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/ DON'T DISGLOSE IDENTITIES

From the beginning of these studies, the identities of the

* persong under study have.been kept confidential. Wa look
10 you to carry on this trust. Please guard the privacy of
the persons involved by substituting fictitious names, or
code symbols for real names.

Evolution of a Concept of

Personnel Relations . . . . . . 1

.. Diagnosis and Treatment of Employee

~ Complaints and Grievances . « . 2

Analysis and Appraisal of Morale

in a Business Organization . . 3

Note: The content of these papers
¢ is related to the research which
o has been done since 1927. A sum-

mary of this was presented prior

to the conference in the binder --

"Possibilities of Applying

Scientific Method to Personnel

Relations in a Business Organiza-

tion, "
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Evolution of A Concept of Personnel Relations

M. L. Putnam

It is interesting to think of the two great domains of

business organization. In one there is the organization of all

the materials and mechanisms necessary to the operation of the

~enterprise. In the other there is the organization of all the

- people whose efforts are required in achieving the objectives

of the cbncern. It goes Withoat saying that an effective
management must be skilfﬁl in the arrangement and control of
both. Given a ﬁorthwhile objective, the preciSG way in whibh 
these two organizations are arranged and related to each other
will in large part determine theveffGCtivéness‘of the business.
Modern managements‘haVe continuously sought out the
begt ways of operation. They have utilized trial and éerror from
experience  which is a fairly reliable but a time coﬂsuming
process. They have employed men who were thought to haﬁe.high
native capacities. They have sometimes gained by accidental
improvements and by random and unorganized thinking. But in the

main, the most reliable and important advaences have been by way

" of research - a systematic and orderly process for seeking new

knowledge.

The products of research, however, have for the most
part been concerned with the technical phases of business. 1In
this area the scientific method has been brought to bear on
almost every front. Concurrently ﬁith this, and for good
reasons, there has been an obvious lack of the same scientific
progress in the soclal phases of business. Not nearly so much

has been attempted and not nesarly so much has been accomplished.
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The reasons for this are failrly clear. The possi-

e Dilities in this type of research have never beenvsatiéfactorily

demonstrated. The need for research in this area has only in
recent years becomg fully apparent. The research methods of the
physical sciences have not appeared td be adapted to this\field.

And possibly more than any other, management has never been con-
S vinced that this kind of study would be sufficiently fruitful.
| This lack of hope for useful results is easily under- - R
stood by looking at the processes of research in the physical
sciences. For instance, 1t has been traditiOnél to utillze
careful and exact measurements, to deal with fairly statlic
materials, and to‘conduot research in laboratory situations
where variables could be controlled.

Obviousiy in the personnel relations fileld the material
1s not similar. It seeme fantastic to think of making exact
measurement in this area, the naturasl order of personnel rela-
tions material seems exceedingly dynamic rather than static, and
1t has not seemed generally feasible to try to control the
variables. |

There 18 another and more hopeful way, however, in
| which to view thls. And this view opens the way for great
| progress in the advancement and perfection of personnel activi-

ties. In order to perceive this view, it is necessary to con-
€V= sider the essential characteristics of scientific method rather
than to be concerned with the mechanisms and methods of

scientific procedure.
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The essential characteristics of scientific method may
““““"“”*“"“““”*“% | be viewed in terms of three basic heeds. A suitable theory is
( - . required in the form of basic concepts, assumptions, or a useful
way of thinking about the material at hand. Second, an effec-
tive method must be employed. And third, the practitionervmuét
be & skilful person having systematic knowledge and familiarity

2B

with the materials in his field of study. Research pursued under

oA

these essential conditions has usually beén productive of useful

_results.

I

In the field of personnel relations, it‘has been diffi=
cult to make a beginning because o6f a labk invail these essen-~
tials to the application of the scientific method. It is only a
slight exaggeration’tO'say'that in the field of personnel rela-
tions no suitable theory has appeared to exist, no effective
E | methods have been available and no skilful research practitioners
have been developed or are avallable. }

About thirteen years ago, research of thig kind was
undertaken at Hawthorne. The béginning'was somewhat accidental

and it took some time to achieve results because at the start

é» there was no adequste theory, method, or personal skill with ‘
which to undertake such a study. These had to be developed as
the study progressed. There was, however, at the beginning a
well founded conviction that increased knowledge in this field

(ﬁ would contribute to industrigl efficiency and morale much more

than had previously been expected.
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Rathefrcontinuously from the beginning; there has
been a simultaneous evolution in theory, method, and skill of
regearch personnel. Much borrowing was done in all three essen-
tigls.. Theory and me thod from every related field’wefe appro-
priated and tested if they seemed likely to fit the perplexi-
ties at hand. Modifications and additions grew out of experience
and experimentation.

