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Wl D I S C L O S E HElOTiS 
From the beginning of these studies, the identities of thf 
persons; under study have., been kept confidential. We look 
to you to carry on this trust. Please guard the privacy of 
the persons involved by substituting fictitious names, or 
code symbols for real names. 

E v o l u t i o n of a Concept o f 

Personne l R e l a t i o n s . . . . . . 1 

Diagnos i s and Treatment of Employee 

Complaints and Gr ievances . . . 2 

A n a l y s i s and A p p r a i s a l o f Mora le ! 
i 

i n a Business O r g a n i z a t i o n . . 3 

N o t e : The content o f these papers 
i s r e l a t e d to the r e sea r ch which 
has been done s i n c e 1927, A sum­
mary o f t h i s was p r e s e n t e d p r i o r 
t o the confe rence i n the "binder — 
" P o s s i b i l i t i e s o f A p p l y i n g 
S c i e n t i f i c Method t o P e r s o n n e l 
R e l a t i o n s i n a Business O r g a n i z a ­
t i o n . " 
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E v o l u t i o n o f A Concept o f Personnel R e l a t i o n s 

I - , M . L . Putnam 

I t i s i n t e r e s t i n g t o th ink o f the two g r e a t domains o f 

business o r g a n i z a t i o n . I n one there i s the o r g a n i z a t i o n o f a l l 

1 ' the m a t e r i a l s and mechanisms necessary to the o p e r a t i o n o f the 

J e n t e r p r i s e . I n the o t h e r t h e r e I s the o r g a n i z a t i o n o f a l l t he 
> 

| p e o p l e whose e f f o r t s are r e q u i r e d i n a c h i e v i n g the o b j e c t i v e s 

o f the concern . I t g o e s wi thou t say ing that an e f f e c t i v e 

I I management must be s k i l f u l i n the arrangement and c o n t r o l o f 

i 
j bo th . G-iven a w o r t h w h i l e o b j e c t i v e , the p r e c i s e way i n which 
j • 

] • t hese two o r g a n i z a t i o n s are arranged and r e l a t e d to each o t h e r 

w i l l i n l a r g e p a r t de termine the e f f e c t i v e n e s s o f the bus iness , 

Modern managements have con t inuous ly sought out the 

! bes t ways o f opera t ion* They have u t i l i z e d t r i a l and e r r o r from 

expe r i ence -wh ich i s a f a i r l y r e l i a b l e but a t ime consuming 

; p r o c e s s . They have employed men who were thought to have h i g h 

i 
n a t i v e c a p a c i t i e s . They have sometimes g a i n e d by a c c i d e n t a l 

improvements and by random and unorganized t h i n k i n g . But i n the 

i 
main, the most r e l i a b l e and impor tant advances have been by way 

o f research - a sys t ema t i c and o r d e r l y p r o c e s s f o r seeking new 

knowledge. 
I The p roduc t s o f r e s e a r c h , however , have f o r the most 
! p a r t been concerned w i t h the t e c h n i c a l phases o f bus iness . I n 
i 

t h i s area the s c i e n t i f i c method has been brought to bear on 

a lmost e v e r y f r o n t . "Concurrent ly w i t h t h i s , and f o r good 
4 

reasons , t h e r e has been an obv ious l a c k o f the same s c i e n t i f i c 

i p r o g r e s s i n the s o c i a l phases o f bus iness . Mot n e a r l y so much 

has been a t tempted and not n e a r l y so much has been accompl ished. 
t 

i 
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The reasons f o r t h i s a re f a i r l y c l e a r . The p o s s i ­

b i l i t i e s i n t h i s t ype o f research have neve r been s a t i s f a c t o r i l y 

demonstra ted. The need f o r r e sea rch i n t h i s area has on ly i n 

\ r e c e n t y e a r s become f u l l y apparent . The re sea rch methods o f the 

p h y s i c a l s c i ences have not appeared t o be adapted t o t h i s f i e l d . 

And. p o s s i b l y more than any o t h e r , management has neve r been con-

I f"\ v i n c e d tha t t h i s k ind o f study would be s u f f i c i e n t l y f r u i t f u l . 

i 
| This l a c k o f hope f o r u se fu l r e s u l t s i s e a s i l y under-
t 
I s tood by l o o k i n g a t the p roces se s o f research i n the p h y s i c a l 

s c i e n c e s . For i n s t a n c e , i t has been t r a d i t i o n a l to u t i l i z e 

c a r e f u l and exac t measurements, to dea l w i t h f a i r l y s t a t i c 

m a t e r i a l s , and to conduct research i n l a b o r a t o r y s i t u a t i o n s 

where v a r i a b l e s c o u l d be c o n t r o l l e d . 

O b v i o u s l y i n the personne l r e l a t i o n s f i e l d the m a t e r i a l 

i i s not s i m i l a r . I t seems f a n t a s t i c t o th ink o f making exac t 

i 
! measurement in t h i s a rea , the na tura l o r d e r o f pe rsonne l r e l a ­

t i o n s m a t e r i a l seems e x c e e d i n g l y dynamic r a t h e r than s t a t i c , and. 

i t has not seemed g e n e r a l l y f e a s i b l e to t r y t o c o n t r o l the 

v a r i a b l e s . 

^ There i s ano ther and more hopefu l way, however , i n 

i which to v i e w t h i s . And t h i s v i e w opens the way f o r g r e a t 

p r o g r e s s i n the advancement and p e r f e c t i o n o f pe r sonne l a c t i v i ­

t i e s . I n o r d e r t o p e r c e i v e t h i s v i e w , i t i s necessa ry to con-

K s i d e r the e s s e n t i a l c h a r a c t e r i s t i c s o f s c i e n t i f i c method r a t h e r 

than to be concerned wi th the mechanisms and methods o f 

s c i e n t i f i c p r o c e d u r e . 
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The e s s e n t i a l c h a r a c t e r i s t i c s o f s c i e n t i f i c method may 

he v iewed i n terms o f th ree b a s i c needs , A s u i t a b l e theory i s 

( r e q u i r e d i n the form o f b a s i c concep t s , assumptions, Or a usefu l 

way o f t h ink ing about the m a t e r i a l a t hand. Second, an e f f e c ­

t i v e method must be employed. And t h i r d , the p r a c t i t i o n e r must 

be a s k i l f u l person hav ing s y s t e m a t i c knowledge and f a m i l i a r i t y 

f". . w i th the m a t e r i a l s i n h i s f i e l d o f s tudy. Research pursued under 

these e s s e n t i a l c o n d i t i o n s has u s u a l l y been p r o d u c t i v e o f use fu l 

r e s u l t s . 

i n the f i e l d o f pe r sonne l r e l a t i o n s , i t has been d i f f i ­

c u l t to make a beg inn ing because Of a l a c k i n a l l these essen­

t i a l s to the a p p l i c a t i p n o f the s c i e n t i f i c method. I t i s o n l y a 

s l i g h t e x a g g e r a t i o n to "say tha t i n the f i e l d o f personnel r e l a ­

t i o n s no s u i t a b l e t heo ry has appeared t o e x i s t , no e f f e c t i v e 

methods have been a v a i l a b l e and no s k i l f u l r e sea rch p r a c t i t i o n e r s 

have been d e v e l o p e d o r are a v a i l a b l e . 

About t h i r t e e n y e a r s a g o , r e sea rch o f t h i s k ind was 

undertaken at Hawthorne. The b e g i n n i n g was somewhat a c c i d e n t a l 

and i t took some t ime t o a c h i e v e r e s u l t s because a t the s t a r t 

t he r e was no adequate t h e o r y , method, o r pe r sona l s k i l l w i t h 

which t o undertake such a s tudy. These had to be d e v e l o p e d as 

the study p r o g r e s s e d . There was , h o w e v e r , a t the beg inn ing a 

w e l l founded c o n v i c t i o n t ha t i n c r e a s e d knowledge i n t h i s f i e l d 

would c o n t r i b u t e to i n d u s t r i a l e f f i c i e n c y and mora le much more 

than had p r e v i o u s l y been e x p e c t e d . 
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Rather con t inuous ly from the beg inn ing , t he re has 

been a simultaneous e v o l u t i o n i n t h e o r y , method, and s k i l l o f 

research pe r sonne l . Much bor rowing was done i n a l l th ree essen­

t i a l s . Theory and method from eve ry r e l a t e d f i e l d were appro­

p r i a t e d and t e s t e d i f they seemed l i k e l y to f i t the p e r p l e x i ­

t i e s a t hand. M o d i f i c a t i o n s and a d d i t i o n s grew out o f e x p e r i e n c e 

^ - and e x p e r i m e n t a t i o n . 

No e f f o r t w i l l be made i n t h i s paper to char t the 

course o f the gradua l development and a p p l i c a t i o n o f a l l the r e ­

search e s s e n t i a l s . The purpose here i s to d e s c r i b e the e v o l u t i o n 

o f one phase — tha t o f the t heo ry , p o i n t o f v i e w , o r b a s i c con­

cep t s i n personnel r e l a t i o n s . 

A t the o u t s e t i t may be h e l p f u l to say something i n 

g e n e r a l about t h i s p a r t i c u l a r product o f the r e sea rch because i t 

i s e s s e n t i a l tha t i n t h i s type of research the theory i s not 

on ly one o f the means to an end, i t i s a l so i n pa r t the end i n 

i t s e l f . Th i s i s ano ther way o f saying that i n some resea rch 

e f f o r t s the aim may be to f i n d a way o f a p p l i c a t i o n f o r some 

p a r t i c u l a r t h e o r y . The product o f t h i s may be i n such form as 

! a new p r o c e s s , a new chemical compos i t ion , o r a new machine. The 

steam e n g i n e , as an example , i s t h i s type o f r e s u l t . 

Another t y p e o f r e sea rch may be s eek ing new e n l i g h t e n ­

ment which i s i n the form o f a u se fu l p o i n t o f v i e w o r a new 

j p b a s i c concept which can be a p p l i e d t o a j o b t o be done, but i n a 

d i f f e r e n t way. E i n s t e i n ' s Theory may be thought o f i n t h i s l i g h t . 

Usua l ly most r e s e a r c h y i e l d s some o f both r e s u l t s . 
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The Hawthorne r e sea rch produced both k inds o f r e s u l t s 

but i n c o n s i d e r i n g the e v o l u t i o n o f a concept o f personnel r e l a ­

t i o n s , i t i s w e l l t o have i n mind tha t t h i s i n i t s e l f i s one o f 

the p r i n c i p a l and most use fu l p roduc t s , 

I t should be unders tood tha t such a p o i n t o f v i ew i s 

no t n e c e s s a r i l y t rue in" the same sense tha t two and two equa l s 

fou r . I t does not con ta in such demonstrable q u a l i t i e s . I t i s 

v a l u a b l e because i t i s use fu l not because i t i s an u l t i m a t e and 

f i n a l r e a l i t y . I n f a c t such p o i n t s o f v i e w o r b a s i c concepts 

a re sub jec t to change. They are o v e r s i m p l i f i c a t i o n s concern ing 

v e r y complex mat te rs and they g i v e way to more use fu l p o i n t s o f 

View when these can be c o n c e i v e d . 

I t i s impor tan t t o note tha t a p o i n t o f v i e w such as 

t h i s i s communicable. Th i s g i v e s i t c e r t a i n v a l u e s i n the f i e l d 

o f personnel r e l a t i o n s because i t can be t r a n s m i t t e d e x p l i c i t l y . 

Th i s i s i n c o n t r a s t t o the na tura l c a p a c i t i e s o f c e r t a i n i n d i ­

v i d u a l s who can d e a l s k i l f u l l y wi th p e o p l e but cannot communicate 

t h e i r s k i l l s to o there* 

I n d e s c r i b i n g the e v o l u t i o n o f a concep t o f personne l 

r e l a t i o n s as i t grew out o f the Hawthorne r e s e a r c h , i t may be 

h e l p f u l t o r e f e r t o the a t t a c h e d char t which shows the d e v e l o p ­

ment o f t h i s p o i n t o f v i e w from the b e g i n n i n g t o the p r e s e n t 

t i m e . The gene ra l p lan h e r e , i s to s t a r t a t the beg inn ing and 

t r a c e the c o n d i t i o n s and e v i d e n c e which grew i n t o a sys t ema t i c 

concept concern ing pe r sonne l r e l a t i o n s i n a bus iness o r g a n i z a t i o n . 
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Hi v o l u t i o n o f a Concept o f Personnel R e l a t i o n s 

T r a n s i t i o n i n 
Bas ic Concept 

C o n t r o l l i n g 
Element 

Nature o f 
Method 

Emerging 
F a c t o r s 

Simple Cause 
and E f f e c t 

P h y s i c a l 
L i m i t a t i o n s 

Change and 
Measurement 

Employee 
A t t i t u d e 

Change and 
Response plus 
A t t i t u d e 

P s y c h o l o g i c a l 
F a c t o r s 

I n t r o d u c t i o n 
o f Change 
wi th Study 
o f A t t i t u d e 

Employee ' s 
P e r s o n a l 
S i t u a t i o n 

Pe r sona l 
S i t u a t i o n the 
Determinant o f 
A t t i t u d e 

Pe r sona l 
H i s t o r y 

I n t e r v i e w i n g Employee 1 s 
S o c i a l 
S i t u a t i o n 

Pe r sona l and 
S o c i a l S i t u a t i o n 
as Determinates 
o f A t t i t u d e and 
E f f e c t i v e n e s s 

Pe r sona l 
H i s t o r y 
and S o c i a l 
S i t u a t i o n 

I n t e r v i e w i n g 
and 
O b s e r v a t i o n 

Problems 
I n h e r e n t 
i n the T o t a l 
Business 
S t ruc tu re 

Business Organ i ­
z a t i o n as a 
S o c i a l and 
Economic System 

Knowledge o f 
and Capac i ty 
to M a i n t a i n 
E q u i l i b r i u m 

Study o f B u s i ­
ness S i t u a t i o n s 
Through A c q u i r e d 
Concepts and 
Methods 

A Usefu l 
Concept o f 
Personne l 
R e l a t i o n s 

r 
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I n v i e w i n g t h i s char t and c o n s i d e r i n g the e v o l u t i o n of 

a more use fu l v i e w o f pe rsonne l r e l a t i o n s , i t i s ' w e l l to keep i n 

mind a concept vvrhich i s at the h e a r t o f a l l r e sea rch e f f o r t . 

T h i s i s the concept o f u n i f o r m i t i e s * I t i s use fu l because 

wherever u n i f o r m i t i e s can be i d e n t i f i e d and d e f i n e d advances in 

s c i e n c e have been made. 

When the s c i e n t i s t studies^ h i s m a t e r i a l he w i l l see 

many d i f f e r e n c e s because d i f f e r e n c e s are u sua l ly i n abundance 

and are most e a s i l y obse rved . But i n h i s search, f o r the most 

u s e f u l View he w i l l be l o o k i n g i n t e n t l y f o r the e lements o f 

u n i f o r m i t y which e x i s t among these d i f f e r e n c e s . When the e l e ­

mental u n i f o r m i t i e s can be i d e n t i f i e d they have wide a p p l i c a ­

t i o n s and s c i e n t i f i c advance has been composed i n l a r g e pa r t o f 

t he e x p l o i t a t i o n and a d a p t a t i o n o f such " l a w s " . The law o f 

g r a v i t a t i o n , the laws o f thermo dynamics, G-resham's law concern­

i n g money, a re a l l e x p r e s s i o n s o f c e r t a i n u n i f o r m i t i e s which 

e x i s t under g i v e n c o n d i t i o n s . The p h y s i c a l s c i e n c e s g e n e r a l l y 

a re made up o f c e r t a i n demonst rable u n i f o r m i t i e s and ways i n 

which they can be r a t h e r e x a c t l y a p p l i e d t o the problems i n 

t h e i r r e s p e c t i v e f i e l d s . 

The personne l r e l a t i o n s o r s o c i a l sphere i n business 

i s o b v i o u s l y more complex; the u n i f o r m i t i e s are more d i f f i c u l t 

t o i d e n t i f y ; and when they can be seen and expressed they are o f 

g r e a t e r g e n e r a l i t y and do not a l l o w such exac t and sys temat ic 

h a n d l i n g . N e v e r t h e l e s s , they form a b a s i s f o r e x p l i c i t and more 
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s c i e n t i f i c unders tanding o f employee response i n bus iness 

o r g a n i z a t i o n s . I n t h i s r ega rd they are more comparable to the 

1^ f i e l d o f medic ine i n which many o f the bas ic u n i f o r m i t i e s are o f 

h igh g e n e r a l i t y but a t the same time they c o n t r i b u t e much to the 

p r a c t i t i o n e r ' s c a p a c i t y t o e f f e c t i v e l y d iagnose and t r e a t the 

maladies o f p e o p l e . 

The s to ry o f the e v o l u t i o n o f a concept o f personnel 

r e l a t i o n s i n the Hawthorne study i s v e r y l a r g e l y the s t o r y o f 

the pursu i t and i d e n t i f i c a t i o n of those u n i f o r m i t i e s i n 

personnel r e l a t i o n s which have u t i l i t y i n more e f f e c t i v e l y 

d i agnos ing and t r e a t i n g employee r e l a t i o n s s i t u a t i o n s . 

I n t r a c i n g the th read o f t h i s development through the 

v a r i o u s exper iments much d e s c r i p t i v e m a t e r i a l w i l l be passed by 

s i n c e i t i s assumed that everyone he re i s f a m i l i a r w i th the 

arrangements and methods o f the p a r t i c u l a r s t u d i e s . 

The b e g i n n i n g exper iment , i n which the need f o r f u r t h e r 

r e sea rch was c l e a r l y demonstrated, was the study o f i l l u m i n a t i o n 

and i t s e f f e c t upon ou tpu t . . This began i n 1924- and was c a r r i e d 

on f o r t h r e e w i n t e r s . The b a s i c concepts o f the i n v e s t i g a t o r s 

f 
^ cannot be s t a t e d w i th assurance o f complete accuracy because they 

were never made e x p l i c i t . I t seems c l e a r , howeve r , from the 

cha rac t e r o f the s t u d i e s and the c h a r a c t e r o f the conc lus ions 

reached tha t output was c o n c e i v e d t o be i n something o f a d i r e c t 

r e l a t i o n t o i l l u m i n a t i o n . Apparen t ly i t was b e l i e v e d , at l e a s t 

as a working t h e o r y , tha t employees g i v e n a r ea sonab le i n c e n t i v e 

f 
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would work to the l i m i t s o f c e r t a i n f a c t o r s i n t h e i r phys i ca l 

environment . One o f these was i l l u m i n a t i o n . T h e r e f o r e , i f o t h e r 

p h y s i c a l f a c t o r s remained constant and i l l u m i n a t i o n were v a r i e d 

the changes in i l l u m i n a t i o n would be r e f l e c t e d i n output and the 

b e s t l e v e l o f i l l u m i n a t i o n cou ld thereby be de te rmined . I n o t h e r 

words, t h e i r b a s i c concept was tha t o f a s imple cause and e f f e c t 

r e l a t i o n s h i p wi th p h y s i c a l l i m i t a t i o n s as the c o n t r o l l i n g e lement . 

Through a method o f s i n g l e change and measurement they could 

• de termine upon the r e s u l t o f the change. 

I t w i l l be r e c a l l e d that the da ta c o l l e c t e d was v e r y 

confus ing. P r o d u c t i o n f l u c t u a t e d wi thou t r e f e r e n c e to i l l u m i n a ­

t i o n . More and more r i g i d c o n t r o l s were used but t h i s Only made 

i t more d i f f i c u l t t o r e l a t e p r o d u c t i o n to l i g h t . 

