile, you know. You know rthat I mean - you just feel
like working then. Some of them just didn't get the drift at all."

I:

"So you really think the change is due to the interviewing?"

E: (Reflectively) "That's the only thing I can think of, Nothing
else has been done but that. Don't they interview the men?"
I:

"Yes, they do."

E: "There is a boy that runs a truck through that room we passed
and once when I was talking to him he said, 'By Godl Why don't they
interview the boys?* He said he has trouble with their boss. I
asked him how long he was here. He said two years. He said, *I have
seen a lot of funny things going on around here. Why don't they in
terview the fellows?' I didn't know anything about it. There is
another girl in our gang that asked me why she hadn't been interviewed.
She hasn
een here very long and she's never been interviewed. Her
name is
. She*s S's sister."
. . . . .
I: "Maybe she hasn't been here long enough.
her soon too."
E:

"Yes,, she'd like to be interviewed.

I'll probably get to see

• . . . .

"If you don't make your rate, you're called to the office. Well,
now you're laid off, of course. I know they have to get after you;
lots of times they won't work. They got to do that. Sometimes the
girls can't do that, and they call her at a certain time at the office.
You know Mr."A. F. Ke s over all the gang bosses* He usually talks
to us. You know the gang boss comes around and you're below and asks
you why. If you're only below one or two days a week, they have the
i!

J

EG

UNIVERSITY

OF

WISCONSIN

-

MILWAUKEE

- 19 -

Y

gang "boss talk to you. o u put down on your slip how many breaks
you have, and "X" sees the slip. He never bothers you because he sees
that you had too many breaks to make your rate, but some of them
might not like that, I guess they don't locrk at the slips."
It

"Is that so?"

E: "Yes, I guess so, or ^they can see why they didn't make it, or
else they just want to show that they're boss. All they're interested
in is production, The job is just as easy for me as for the others
but it isn't easy for any one. You have to work hard if you take
fifteen minutes off in the morning and afternoon. You have to work
awfully hard to make up for it. Sometimes you can't do it; lots of
times you can't, , You get cheated out."
Is

''How do you mean?"

Es "Well, you see, the wire breaks and you can't. Some days you just
haven't speed and the right spirit. You just feel bum, and on other
days you feel like working like a horse."
Is "So some days you get to take fifteen minutes off in the morning
and afternoon and others you don't?"
Es

"You just take it yourself."

Is

"How do you mean?"

Es "Well, this is how it works. You take it when you think you can
go, but other times when you think you've just got to go it doesn't
make any difference."
Is

"You're supposed to be able to take time off, aren't you?"

E? "I guess so. They always say that; fifteen minutes both morning
and afternoon, but some don't take it ever. They never take it. They
work from 7 s 30 in the morning until 12s 00. Then they go to the wash
room and wash up then and work all afternoon. How they stand it, I
don't know. Lots of times I go. It doesn't happen so often with me."

Is

"So you think some don't mind."

Es "(Indignantly) "If they had a chance they would. They only don't
go because they haven't a chance. That's why I don't go sometimes,
if I can't make it. That's the only time, except noon, to wash up."
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It

"Isn't there anything else you want to say before you go?"

E:

"No, I think I've said all I have to say.

I: "It's been interesting to talk to you,
see you again sometime in the department."

I hope I'll

E$

"Maybe you'll stop and talk to me sometime in the department."

I:

"I'll do that."

E.

"I hope you will."
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(Sample of complete interview referred to on
page 9, section 2.. Used in Operating and Inspection
Branches in earlier stages of conference training
based on employee interviews.)

"I like the vacation plan.
used to show in giving vacations.

Meeting No. 2.
Department 6088-2.

It does away with favoritism they

"I like the A. T, & T. Stock plan.
of saving money.,

It is the best way I have

"There are very few places that keep their toilets as clean
as they do here. The men could even help more if they would try."

"We are standing on a metal floor and you will find about
fifty per cent of the men are bothered with their feet. The floor
is dangerous for it is very easy for one to slip and get hurt.
"There are some guards on the machines that should be taken
off or else designed differently* as they often cause a man to get
a scratch or cut while fixing the machine.
"We have material that we lift here that is too heavy. There
is a great danger of getting a rupture and if we should, we would
have a hard time explaining it to the bosses, as they caution us
against doing any heavy lifting. If they would install a system to
take care of this material, it would improve the conditions considerably.
"The light in the department is not very good, but I feel
as though I had better not say anything about it, as it surely took
a long time to get light as good as we have now.
"It is a bad place to work in the summer time for the sun
shines directly into the department and it gets pretty hot. We have
no shades. They have them in the offices, but not for the operators.
We used to have a plan of opening and closing the windows at regular
intervals. This was a very good plan, but it has been discontinued.
We need better ventilation all the way round.
"We are working the limit on
sometimes to do my work right. We get
be a limit as to the number of hours a
The money part of it is all right, but
health to work as much overtime."