No effort will be made‘in this paper to chart the :
course of the gradual development and appliéaﬁion of all the re-
search essentials. The purpose here is to describe the evolution
of one phase -- that of the theory, point of view, or basic con-
cepts in personnel rélatiOns. |

At the Outéet it may be helpful to say something in
general aboutvthis particular product of the reSéarch because it
is essential that in this type of research the theory is not |
only one of the means té an end, it is also in part the end in
itself. This is shother way of saying that in some research
efforts the aim may be to find a way of application for some
particular theory. The product of this may be in such form as
a new process, a new chemical composition, or a new machine. The
steam engine, as an example, is this type of result.

Another type of research may be seeking new enlighten-
ment which is in the form of a useful point of view or a new
basic concept which can be applied to a job to be done, but in a
different way. Einstein's Theory may be thought of in this light.

Usually most research ylelds some of both results.




The Hawthorne research produced both kinds of resulte
wf . . but in considering the evolution of a concept of personnel rela-
. | tions, it is well to have in mind that this ih itself is one of
the principal and most useful products.
o It should be understood that such a point of view is

not necessarily true in the same sense that two and two equals

..l.,\
¥

-

four. It does not contain such demonstreble qualities. It is

valuable because it is useful not because it is an ultimate and

B

final reality. In fact such points of view or basic concepts
are subject to change. They are oversimplifications concerning

very complex matters and they give way to more useful points of

PRI

view when thesge can be conceived.

It is important to note that a point of view such as

P O S

this is communicable. This gives it certain values in the field
of personnel relations because it can.be transmitted explicitly.
] This is in contrast to the natural capacities of certain indi- }
| viduals who can deal skilfully with people but cannot communicate
their skills to others.

In describing the evolution of a concept of personnel
% :[w relations as 1t grew out of the Hawthofne research, it may be
helpful to refer to the attached chart which shows the develop-
ment of this point of view from the beginning to the present

time. The general plan here, is to start at the beginning and 4

-

trace the conditions and evidence which grew into a systematic

| concept concerning personnel relationsg in a business organization.

= —— e
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Evolution of a Concept of Personnel Relations

s

&

. | Transition in Controlling | Nature of Emerging
Basic Concept - Element - Method Factors
| Simple Cause Physical Change and Employee
| and Effect Limitations | Measurement | Attitude
Change and Psychological | Introduction ' Employee's
Response plus Factors of Change Personal
Attitude i with Study { Situation
- of Attitude
Personal Personal Interviewing | Employee's
| Situation the History Social
Determinant of Situation
- Attitude
Personal and Personal | Interviewing Problems
Social Situation | History - and ' Inherent
as Determinates | and Social Observation in the Total |
| of Attitude and | Situation ' Business '
Effectiveness Structure
| Business Organi- -anwiedge df Study of Busi- A Useful
zation as a and Capaclty ness Situations | Concept of
Social and to Maintain Through Acquired | Personnel
Economic System | Equilibrium Concepts and Relations
Methods
UNIVERSITY OF WISCONSIN -

MILWAUKEE




i

UNIVERSITY OF WISCONSIN -

In viewing this chart and considering the evolution of

a more useful view of personnel relations, it is well to keep in

- mind a concept which is at the heart of gll research effort.

This is the concept of uniformities. It is useful because
wherever uniformities can be identified and defined advances in
science have been made.

When the scientist étudiesihis material he will see
many differences because differences are usually in abundance
and are most easily observed. But in his search for the most

useful view he will be looking intently for the ¢lements of

'uniformity which exis?t amdng-these differences. When the ele-

mental uniformities can be identified they have wide applica-
tions and scientific advance has been composed in large part of
the exploitation and adaptaﬁ;on of such "laws". The law’of
gravitation, the laws of thermo dynamics, Gresham;s law concern-
ing money, are all expressions of certain uniformities which
exisﬁ under given‘conditions. The physical sciences generally
are made up of certain demonstrable uniformities and ways in
whiéh they can be rather exactly applied to the problems in
their respective fields.