The expe r imen te r s expec t ed t o d i s c o v e r a u n i f o r m i t y 

a v e r y use fu l one i f i t had been found t o e x i s t . I n s t e a d they 

a c t u a l l y uncovered o t h e r u n i f o r m i t i e s which a t the t ime were not 

r e c o g n i z e d as h a v i n g much a p p l i c a b i l i t y o r s i g n i f i c a n c e . 

They r e v e a l e d , f o r i n s t a n c e , a s i m i l a r i t y o f p roduc t ion 

between c o n t r o l groups and expe r imen ta l g r o u p s . The p roduc t ion 

v a r i a t i o n s i n bo th tended t o be the same a l t h o u g h i l l u m i n a t i o n 

was be ing v a r i e d o n l y i n one . They r e v e a l e d a l s o something o f 

a u n i f o r m i t y o f i n d i v i d u a l response a l though t h e r e must have 

been d i f f e r e n t i n d i v i d u a l p h y s i c a l l i m i t a t i o n s . And they r e -

f v e a l e d something o f a u n i f o r m i t y between the response o f i n d i -

v i d u a l s and the response t hose i n d i v i d u a l s thought was expec t ed . 
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These were impor tan t d i s c o v e r i e s but at the t ime they were 

almost o v e r l o o k e d . The b a s i c concept o f the study the con­

t r o l l i n g t h e o r y o f s imple cause and e f f e c t made i t d i f f i c u l t t o 

see these impor tan t f i n d i n g s . F o r t u n a t e l y , the l a s t u n i f o r m i t y 

was f i n a l l y p e r c e i v e d , and was i n l a r g e measure the st imulus t o 

search out more knowledge concern ing the o the r f a c t o r s i n 

employee e f f e c t i v e n e s s . 

As the i l l u m i n a t i o n study was t e rmina ted i t was c l e a r 

that p r o d u c t i o n had v a r i e d c o n s i d e r a b l y and t ha t not much was 

known about the f a c t o r s i n t h i s v a r i a t i o n . I t was Obvious tha t 

the " a t t i t u d e " o f employees had a f f e c t e d the r e s u l t s . To some 

t h i s was c o n s i d e r e d as an o b s t a c l e t o f i n d i n g out more about the 

r e a l e lements concerned w i th output . To o t h e r s t h i s was con­

s i d e r e d i n i t s e l f as one o f the c h i e f f a c t o r s . 

I t was i n t h i s s i t u a t i o n the Relay Assembly Tes t Room 

was se t up. T h i s was i n A p r i l 1927. The study was cont inued 

u n t i l 1952 when i t had t o be d i s c o n t i n u e d because o f l a c k o f 

work. I t i s s u f f i c i e n t to p o i n t ou t , h e r e , tha t the i n v e s t i g a t o r s 

under taking t h i s study d e v i a t e d from the p rocedures o f the i l l u ­

mina t ion study i n two s i g n i f i c a n t r e s p e c t s . 

F i r s t , they d i d not r e l y on a s imple cause and e f f e c t 

p o i n t o f v i e w . The work ing h y p o t h e s i s p e r m i t t e d a l a r g e r v i s i o n 

because they knew f u l l w e l l tha t what appeared to be a s i n g l e 

change made o t h e r a l t e r a t i o n s which could not be f u l l y a n t i c i ­

pa t ed or measured. T h e i r working theo ry i n c l u d e d the cause and 
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f 1 . "There was a g radua l y e t s t eady i n c r e a s e 
i n p roduc t i on r e g a r d l e s s , t o a c e r t a i n 
e x t e n t , o f t e s t c o n d i t i o n s imposed ." 

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

e f f e c t i d e a but i t was v i s u a l i z e d as a more complex mat ter — i t 

was cause and e f f e c t i n a s i t u a t i o n where the re were many 

"causes" and many " e f f e c t s " a l l o p e r a t i n g s imul taneously to p r o ­

duce composi te r e s u l t s . I f they could have expressed i t as such 

a t the t ime they might have sa id they expec t ed to change, 

measure, and obse rve w i th the o b j e c t o f i d e n t i f y i n g whatever 

u n i f o r m i t i e s might d e v e l o p . 

Second, t h e i r method, w h i l e I t appeared t o be the 

same, was c o n s i d e r a b l y d i f f e r e n t . They began t h i s experiment 

by i n s t i t u t i n g change — i n f a c t a s e r i e s of changes — some o f 

which they could obse rve and some o f which they c o u l d not . 

Concur ren t ly , w i t h these changes, they were o b s e r v i n g and 

measuring on as many f r o n t s as they c o u l d • c o n c e i v e and they 

were l o o k i n g f o r complex as w e l l as s imple r e s u l t s . 

I t i s impor tant to note the l a c k o f r e s t r i c t i o n i n 

t h i s p o i n t o f v i e w and method. I t p e r m i t s o f b roade r p e r c e p t i o n 

and makes i t e a s i e r to see the general, u n i f o r m i t i e s as they r e ­

v e a l themse lves w h i l e i n the study o f i l l u m i n a t i o n the b a s i c 

concept r e s t r i c t e d the f i e l d o f v i e w . 

I n the Relay Assembly Study a g r e a t many gene ra l 

o b s e r v a t i o n s , a l l hav ing the e lement o f u n i f o r m i t y , were noted , 

Only a few o f these w i l l be s t a t e d h e r e . Those expressed are 

taken ve rba t im from a r e p o r t made I n 1929. 
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2. "The amount o f s l e e p has a s l i g h t but 
s i g n i f i c a n t e f f e c t upon i n d i v i d u a l p e r ­
formances ." 

1 3. "A d i s t i n c t r e l a t i o n s h i p i s apparent 
between the emotional s t a tus o r home 
c o n d i t i o n s o f the g i r l s and t h e i r p e r ­
formance . " 

4. " T o t a l d a i l y px^oduct ivi ty i s i n c r e a s e d 
by r e s t p e r i o d s , and not d e c r e a s e d . " 

5. "Outside i n f l u e n c e s tend to c r e a t e e i t h e r 
a buoyant o r a depressed s p i r i t which i s 
r e f l e c t e d i n p r o d u c t i o n . " 

6. "The mental a t t i t u d e o f the o p e r a t o r 
toward the s u p e r v i s o r and working and 
home c o n d i t i o n s i s p robab ly the b i g g e s t 
s i n g l e f a c t o r g o v e r n i n g the e m p l o y e e ' s 
e f f i c i e n c y . " 

Such o b s e r v a t i o n s and c o n c l u s i o n s as these were based 

upon a c o n s i d e r a b l e body o f da ta . Much o f the da ta con ta ined 

wide d i f f e r e n c e s and these were o f undoubted impor tance , To 

l o o k a t d i f f e r e n c e s , however , a s such, i s to see a d i spe r sed and 

inde t e rmina te knowledge . I t i s the th read of u n i f o r m i t y running 

through the d i f f e r e n c e s which c r y s t a l l i z e s and c o n s o l i d a t e s u se ­

f u l and a p p l i c a b l e knowledge . I t i s the u n i f o r m i t y which ho lds 

throughout the d i f f e r e n c e s i n any f i e l d tha t y i e l d s a b a s i c 

4* concept o r unders tanding i n terms o f which the d i f f e r e n c e s can 

be unders tood , e v a l u a t e d , and d e a l t w i t h . 

The Re lay Assembly T e s t Room phase o f the Hawthorne 

Study was o f h i g h impor tance because i t y i e l d e d c o n c l u s i v e con-

<w c ep t s o f t h i s t y p e . The conc lus ions were unexpected when the 

exper iment was s t a r t e d but i t was a s i t u a t i o n i n which the 
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unexpected could be seen wi thou t the l i m i t a t i o n s o f a narrow 

s t a r t i n g concep t . To some e x t e n t i t se t the p a t t e r n f o r the r e -

1 maining s t u d i e s . Expressed i n the-most g e n e r a l way, the Re lay 

Assembly Exper iment showed the importance o f f a c t o r s "wi th in 

t he employee" as compared to the f a c t o r s i n h i s p h y s i c a l e n v i r o n ­

ment o f work. I t gave emphasis to employee a t t i t u d e and to the 

e m p l o y e e ' s pe r sona l s i t u a t i o n - The next s tudy, tha t o f employee 

i n t e r v i e w i n g , was to c l a r i f y and s p e c i f y the nature and s i g n i f i ­

cance o f t hese concep t s . 

The i n t e r v i e w i n g o f l a r g e groups o f employees was 

begun the l a t t e r pa r t o f 1928 and con t inued u n t i l 1932. During 

t h i s p e r i o d some 21,000 i n d i v i d u a l s were consu l t ed . The e x ­

p r e s s e d purpose o f t h i s study was t o f i n d out from employees 

what they l i k e d and what they d i s l i k e d i n t h e i r work s i t u a t i o n , 

t o improve the c o n d i t i o n s which they viewed, as u n f a v o r a b l e , and 

to f i n d a more r e a l i s t i c b a s i s f o r the t r a i n i n g o f s u p e r v i s o r s 

i n the employee r e l a t i o n s aspec t s o f t h e i r j o b s . 

Dur ing t h i s i n t e r v i e w i n g program, i t was na tura l t ha t 

the i n t e r v i e w e r s found a g r e a t a r r a y o f d i f f e r e n c e s . There were 
• f 

d i f f e r e n c e s o f a t t i t u d e , o f e x p r e s s i o n , o f i n d i v i d u a l preoccupa­

t i o n , o f p e r s o n a l i n t e r e s t s and p rob lems , o f expressed hopes and 

a m b i t i o n s , o f recommendations f o r improvement and change, and o f 

many o t h e r s o r t s . 

They found many g roup ings o f employees and these groups 

c o u l d be c l a s s i f i e d i n d i f f e r e n t ways . There were those who 

f 
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cou ld be c a l l e d e x t r o v e r t s and those who could be c a l l e d i n t r a -

v e r t s . There were those who were s a t i s f i e d and those who were 

I d i s s a t i s f i e d . There were those who' were c r i t i c a l and those who 

commended, the company wi th h e a r t f e l t outburs ts o f p r a i s e . At 

j f i r s t g l ance these c l a s s i f i c a t i o n s , i n themse lves , might appear 

\ t o be u n i f o r m i t i e s but a long wi th these r a the r d e f i n i t e t ypes \ 

i | ^ and k inds o f employees the re were many o the r s f i l l i n g i n the j 

range between such extremes* 1 I ' I j But i n the study o f d i f f e r e n c e s i t was p o s s i b l e i n 1 
! ' I 

! t h i s program as i t had been i n the Relay Assembly Experiment t o j 

i d e n t i f y and t r a c e the threads o f p e r s i s t e n t and d e f i n i t e j 

1 s i m i l a r i t i e s and u n i f o r m i t i e s , And i t was out o f these d i s t i n c t j 

u n i f o r m i t i e s t ha t i t was p o s s i b l e t o improve a b a s i c concept o f j 

personne l r e l a t i o n s and to char t the next exper imenta l program. [ 

The study o f the d i f f e r e n c e s and i n d i v i d u a l i t i e s o f the j 

da ta and the e x p e r i e n c e s o f the i n t e r v i e w e r s i n d i c a t e d a number 

o f common denominators , Some o f these most impor tant u n i f o r m i ­

t i e s are exp res sed as f o l l o w s : 
Employees l i k e d the oppor tun i ty o f ex ­
p r e s s i n g t h e i r thoughts . They f e l t 
p l e a s e d a t the i m p l i e d r e c o g n i t i o n 
which the program gave them. 

I t was d i f f i c u l t t o h o l d t h e i r comments 
t o t o p i c s s e l e c t e d by the i n t e r v i e w e r . 
Employees tended to t a l k about whatever 
p r e o c c u p i e d them the most. 

For the most p a r t employees t a l k e d about 
t h e i r a f f a i r s which were e x t e r n a l t o the 
work s i t u a t i o n . 

•r 

l . 

2 . 

3. 
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4. The i r comments could be b e t t e r understood 
when s tud ied i n r e l a t i o n to t h e i r pe r* 
sonal h i s t o r y . Whatever the i n d i v i d u a l ' s 
a t t i t u d e might be t h e r e were many c lue s 

; < and reasons i n h i s background^ t o e x p l a i n 
'i * why he f e l t o r behaved as he d i d i n any 
j s i t u a t i o n . 

; 5. Employees f e l t much b e t t e r a f t e r be ing 
i n t e r v i e w e d . The i n t e r v i e w i n g method had 
a d e f i n i t e the raupeu t i c v a l u e . I t h e l p e d 
the employee r e s o l v e persona l d i f f i c u l t i e s 

; I , o r c o n f l i c t s i n h i s thinking,. I n e x p l a i n ­
i n g something t o the i n t e r v i e w e r the 

I employee e x p l a i n e d i t b e t t e r t o h i m s e l f . 

6. Comments o f employees about " t h i n g s " had 
g r e a t e r o b j e c t i v i t y than comments about 
"persons" , " c o n d i t i o n s " o r "company 
p o l i c i e s . 1 1 

7. I t was not u s u a l l y t rue that compla in t s 
o f employees could be s a t i s f i e d by 
" c o r r e c t i n g " the o b j e c t o f the compla in t . 
Employee compla in ts i n many i n s t ances had 
o t h e r r e f e r e n t s than t he o b j e c t s about 
which d i s s a t i s f a c t i o n s were exp re s sed . 

I 
i 8. The mani fes t con ten t o f employee ex -
| p r e s s i o n s were u s u a l l y r e l a t e d t o some-
j th ing o f a l a t e n t con t en t . I n many 
j - i n s t ances the e m p l o y e e ' s comments were 

c o n d i t i o n e d by f e e l i n g s and e x p e r i e n c e s 
which he d i d not e x p r e s s as r e l a t e d 
ma t t e r s . 

9. The i n d i v i d u a l e m p l o y e e ' s d e s i r e s , s e n t i -
, ments and e x p e c t a t i o n s were brought t o 

( the j o b , i . e . he was making c e r t a i n demands 
o f h i s s i t u a t i o n . H i s s i t u a t i o n a t the 

! same time was making c e r t a i n demands o f 
him. Somewhere between these demands he 

I found a measure o f s a t i s f a c t i o n o r 
i compla in t . 

! 10. The comments o f the employee were i n r e l a -
i t i o n not on ly t o the b a s i s o f v a l u e s 

d e r i v e d from h i s p e r s o n a l h i s t o r y but 
j a l s o were i n r e l a t i o n t o c e r t a i n p a t t e r n s 

o f response w i t h i n h i s work g roup . 
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These l a s t u n i f o r m i t i e s were l a r g e l y r e s p o n s i b l e f o r 

the exper imenta l study which grew out o f the i n t e r v i e w i n g program. 

Th i s was the Bank W i r i n g Obse rva t ion Room, which was s t a r t e d i n 

November 1931, and was t e rmina t ed i n May 1932. The purpose o f 

t h i s study was. to o b s e r v e i n g r e a t e r d e t a i l the emp loyee ' s 

s o c i a l s i t u a t i o n a t work, p a r t i c u l a r l y the b e h a v i o r o f employees 

which was an e x p r e s s i o n o f t h e i r i n t e r p e r s o n a l r e l a t i o n s h i p s . 

The g e n e r a l method o f t h i s study was r e l a t i v e l y , s i m p l e . 

A group o f f o u r t e e n men, whose work r equ i r ed a c o l l a b o r a t i v e 

i n t e r r e l a t i o n s h i p , were moved from t h e i r r e g u l a r work p l a c e i n t o 

an enc losed space . The equipment wi th which they worked, t h e i r 

s u p e r v i s i o n , and t h e i r b a s i s o f pay were unchanged* In f a c t , 

an e f f o r t was made t o make as l i t t l e change as p o s s i b l e . . The 

p l an was to study t h i s group i n two ways. An o b s e r v e r was 

s t a t i o n e d i n t h e room to o b s e r v e and record b e h a v i o r and remarks 

which i n d i c a t e d the na ture and func t ion o f the persona l i n t e r ­

r e l a t i o n s h i p s between i n d i v i d u a l s . An i n t e r v i e w e r s t a t i o n e d 

o u t s i d e the room i n t e r v i e w e d each member o f the group a t i n t e r ­

v a l s i n o r d e r to l e a r n o f t h e i r s u b j e c t i v e a t t i t u d e , b e l i e f s 

and f e e l i n g s . 

Al though t h i s s tudy was i n e x i s t e n c e f o r a p e r i o d o f 

o n l y seven months, much was l e a r n e d concerning the i n t i m a t e 

nature o f group o r s o c i a l p r o c e s s e s and t h e i r e f f e c t s upon i n ­

d i v i d u a l morale and e f f e c t i v e n e s s . As i n o the r exper iments 

t h e r e were many d i f f e r e n c e s i n e v i d e n c e . There were d i f f e r e n c e s 
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i n i n d i v i d u a l p e r s o n a l i t y , b e h a v i o r , and a t t i t u d e . There were 

d i f f e r e n c e s i n the same I n d i v i d u a l a t d i f f e r e n t t i m e s . There 

were d i f f e r e n c e s i n i n d i v i d u a l r e l a t i o n s h i p and t h e r e were 

d i f f e r e n c e s i n the ways these r e l a t i o n s h i p s were man i fes t ed . 

N e v e r t h e l e s s through a l l these d i f f e r e n c e s the re was 

a connec t ing t i s s u e o f u n i f o r m i t y ; t h e r e were c o n s i s t e n t and 

p e r s i s t e n t b a s i c foundat ions w i t h which t o unders tand, app ra i se 

and even p r e d i c t the g e n e r a l b e h a v i o r and p r o d u c t i v i t y o f the 

i n d i v i d u a l s i n v o l v e d . 

A g r e a t many d e t a i l e d u n i f o r m i t i e s i n t h i s exper iment 

c o u l d be c i t e d , so many i n f a c t t h a t t ime w i l l not a l l o w t h e i r 

s ta tement . F o r t u n a t e l y most o f these can be grouped i n t o b roader 

g e n e r a l i z a t i o n s and s e v e r a l o f these w i l l be e x p r e s s e d . In 

s e l e c t i n g these they have been chosen because o f t h e i r r e l e v a n c e 

t o the b a s i c theme o f t h i s paper — a concept o f personne l 

r e l a t i o n s . 

1. The ac tua l b e h a v i o r and a t t i t u d e o f employees 
was c o n t r a r y to the b a s i c assumptions i nhe ren t 
i n the wage i n c e n t i v e under which they worked. 
They d i d not behave as i t was l o g i c a l l y assumed 
they would, I n f a c t they worked i n ways which 
d i d not promote t h e i r economic i n t e r e s t s . 
They r a t h e r u n i f o r m l y behaved i n ways which 
were more c l o s e l y r e l a t e d t o t h e i r i n t e r p e r s o n a l 
r e l a t i o n s h i p s and to group sen t iments than any­
t h i n g e l s e . T h e i r c o l l a b o r a t i o n was an e x ­
p r e s s i o n o f t h e i r i n f o r m a l o r g a n i z a t i o n r a t h e r 
than the l o g i c a l c o n d i t i o n s s e t up i n the system 
o f group p i e c e work. 