overtime now. I feel
no recreation. There
man should work every
it is not always best

"I cannot say I dislike my job.
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Meeting No. 2.
Department 6088-2,

long that I never stop to think whether I like it or do not like it,"
"Say, there is one thing I would like to ask you and that
is what can I do to advance myself at the Western Electric Company.
You see I have been here over five years and I am not learning any
thing at all. If I could get some good advice from someone here as
to -what line I should study, I would go to night school.. Some
fellows have said, "Stick around; you may become a gang boss,* but
I believe many a gang boss's job isn't a bed of roses by no means,"

"Personally. I can't say a great deal about my bosses,. If
I get bawled out I generally deserve it. The gang boss is friendly.
Of course, they are crabby on certain days of the week, but that is
human nature, you know. Most of us get that way at times,
"I can't say much about my foreman as I never come in contact
with him. He doesn't talk much to the boys and is very busy at times,
but he always finds time to say, 'Good, morning' to us.. He isn't
stuck up like many of the foreman are. You know, when a foreman
comes around and speaks to you,, you feel better all that day.
My old assistant foreman wasn't that way. He very seldom spoke
to u s
Of eourse, it was just his way and not that he had anything
against us., but he had a very poor personality. For instance, if you
were walking by the boss's desk and he was looking right at you, well,
if he wouldn't speak to you, you begin to wonder if the boss is mad
at you,, and you have that on your mind all day long until he comes
down feeling good enough to recognize you,"
9
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(Sample of subject conferences referred to on page
10 of Section 3. Employee comments representing varied
opinions on the same subject, both right and wrong,
were presented for conference discussion.)

I.

II.

III.

Operating Branch,
Meeting No. 10,
Department 6088-2.

General Comments Begarding A. T. & T. Stock
1,

"I think the Company savings plan is wonderful. It certainly
helps a lot of people that I know wouldn't save a penny if it
wasn't deducted from their pay. I wish I had known about
A. T. & T. when I first started here, but no one ever told me
about them. Of course, I had heard of them, but I thought it was
just for the bosses."

2,

"I am buying seven shares of A. T. & T. Stock. I worked for
the Company some time ago and saved up several thousand dollars.
I thought I would get rich quick, so I went into business, I
only lasted three months. The next time I accumulate several
thousand dollars, I won't be so foolish."

3%

"I have purchased A. T, & T. Stock, but I was always of the
opinion that I could save my own money as well as the Company
could do it for me. When it seems to be compulsory to buy A. T.
& T. Stock, that is the time you resent it."

How the Buying of Stock Affects Your Earnings
1.

"I have six shares of A. T. & T. Stock. That is something
good about the Western. I figure that if I hold it until the
World's Fair, it ought to be around $350, It was $190 when I •
started here."

2.

"Say, what do you think of that A. T. & T. Stock? It sure
is going up. It is more than double the price we pay."

Selling your A. T. & T. Stock to Meet Emergencies
1.

"In regard to the savings plans, I think the A« T. & T. Stock
is very good. One thing I like about it, should a case arise
where it would be absolutely necessary for me to dispose of
my stock I can do so and I get six per cent interest. Now, if
I would have placed that money in the bank, I could have only
drawn three per cent interest."

B.

"I think the Company should give a separate stock certificate
for each share of A. T. & T. Stock. Last winter I needed two
hundred dollars and had to sell six shares of stock because it
was on one certificate. If I had separate certificates, I could
have sold one and kept the other five. Now that money has
slipped away from me,"
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IV.

Operating Branch*
Meeting No. 10,
Department 6088-2.

A Few of the Thankful Ones
1.

••Since I have bought A, T. & T. Stock I am more interested
in everything."

2.

"If it was not for the chance to buy A. T. & T. Stock on
the installment plan, I would never have learned to save. I
will sure thank my bosses for suggesting this to m e .
n

v

.

The "Sorry" Club
1.

"I think the Company thrift plan is a wonderful thing. I
am sorry I didn't take A. T. & T. when I first started here,
but I had no one to explain it to me and did not know the value
of them. '
1

2.

"What is this dope about the price of A. T. & T. Stock
going up to four figures? I was buying seven shares and I
would have had it paid up by this time, but last fall I fot
stuck on the new Ford and canceled my stock subscription. If
I had waited until now I would have the price of three Fords.*

5

3«

"I never realized at first what this stock would amount
to in a few years. If I had know what it meant, I would have
bought more at the time."

SV

UNIVERSITY

OF

WISCONSIN

-

MILWAUKEE