The personnel relations or social sphere in business
is obviously more complex; the uniformities are more difficult
to identify; and when they can be seen and expressed they are of
greater generality and do not allow such exact and systematic

handling. DNevertheless, they form a basis for explicit and more

MILWAUKEE
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scientific understanding of employee response in business

e organizations. 1In this regard they are more comparable to the

o

field of medicine in which many of the basic uniformities are of

? | high‘generality but at the same time they contribute much to the

f practitioner's capacity to effectively diagnose and treat the

% maladies of people.

j g; | The story of therevolﬁtion of @ concepﬁ of personnel ' i

i relations in the Hawthorne study is very largely the story of
% the pursuit and identification of those uniformities in
personnel relations which have utility in more effectively e
diagnosing and treating emﬁlqyée relations situations.

In tracing the thread of this development through the
various experiments much descriptive material will be passed by
since it is assumed that everyone here is familiar with the

arrangements and methods of the particular studies.

The beginning experiment, in which the need for further
research was clearly demoristrated, was the study of illumination
and its effect upon output. This began in 1924 and was carried
on for three winters. The basic concepts of the investigators

A cannot be stated with assurance of caomplete accuracy because they
were never made explicit. I% seems clear, however, from the
character of the studies and the character of the conclusions

reached that output was conceived to be in something of a direct

¢

relation to illumination. Apparently 1t was believed, at least

as a working theory, that employees given a reasonable incentive

- - - - e e e - - o —— - — e e C e e sm——
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would work to the limits of certain factors in their physical

e environment. One of these was illumination. Therefore, if other

{f_ physicai factors remained constant and illumination were varied
| the changes in illumination would be reflected in output and the
best level of illumination could thereby be determined. In other
words, their basic concept'Was that of a simple cause and effect
gz relationship with physical limitations ag the controlling element. -

Through a method of single change and measurement they could

- determine upon the result of the change.

It will be recalled that the data collected was very .
confusing. Production fluctuated without reference to illumina-
tion. More and more rigid controls were used but this only made S
it more difficult to relate production to light. |

% | The experimenters expected to discover a uniformity --

P

a very useful one if it had been found to exist. Instead they

actually uncovered other uniformities which at the time were not

e it M

recognized as having much applicability or sighificance.
They revealed, for instance, a similarity of production

between control groups and experimental groups. The production

£

variations in both tended to be the same glthough 11lumination

was being varied only in one. They revealed also something of

a uniformity of individual response although there must have
| been different individual physical limitations. And they re-

{' vealed something of a uniformity between the response of indi-

y

viduals and the response those individuals thought was expected.

UNIVERSITY OF WISCONSIN - MILWAUKEE
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These were important discoveriés but at the time they were

S - almost overlooked. The basic concept of the study -- the con-

1 trolling theory of simple cause and effect made 1t difficult to
see these important findings. Fortunately, the last uniformity

i was Tinally perceived and was in large measure the stimulus to
search out more knowledge concerning the other factors in

fg: employee éffectiveness.

_; , | As the illumination study wasfterminatedit was clear

i' that production had varied considerably and that not much was

known about the factors in this wvariation, It was obvious that

[ S

the "attitude" of employees had affected the results. To some

this was considered as an obstacle to finding out more about the

real elements concerned with output. To others this was con-

sidered in itself as one of the @hief factors. o
It was in this situation the Relay Assembly Test Room

was set up. This was in April 1927. The study was continued

until 1932 when it had to be discontinued because of lack of
work, It is sufficient to point out, here, that the investigators
undertaking this study deviated from the procedures of the illu-

mination study in two significant respects.

¢

First, they did not rely on a simple cause and effect
point of view. The working hypothesis permitted a larger vision
beczuse they knew full well that what appeared to be a single

PP

K change made other alterations which could not be fully antici-

pated or measured. Their working theory included the cause and

UNIVERSITY OF WISCONSIN - MILWAUKEE
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effect idea put it was visualized as a more complex matter -- it

e . was cause and effect in a situation where there were many
{ ~ "causes" and many "effects" all operating simultaneously to pro-

duce composite results. If they could have expressed it as such
at the time they might have said they expected to change,
measure, and observe with the object of identifying whatevef

T ~ uniformities might develop.