2. Al though each o f t he se employees brought t o 
the group h i s own i n d i v i d u a l i t y , the re was a 
p e r s i s t e n t and cont inuous growth o f a s o c i a l l y 
o r d e r e d group . The r e l a t i o n s h i p s between 
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i n d i v i d u a l s became r a t h e r un i fo rmly expressed . 
The e s t ab l i shment o f c l i q u e s d e v e l o p e d a un i ­
form p a t t e r n . Norms o f conduct were more and 
more man i f e s t ed — norms f o r i n d i v i d u a l s , norms 

| ( f o r c l i q u e s , and norms f o r the group as a whole , 
j A t t i t u d e s and b e l i e f s e s t a b l i s h e d s i m i l a r 
\ p a t t e r n s . Whi l e means o f e x p r e s s i o n con ta ined 
j many d i f f e r e n c e s , tha t which was expressed con-
; t a i n e d u n i f o r m i t y . 

; 3* Output o f i n d i v i d u a l s and o f the groups was 
i un i fo rmly c o n t r o l l e d al though the ac tua l 
i ( p roduc t ion v a r i e d c o n s i d e r a b l y . There was 

a uniform concept o f a d a y ' s work and t h i s 
i was adhered to al though some i n d i v i d u a l s 
| a t t imes worked at almost tw ice the s tandard 
| r a t e . W h i l e p roduc t ion was h igh and the group 
• was e f f e c t i v e i n r e l a t i o n t o the output o f 

s i m i l a r groups i n o t h e r concerns , t he r e was a 
r e s t r i c t i o n i n terms o f what cou ld have been 
done. The i n d i v i d u a l q u a l i t y r e c o r d r e f l e c t e d 
not o n l y the q u a l i t y o f the work. I t un i fo rmly 
r e f l e c t e d the i n t e r p e r s o n a l r e l a t i o n between 
an i n s p e c t o r and an o p e r a t o r . D i f f e r e n c e s i n 

1 i n d i v i d u a l outputs were not i n accordance With 
the apparent d i f f e r e n c e s i n i n d i v i d u a l c a p a c i t y 

I to produce. 

I 4 . I n c e r t a i n r e s p e c t s the c o n t r o l o f the super-
| v i s o r s o v e r the group was un i fo rmly r e s t r i c t e d 
I by the group i t s e l f . C e r t a i n a u t h o r i t i e s o v e r 
i them were accep t ed wi thou t q u e s t i o n . I n o the r 

mat ters t h e r e was a c o n s i d e r a b l e and c o n s i s t e n t 
r e s t r i c t i o n i n the l a t i t u d e o f the s u p e r v i s o r . 
Not Only d i d t h i s k ind o f c o n t r o l a f f e c t the 
s u p e r v i s o r . The same k ind o f c o n t r o l o f i n ­
d i v i d u a l b e h a v i o r was extended by the group to 

; I e v e r y member i n i t . 

1 5. Such g e n e r a l i z a t i o n s as those above may be 
I expressed as a broader u n i f o r m i t y . There 
| d e v e l o p e d among the employees c e r t a i n u n i ­

f o r m i t i e s o f r e l a t i o n s h i p s , b e l i e f s , and 
a t t i t u d e which se rved t o c o n t r o l t h e i r 
b e h a v i o r . T h i s b e h a v i o r i n many ways was not 

; what the l o g i c s o f management assumed i t to 
. ( 1 be . There was i n e f f e c t an i n fo rma l o r g a n i z a -
j t i o n o f employees o v e r and above and d i f f e r e n t 
j from the fo rmal o r g a n i z a t i o n p r e c e p t s . The 
i 
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func t ions o f the in fo rmal o r g a n i z a t i o n were 
to r e g u l a t e and p reven t imprudent a c t s among 
i t s members, and $o p reven t i n t e r f e r e n c e and 
d i s r u p t i o n from o u t s i d e sources . 

/' 
v Taking the s t ud i e s as a who le , and t h i s i n c l u d e s a 

number o f exper iments which have not been s p e c i f i c a l l y mentioned 

i n t h i s account , t he re were s e v e r a l more gene ra l u n i f o r m i t i e s 

which i t i s important to n o t e . 

*• 1. One o f these concerns the gene ra l ques t i on 
o f c o n t r o l ; I n the t r a d i t i o n a l v i ew management 
c o n t r o l s the s i t u a t i o n s i n which employees 
work. R u l e s , s tandards , and norms o f conduct 
are p r e s c r i b e d and e n f o r c e d . I n ac tua l s i t ua ­
t i o n s t h i s i s not e n t i r e l y t rue . I n f o r m a l l y 
o r g a n i z e d employee groups a l s o se t r u l e s , 
s tandards , and norms o f conduct - - and e n f o r c e 
them. These c o n t r o l s a re sometimes i n o p p o s i ­
t i o n to o r d i f f e r e n t from those imposed by 
management. 

2 . Another o f t hese u n i f o r m i t i e s concerns mora le . 
I n a number o f s t u d i e s i t was c l e a r t ha t " e s p r i t 
de co rps" , enthusiam i n c o o p e r a t i v e e f f o r t , 
g ene ra l s a t i s f a c t i o n , e t c . were i n l a r g e par t 
c o n d i t i o n e d by the employee group . I n some 
groups the mora le was h i g h and i n some i t was 
low but no ma t t e r what c h a r a c t e r i t assumed, 1 1 
was f a r more complex than the t r a d i t i o n a l v i ew 
— tha t morale i s the r e s u l t o f the a p p l i c a t i o n 
o f l o g i c a l l y e x p l i c i t pe r sonne l p o l i c i e s . 

5. A t h i r d g e n e r a l u n i f o r m i t y concerns communication. 
Cons ider ing the mat te r s o f sent iment , i n f o r m a t i o n , 

' l o g i c s , i n t e r e s t s , e t c . , t he r e was a wide gap, 
V - ( w i t h the e x c e p t i o n o f the R e l a y Assembly Tes t 

Room) almost a c o m p l e t e l y n e g a t i v e communication, 
between these groups and the g e n e r a l management. 
I t i s not a g r e a t ove r s t a t emen t to say tha t 
o n l y on one p o i n t — the ma t t e r o f work to be 
done — was t h e r e s u b s t a n t i a l mutua l i ty o f 
agreement. Wi th immediate s u p e r v i s o r s t he re 

i was a c l o s e r unders tanding al though f o r the 
most p a r t s u p e r v i s o r s were unable t o a c t as 
agen t s o f communication. 
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4 . A four th u n i f o r m i t y concerns change. O b v i o u s l y 
- management must make changes o f v a r i o u s k i n d s . 

: Th i s i s e s s e n t i a l t o the success o f any e n t e r ­
p r i s e and t h e r e f o r e to the advantage of. em-

' i p l o y e e s as W e l l as o the r s concerned i n the 
i bus iness . In fo rmal employee o r g a n i z a t i o n s , 
I however , r e s i s t e d change. Th i s was an 
j i m p l i e d f u n c t i o n o f h i g h u n i f o r m i t y among 
i such groups a l though i t must be s a i d the 
; R e l a y Assembly group was a g a i n an e x c e p t i o n . 
: i 
! From the i d e n t i f i c a t i o n o f such U n i f o r m i t i e s as have j 
':{-• • * 

been o u t l i n e d up to t h i s p o i n t , the i n v e s t i g a t o r s began to ; 
• • • ' • ! 

j v i s u a l i z e the whole o f bus iness o r g a n i z a t i o n as a s o c i a l and an I 
! - - ' i 

economic system. I t i s . w i t h i n t h i s broad concept tha t the con- j 

cep t o f pe rsonne l r e l a t i o n s f i n d s i t s p l a c e . j 
t 
i 

The p l a n here i s t o merge the whole of these u n i f o r m i - j 
t i e s , which have been o u t l i n e d , and the i m p l i c a t i o n s of the j 

i 

g e n e r a l problems e x p r e s s e d , i n t o a concept o f bus iness o r g a n i z a - 1 

| t i o n as a s o c i a l system. I t w i l l be o b s e r v e d tha t many o f the j 

[ u n i f o r m i t i e s were wi th r e s p e c t , p r i m a r i l y , to i n d i v i d u a l s and 

i 
t h e i r adjustment i n a bus iness o r g a n i z a t i o n . Others were 

p r i n c i p a l l y concerned w i t h groups and the s o c i a l o r g a n i z a t i o n 

o f i n d i v i d u a l s i n bus iness . 

^ The concepts o f these two spheres w i l l be exp re s sed 

s e p a r a t e l y but as a whole they c o n s t i t u t e a concept o f pe r sonne l 

r e l a t i o n s — a concept o f such b a s i c u n i f o r m i t i e s i n a l l employee 

s i t u a t i o n s tha t i t may be used as an e f f e c t i v e d e v i c e f o r a p p r a i s ­

i n g and c o n s i d e r i n g any pe r sonne l r e l a t i o n s problem no m a t t e r 

what d i f f e r e n c e s i n d e t a i l may e x i s t . 
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A Concept Concerning the B e h a v i o r and Adjustment o f I n d i v i d u a l s 
I n A Business Concern 

1. No i n d i v i d u a l e x i s t s i n i s o l a t i o n . He has 
always been i n r e l a t i o n t o o t h e r persons . 
Every i n d i v i d u a l i n h i s r e l a t i o n s w i t h 
o the r pe rsons i s c o n d i t i o n e d . He i s con­
d i t i o n e d t o a way o f l i f e , a way o f 
b e l i e v i n g , o f behav ing , and a way o f 
f e e l i n g and t h i n k i n g . 

2 . Out o f t h i s c o n d i t i o n i n g he d e r i v e s c e r ­
t a i n demands which he i s b r i n g i n g t o 
h i s s i t u a t i o n o r i s g o i n g t o make o f h i s 
s i t u a t i o n — i . e . , he a c q u i r e s and d e v e l o p s 
c e r t a i n sen t iments , d e s i r e s , e x p e c t a t i o n s , 
and i n t e r e s t s a g a i n s t which he judges h i s 
e x p e r i e n c e s and i n terms o f which he i s 
mo t iva t ed . 

3. He i s a l s o a lways i n a s i t u a t i o n which 
i s making c e r t a i n demands o f him. He 
i s p ressed t o b e l i e v e , , behave and 
g e n e r a l l y respond i n c e r t a i n ways. 

4 . H i s b e h a v i o r i s the r e s u l t a n t o f the 
demands he i s making o f h i s s i t u a t i o n 
and the demands h i s s i t u a t i o n i s making 
o f him. 

5. A d i f f e r e n c e between o r a t h r e a t o f a 
d i f f e r e n c e between — the demands he i s 
making o f h i s s i t u a t i o n and the demands 
h i s s i t u a t i o n i s making o f him, r e s u l t s 
i n persona l i n t e r f e r e n c e s , c o n f l i c t s and 
p r e o c c u p a t i o n s . 

6. When he i s a b l e t o r e s o l v e h i s demands o f 
h i s s i t u a t i o n and the demands h i s s i t u a ­
t i o n makes o f him, then he i s i n a s t a t e 
o f adjustment. 

7 . He i s a b l e t o r e s o l v e c o n f l i c t i n g demands 
when ( a ) the demands o f the s i t u a t i o n upon 
him o r h i s i n t e r p r e t a t i o n o f these demands 
can be a p p r o p r i a t e l y a l t e r e d o r ( b ) when 
the demands he i s making o f h i s s i t u a t i o n 
can be ad jus ted o r ( c ) some o f bo th . 

i 

i 
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A Concept Concerning Business O r g a n i z a t i o n as a S o c i a l System 

L I t i s useful t o c o n s i d e r management's 
func t ion as embracing two major problems: 

( a ) t ha t o f p roduc ing and s e l l i n g the 
product o r s e r v i c e o f the e n t e r p r i s e , 
and, 

( b ) t ha t o f p roduc ing and d i s t r i b u t i n g 
s a t i s f a c t i o n s to i t s members. 

I n the l o n g run, the success o f 
the bus iness depends upon the f u l f i l l ­
ment o f b o t h o f these func t ions . 

2. A business e n t e r p r i s e can be v iewed as be ing 
composed o f ; 

( a ) the t e c h n i c a l o r g a n i z a t i o n , compr is ing 
p h y s i c a l equipment such as t o o l s , 
machines, b u i l d i n g s , e t c , , and 

( b ) the human O r g a n i z a t i o n . 

3. The human o r g a n i z a t i o n can be v iewed as 
b e i n g composed o f : 

( a ) i n d i v i d u a l s , and 

( b ) the s o c i a l o r g a n i z a t i o n which i s more 
than" s imply a c o l l e c t i o n o f separa te 
i n d i v i d u a l s . I t may be b r i e f l y 
d e s c r i b e d as the t o t a l p a t t e r n o f r e ­
l a t i o n s h i p s between i n d i v i d u a l s and 
groups , the t o t a l human framework i n 
which each person has a p a r t i c u l a r 
s o c i a l p l a c e and func t i on . 

4. The s o c i a l o r g a n i z a t i o n can be v i ewed as b e i n g 
composed o f : 

( a ) the formal o r g a n i z a t i o n which i s s e t 
up by management i n the form o f sys tems, 
r u l e s , r e g u l a t i o n s , I n s t r u c t i o n s and 
o r g a n i z a t i o n c h a r t s . These d e f i n e what 
the p a t t e r n o f r e l a t i o n s h i p s between 
i n d i v i d u a l s and groups should b e , and, 

( b ) t he i n f o r m a l o r g a n i z a t i o n which i s com­
posed o f t h e spontaneous and na tu ra l 
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p a t t e r n s o f r e l a t i o n s h i p s between 
i n d i v i d u a l s and groups o v e r and above 
those e s t a b l i s h e d by management. 

( c ) - Systems o f i d e a s , b e l i e f s , l o g i c s and 
sent iments . Those o f the formal o r g a n i ­
z a t i o n and the in formal o r g a n i z a t i o n do 
not n e c e s s a r i l y c o i n c i d e . In f a c t , 
some v e r y g r e a t d i f f e r e n c e s may and 
u s u a l l y do e x i s t between them. 

5. ' The in fo rmal o r g a n i z a t i o n i s natural and i n ­
e v i t a b l e . I n many cases i t s e rves a h e a l t h y 
and normal func t ion , Much e f f e c t i v e 
c o l l a b o r a t i o n i s dependent upon i t . The 
in fo rma l r ou t i ne s and codes o f b e h a v i o r a re 
impor tant because wi thout them any o r g a n i z a ­
t i o n can o n l y be mainta ined by f o r c e . They 
func t ion f o r the i n d i v i d u a l , by g i v i n g him 
a f e e l i n g o f s e c u r i t y and s o c i a l s a t i s f a c ­
t i o n , by c o n d i t i o n i n g h i s b e h a v i o r , and by 
p r e v e n t i n g i n d i s c r e t i o n s . 

6. I t i s useful t o v iew these p a r t s o f a b u s i ­
ness o r g a n i z a t i o n as a s o c i a l system — 
tha t i s , as p a r t s which are mutual ly i n t e r ­
dependent such tha t changes i n any p a r t are 
accompanied by changes i n o t h e r p a r t s . 
Some p a r t s may change more r a p i d l y than 
o t h e r s ; f o r ins tance — the t e c h n i c a l 
may change more r a p i d l y than the s o c i a l ; 
the formal more r a p i d l y than the i n f o r m a l . 

7. The management j o b o f main ta in ing the t o t a l 
e q u i l i b r i u m o f a bus iness r e q u i r e s the i n t r o ­
d u c t i o n o f change. A t the same t ime i n f o r m a l 
o r g a n i z a t i o n s tend to r e s i s t change. Th i s 
does not mean tha t change cannot be i n t r o ­
duced, i t means tha t i f management i s to be 
most e f f e c t i v e i t must understand the t o t a l 
s o c i a l o r g a n i z a t i o n o f employee groups 
t o g e t h e r w i th the r u l i n g a t t i t u d e s o r 
sent iments which m o t i v a t e them and then 
i n t r o d u c e change w i thou t d i s r u p t i n g i n the 
p r o c e s s the s o c i a l founda t ions on which 
c o l l a b o r a t i o n i s based . T h i s can be done 
through: 

( a ) p r e p a r a t i o n o f employee groups i n terms o f 
the changes to be made, and 
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( b ) the p r e p a r a t i o n o f the changes t o be made 
i n terms o f employee group codes ; 

] The above o u t l i n e o f the concept i s e x c e e d i n g l y b r i e f . 

} F u l l e r d e t a i l s and c o n s i d e r a t i o n w i l l be g i v e n t h i s p o i n t o f 

I v i e w i n the two papers which f o l l o w . One w i l l c o n s i d e r the 
I 
j q u e s t i o n o f i n d i v i d u a l compla in t s and g r i e v a n c e s , Showing how 
i • 

• t h i s concept can be use fu l i n d e a l i n g wi th these pe r sonne l r e l a - j 
) i I | • — t i o n s ma t t e r s . The o t h e r w i l l c o n s i d e r the nature o f morale i n ; 

j terms o f t h i s concept and o u t l i n e some o f the problems Inheren t 
j • • - ; 

' i n a p p l y i n g t h i s gene ra l ' p o i n t o f v i e w i n bus iness o r g a n i z a t i o n s , ! 

i 

( 

( i 
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D i a g n o s i s and Treatment o f Employee  

Complaints and Gr ievances 

M, L . Putnam 

I t h ink I have seldom seen a person who had no- com­

p l a i n t . I n r a p i d r e v i e w I can r e c a l l many p e o p l e , many s i t ua ­

t i o n s , and many e x p r e s s i o n s . They cou ld he roughly grouped i n t o 

s e v e r a l c l a s s e s . 

There were those whoee l i f e was h e c t i c - ~ a t l e a s t to 

them. They were d i s s a t i s f i e d Wnd complain ing a t e v e r y turn. 

•Their minds were f i l l e d w i t h constant streams o f c o n f l i c t arid 

r e j e c t i o n . , Complaint was the o r d e r o f the day and seemed t h e 

v e r y b a s i s o f t h e i r e x i s t e n c e . They were the "chronic k i c k e r s " 

and, i t can be no ted w i th some s a t i s f a c t i o n , they were a f a i r l y 

small m i n o r i t y . 

, There were o t h e r s who seldom expressed d i s a p p r o v a l . 

T h e i r l i v e s were serene and apparen t ly f u l l o f s a t i s f a c t i o n and 

accep tance . They l i v e d the good l i f e and they saw no e v i l — a t 

l e a s t not much. They expressed themselves i n measured manner. 

They bore no m a l i c e and i t was a p l easu re t o know them. But 

sometimes they were no t v e r y i n t e r e s t i n g . . 

Then t h e r e Was tha t g r e a t body o f apparen t ly "normal" 

i n d i v i d u a l s . They saw much they l i k e d and could commend. They 

saw much they cou ld not a c c e p t . They expressed t h e i r v i e w s i n 

a p p r o p r i a t e d e g r e e s o f l G g i c o r emot ion. T h e i r scope o f response 

was broad and f l u c t u a t i n g . They seemed t o l i v e i n a wide range 

o f approva l and d i s a p p r o v a l . 
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But i n a i l my memory, I th ink I have never seen art 

i n d i v i d u a l who was immune t o compla in t . 

To some complaint was a means o f ma in t a in ing a persona l 

adjustment. To some i t was a g r e a t m o t i v a t i o n to c r e a t e change. 

To some i t seemed mere ly the s t u f f o f which c o n v e r s a t i o n s were 

made. I t i s not acc iden t a lone that cou ld account f o r the r i c h 

words i n e v e r y language i n which one can communicate h i s d i s ­

app rova l . I n comparison, the words o f commendation are soon 

used up. 