Second, their method, while it appeared to be the

same, was considerably different. They began this experiment

by instituting change -- in fact a series of changes -- some of

‘which they could observe and some of which they could not.

T Rl

Concurrently, with these changes, they were observing and i
measuring on as many fronts as they could conceive and they
were looking for complex as well as simple results.

It is important to note the lack of restriction in
this point of view and method. It permits of broader perception
and makes it easier to see the general uniformities as they re-
veal themselves while in the study of illumination the basic

concept restricted the field of view.

¢

In thé Relay Assembly Study a great many general
observations, all having the element of uniformity, were noted,
Only a few of these will be stated here. Those expressed are
taken verbatim from a report made in 1929.
fﬂ 1. U"There was a gradual yet steady increase

St in production regardless, to a certain
extent, of test conditions imposed.!

- e meeee— — i
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2. "The amount of sleep has a slight but
: significant effect upon individual per-
h formances."

: "A distinct relationghip is apparent
C between the emotional status or home

4 conditions of the girls and their per-
formance."

(N
«

4, "Total daily productivity is increased
by rest periods, and not decreased.!

"Outside influences ﬁen@ to create elther
a buoyant or a depressed spirit which 1is
reflected in production."

¢S
&

|
L 6. "The mental attitude of the operator
1 . toward the supervisor and working and j
home conditions is probably the biggest
single factor governing the employee's
efficiency.
Such observations and conclusions as these were based
upon a considerable body of‘data. Much of the data contained %
é ~ wide differences and these were of undoubted importance. To
look at differences, however, as such, is to see a dispersed and

indeterminate knowledge. It is the thread of uniformity running

© e et w,

through the differences which crystallizes and consolidates use-
ful and applicable knowledge. It is ‘the uniformity which holds
throughout the differences in any field that yields a basic

g; concept or understanding in terms of which the differences can
be understood, evaluated, and dealt with.
The Relay Assembly Test Room phase of the Hawthorne
Study was of high importance because it yielded conclusive con-
i:‘ cepts of this type. The conclusions were unexpected when the

' experiment was started but it was a situation in which the

L 4
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unexpected could be seen without the limitations of a narrow
starting concept. To some extent it set the pattern for the re-
maining studies. Expressed in the most general way, the Relay
Assembly,Expériment showed the importance of factors "within

the employee" as compared to the factors in his physical environ-
ment of work. It gave emphasis to employee attitude and to the
employee's personal situation, The next study,that of employee
interviewing, was to clarify and specify the nature and signifi-
cance of these concepts.

The interviewing of large groups of employees was
begun the 1attér part of 1928 and continued until 1932. During
this period some 21,000 individuals were consulted. The ex-
pressed purpose bf this study was to find out from employees
what they liked and what they disliked in their work situation,
to impreve the cdnditions which they viewed. as unfavorable, and
to find a more realistic basis for the.training of supervisors
in the employee relations aspects of théir Jobs.

During this interviewing program, it was natural that
the interviewers found a great array df differences. There were
differences of attitude, of expression, of individual preoccupa-
tion, of personal interests and problems, of expressed hopes and
ambitions, of recommendations for improvement and change, and of
many other sorts.

They found many groupings of employees and tﬁese groups

could be classified in different ways. There were those who

MILWAUKEE
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could be called extroverts and those who could be called intra-
verts. There were those who were satisfied and those who were
dissatisfied. There were those who were critical and those who
commended, the company with heartfelt outbursts of praise. At
first glance these classifications, in themselves, might appear
to be uniformities but along with these rather definite types
and kinds of employees there were many others filling in the
range between such extremes*

But in the study of differences it was possible in

this program as it had been in the Relay Assembly Experiment to
identify and trace the threads of persistent and definite

similarities and uniformities, And it was out of these distinct
uniformities that it was possible to improve a basic concept of

personnel relations and to chart the next experimental program.

The study of the differences and individualities of the

data and the experiences of the interviewers indicated a number
of common denominators, Some of these most important uniformi-

ties are expressed as follows:

l. Employees liked the opportunity of ex-
pressing their thoughts. They felt
pleased at the implied recognition
which the program gave them.

2. It was difficult to hold their comments
to topics selected by the interviewer.
Employees tended to talk about whatever
preoccupied them the most.

3. For the most part employees talked about
their affairs which were external to the
work situation.
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