But complaint i s not a lone exp re s sed i n words. I t can 

be s i g n i f i e d i n many ways. I n mood and manner, i n p h y s i c a l 

a c t i o n s and p h y s i c a l symptoms, i n worry and b r o o d i n g , i n sorrow 

and g r i e f , i n weeping and l amen ta t i on , the c o n f l i c t s w i t h i n the 

i n d i v i d u a l can f i n d expres s ion . For compla in t has a wide and 

g e n e r a l conno ta t ion wi th f i n e d i s t i n c t i o n s i n i t s m a n i f e s t a t i o n . 

Almost a l l human exp re s s ion may be thought o f i n terms o f ap* 

p r o v a l and d i s a p p r o v a l . 

I t i s i n t e r e s t i n g t o v i e w compla in t as one of the g r e a t 

u n i f o r m i t i e s i n human e x i s t e n c e . I n a l l h i s t o r y , a t a l l ages o f 

the i n d i v i d u a l , i n a l l s t a t i o n s o f l i f e , i t has e x i s t e d . And 

i t cannot be v i e w e d as e n t i r e l y bad. Much p r o g r e s s and d e v e l o p ­

ment must be l a i d a t i t s doo r . I f n e c e s s i t y i s t he mother o f 

i n v e n t i o n , some form o f complaint i s i m p l i e d i n t he f e e l i n g o f 

n e c e s s i t y . 

And t h e r e i s ano ther i n t e r e s t i n g p o i n t about compla in t . 

Th i s concerns i t s causes . Everyone knows from h i s own e x p e r i e n c e 
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t h a t h i s c a p a c i t y to f i x upon an a p p r o p r i a t e o b j e c t o f complaint 

i s o f t e n t imes inadequa te . The b a s i c f a c t o r s which converge at 

the i n c i d e n c e o f compla in t a re complex. He cannot always 

a r t i c u l a t e h i s g r i e v a n c e i n an accurate way. Many o f h i s words 

are g e n e r a l i z a t i o n s and a b s t r a c t terms. The r e l a t i v e we igh t s 

and measures o f h i s t r o u b l e may e a s i l y be i n e x p r e s s i b l e i n 

i words. He s imply f e e l s "b lue" l o r "depressed" o r " f u l l up" o r 
j I _ • —* 
\ " d i s s a t i s f i e d . " He may s e i z e upon some convenien t o b j e c t and i n 
i * -
t 

| most ins tances w i l l o v e r s t a t e and e x a g g e r a t e . The r e a l causes 
I 
j the composite g r i e v a n c e s — are e x c e e d i n g l y d i f f i c u l t to 

| i d e n t i f y . I t i s seldom t rue that the complaint bea rs a s imple 

r e l a t i o n s h i p to the o b j e c t about which the complaint i s made. 

In such s imple i n s t ances one does not usua l ly d e s c r i b e the 

express ion as a compla in t . I t i s more nea r ly j u s t a reques t o r 

a sugges t ion . 

I t i s another common e x p e r i e n c e , tha t the e x p r e s s i o n 

o f complaint g i v e s some r e l i e f . Whether t h i s be i n words o r i n 

o t h e r forms i t u s u a l l y y i e l d s some s a t i s f a c t i o n . The c h i l d 

r \ c r i e s , Johnny makes a f ace a t h i s ne ighbor , mother g i v e s some­

body a p i e c e o f h e r mind, f a t h e r throws down h i s c lub a f t e r a 

d i s g u s t i n g sho t . And peace I s t o some ex ten t r e s t o r e d . 

Sometimes the i n d i v i d u a l does not express h i s d i s ­

s a t i s f a c t i o n i n an e x t e r n a l way o r a t l e a s t he t r i e s not t o . 

He simply r e p r e s s e s any e x p r e s s i o n . He may be a b i t d i f f i c u l t 

t o l i v e w i t h , o r he may be p r e o c c u p i e d , o r he may s t o r e up h i s 
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compla in t u n t i l he "blows up" a t some unexpected t ime , o r he 

may be a person who has the c a p a c i t y t o r e s o l v e h i s Own con­

f l i c t wi thou t e x t e r n a l exp re s s ion . 

Complaints i n business a re u s u a l l y thought o f as e x ­

p r e s s i o n s which f l o w upward i n the o r g a n i z a t i o n . The employee 

complains to h i s boss . The supe rv i so r complains t o h i s 

supe r io r . And the department head complains t o the v i c e 

p r e s i d e n t . But t h i s i s not the on ly way i n which compla in ts 

a re moving.. The boss a l s o complains t o the employee , about h i s 

work, h i s deportment , h i s v i e w s , e t c . and| the boss complains t o 

o t h e r s o f comparable rank. Complaint moves a l l through a b u s i ­

ness and i n a l l d i r e c t i o n s . 

Obv ious ly no s imple c l a s s i f i c a t i o n s concern ing com­

p l a i n t can be made. I n d i v i d u a l s v a r y , , the same i n d i v i d u a l i s 

d i f f e r e n t a t d i f f e r e n t t imes t the c o n t e x t s i n which complaint i s 

f e l t a re w i d e l y d i f f e r e n t , the urgency o f compla in t ranges from 

h i g h t o l o w , the forms o f exp re s s ions are many, the c a u s a t i v e 

f a c t o r s are complex, and excep t i n v e r y s imple i n s t a n c e s , com­

p l a i n t s cannot be adequate ly d e a l t w i th by changing the o b j e c t 

o f d i s s a t i s f a c t i o n . 

How, then, i s the a d m i n i s t r a t i v e pe r son t o dea l w i t h 

compla in t s i n a business o r g a n i z a t i o n ? Given t he se v a r i o u s com­

p l e x i t i e s and the r e l a t i v e l y h igh i n c i d e n c e o f employee d i s ­

s a t i s f a c t i o n s how can he e f f e c t i v e l y proceed? He cannot g i v e h i s 

whole t ime t o t h i s problem. Many o t h e r ma t t e r s occupy h i s 

a t t e n t i o n . 
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1 . He can l e a r n to d i s t i n g u i s h between those 
compla in ts which are more s e r i o u s and those 
which are l e s s s e r i o u s . 

2 . He can l e a r n t o more e f f i c i e n t l y handle 
those which need some a c t i o n . 

3 . And, he can l e a r n how t o reduce the i n ­
c idence o f complaint by reduc ing causa t ive 
f a c t o r s . 

These i n e f f e c t are about the same o b j e c t i v e s as those 

o f the medica l d o c t o r i n the f i e l d o f p h y s i c a l a i lmen t s . He 

works toward these ends through an e f f e c t i v e way o f l o o k i n g a t 

and th ink ing about h i s f i e l d o f study and through the a p p l i c a ­

t i o n o f art e f f e c t i v e method. 

T h e purpose o f t h i s paper i s to suggest an e f f e c t i v e 

point.jpf v i e w and a method f o r d i a g n o s i n g and t r e a t i n g employee 

qj? c o m p l a i n t ^ and g r i e v a n c e s . I t i s a way o f accomplishment c l o s e l y 

r e l a t e d to tha t o f the medical p r a c t i t i o n e r . The ''anatomy" arid 

" p h y s i o l o g y " and theory i n the f i e l d o f compla in t s i s d i f f e r e n t 

but the way o f g o i n g about a remedy I s ve ry s i m i l a r . 

F i r s t o f a l l the a d m i n i s t r a t o r must,have an e f f e c t i v e 

p o i n t o f v i e w concerning compla in t s . He must have a framework 

i n which h i s thought i s s e t , such t ha t h i s a t t e n t i o n w i l l be 

d i r e c t e d toward a p p r o p r i a t e da ta , such t ha t*h i s e v a l u a t i o n o f 

the data w i l l be sys t ema t i c and e f f e c t i v e , and such t ha t h i s 

conc lus ions w i l l suggest an a p p r o p r i a t e t r ea tmen t . 

Secondly , he must have a method which w i l l be use fu l 

i n secur ing the da ta , i n t e r p r e t i n g i t , and i n t rea tment . 

J 
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We w i l l t ake up the f i r s t requirement by r e tu rn ing t o 

our b r i e f s tatement about a concept concern ing the behav io r and 
1 

' \ adjustment o f i n d i v i d u a l s i n a bus iness concern. I would l i k e 

to expand the s ta tement o f t h i s concept because i t i s b a s i c t o 

our d i s c u s s i o n . I t i s , i n f a c t , the s t a r t i n g p o i n t and the 

guide f o r one who wants to be e f f e c t i v e i n the hand l ing o f 

{ compla in t s . 

I t should be emphasized tha t t h i s concept a l s o has a 

wider r e f e r e n c e than j u s t tha t r e l a t e d t o the usual concept o f 

compla in t s . I t r e l a t e s as w e l l and i s usefu l w i th r e s p e c t t o 

o t h e r forms o f persona l maladjustment, d i s s a t i s f a c t i o n and d i s ­

a p p r o v a l , i . e . to a l l s i m i l a r forms o f pe r sona l d i s a b i l i t y i n 

bus iness . 

You w i l l r e c a l l tha t i n t h i s concept we l o o k beyond 

a l l the d i f f e r e n c e s which e x i s t and s e l e c t out the u n i f o r m i t i e s 

o b t a i n i n g f o r a l l i n d i v i d u a l s . These u n i f o r m i t i e s h o l d f o r a l l 

persons n o ] m a t t e r what t h e i r p l a c e i n l i f e may b e , no mat te r how 

t h e i r i n d i v i d u a l na tures may be c o n s t i t u t e d , and no ma t t e r , even , 

whether they be n a t i v e s o f A u s t r a l i a , Alaska , o r Nor th C a r o l i n a . 
{ 
v _ The va lue i n these u n i f o r m i t i e s i s tha t t hey g i v e a 

common b a s i s f o r s tudy, a p p r a i s a l , unders tanding and t rea tment i n 

any i n d i v i d u a l s i t u a t i o n . This b a s i c concept i s e q u a l l y a p p l i ­

cab l e i n the home, church, community, o r f o r t ha t ma t t e r , 
' 1 

' I n the paper " E v o l u t i o n o f a Concept o f Personnel 
R e l a t i o n s . 1 1 

•t 
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wherever i n d i v i d u a l s are found. P e r s o n a l l y , I th ink i t i s 

p a r t i c u l a r l y a p p l i c a b l e t o the d i a g n o s i s and t reatment o f com­

p l a i n t s and g r i evances - and I sha l l s t a t e i t wi th t h i s usage i n 

mind. 

1. Every i n d i v i d u a l i s cond i t i oned 

The i n d i v i d u a l i s not a random product . 
His make-up i s o rde red i n p a r t i c u l a r ways. 
He i n h e r i t s c e r t a i n s o c i a l c o n d i t i o n s and 
he i s inf luenced, by them. He i s a member o f 
and r e l a t e d t o , s o c i e t y at l a r g e . He be longs 
to a f a m i l y , a community, and o t h e r o v e r ­
l app ing groups . By a l l o f these he has been 
in f luenced and c o n d i t i o n e d . Norms o f conduct, 
norms o f b e l i e f , norms o f exp re s s ion and 
even norms o f personal adjustment have been 
impressed upon him. Pressures o f many so r t s 
have been a p p l i e d to g a i n h i s conformance t o 
a customary way o f l i f e . Convention i s a 
hard taskmaster and h i s deportment, d r e s s , 
c o n v e r s a t i o n , and c o n v i c t i o n s have been urged 
i n t o a band, which i s cons idered a c c e p t a b l e . 
Much o f h i s behav io r becomes automat ic . 
Hab i t s take the p l a c e o f h i s need to g i v e 
conscious c o n s i d e r a t i o n to many ma t t e r s . He 
conducts h i m s e l f i n c e r t a i n ways "because 
everybody d o e s . " He acqui res s tandards, 
va lues and i d e a l s . He acqu i re s s ta tus i n 
r e l a t i o n to o t h e r s accord ing to the 
"measuring s t i c k s " o f h i s group. H i s 
freedom o f c h o i c e i s bounded by l e g a l and 
s o c i a l l i m i t a t i o n s . Many th ings are e x ­
pec ted o f him and many p ressures are 
a p p l i e d t o e n l i s t h i s conformance. 
He has been c o n d i t i o n e d by " a l l that he 
has met" and he i s i n pa r t the product 
o f h i s e x p e r i e n c e . At the same t ime he 
may i n pa r t be d i f f e r e n t from and make 
d i f f e r e n t c h o i c e s than h i s a s s o c i a t e s . 
V/ith a l l o f h i s c o n d i t i o n i n g he i s a 
unique i n d i v i d u a l — i d e n t i c a l t o no 
o t h e r . 

To understand him, f o r the person 
he i s , one must know something o f h i s 
p a r t i c u l a r c o n d i t i o n i n g . 
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2. Out o f t h i s c o n d i t i o n i n g he d e r i v e s c e r t a i n  
demands which he makes o f h i s s i t u a t i o n . 

~* 

; Prom h i s c o n d i t i o n i n g he acqu i r e s 
\ and deve lops c e r t a i n sen t iments , i n t e r e s t s , 

d e s i r e s and e x p e c t a t i o n s . Represen ted 
i n these are the kinds o f "demands" 

. which he i s making o f h i s e x i s t e n c e . 
I These may be r e c o g n i z e d c o n s c i o u s l y by 
; him o r they may hot . Many o f h i s "demands" 
; may not be i n an e x p l i c i t s t a t e , n e v e r t h e ­

l e s s they are r e f l e c t e d i n h i s g e n e r a l 
( response and are s t rong e lements i n the 

: •- ' d e t e rmina t ion o f i t . H i s s tandards , 
I v a l u e s , and i d e a l s are something o f a 
! b a s i s on which he judges h i s e x p e r i e n c e 
| and char t s h i s course . H i s hopes and f e a r s 
J f i n d t h e i r b a s i s i n h i s background. H i s 

l i k e s and d i s l i k e s , h i s s a t i s f a c t i o n s and 
d i s s a t i s f a c t i o n s , h i s I d e a s o f r i g h t and 
wrong are r e l a t e d i n some measure to h i s 
c o n d i t i o n i n g . He has c e r t a i n e x p e c t a t i o n s 
and s p e c i f i c a t i o n s f o r h i s e x i s t e n c e , 

j These may be so much a p a r t o f him t h a t 
j t h e y are o n l y i m p l i c i t i n h i s b e h a v i o r , 
j h i s judgment,, h i s a t t i t u d e , and h i s response 
J g e n e r a l l y , n e v e r t h e l e s s , these are i n l a r g e 

p a r t h i s " d e t e r m i n a t e s . " I n shor t , h i s con­
d i t i o n i n g de termines the k i n d o f demands 
which he b r i n g s to h i s s i t u a t i o n o r i s 
g o i n g t o make o f h i s s i t u a t i o n . 

| To understand him and t o see the s i g ­
n i f i c a n c e o f h i s response one must know 
something o f these demands he makes o f h i s 
e x i s t e n c e , 

/ ~- 3 * He i s a l s o a lways i n a s i t u a t i o n which i s 
- making c e r t a i n demands o f him. ! 

Not o n l y i s e v e r y i n d i v i d u a l making 
c e r t a i n demands o f h i s s i t u a t i o n . He i s 

; a l s o always i n a s i t u a t i o n which i s making 
c e r t a i n demands o f him. E v e r y employee 
i n a work group, e v e r y f a t h e r , mother , 

, son, o r daughter , e v e r y member o f a 
{ * community i s expec ted t o l i v e up t o c e r t a i n 

s tandards . P re s su re i s put upon the i n d i ­
v i d u a l and upon h i s group t o behave i n 
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c e r t a i n ways, tpj have c e r t a i n v i e w s , l o y a l t i e s , 
antagonisms, e t c . Some o f these p ressures 
a re i n the form o f l aw , some i n the form 
o f g e n e r a l l y accep ted mora ls , some are 
r u l e s and i n s t r u c t i o n s from h i s boss , 
admoni t ions from h i s w i f e , reques ts from 
h i s c h i l d , sugges t i ons from a ne ighbor . 
Some are s imply t r a d i t i o n a l and customary 
ways o f l i f e f o r men i n h i s p o s i t i o n , h i s 
pe r sona l s i t u a t i o n , a t h i s age , w i t h h i s 
means, ad i n f i n i t u m whatever the c o n d i t i o n s 
may b e . Some o f these pressures are 
g e n e r a l f o r t h e s o c i e t y , some are more 
i n d i v i d u a l and some are i n between. Some 
o f the demands upon the i n d i v i d u a l are o f 
h igh p ressure and some o f low i n s i s t e n c e . 
The amount o f p ressure f o r conformance 
v a r i e s between circumstances and at d i f ­
f e r e n t t imes . A l l o f t h i s does not mean 
tha t e v e r y t h i n g f o r the i n d i v i d u a l i s 
o r d e r e d , but i t does mean that p ressures 
a re brought t o bea r on him to behave, b e l i e v e , 
and f e e l i n c e r t a i n Ways. The employee 
has t o be at work on t i m e , he has to behave 
i n c e r t a i n ways , he i s supposed t o wear 
c e r t a i n c l o t h e s , he i s queer i f he d o e s n ' t 
e a t lunch i n conformance with t he standards 
o f h i s group. Son W i l l i e wants a new p a i r 
o f ska tes —- a l l the o t h e r f e l l o w s have 
them. Mother wants him to go to church. 
Now tha t he has an e x e c u t i v e ' s j o b he 
w i l l have t o l i v e i n a b e t t e r ne ighborhood. 
He w i l l have t o h e l p h i s b ro the r who i s i n 
t r o u b l e - - the whole f a m i l y expec t s i t . 

I n a l l such demands, t he re are g r e a t 
d i f f e r e n c e s but to understand the i n d i v i d u a l ' s 
r e sponse , one must know something o f the 
demands o f h i s s i t u a t i o n o f him and how he 
i n t e r p r e t s and responds to them. 

H i s response r e f l e c t s h i s e f f o r t s t o  
r e s o l v e the demands he i s making o f h i s  
s i t u a t i o n and the demands h i s s i t u a t i o n  
i s making o f him. 

There a r e , then, two g e n e r a l p re s su res 
upon the i n d i v i d u a l — the demands he i s 
making o f h i s e x i s t e n c e and the demands 
h i s s i t u a t i o n i s making o f him. I n 
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r e l a t i v e degrees he i s i n a f a i r l y constant 
s t a t e o f r e s o l v i n g these t o the end tha t 
he may mainta in a s t a t e o f adjustment and 
to the end that' he may ac t i n appropr i a t e 
ways* I n many in s t ances h i s response i s 
hab i tua l — i t has been determined and 
f i x e d at some p r e v i o u s t ime . In many i n ­
stances he has l i t t l e c h o i c e because the 
l aw, company r u l e s , o r the r i g i d custom o f 
the s o c i e t y f i x h i s response . I n many 
ins t ances h i j | own demands and those upon 
him are i n harmony. But i n many more i n ­
stances some de te rmina t ion must be made by 

him. He must r e s o l v e and e s t a b l i s h h i s 
course i n r e l a t i o n t o these gene ra l 
p ressures i n h i s s i t u a t i o n . 

Th i s i s another way o f say ing that wi th 
r e spec t t o the behav io r o f an I n d i v i d u a l , 
any complaint he may expres s , o r any 
element o f h i s t o t a l response , i t i s con­
v e n i e n t to regard h i s behav io r as the 
r e s u l t a n t , o r something o f an exp re s s ion 
on h i s pa r t , between the demands he i s 
making o f h i s s i t u a t i o n and the demands 
the s i t u a t i o n i s making o f him. 

5. A r e a l o r expected c o n f l i c t i n these two  
s e t s o f demands r e s u l t s i n persona l i n t e r ­ 
f e r e n c e s , compla in t s , and p reoccupa t ions . 

A r e a l comp l i ca t i on e x i s t s f o r the 
i n d i v i d u a l when the re i s a c o n f l i c t between 

o r a t h rea t o f a c o n f l i c t between — h i s 
demands o f h i s e x i s t e n c e and the demands 
o f h i s s i t u a t i o n o f him. Th i s i s u sua l ly 
complex because the demands and t h e i r r e l a ­
t i v e we igh t s are complex. H i s own demands 

( may be i n c o n f l i c t . The demands o f h i s 
s i t u a t i o n may be i n c o n f l i c t . What he 
wants may be e x c e e d i n g l y f a r from what h i s 
s i t u a t i o n urges upon him. I n many ways he 
may be confronted w i th c o n d i t i o n s o f con­
f l i c t which he f e e l s i ncapab le o f surmount­
i n g . At the same t ime the re may be con­
s i d e r a b l e pressure upon him to r e s o l v e h i s 

. problem. I n some i n s t a n c e s the c o n f l i c t s 
* - may be minor but i n s o f a r as he cons ide r s 

them important they occupy h i s a t t e n t i o n . 
I n any even t an i n d i v i d u a l i n need o f 
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r e s o l v i n g c o n f l i c t i n g demands tends t o be 
p r eoccup i ed about i t and o f t e n becomes 
o b s e s s i v e , These s t a t e s n a t u r a l l y i n t e r ­
f e r e w i t h h i s normal c a p a c i t y t o a t t e n d 
and may l e a v e him i n r e a l d i s t r e s s . 

I t i s i n t e r e s t i n g t o note that the 
i n d i v i d u a l I n a t t empt ing t o r e s o l v e con­
f l i c t i n g demands w i l l sometimes t r y t o 
a l t e r the demands o f h i s s i t u a t i o n o f 
him. This might be expressed as a com­
p l a i n t . He might a l s o be t r y i n g t o a l t e r 
h i s own demands and t h i s cou ld a l so be 
expressed as a compla in t . I n the p resence 
o f a complaint i t i s u se fu l t o r ega rd t h e 
e x p r e s s i o n as r e l a t e d t o the e f f o r t o f 
the I n d i v i d u a l to r e s o l v e c o n f l i c t i n g 
demands i n ma in t a in ing h i s own pe r sona l 

. adjustment. A t l e a s t , a d i f f e r e n c e 
\ between — o r a t h r e a t o f a d i f f e r e n c e 

) between — the demands an i n d i v i d u a l i s 
mating o f h i s e x i s t e n c e and the demands 
h i s s i t u a t i o n i s making o f him r e s u l t s 
i n pe r sona l i n t e r f e r e n e e s , c o n f l i c t s , and 
p r eoccupa t i ons . Th i s i s a d i s t u r b e d 
s t a t e and i t i s na tu ra l tha t out o f i t 
should emerge some k ind o f expressed 
compla in t . 

6. Pe r sona l adjustment i s reached when demands  
can be r e s o l v e d . 

The s t a t e o f b e i n g p r eoccup i ed i s a 
s t a t e o f maladjustment. I t i s a pe r sona l 
d i s a b i l i t y . I t d i s r u p t s the i n d i v i d u a l ' s 
c a p a c i t y . I t draws upon h i s a t t e n t i o n . 
I t i s on ly when he i s a b l e to r e s o l v e 
these mat te r s t ha t he may be sa id t o be 
i n a s t a t e o f adjustment . The s t a t e o f 
adjustment i s o b v i o u s l y not a s t a t i c 
c o n d i t i o n . I t i s dynamic and c o n s t a n t l y 
r e l a t i v e . A mixture o f c o n f l i c t i s e v e r 
p r e s e n t and s h i f t i n g . C e r t a i n l y the 
p i c t u r e o f a b s o l u t e and comple te harmony 
w i t h i n the I n d i v i d u a l — a complete 
s a t i s f a c t i o n — i s not a r e a l i s t i c one o r 
even one t o b e . d e s i r e d . The m o t i v a t i o n 
o f each person i s dependent upon a somewhat 
cont inuous unbalance — an unbalance which 
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7. 

u rges him t o achievement . But some 
c o n f l i c t s o f demand are d i s r u p t i v e 
l e a v i n g him p reoccup i ed , upse t , and 
o b s e s s i v e . When he . can r e s o l v e these 
d i s t u rbances , and i t i s on ly these un­
ba l ances w i th which we are concerned 
h e r e , then he i s i n a s t a t e o f e f f e c t i v e 
adjustment. 

I n t he c o n s i d e r a t i o n o f compla in t s 
and g r i e v a n c e s , i t i s usefu l t o obse rve 
that i n many in s t ances the i n d i v i d u a l 
w i l l c o n s i d e r the demands o f the s i t u a ­
t i o n upon him as g r i e v a n c e s arid f o r 
t h i s reason I t i s convenien t t o r ega rd 
the e x p r e s s i o n o f compla in t as a symptom 
o f a d i s t u r b e d pe r sona l e q u i l i b r i u m . 

He i s a b l e to r e s o l v e demands when they  
can be changed o r when h i s i n t e r p r e t a t i o n 
o f them can be a l t e r e d . 

The p o s s i b i l i t i e s o f ad jus t ing c o n ­
f l i c t s i n the demands o f i n d i v i d u a l s and 
the demands o f t h e i r s i t u a t i o n s o f them 
depends upon two k inds o f changes. 
E i t h e r the i n d i v i d u a l must a l t e r h i s 
demands o r the demands o f the s i t u a t i o n 
o f him must be changed, o r p o s s i b l y both 
must be rea r ranged . Sometimes v e r y 
l i t t l e i s r e q u i r e d t o do t h i s . I t may 
be tha t the person has made some f a u l t y 
i n t e r p r e t a t i o n o f the demands upon him. 
A b r i e f e x p l a n a t i o n may f i x t h i s , p r o ­
v i d i n g the? s i t u a t i o n i s s u f f i c i e n t l y 
unders tood and the r i g h t p o i n t i s e x ­
p l a i n e d . I t may be the i n d i v i d u a l has 
o n l y t o see c l e a r l y and make a c h o i c e 
between two o f h i s own demands which a re 
c o n f l i c t i n g . And t h i s may be e a s i l y done 
i f he can i d e n t i f y the c o n f l i c t - c l e a r l y 
and be s a t i s f i e d i n h i s c h o i c e . As a 
who le , i t might be s a i d , t ha t p e r s o n a l 
problems and c o n f l i c t s i n demands a re 
not d i f f i c u l t to r e s o l v e . The d i f f i c u l t y 
l i e s i n g e t t i n g the r e a l nature o f the 
d i s tu rbance c l e a r l y r e v e a l e d . The 
d i f f i c u l t y c l e a r l y r e v e a l e d i s u s u a l l y 
r e s o l v e d w i th f a i r s a t i s f a c t i o n . 
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I t i s out o f the c o m p l e x i t i e s o f 
pe r sona l adjustment tha t complaints a r i s e . 
And i t i s because o f the complex i ty . 
tha t they must be accep ted as symptoms 
r a t h e r than s ta tements o f f a c t o r s t a t e ­
ments o f the r e a l causes o f d i s s a t i s f a c t i o n . 

A l l o f the above must be v i e w e d as a s k e l e t o n o u t l i n e 

o f a bas ic concept concern ing i n d i v i d u a l adjustment. I t has 

been s t a t ed w i th the mat te r o f compla in t s and g r i e v a n c e s i n mind 

1. An employee i s r a t h e r c o n s t a n t l y e x ­
p e r i e n c i n g a d i f f e r e n c e between h i s 
demands o f h i s s i t u a t i o n and the 
s i t u a t i o n ' s demands o f him. The 
e lements and arrangements o f t h i s are 
f a i r l y complex. But i n most i n s t ances 
he r e s o l v e s them. 

2 . Complaints are sometimes ve ry s imple 
mat te r s and can be taken a t t h e i r face 
v a l u e s . For the most p a r t they are 
s u g g e s t i v e o f v e r y complex mat te rs and 
cannot be taken a t t h e i r f a c e v a l u e s . 
I t i s conven ien t to r e g a r d and t r e a t 
a compla in t , t h e r e f o r e , as a symptom 
o f a t o t a l s i t u a t i o n . 

3 . I n most i n s t ances compla in t s are not 
t h i n g s i n themse lves which can be 
understood o r t r e a t e d apa r t from the 
p e o p l e who are compla in ing . I t i s 
conven ien t , t h e r e f o r e , t o t r e a t e v e r y 
complaint as hav ing a complainant who 
has a pe r sona l h i s t o r y and who i s 
f a c i n g a s i t u a t i o n t o which he i s t r y i n g 
to ad jus t . 

4 . e Not e v e r y employee who complains i s 
e x p r e s s i n g a r e a l g r i e v a n c e . The s i t u a ­
t i o n i s u s u a l l y t o o complex f o r him t o 
make an accura te d i a g n o s i s wi thou t 
a s s i s t a n c e . 

{ r but s e v e r a l p o i n t s need t o be no ted . 

5. Some employees w i t h r e a l g r i e v a n c e s do 
not exp res s t h e i r d i s s a t i s f a c t i o n s i n 
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.i j i i > 
j > words* i . e . , open complaints . . T h e i r 

r e a c t i o n may be expressed i n l e s s 
e f f e c t i v e work, queer o r unusual b e h a v i o r 

; - - o f o the r k inds , o r i n worry and-brooding . 
i ( •/ 
j v 6. Complaints expressed on the j o b may 
j a r i s e out o f c o n d i t i o n s i n the bus iness , 
I c o n d i t i o n s ou t s ide o f the bus iness , o r 

w i t h i n the i n d i v i d u a l h i m s e l f . They may 
not on ly a r i s e i n one o f the.se but i n 
a combination o f a l l t h r e e . I t i s f o r 

i f_ t h i s reason, the re fo re . , tha t compla in t s 
i ( : should be t r e a t e d as symptoms o f a 
' -*"• t o t a l s i t u a t i o n and not as a simple 
! . cause and e f f e c t r e l a t i o n s h i p between 
| the complaint and the o b j e c t complained 
| about, 
i 
I ? , Whenever an employee ' s e f f i c i e n c y drops 
| • o f f ) whenever he b e g i n s t o behave 
j q u e e r l y o r beg ins to make compla in t s , 
j i t i s convenient and use fu l to r e g a r d 
j these as symptoms o f a d i s t u r b e d pe r sona l 

adjustment. 

In a l l o f the above we have been c o n s i d e r i n g the t heo ry 

o r the b a s i c concepts r e l a t e d t o compla in t s and g r i e v a n c e s . Now 

we want t o take up the ques t ion o f method. How does the practi*-

. t i o n e r go about d e a l i n g w i t h complaints? How does he d iagnose 

and t r e a t ? 

1 Obv ious ly h i s method i s going t o be c l o s e l y r e l a t e d to 

£~ h i s b a s i c concep t . And h i s b a s i c concept h o l d s tha t compla in t s , 

i n most i n s t a n c e s , are complex a f f a i r s which are In t e rwoven and 

have r e f e r e n t s i n the i n d i v i d u a l ' s p e r s o n a l s i t u a t i o n . H i s 

: method, t h e r e f o r e , i s one which w i l l enable him t o know enough 

- about the e m p l o y e e ' s pe r sona l s i t u a t i o n t o make an adequate 

d i a g n o s i s and e f f e c t a s u i t a b l e t r ea tmen t . Th i s method i s a form 

o f i n t e r v i e v / i n g . There i s much t o be s a i d about i t but we can 

o n l y c o v e r b r i e f l y i t s p r i n c i p a l f e a t u r e s . 
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Two problems confront ' the p r a c t i t i o n e r who wants to 

know about and understand pe r sona l s i t u a t i o n s . 

1. How to g e t p e o p l e to t a l k about mat ters 
which a r e impor tan t to them, and 

2. How to i n t e r p r e t what they say. 

L e t us see how he g o e s about g e t t i n g peop le t o t a l k . 

F i r s t o f a l l he must l i s t e n . P e o p l e cannot communicate to him 

unless: he d o e s . He w i l l not i n t e r r u p t because he wants a f u l l 

e x p r e s s i o n . Second, he w i l l g i v e h i s f u l l a t t e n t i o n to the o t h e r 

person and he w i l l be r e a l l y i n t e r e s t e d because t h i s w i l l en­

courage con f idence and e x p r e s s i o n . T h i r d , he w i l l never argue 

o r g i v e a d v i c e because t h i s i n h i b i t s the kind o f e x p r e s s i o n he 

wants and d e v e l o p s an i n e f f e c t i v e r e l a t i o n s h i p . Fourth, he w i l l 

not pay e x c l u s i v e a t t e n t i o n t o the mani fes t content o f the o t h e r 

p e r s o n ' s e x p r e s s i o n . He w i l l be l o o k i n g f o r o t h e r r e f e r e n t s as 

w e l l . Th i s w i l l a i d him i n unders tanding and may suggest o t h e r 

impor tant ma t t e r s about which the speaker should t a l k . F i f t h , 

he w i l l l i s t e n to what the speaker wants t o say, what he does not 

want to say and what he cannot say wi thou t h e l p . In o t h e r words , 

he w i l l l i s t e n t o what he says , and he w i l l be no t ing s i g n i f i c a n t 

gaps and omiss ions because t h e s e may i n d i c a t e important areas o f 

emot ional s i g n i f i c a n c e o r a reas i n which c e r t a i n assumptions a re 

so I m p l i c i t w i t h i n the speaker tha t he i s not aware o f t h e i r 

e x i s t e n c e . There may be i t ems which the speaker should f ace 

square ly o r i t e m s which he should l i f t t o h i s conscious a t t e n t i o n . 

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



- 1 6 -

S i x t h , he w i l l p l o t out t e n t a t i v e l y and f o r subsequent c o r r e c ­

t i o n the p a t t e r n tha t i s be ing s e t b e f o r e him. He w i l l be con­

s i d e r i n g e v e r y t h i n g the speaker says i n r e l a t i o n t o h i s t o t a l 

s i t u a t i o n and h i s t o t a l exp re s s ion . The i n t e r v i e w e r i s l i s t e n -

T i n g / t o a p a r t i c u l a r pe rsona l s i t u a t i o n and he i s c o n s i d e r i n g i t s 

i n d i v i d u a l p a t t e r n — the p a r t s which compose the whole and the 

way i n which they are i n t e r r e l a t e d , And he w i l l be l o o k i n g f o r 

any u n i f o r m i t i e s which may h e l p him to understand o r may h e l p 

him to g e t a more adequate exp re s s ion . ! 

A l l o f t h i s may be expressed i n s imple r u l e s f o r 

g e t t i n g p e o p l e to t a l k and f o r l i s t e n i n g to what they say. 

1. L i s t e n d o n ' t t a l k . 

2. G ive f u l l i n t e r e s t and a t t e n t i o n . 

3. N e v e r argue — never g i v e a d v i c e . 

4 . Do not l i s t e n e x c l u s i v e l y t o the mani fes t 
con ten t o f the e x p r e s s i o n . 

5. L i s t e n to — 

What the speaker wants t o say , 

What he does not want to say , 

What he cannot make e x p l i c i t | 
w i thou t h e l p . < 

6. As you l i s t e n , p l o t out t e n t a t i v e l y and f o r \ 
subsequent c o r r e c t i o n the p a t t e r n that i s 
b e i n g s e t b e f o r e you. To t e s t , summarize t 
what he has s a i d and p re sen t f o r comment. 
Always do t h i s w i t h c a u t i o n — t h a t i s , 
c l a r i f y but do not add o r t w i s t . 

The mat te r o f i n t e r p r e t i n g what p e o p l e say i s more j 
d i f f i c u l t than tha t o f g e t t i n g them to t a l k . One reason f o r t h i s : 

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



- 17 -

! i n t e r p r e t i n g which a re due to words and t h e i r usages , 

j I f the speaker uses a word and we wish to know i t s 

{ meaning, we may l o o k i n the d i c t i o n a r y . Th i s g i v e s us a g e n e r a l 

i d e a but not a v e r y exac t one. I n f a c t we may f i n d the word 

means s e v e r a l t h ings o r i t i s d e f i n e d i n terms Of o t h e r words — 

o t h e r i n e x a c t words, This l e a v e s us r a t h e r h i g h and d ry . But 

we know i f we l o o k a t the word i n a p a r t i c u l a r con tex t we can 

judge i t s meaning. The d i f f i c u l t y i n t h i s i s tha t i t s con tex t 

i s composed l a r g e l y o f o t h e r words . 

Th i s i s a r e a l problem i n i n t e r v i e w i n g . We want t o 

understand the o t h e r p e r s o n ' s sen t iments , h i s b e l i e f s , h i s 

demands upon h i s e x i s t e n c e e t c . We a r e i n t e r e s t e d in h i s p e r ­

sonal h i s t o r y s ince t h i s sheds much l i g h t on h i s p resen t 

r e sponses . And y e t we must search out t h i s da ta through words — 

words which are a b s t r a c t when we want c o n c r e t e n e s s , words which 

a re i n t a n g i b l e o r v a r i a b l e when we want d e f i n i t e n e s s . Through 

t h i s maze o f i n e x a c t n e s s we must a c h i e v e a r e a l understanding o r 

our d i a g n o s i s con ta ins l a r g e e lements o f s u p p o s i t i o n and 

guesswork. 
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i s tha t what they have to r e p o r t . i s complex. Another i s that 

t h e i r medium o f expres s ion — the language by which they 

communicate to the i n t e r v i e w e r — i s i n e x a c t , subjec t t o wide 

m i s i n t e r p r e t a t i o n and does not convey c l e a r and d e f i n i t e meaning. 

We have a l r eady cons ide red some o f the c o m p l e x i t i e s 

which a re inhe ren t i n persona l s i t u a t i o n s and persona l v i e w s , 

Wefneed however to c o n s i d e r i n more d e t a i l the d i f f i c u l t i e s i n 
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The i n t e r v i e w e r overcomes some o f t h i s d i f f i c u l t y i n a 

p r a c t i c a l way, He l o o k s beyond the words t o f i n d out t h e i r r e a l 

r e f e r e n t s . He cannot r e l y upon g e n e r a l l y accep ted d e f i n i t i o n s 

f o r much o f : t h e t e r m i n o l o g y used. For some words he can but f o r 

many o f those used to express persona l mat te r s he cannot. He 

knows i f he does he w i l l r e f e r words and meanings to wrong con- j 

t e x t s , he w i l l m i s i n t e r p r e t r a the r than understand, he w i l l run 

the r i s k o f g i v i n g exp re s s ions h i s own meaning r a t h e r than tha t j 

for i o f the speaker . /And i t i s o f primary importance t h a t he under- ; 

s tand the o t h e r person i n the o t h e r p e r s o n ' s terms, not I n h i s j 

own. So he r e c o g n i z e s the l i m i t a t i o n s o f words and he l o o k s I 

beyond them to see , i n f a c t , to what they r e f e r . They may ! 

d e s c r i b e an e v e n t , they may express a sent iment , they may even j 

approximate a s tatement o f c l e a r f a c t , but the i n t e r v i e w e r must ; 

know t h e i r r e a l s i g n i f i c a n c e - - not i n terms o f the o t h e r words ; 

but i n terms o f the e v e n t s , o b j e c t s and f e e l i n g s to which they J, 
\ 

r e f e r . \ 
i 

The i n t e r v i e w e r i s a l s o a l e r t f o r the con tex t s and the ' 
i 
t 

d i f f e r e n c e s i n c o n t e x t s i n which f e e l i n g s and b e l i e f s occur . He * j 

I s a l e r t f o r r e l a t i o n s h i p s between these and i t ems o f pe rsona l ! 

h i s t o r y . H « i s a l e r t f o r u n i f o r m i t i e s throughout the e x p r e s s i o n . j 

He i s a l e r t to a l l o f those i t ems which suggest the demands the \ 

i n d i v i d u a l i s b r i n g i n g *to h i s s i t u a t i o n and a l l those i t ems which 

sugges t the i n d i v i d u a l ' s i n t e r p r e t a t i o n o f the s i t u a t i o n ' s 

demands o f him. He i s a l e r t to the r e l a t i o n s h i p s betv/een the ' 
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speaker and o t h e r persons , both i n h i s pe rsona l h i s t o r y and i n 

h i s p r e sen t s o c i a l s i t u a t i o n . 

. The i n t e r v i e w e r has o t h e r i d e a s i n mind as w e l l as 

these we have mentioned but enough have been s t a t ed t o show the ! 

g e n e r a l nature o f the method. How from a l l t h i s does he make a -

d i a g n o s i s ? How, f o r i n s t a n c e , would he d iagnose a complaint? \ 

{ »; L e t us assume the I n t e r v i e w e r i s a supe rv i so r and one I 

j o f h i s employees i s complain ing — and t h i s i s a complaint } 
i ' \ 
j exp re s sed i n words — because the re i s not more oppor tun i ty f o r i 
I . • 
; advancement. Now the s u p e r v i s o r might p o i n t out the advance-

ments which have been made i n h i s ?/ork group dur ing r ecen t 

\> months. He might e x p l a i n fthe company's p o l i c y on promot ion. He 

I might f u r t h e r e x p l a i n tha t the e m p l o y e e 1 s q u a l i f i c a t i o n s have 

| been c o n s i d e r e d on a number o f occa s ions but i t was f e l t o t h e r 
I 
!• i n d i v i d u a l s had more m e r i t . And i n c l o s i n g the s u p e r v i s o r might 
V. 
y 

\ say he was g l a d t o know how he f e l t , t h a t he would Surely bear 
I 
j h i s thought i n mind, t ha t he shou ldn ' t t ake anything unfavorab le 

out o f t h e i r f rank d i s c u s s i o n , tha t he a p p r e c i a t e d the work the 

employee had been d o i n g , and tha t he had a good c a p a c i t y and 

(J some t ime he was sure to have the o p p o r t u n i t y he sought. 

W h i l e t h i s i s the k ind o f t h i n g a supe rv i so r might say 

and the k ind o f t h i n g many o f them do say, i t i s not the method 

we a r e c o n s i d e r i n g h e r e . How would he handle such a s i t u a t i o n 

( usfcng the concept and method we have been d i s c u s s i n g . 

F i r s t o f a l l the s u p e r v i s o r would be t h i n k i n g o f such a 

c o m p l a i n t , as t h i s , as a symptom o f a t o t a l s i t u a t i o n . He would 
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j be asking h i m s e l f about the nature o f the s i t u a t i o n to which the 

L complaint, i s r e l a t e d and i n which the complaint i s on ly one o f 

( the mani fes t e lements . He would be e x p e c t i n g t h i s s i t u a t i o n t o 

embrace some combinat ion o f cond i t i ons w i t h i n and wi thou t the 

bus iness and w i t h i n the i n d i v i d u a l . I n a b r i e f statement we 

cou ld sum t h i s up and say the superv i so r would be aware tha t he 

I j needed to deal w i th more than the compla in t as exp re s sed . He 

i 
i would need t o know about and to dea l wi th the r e f e r e n t s o f the 

compla in t . T h e r e f o r e , he would search out these r e f e r e n t s and 

he would use the i n t e r v i e w i n g method I n do ing i t . 

I t must be s a i d tha t most good s u p e r v i s o r s would take 

something o f t h i s approach. They would have the b roader s i t u a -

^ t i o n f i n mind and would not jump too q u i c k l y i n t o l o g i c a l s t a t e ­

ments, d e f e n s e s , and e x p l a n a t i o n s . I t i s t r u e , however , t ha t 

v e r y few o f them would deal wi th such a concept e x p l i c i t l y . 

They would l o o k a t such s i t u a t i o n s i n an unorgan ized way. 

We cannot take up, h e r e , a l l the da ta secured by the 

' s u p e r v i s o r i n t h i s case , us ing the concept and method we a re 

c o n s i d e r i n g , but we can sum up h i s more impor tan t f i n d i n g s . 

k i _ T h i s employee was the o l d e s t c h i l d i n a f a m i l y o f t h ree sons . 

H i s f a t h e r had s t a r t e d a t the bottom and worked h i s way up to a 

h i g h e x e c u t i v e j o b i n a r e s p e c t e d concern . He e x p e c t e d h i s sons 

t o f o l l o w the same r o u t e . He had r a i s e d h i s c h i l d r e n i n one o f 

>\J the b e t t e r neighborhoods o f the community. A l l o f h i s sons had 

mar r i ed daughters from the ne ighbor ing f a m i l i e s . . T h e i r s o c i a l 
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l i f e f o l l o w e d the p a t t e r n se t i n the group w i t h which they grew 

up. The two b ro the rs worked i n o the r concerns but they had 

over t aken the o l d e s t i n mat te rs o f p o s i t i o n and s a l a r y . 

This i s a b r i e f statement but i t shows the gene ra l 

nature o f the s i t u a t i o n as the s u p e r v i s o r found i t . I t shows 

at l e a s t enough to i n d i c a t e the f u t i l i t y o f d e a l i n g wi th the 

complaint i n i s o l a t i o n , o r as a th ing i n i t s e l f removed from i t s 

c o n t e x t . As an o v e r s i m p l i f i e d d i a g n o s i s we might say i t shows a 

s i t u a t i o n i n which the demands o f the i n d i v i d u a l upon h i s 

e x i s t e n c e , as they have been d e r i v e d from h i s c o n d i t i o n i n g , a re 

not be ing met. Another way o f l o o k i n g a t t h i s i s that he I s 

unable to respond t o the demands o f h i s o u t s i d e s i t u a t i o n . He 

i s i n a spot . He i s expec t ed t o l i v e up to c e r t a i n standards o f 

advancement, income, p o s i t i o n , e t c . The demands o f h i s work 

s i t u a t i o n do not permit t h i s . H i s younger b r o t h e r s are f o r g i n g 

ahead o f him. As he a t tempts to r e s o l v e h i s / s i t u a t i o n he s e t s 

i t I n terms o f a complaint aga ins t h i s work s i t u a t i o n which does 

not y i e l d s u f f i c i e n t o p p o r t u n i t y . 

Now what does the s u p e r v i s o r do wi th t h i s k ind o f 

d i agnos i s? How does he t r e a t t h i s s i t u a t i o n ? Be fo re c o n s i d e r ­

i n g t reatment i n t h i s p a r t i c u l a r case we ought t o cons ide r the 

q u e s t i o n o f t reatment more g e n e r a l l y . I n d o i n g t h i s we may 

r e f e r t o our bas ic concep t , the t h e o r y i n accordance w i t h which 

we a re p r o c e e d i n g . 

Our bas ic concept h o l d s tha t a d i f f e r e n c e between — 

o r P t h r e a t o f a d i f f e r e n c e between — the demands he i s making 
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o f h i s s i t u a t i o n ana. the demands h i s s i t u a t i o n i s making o f him 

resu l t s , i n pe r sona l i n t e r f e r e n c e s , c o n f l i c t s and p r e o c c u p a t i o n s . 

I t a l so h o l d s tha t when he i s a b l e t o r e s o l v e h i s demands o f h i s 

s i t u a t i o n and the demands h i s s i t u a t i o n makes o f him, he i s i n a 

s t a t e o f adjustment . And i t ho lds that he can r e s o l v e con­

f l i c t i n g demands, through a l t e r i n g the demands he i s making, 

through some a l t e r a t i o n o f the s i t u a t i o n ' s demands o f him o r h i s 

i n t e r p r e t a t i o n o f t h e s e demands, o r through some combinat ion o f 

these o p e r a t i o n s . 

I n g e n e r a l , t h i s i s a p r o p o s i t i o n h o l d i n g tha t some­

t h i n g has to be changed, and i t i n d i c a t e s the k ind o f t h i n g 

which has t o be changed. The p r a c t i t i o n e r has made h i s 

d i a g n o s i s when he has i d e n t i f i e d that which needs change, When 

he i s t r y i n g to . e f f e c t the change he i s i n the a rea o f t r ea tmen t . 

A c t u a l l y these a re not two d i s t i n c t s teps i n most s i t u a t i o n s . 

They a re t o some e x t e n t s imultaneous under t h i s method. I t i s 

even t rue i n some c a s e s t ha t an a p p r o p r i a t e and e f f e c t i v e change 

i s made b e f o r e a d i a g n o s i s i s reached. The reason f o r t h i s 

i n t e r e s t i n g c o n n e c t i o n between d i a g n o s i s and t rea tment i s 

y i n h e r e n t i n the i n t e r v i e w i n g method. 

• The i n t e r v i e w e r , i n the a p p l i c a t i o n o f h i s method, i s 

e s s e n t i a l l y l i s t e n i n g . The speaker i s e s s e n t i a l l y t r y i n g t o 

e x p l a i n h i s s i t u a t i o n . I n t h i s s i t u a t i o n t h e r e i s a ve ry p r a c t i ­

c a l and common sense deve lopment . The speaker i s t r y i n g t o be 

c l e a r , he i s t r y i n g to-make the l i s t e n e r understand. What he 
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says must make sense. A p p r o p r i a t e e v a l u a t i o n s and s tatements o f 

" h i s v i ews must be fo rmula ted and expressed . And i n t h i s s i t u a -

1 ' t i o n the speaker e x p e r i e n c e s what e v e r y i n d i v i d u a l hag 

| e x p e r i e n c e d . I n t r y i n g t o e x p l a i n the s i t u a t i o n to another 

I person he e x p l a i n s i t b e t t e r to h i m s e l f . This simple f a c t i s a t 

j the h e a r t o f the i n t e r v i e w i n g - m e t h o d and i t i s through i t s o p e r a -

I ( t i o n that much o f the t rea tment i s accompl i shed . 

Every i n t e r v i e w e r us ing t h i s method has seen change 

t a k i n g p l a c e i n the s p e a k e r ' s v i e w s , change i n h i s demands upon 

h i s e x i s t e n c e and change in h i s i n t e r p r e t a t i o n o f the demands 
i • 

j the s i t u a t i o n makes o f him. The speaker i s making new d i s ­

c r i m i n a t i o n s , he i s r e l a t i n g i tems which he d i d not r e l a t e 

b e f o r e , he i s see ing hew s i g n i f i c a n c e s , and i n g e n e r a l he i s 

making something o f the g a i n which e v e r y person makes 

j p a r t i c u l a r l y I n the p resence o f a s k i l l e d l i s t e n e r — i n g e t t i n g 

I something " o f f h i s c h e s t . " 
'i 

| Th i s i s t rea tment and i t i s t rea tment o f a fundamental 
j 

and an e f f e c t i v e k ind . I t i s no mere s u p e r f i c i a l a l t e r a t i o n o r 

a r t f u l t w i s t o f l o g i c s o r words . I t i s a d e e p - s e a t e d r e o r i e n t a -

^ t i o n which does away w i t h c o n f l i c t s and p reoccupa t ions r a t h e r 
i 

i than the t o o f r equen t k i n d o f admoni t ion which i n c r e a s e s these 

k i n d s o f d i s a b i l i t y . 

There i s ano the r a r e a o f t r ea tmen t , sometimes o f equal 

! impor tance . T h i s i s the change which can be made i n t he s i t u a -

^ * t i o n / e x t e r nal t o the employee . The work ing environment can be 
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changed. Th i s may be a s h i f t i n o b j e c t s , working c o n d i t i o n s , 

s u p e r v i s i o n , o r anything i n the s i t u a t i o n . Sometimes t h i s i s 

i e a s i l y e f f e c t e d , sometimes i t cannot be a l t e r e d . O c c a s i o n a l l y 

some seemingly i n c o n s e q u e n t i a l ma t te r can be changed which makes 

enormous d i f f e r e n c e s i n the capac i ty o f the employee to adjust 

h i m s e l f . 

| ' Now suppose we take up aga in the case o f the employee 

who complained about the l a c k o f oppor tun i ty . What about t r e a t ­

ment i n h i s case? A c t u a l l y i n this, case i t was c l e a r t ha t a f u l l 

e x p r e s s i o n brought many i d e a s and v i e w s t o a more r e a l i s t i c 

l e v e l . N e a r l y a l l o f the va lue s i n a f r e e e x p r e s s i o n emerged. 

S i l e n t and p reoccup ied c o n s i d e r a t i o n had not y i e l d e d the c l e a r e r 

p i c t u r e tha t came out o f h i s e f f o r t s t o e x p l a i n and d e s c r i b e t o 

another person . H i s e s t i m a t e o f h i s s i t u a t i o n changed, he saw 

i t i n a d i f f e r e n t l i g h t , he saw new elements which he had not 

c o n s i d e r e d , he a c t u a l l y saw something o f a d i f f e r e n t s i t u a t i o n 

which may be summed up as f o l l o w s . . 

He saw that he was more concerned about the fu tu re 

than the p r e s e n t . A t h i s age he was do ing b e t t e r than h i s 

| ( . * f a t h e r had a t the same a g e . He was not too concerned about the 

; r a p i d advance o f h i s b r o t h e r s because t h e i r c e i l i n g was l o w e r 

i 
than h i s . T h e i r concerns r a t h e r g e n e r a l l y o f f e r e d a more r a p i d 

I advancement but d i d not. o f f e r the u l t i m a t e oppo r tun i ty which h i s 

! ) d i d . But he had seen o t h e r men promoted. He was d i s t u r b e d 
i 
i 

; because p o s s i b l y he d i d n ' t "have the s t u f f . " Maybe he would 
I 
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never g e t much f a r t h e r than h i s p re sen t j o b . On the o t h e r hand 

he could see that some o f the more d i f f i c u l t work was g i v e n to 

1 _ him. And a c t u a l l y as he t a l k e d about p a r t i c u l a r i n s t a n c e s he 

^ could see tha t he d i d i t w e l l and i t was accep ted . H e / c o u l d see 

t o o tha t the re was a c o n s i d e r a b l e o p p o r t u n i t y . P a r t i c u l a r i n ­

s tances o f promotion c o u l d not be o v e r l o o k e d . I n f a c t he c o u l d 

I not make a case oh the p o i n t o f l a c k o f o p p o r t u n i t y . H i s whole 

po in t s h i f t e d . He on ly wanted t o know, r e a l l y , how he s t o o d . 

This the s u p e r v i s o r was a b l e to t e l l him and i t 

b l a s t e d the d is turbance c o m p l e t e l y out o f h i s mind. H i s I n t e r ­

p r e t a t i o n o f the demands o f h i s s i t u a t i o n o f him was c o n s i d e r a b l y 

a l t e r e d - ~ a l t e r e d t o a p o i n t where h i s own demands o f h i s 

e x i s t e n c e were i n harmony w i t h i t . 

I t i s i n t e r e s t i n g t o c o n s i d e r what the r e s u l t might 

have been i f i n response t o h i s complaint he had r e c e i v e d o n l y 

the v a r i o u s l o g i c s , admoni t ions , and. a f r i e n d l y s l ap on the back 

by a c o n g e n i a l boss . 

Now, to some o f you t h i s case may seem too s imple and 

i t may be f e l t i t came out too e a s i l y and too w e l l . With t h i s 

v i e w I must i n some r e s p e c t s a g r e e . But t h e r e a re a number o f 

s i g n i f i c a n t p o i n t s which ought t o be c o n s i d e r e d . 

F i r s t , t h i s compla in t was caught a t the i n c i p i e n t 

s t a g e . I t was not c o m p l i c a t e d by a l o n g b u i l d up. There was a 

C 
minimum r a t h e r than a d e s p e r a t e p re s su re back o f i t . 

Second, no change was needed i n the s i t u a t i o n o r i n 

the demands o f the employee o f h i s s i t u a t i o n . The change 
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i 
t 
i 

r e q u i r e d was r e l a t i v e l y s imp le . The employee ' s i n t e r p r e t a t i o n 

o f h i s s i t u a t i o n on ly needed to be se t i n a more r e a l i s t i c way. 

A complaint which r e q u i r e d combinat ions o f change i n a l l t h r ee 

a r ea s would n a t u r a l l y be more complex. A group compla in t o r a . 

compla in t w i th f a c t o r s o f pe rsona l h e a l t h i n v o l v e d i n i t Would 

p robab ly be more d i f f i c u l t . 

( ; ^ T h i r d , t h i s case seems simple and easy p a r t l y because 

i t d i d come out so w e l l , I am reminded o f t h e l a s t t ime I t o o k 

my bad ly behaving c a r t o a s k i l l e d mechanic. The c a r was a 

mess so I thought , I remember c o n s i d e r i n g the p r o p o s i t i o n 

t h a t i t ought to be t r aded i n f o r a new one. But the mechanic 

d i d n ' t seem p u z z l e d o r d i s t r e s s e d . He l i f t e d the hood and made 

a minor adjustment. I t was a l l o v e r i n a minute and I f e l t 

ashamed f o r b o t h e r i n g him. I t seemed to me a r e f l e c t i o n on my 

common sense . And t h i s complaint has s i m i l a r e l e m e n t s . I n a 

s i t u a t i o n where t h e r e was c o n s i d e r a b l e o p p o r t u n i t y , one o f the 

b e s t employees was compla in ing because o p p o r t u n i t y d i d not 

e x i s t . This s imply d i d n ' t make sense and he should have been 

s e t s t r a i g h t . I n d o i n g t h i s the hand l ing o f the compla in t cou ld 

e a s i l y have been bung led , the employee could have become i n ­

c r e a s i n g l y p r e o c c u p i e d and i n c r e a s i n g l y i n e f f e c t i v e and 

o p p o r t u n i t y f o r him, a t l e a s t , cou ld a c t u a l l y have ceased t o 

e x i s t . The cumula t ive e f f e c t s could have r e s u l t e d I n a r e a l 

p roblem case . What I am say ing i s t ha t a s imple problem i n 

chemis t ry i s not d i f f i c u l t f o r a chemis t . A prob lem I n 
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e n g i n e e r i n g i s not d i f f i c u l t to a t r a i n e d and q u a l i f i e d eng inee r , 

And t h i s compla in t , o r f o r tha t mat ter more complex compla in ts , 

( ~ \ . a r e not d i f f i c u l t f o r the s u p e r v i s o r who has an e f f e c t i v e bas ic 

concep t , an app ropr i a t e method, and a pe r sona l s k i l l i n d e a l i n g 

w i th h i s data. Th i s case seems s imple and came out w e l l p a r t l y 

because i t was handled i n a s c i e n t i f i c manner, 

" v And to me there i s a four th p o i n t o f p o s s i b l y g r e a t e r 

s i g n i f i c a n c e than the o t h e r s . Almost any good s u p e r v i s o r might 

have handled t h i s case wi th app rox ima te ly the same r e s u l t s . He 

4? - would /have had a t a l k w i t h the employee and the r e a l source o f 

the compla in t might have been tapped. I n the end the s u p e r v i s o r 

might have s a id , "We t a l k e d i t o v e r and he seemed s a t i s f i e d . " 

Now con t ra s t t h i s w i t h the case as we have d iscussed i t . We had 

an e x p l i c i t p o i n t o f v i e w . We had ah e x p l i c i t method. We made 

an e x p l i c i t d i a g n o s i s . We a p p l i e d an e x p l i c i t t rea tment . And 

we g o t a r e s u l t which we can express e x p l i c i t l y . Such an 

approach i s more o b j e c t i v e and more s c i e n t i f i c , Furthermore, i t 

can be communicated. I t can be taught by the usual teaching 

methods. I t should make the ave rage s u p e r v i s o r o r a d m i n i s t r a t i v e 

pe r son more e f f e c t i v e i n the whole o f t h i s area o f h i s personnel 

r e l a t i o n s work. To me t h i s sugges t s the beg inn ing o f one o f the 

most important advances i n bus iness management. 
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The A n a l y s i s and A p p r a i s a l o f Morale i n a Business O r g a n i z a t i o n 

F. J. R o e t h i l s b e r g e r 

I t s h a l l not be my purpose he re to d e f i n e the meaning 

I ° f the word "mora l e . " I t i s a word incapab le o f p r e c i s e d e f i n i ­

t i o n ; i t has d i f f e r e n t meanings f o r d i f f e r e n t p e o p l e . I f we 

t h i n k i n terms o f the phenomena t o which the word "morale" can 

be r e f e r r e d , and t r y to understand such phenomena i n s t e a d o f the 

1 word , however , we sha l l not go t o o f a r a s t r a y . 

Fo r any person who has h e l d a p o s i t i o n o f r e s p o n s i b i l ­

i t y i n any bus iness o r g a n i z a t i o n - o r any o r g a n i z a t i o n f o r tha t 

m a t t e r - the word comes, t o have a r e a l meaning* t h a t i s , i t 

r e f e r s t o something which i s f e l t as be ing o f r e a l impor tance , 

e v e n i f tha t something t o which i t r e f e r s remains vague and. 

i l l u s i v e * I t i s a q u a l i t y which p e r t a i n s to a group and the 

r e l a t i o n s h i p o f i n d i v i d u a l s to a group r a t h e r than t o an i n d i ­

v i d u a l a l o n e . L i k e many such words, i t jumps i n t o prominence 

when tha t to which i t r e f e r s i s consp icuous ly absent o r con­

s p i c u o u s l y p r e s e n t ( f o r example, France i n May and England 

n o w ) . L i k e the s t a t e o f Our h e a l t h , i t becomes most important 

when we l o s e i t . But "morale" i n i t s e v e r y - d a y m a n i f e s t a t i o n i s 

( . l i k e l y t o be i g n o r e d and d i s r e g a r d e d . Many a s p e c t s o f our 

e v e r y - d a y e x i s t e n c e have t h i s cha rac t e r , t ha t i s , i n c l u d e 

f a c t o r s which we take f o r g r a n t e d y and whose impor tan t func t ions 

we , t h e r e f o r e , f a i l t o r e c o g n i z e u n t i l they are d r a s t i c a l l y 

changed o r d i sappea r . 

I should l i k e t o cont inue w i th t h i s ana logy between 

" h e a l t h " and "morale" because i t w i l l p r o v i d e me w i t h s e v e r a l 
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p o i n t s I want to make. I n m e d i c i n e , f o r example , the p h y s i c i a n 

i s not i n t e r e s t e d i n "hea l th" , o r " s ickness" i n g e n e r a l . He i s 

i n t e r e s t e d i n d i a g n o s i n g and t r e a t i n g - p a r t i c u l a r o r g a n i c situa-. . 

t i o n s . He has no t rea tment f o r d i s e a s e s I n g e n e r a l ; h i s t r e a t ­

ment f o l l o w s r a t h e r than p r e c e d e s d i a g n o s i s ; i t i s s p e c i f i c to 

the d i a g n o s i s o f the p a r t i c u l a r o r g a n i c a i lmen t and the pe r sona l 

s i t u a t i o n o f the p a t i e n t . 

remedies f o r s i ckness i n g e n e r a l r e g a r d l e s s o f the i n d i v i d u a l 

p a t i e n t f o r whom he i s p r e s c r i b i n g , he does have a s imple and 

use fu l way o f t h i n k i n g about the p h y s i c a l organism. He c o n c e i v e s 

o f the organism as b e i n g made up o f pa r t s which are mutua l ly 

i n t e r r e l a t e d and i n t e r d e p e n d e n t . That i s , he c o n c e i v e s o f the 

physical , organism i n r e l a t i o n t o i t s p h y s i c a l environment as a 

p h y s i c o - c h e m i c a l system - something which must be c o n s i d e r e d as 

a whole because each pa r t b e a r s a r e l a t i o n o f in te rdependence t o 

e v e r y o t h e r p a r t . These p a r t s are i n a r e l a t i o n o f e q u i l i b r i u m 

such tha t a s l i g h t change i n any one pa r t produces changes i n 

o t h e r p a r t s o f the system t e n d i n g toward r e s t o r i n g o r main ta in ing 

the s t a t e o f e q u i l i b r i u m . I n t h i s sense, he does c o n c e i v e o f i l l 

h e a l t h o r s ickness as an o r g a n i c unbalance o f some k i n d , but the 

nature o f the p a r t i c u l a r unbalance and the p a r t i c u l a r i n t e r ­

f e r e n c e s making f o r unbalance and, hence, , the p a r t i c u l a r t r e a t ­

ment r e q u i r e d t o r e s t o r e the b a l a n c e , these q u e s t i o n s can o n l y 

be s e t t l e d by a study o f the conc re t e case o f the p a r t i c u l a r 

p a t i e n t . 

U N I V E R S I T Y O P W I S C O N S I N - M I L W A U K E E 
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Although this way of looking at and thinking about a 

physical organism does apply to all organisms, the interesting 

.( thing to note is that it does not prescribe the same treatment 

for all cases of unbalance. The physician does not suppose that 

because there is a word "health" there is one thing to which it 

refers. He realizes that the lack of health frequently cannot 

f be reduced to some one simple, single cause but is often the 

general effect of a complex situation. And this is where the 

skill and experience of the physician come in. He presupposes 

different kinds of organic unbalance and different kinds of 

interferences. Therefore, he has to specify in the particular 

case the particular nature of the unbalance and the particular 

interferences producing it. As a result the treatment, far from 

being the same, is different for different patients. In the 

case of Patient A, the point of view leads to a diagnosis which 

prescribes treatment A; in the case of Patient B, it leads to a 

diagnosis which prescribes treatment B - even though the symptoms 

may be very similar. Par from prescribing the same treatment for 

similar symptoms, the. physician may do quite the opposite in one 

t • case from another which, superficially, in terms of symptoms, 

may resemble it. 

For example, I know a physician who, was brought in to 

treat a woman lying in bed in her hqme in a state of coma. The 

doctor had never seen the patient or her family before. The 

patient presented symptoms which were quite familiar to him. He 
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was about to make h i s d i a g n o s i s when a man e n t e r e d the room. 

This man was wear ing a .hat which he d i d not remove when he 

J e n t e r e d the room. He was a l s o smoking a c i g a r which he d i d not 

take out o f h i s mouth when he bent o v e r the bed to address some 

g r u f f words t o the p a t i e n t . When the d o c t o r l e a r n e d from the 

nurse i n charge tha t t h i s man was the p a t i e n t ' s husband, he 

'{ ' q u i c k l y a l t e r e d h i s o r i g i n a l d i a g n o s i s . He d i d not change h i s 

n o t i o n about the c o n d i t i o n o f unbalance but he had become a l e r t 

t o a new p o s s i b l e source o f i n t e r f e r e n c e o f which h i s o r i g i n a l 

d i a g n o s i s had not taken account . I n the t reatment o f the p a t i e n t 

and h e r cure , as the case tu rned ou t , the p a t i e n t ' s r e l a t i o n t o 

he r husband became the most impor tant v a r i a b l e . To have i g n o r e d 

t h i s f a c t o r i n - h i s d i a g n o s i s , and hence t r ea tmen t , would have 

been to . miss the most impor tan t f a c t o r making f o r d i s e q u i l i b r i u m . 

What I am say ing i s c l e a r l y r e c o g n i z e d both i n the 

t heo ry and p r a c t i c e o f m e d i c i n e . I t i s i n t u i t i v e l y r e c o g n i z e d 

i n the p r a c t i c e o f the s k i l l f u l a d m i n i s t r a t o r ; i t i s f a r from 

b e i n g e x p l i c i t l y r e c o g n i z e d i n the t h e o r y o f bus iness adminis ­

t r a t i o n with r e s p e c t t o the problem o f " m o r a l e . " Far t o o o f t e n , 

( _ morale i s reduced t o some one s imp le , s i n g l e cause. One 

p a r t i c u l a r person i n a bus iness o r g a n i z a t i o n i s l i k e l y t o be 

h e l d r e s p o n s i b l e f o r i t s p r e sence o r absence. I t i s c o n c e i v e d 

as b e i n g composed o f f i x e d i n g r e d i e n t s and capable o f b e i n g 

, >. secured by c e r t a i n s t a n d a r d i z e d p rocedures . Sometimes as a 

r e s u l t t rea tment i s s t a r t e d b e f o r e an adequate d i a g n o s i s o f the 

human s i t u a t i o n i s made. 

U N I V E R S I T Y O F W I S C O N S I N - M I L W A U K E E 
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A Business O r g a n i z a t i o n as a S o c i a l -System 

Now i t i s my simple t h e s i s t h a t .morale i s to a group 

what h e a l t h i s to the i n d i v i d u a l o rganism. Lack o f mora le , l i k e 

l a c k o f h e a l t h , cannot be f r e q u e n t l y reduced t o some one s i n g l e 

cause. Just as problems r e l a t i n g t o h e a l t h r e q u i r e a s imple and ; 
I 

usefu l way o f t h ink ing about the p h y s i c a l organism as a p h y s i c o - j 
i 

chemical system, so an unders tanding o f problems r e l a t i n g t o J 

morale r e q u i r e a way o f t h i n k i n g about a bus iness o r g a n i z a t i o n as 

a s o c i a l system, L i k e w i s e i n bo th cases s k i l l s i n d i a g n o s i n g 

c o n c r e t e s i t u a t i o n s are i n v o l v e d , (As Mr. Putnam has a l r e a d y 

s a i d , I s h a l l o n l y be s t a t i n g e x p l i c i t l y what e v e r y s k i l l f u l ; 

. e x e c u t i v e i n t u i t i v e l y knows and p r a c t i c e s . ) 

I n a sense , a l l o f the e a r l y expe r imen t s a t the \ 

Hawthorne P l an t o f the Western E l e c t r i c Company l e a d t o t h i s ; 

c o n c l u s i o n . As the exper imen te r s took up d i f f e r e n t problems o f 

f a t i g u e , r e s t pauses , p h y s i c a l c o n d i t i o n s o f work, r e p e t i t i v e 

work, monotony and o t h e r employee a t t i t u d e s , as they t r i e d to I 

understand the compla in ts and g r i e v a n c e s o f workers and some o f 

the " l o g i c s o f management" under which they worked - wage i n ­

c e n t i v e s and wage i n c e n t i v e systems - t h e y were d r i v e n more and 

more to the r e a l i z a t i o n tha t t hese problems cou ld not be t r e a t e d 

i n and by themse lves . These problems c o u l d not be t r e a t e d apart 

from the s o c i a l s e t t i n g i n which they o c c u r r e d . Many o f the 

human problems as t r a d i t i o n a l l y s t a t e d were d e f e c t i v e because 

t h e y f a i l e d to take i n t o account the s o c i a l r e a l i t i e s o f the 
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s i t u a t i o n . As Mr. Putnam, showed you, t h i s was the e s s e n t i a l 

l e s s o n tha t was l e a r n e d from the Relay Assembly Tes t Boom and 

the e a r l y i n t e r v i e w i n g program. The understanding o f many human 

problems i n c l u d i n g the problem o f morale at the Hawthorne P l a n t 

o f the Western E l e c t r i c Company r e q u i r e d tha t the i n v e s t i g a t o r s 

v iew the work group , the department, the d i v i s i o n , o r the company-

as -a -who le as a s o c i a l system. By " s o c i a l system" i s meant 

something which must be cons ide red as a whole because each pa r t  

bears a r e l a t i o n Of in te rdependence to eve ry o t h e r p a r t . 

Much has a l r e a d y been sa id about t h i s p o i n t o f v i e w . 

A r a the r d e t a i l e d d e s c r i p t i o n o f i t i s con ta ined i n the b inde r 

" P o s s i b i l i t i e s o f A p p l y i n g S c i e n t i f i c Method t o Personnel 

R e l a t i o n s i n a Business O r g a n i z a t i o n . " I do not expec t to 

r epea t t h i s s tatement i n what f o l l o w s . Ra the r I would p r e f e r 

to express some o f my p e r s o n a l e x p e r i e n c e s i n t r y i n g to apply 

t h i s p o i n t o f v i e w t o "morale 1 1 o r t o personnel r e l a t i o n s 

problems i n bus iness o r g a n i z a t i o n s . Much o f what I say w i l l be 

i n the f i r s t person and I hope that t h i s w i l l not be misunder­

s tood . I t i s the most d i r e c t and s imple way i n which to d e s c r i b e 

my e x p e r i e n c e and my thoughts in t r y i n g t o app ly and i n t r y i n g 

to l e a r n how to app ly t h i s way o f l o o k i n g a t and t h ink ing about 

personnel r e l a t i o n s problems i n c o n c r e t e bus iness s i t u a t i o n s . 

Research i n P e r s o n n e l R e l a t i o n s 

The r e sea rch department t o which I b e l o n g a t the 

Harvard Business Schoo l has been i n t e r e s t e d i n t h i s problem o f 
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"morale" as i t r e l a t e d t o the g e n e r a l bus iness problem o f g e t t i n g 

p e o p l e to work t o g e t h e r e f f e c t i v e l y . We have been t r y i n g to 

d e v e l o p the s k i l l o f d i agnos ing human s i t u a t i o n s and we have 

been t r y i n g to apply t h i s s k i l l to the unders tanding o f personnel 

r e l a t i o n s i n a bus iness o r g a n i z a t i o n . As I see I t , these two 

t h i n g s go hand-in-hand. A s k i l l cannot be d e v e l o p e d wi thout 

p r a c t i c e and a t the same t ime a s k i l l needs t o be p r a c t i c e d i n 

o r d e r t o be d e v e l o p e d . Some knowledge may be acqu i r ed by read ing 

books , o r some understanding may b e a c h i e v e d by hard t h i n k i n g , 

but "knowledge" wi thou t the a p p l i c a t i o n o f a s k i l l b e g i n s t o 

resemble " w o r d - j u g g l i n g , " Theory wi thou t p r a c t i c e o r p r a c t i c e 

wi thou t t heo ry u s u a l l y r e s u l t s i n something not v e r y u s e f u l , a t 

l e a s t something which does not improve unders tanding . For the 

most p a r t , r e a l achievements have been made, such achievements 

as the t e l e p h o n e , the steam engine> and o t h e r s , where t h e o r y and 

p r a c t i c e have been a p p l i e d t o g e t h e r . 

Sometimes a s k i l l can be d e v e l o p e d i n one area and 

a p p l i e d i n another . An example o f t h i s can be c i t e d from my own 

e x p e r i e n c e . I d e v e l o p e d something o f an i n t e r v i e w i n g s k i l l w h i l e 

i n t e r v i e w i n g students i n the Business Schoo l . Much o f what I 

l e a r n e d I was ab l e t o app ly when s tudy ing bus iness s i t u a t i o n s , 

I n the case o f s tudents , ' I found I cou ld assume tha t most o f them 

had enough i n t e l l e c t u a l c a p a c i t y t o do t h e i r work. A t l e a s t , the 

l a c k o f i n t e l l e c t u a l c a p a c i t y d i d not seem to be a s u i t a b l e 

reason f o r t h e i r f a i l u r e s and d i f f i c u l t i e s , so I l o o k e d f o r o t h e r 



- 8 -

i n t e r f e r e n c e s - emotional and s o c i a l - which were making f o r 

poor work. Th i s was a r a t h e r s imple working h y p o t h e s i s , hut i t 
! 
i 

I } was an e f f e c t i v e one. A t l e a s t i t was useful I n a i d i n g the 

I student i n r e e s t a b l i s h i n g h i s e q u i l i b r i u m . Whi l e i t was not 
j 
j 100$ s u c c e s s f u l , I g o t something o f a r e p u t a t i o n i n hand l ing 

; student problems and l e a r n e d a g r e a t d e a l about myse l f i n the 

; ) p r o c e s s . For the f i r s t t ime I had to l e a r n from handl ing a 

s i t u a t i o n - not from hooks . I n f a c t , t he re was l i t t l e m a t e r i a l 

i i n books wi th regard t o the s k i l l I was p r a c t i c i n g . I cou ld f i n d 

a g r e a t deal o f l i t e r a t u r e on how p e o p l e should behave o r were 

supposed t o be . I cou ld f i n d , f o r i n s t a n c e , t ha t man i s a g r e -

g a r i o u s animal and tha t s e l f - p r e s e r v a t i o n i s the f i r s t l aw o f 

nature , but I n a r ea l s i t u a t i o n such knowledge was o f l i t t l e 

h e l p i n a s s i s t i n g a l o n e l y student who was homesick o r depressed , 

o r a student who sa id he wanted to commit s u i c i d e . A c t u a l l y , I 

had to l e a r n by p r a c t i c e , by making mis takes and by d e v e l o p i n g 

useful g e n e r a l i z a t i o n s ( t h e o r i e s ) about what I was do ing and 

i 
o b s e r v i n g . I n t h i s way I d e v e l o p e d a con f idence and a way o f 

r e l a t i n g myse l f t o a p a r t i c u l a r problem which was supe r io r t o 

* anything I had e v e r o b t a i n e d from books . I was e x p e r i e n c i n g 

something s i m i l a r to t h a t which the d o c t o r e x p e r i e n c e s i n g o i n g 

through h i s i n t e r a e s h i p . 

Whi le doing t h i s work w i t h s tudents , I began to see the 

i p o s s i b l e a p p l i c a t i o n o f t h i s s k i l l t o a bus iness o r g a n i z a t i o n . 

I t seemed t o me l i k e l y t ha t some employees i n business might be 
I 
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i n e f f e c t i v e and depressed f o r reasons o t h e r than a l a c k o f 

t e c h n i c a l a b i l i t y . Most o f the pe r sonne l p e o p l e to whom I t a l ked , 

however , seemed more i n t e r e s t e d i n the a d m i n i s t r a t i o n o f p l ans 

and p o l i c i e s than i n the problems wi th which I was concerned and 

i n the s imp le d i a g n o s t i c s k i l l s which seemed a p p l i c a b l e t o 

pe r sonne l r e l a t i o n s problems. Then one o f t he b i g g e s t s t rokes 

o f good f o r t u n e occur red - I l e a r n e d about the i n t e r v i e w i n g 
i 
| program at Hawthorne. Here I found a group o f p e o p l e immersed 

! i n the same problems I had been c o n s i d e r i n g . They Were muddling 

! a l o n g , t r y i n g t o learn, what p e o p l e were l i k e and why they 

behaved as they d i d . I f e l t a r e a l k i n s h i p f o r t h i s group, and 

I th ink they f e l t the same way toward me. t h i s e x p e r i e n c e had 

a tremendous e f f e c t as f a r as I was concerned. I l e a r n e d how to 

work w i th o t h e r p e o p l e and t h i s , I must say, i s an expe r i ence 

one does not en joy v e r y o f t e n - e x c l u d i n g my own department - in 

academic c i r c l e s , I expe r i enced "morale" as a personal and 

s t i m u l a t i n g ma t t e r and l e a r n e d r e a l l y f o r the f i r s t t ime what i t 

j was t o be an e f f e c t i v e member o f a team. 

A t Hawthorne I was i n a group With a h igh mora le , We 

' were . p ionee r s and we were l e a r n i n g . V/e were not t r y i n g to 

"change the w o r l d ; " we were t r y i n g t o f i n d out what the w o r l d was 

l i k e . T h i s was "purer" r e sea rch than anything I had expe r i enced . 

However I t was no " i v o r y - t o w e r s t u f f ; " i t was s imply a way o f 

/ l o o k i n g h a r d e r and ha rde r a t the s imple bus iness o f p e o p l e a t 

work and the s imple business o f t r y i n g t o t h i n k e f f e c t i v e l y about 

what we were o b s e r v i n g . 

U N I V E R S I T Y O F W I S C O N S I N - M I L W A U K E E 
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For that expe r i ence I s h a l l be e t e r n a l l y i ndeb ted . I 

was taken out o f ray e g o c e n t r i c skin and ca t apu l t ed i n t o a g r e a t 

adventure - not a s o l i t a r y adventure but one i n which I was 

go ing to have s o c i a l companionship. During the Hawthorne e x ­

pe r imen t s , I began t o th ink more and more o f the p o s s i b i l i t i e s 

f o r a p p l y i n g what had been l e a r n e d to o the r business o r g a n ! za^ 

t i o n s . A l l o f us who were i n t i m a t e l y a s s o c i a t e d i n t h i s work 

saw tha t i t had important i m p l i c a t i o n s f o r personnel theory and 

p r a c t i c e , as w e l l as f o r the theory and p r a c t i c e o f bus iness 

a d m i n i s t r a t i o n g e n e r a l l y . I saw c l e a r l y tha t what was essen­

t i a l l y t r a n s f e r a b l e , communicable, and a p p l i c a b l e t o o t h e r 

s i t u a t i o n s was the p o i n t o f v i e w and d i a g n o s t i c s k i l l s t ha t had 

been d e v e l o p e d . I Want to emphasize t h i s because t o me t h i s i s 

an impor tant d i s t i n c t i o n . I t i s the p o i n t o f v i ew and the 

s k i l l s which have g e n e r a l a p p l i c a t i o n . These are the impor tant 

c o n t r i b u t i o n s from the Hawthorne exper iments , r a t h e r than the 

p a r t i c u l a r form i n which they are be ing a p p l i e d at Hawthorne. 

I wanted to app ly these s k i l l s i n o r d e r t o l e a r n more about 

o t h e r business o r g a n i z a t i o n s . I was i n t e r e s t e d i n e s s e n t i a l l y 

d i f f e r e n t k inds o f bus iness o r g a n i z a t i o n s , such as banks and 

department s t o r e s as w e l l as f a c t o r i e s . A l s o I wanted t o apply 

these s k i l l s at d i f f e r e n t l e v e l s i n a bus iness o r g a n i z a t i o n which 

would i n c l u d e e x e c u t i v e s , s u p e r v i s o r s , and s t a f f p e o p l e as w e l l 

as f i r s t l i n e worke r s . 

S ince I was a t the Business Schoo l , I had an e x c e l l e n t 

o p p o r t u n i t y t o t r y two kinds o f deve lopmenta l work. One was tha t 
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o f t r y i n g t o s t a t e as e x p l i c i t l y as I could the p o i n t o f v i e w 

and the s k i l l s which have g e n e r a l a p p l i c a t i o n s . The o t h e r was 

( i t o do more research i n o t h e r o r g a n i z a t i o n s by app ly ing these 

s k i l l s which I had l e a r n e d thus f a r from my work wi th s tudents 

and i n c o l l a b o r a t i o n with the Hawthorne g roup . I should l i k e 

t o enumerate some o f my e x p e r i e n c e s i n t h i s r e g a r d . During the 

( ') pas t f i v e yea r s I have been concerned w i t h : 

1 . T r y i n g to s t a t e as e x p l i c i t l y as p o s s i b l e the 
p o i n t o f v iew and the r e l a t e d s k i l l s which have 
g e n e r a l a p p l i c a b i l i t y . Th i s I would c l a s s i f y 
as an academic j o b . 

. 2 . T ry ing to communicate t o o t h e r s the p o i n t o f 
v i e w and some a p p r e c i a t i o n o f the s k i l l a t a 
v e r b a l l e v e l . This has been done i n terms o f 
two courses , one g i v e n i n the Business School 
ind one g i v e n at R a d c l i f f e C o l l e g e . T h i s , t o o , 
i s an "academic" j o b and by i t s v e r y nature i s 
somewhat comparable t o a course i n musica l appre ­
c i a t i o n , tha t i s , by t h i s means a lone I cannot 
produce q u a l i f i e d p r a c t i t i o n e r s . 

3 . T r y i n g to t r a i n younger men who want to 
s p e c i a l i z e i n t h i s g e n e r a l a r e a o f work and t r y ­
i n g to supply them wi th o p p o r t u n i t y f o r p r a c t i c i n g 
the s k i l l . T h i s , I t h ink , can be c l a s s i f i e d as 
an e d u c a t i o n a l j o b . 

4 . T r y i n g to app ly these s k i l l s i n bus iness 
o r g a n i z a t i o n s i n o r d e r to t r y to l e a r n what t h e i r 
human problems a r e , how they can be more ade-

! q u a t e l y assessed and b e t t e r d e a l t w i t h , i . e . , 
d o i n g r e sea rch . 

5. T r y i n g t o communicate and i n t r o d u c e these 
s k i l l s and my f i n d i n g s to members o f bus iness 
o r g a n i z a t i o n s . 

I th ink i t may be h e l p f u l i f I t r y t o s t a t e what my 

e x p e r i e n c e has been i n some o f the more r e c e n t j o b s dur ing the 

pas t f i v e y e a r s , t h a t i s , the j o b o f t r y i n g t o apply these 
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s k i l l s i n o r d e r t o l e a r n something myse l f and the j o b o f t r y i n g 

to i n t roduce these s k i l l s i n a bus iness o r g a n i z a t i o n so t ha t 

{ \ the o r g a n i z a t i o n may by i t s e l f l e a r n something about i t s e l f . I 

have n e v e r t r i e d t o make t h i s k ind o f s tatement b e f o r e and I 

f i n d i t d i f f i c u l t t o g e n e r a l i z e about t h i n g s which are s t i l l i n 

p rocess and not v e r y c l e a r . I f i n d I have not y e t had enough 

i , e x p e r i e n c e a long t h i s l i n e to make the most a p p r o p r i a t e remarks, 

but I want t o t r y to comment upon t h i s e x p e r i e n c e f o r wha tever i t 

may be worth t o you, 

You men a re not i n t e r e s t e d i n how the f i r s t c o n t a c t s 

have been made w i t h the o r g a n i z a t i o n s I have s tud ied , but I need 

to make a few comments about t h i s because i t a f f e c t s what I have 

to say l a t e r . None o f these c o n t a c t s has been i n i t i a t e d by me o r 

by the S c h o o l . They have been I n i t i a t e d by the bus iness con- ' 

cerns . Sometimes the advance has been made by a pe r son a t the 

top and sometimes i n the middle o f the o r g a n i z a t i o n . O b v i o u s l y , 

there i s c o n s i d e r a b l e n e g o t i a t i o n b e f o r e an agreement t o do some 

work i s reached. On my pa r t I am i n t e r e s t e d t o know how the 

person making the o r i g i n a l advance sees h i s p rob lems . There i s 

1 1 a p e r i o d o f becoming acqua in ted , b e i n g i n t r o d u c e d to v a r i o u s 

persons i n the bus ine s s , and o f my asking myse l f two g e n e r a l 

q u e s t i o n s , "What a r e the problems o f t h i s concern as the men i n 

i t see them?" and " W i l l the k ind o f r e sea rch I am i n t e r e s t e d i n 

I • and capable o f do ing h e l p them?" I n t r y i n g t o understand t h e i r 

v i ews I ask a l o t o f q u e s t i o n s . I f I have anyth ing t o say , i t i s 
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g e n e r a l l y i n the form o f a q u e s t i o n o r i n the form Of t a l k i n g 

about the work I do . In pa r t I am i n an i n t e r v i e w i n g frame o f 

mind, but much o f our i n t e r a c t i o n and d i s c u s s i o n i s a t a s o c i a l 

l e v e l . 

During t h i s e a r l y p e r i o d I t r y t o move s l o w l y because 

I want t o be sure , i n e s t a b l i s h i n g a r e l a t i o n s h i p o f t h i s k i n d , 

tha t i t w i l l be h e l p f u l to me, t o the S c h o o l , and t o the o r g a n i ­

z a t i o n i t s e l f . I do not want to agree to work i n an o r g a n i z a t i o n 

where t h e y are not ready to do the k ind o f work i n which I am 

i n t e r e s t e d , where they want m i r a c l e s produced, where they are 

too i n t e r e s t e d i n g e t t i n g r e s u l t s o v e r n i g h t , where they want a 

t r o u b l e - s h o o t e r i n some emergency s i t u a t i o n , o r where they want 

to focus t o o p a r t i c u l a r l y on one problem as they d e f i n e i t and 

are not i n t e r e s t e d i n i t s r a m i f i c a t i o n s , I a v o i d these s i t u a ­

t i o n s because they a re not good l e a r n i n g s i t u a t i o n s and a g r e a t 

d e a l o f work can be done wi thou t much b e n e f i t t o any one . The 

above i s s t a t e d not c a t e g o r i c a l l y but from e x p e r i e n c e and from 

some o f the mis takes which have been a p a r t o f i t . 

Now l e t us assume tha t we have reached the s tage where 

the o r g a n i z a t i o n f e e l s tha t t h e i r problem can be t a c k l e d by the 

approach I am s u g g e s t i n g - some approach i n v o l v i n g the i n t e r v i e w ­

i n g and o b s e r v a t i o n o f p e o p l e and groups o f p e o p l e . I f I a l s o 

f e e l the same way, then and on ly then do we s t a r t making p lans 

f o r a s tudy . G e n e r a l l y I l i k e t o s t a r t e x p e r i m e n t a l l y and i n a 

smal l way. Th i s u s u a l l y i n v o l v e s t ak ing a small segment o f the 
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o r g a n i z a t i o n i n which we can do some i n t e r v i e w i n g o f p e o p l e i n 

o rde r t o f i n d out what i s impor tan t to them. The o b j e c t i v e o f 

the r e s e a r c h i s s t a t e d b r o a d l y I n terms o f an aim to t r y t o 

d e f i n e b e t t e r what the human problems i n t h i s o r g a n i z a t i o n a r e . 

This i s a r a t h e r broad s ta tement o f o b j e c t i v e s , but i f an aim i s 

too s p e c i f i c a l l y l i m i t e d i t may shut out the r e a l problems o f 

most importance* 

I n working out the p l ans o f the research I f o l l o w the 

l e a d s g i v e n me by the men o f the o r g a n i z a t i o n . I do not demand 

too much but r a the r t r y to t ake th ings as I f i n d them and go 

a long . I r e a l i z e the re i s a l o t o f in formal o r g a n i z a t i o n and a 

l o t o f formal o r g a n i z a t i o n . I know. that the o r g a n i z a t i o n has 

t r a d i t i o n s and habi t s* and a l l t ha t . Obv ious ly I do not want to 

make a nuisance o f myse l f o r "put a monkey-wrench i n the 

machinery ." I want to do r e s e a r c h i n which I am a c t i n g as a 

r e s p o n s i b l e person , and i n the l a s t a n a l y s i s I want the o r g a n i ­

z a t i o n t o d e c i d e when, where , and how they want to b e g i n . At 

the same t ime , however , my e x p e r i e n c e t e l l s me I must be f i rm i n 

c e r t a i n r e s p e c t s . The c o n f i d e n c e o f the p e o p l e i n t e r v i e w e d must 

be p r o t e c t e d . The f i r s t - l i n e da t a i s my p r o p e r t y and w i l l be 

de s t royed o r w i l l be coded i n such a way tha t the anonymity o f 

the i n t e r v i e w w i l l be p r o t e c t e d . Top management must have some 

unders tanding o f and sanc t ion the work as i t d e v e l o p s . There 

must be some person at about the middle o f the o r g a n i z a t i o n 

a s s igned to the r e sea rch w i th whom I can have d a i l y c o n t a c t . I 

t 
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must have a t l e a s t about s i x months f o r a t r i a l p e r i o d . I n 

? terms o f my past e x p e r i e n c e I th ink I am g o i n g t o add a new 
j 

! j requirement to the above . Th i s requirement would be tha t some 

peop l e from the o r g a n i z a t i o n i t s e l f p a r t i c i p a t e i n the research 

j and l e a r n something about i t s p o i n t o f v i e w and i t s s k i l l s . I n 

j choosing such p e o p l e I would l i k e those who have had at l e a s t 

| ;, two o r t h r e e y e a r s e x p e r i e n c e wi th the O r g a n i z a t i o n , but who 

have-no t become too i d e n t i f i e d i n t h e i r i n t i m a t e t h ink ing and 

v e r b a l b e h a v i o r w i th the " l o g i c s " o f management. However i t 

should be a person whose i n t e g r i t y i s above ques t i on , who 

al though d e s i r o u s o f improv ing h,is; understanding and t reatment 

j o f human s i t u a t i o n s , i s not a r e fo rmer a t h e a r t . I s h a l l say 

more o f t h i s l a t e r . 

Assuming tha t we a re ready t o b e g i n and tha t we want to 

choose a small segment f o r s tudy, how do we make a s e l e c t i o n ? 

I n one bus iness we s t a r t e d out t o l o o k f o r a t y p i c a l department, 

but we r a t h e r soon l e a r n e d tha t no t y p i c a l department was i n 

I e x i s t e n c e . We then dec ided t o choose two departments which 

were somewhat d i s s i m i l a r , but a t t he same t ime were s u i t a b l e 

1 o r g a n i z a t i o n s . We d i d no t , f o r i n s t a n c e , want to study a depa r t ­

ment where t he re was too much change g o i n g on , a department such 

as a t o y department at Ghristmas t i m e . During the p roces s o f 

s e l e c t i o n we n a t u r a l l y d i scussed v a r i o u s i d e a s wi th management 

I p e o p l e , g e t t i n g t h e i r s u g g e s t i o n s and thoughts wi th r e l a t i o n to 

the department s e l e c t e d . The i d e a o f management w i t h r e s p e c t to 
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any g i v e n department i s o b v i o u s l y an important pa r t o f the s i tua ­

t i o n a f f e c t i n g tha t department . 

( ) Having made a s e l e c t i o n of a segment o f an o r g a n i z a ­

t i o n , we must g e t the c o o p e r a t i o n o f the head o f tha t segment. 

The department c h i e f , o r whoever he may be , must unders tand our 

purposes and our ways o f go ing about the study. At the same 

( t ime a l l o f h i s thoughts and f e e l i n g s about the department must 

be c o n s i d e r e d because .that a l s o i s an important pa r t o f t he 

s i t u a t i o n . A l l o f the employees i n the o r g a n i z a t i o n must know 

o f the study to be made, and I have always f e l t tha t i t was bes t 

f o r the supe rv i so ry p e o p l e i n the o r g a n i z a t i o n t o n o t i f y the 

employees o f t h i s . As w e . b e g i n the s tudy, o f course , I see tha t 

each person i s aga in t o l d o f the purpose Of the study p r e c e d i n g 

} each i n t e r v i e w . The employees I n v o l v e d need assurance - an 
} 

\ e x p l a n a t i o n t o them o f what we a r e about g i v e s t h i s assurance i n 

| v e r b a l form. I th ink i t i s important to cons ide r a l s o t ha t t h i s 

| assurance i n words i s no t enough. Our i n t e g r i t y must be man!-
i 

j r e s t e d i n e v e r y t h i n g we do as w e l l as i n what we say. 

My a t t i t u d e i s not tha t o f a v i s i o n a r y r e f o r m e r o r a 

" c r a c k - p o t " i n any sense o f the word. I am j u s t a s imple 

academic person who wants to l e a r n . Th i s i s not a m a k e - b e l i e v e 

a t t i t u d e ; t h i s i s my r e a l a t t i t u d e because the re i s r e a l l y much 

tha t I do not unders tand, much tha t I have to l e a r n about the 

o r g a n i z a t i o n from the p e o p l e who are a p a r t o f i t . I n t a l k i n g 

w i t h i n d i v i d u a l s I t r y t o a v o i d academic j a r g o n . I would no t , 

( ) 

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



- 17 -

f o r i n s t a n c e , t a l k to them about a b s t r a c t t heo ry o r such 

~ g e n e r a l i z e d terms as I might use i n t a l k i n g t o another 

j i '; . p r a c t i t i o n e r , 

I n s t a r t i n g out t o study the morale o f an o r g a n i z a t i o n 

I do hot t r y to do the whole j o b m y s e l f . I t would take too l o n g 

j and b e s i d e s I would l o s e the advantage o f h a v i n g s e v e r a l persons 

! <* ) p a r t i c i p a t e i n the study. M o r e o v e r , I am l o o k i n g f o r oppor tun i -

1 * 
j t i e s f o r young men a s s o c i a t e d wi th me to p r a c t i c e the s k i l l s 

; which I am t r y i n g to teach them. I n s e v e r a l s tud ies I have a l s o 

used new i n d i v i d u a l s who were not p r e v i o u s l y e x p e r i e n c e d , I n 

s e l e c t i n g these new peop le I l o o k f o r some one who has had some 

j bus iness e x p e r i e n c e , the k ind o f e x p e r i e n c e tha t has put h i m i i n 

con tac t w i t h p e o p l e , I th ink he needs to be w i l l i n g and des i rous 

o f l e a r n i n g and of Improv ing h i s unders tanding . He needs to be 

f l e x i b l e and adaptable to the j o b t o be done and he needs to 

know, from personal exper ience ' , what i t i s l i k e to work i n ah 

o r g a n i z a t i o n . I t h e l p s i f he i s a pe r son who has i n t e r a c t e d i n 

d i f f e r e n t segments o f the s o c i e t y . I do not th ink i t i s necessary 

• f o r him to have had personnel e x p e r i e n c e . He needs to be cur ious , 

^ the o p p o s i t e o f a " s t u f f e d s h i r t , 1 1 ( n o t n e c e s s a r i l y e x t r o v e r t ) 

and i n t e r e s t e d and sympathet ic w i th a way o f l i f e d i f f e r e n t from 

h i s own. He should not be t o o e a g e r t o make va lue judgments o f 

human s i t u a t i o n s . He should not have a " b l a c k and w h i t e " o r 

f ! ; " e i t h e r - o r " frame o f mind. That i s what I meant when I s a id 

b e f o r e he should not be a " re fo rmer" a t h e a r t . The need to do 

something r i g h t away should not be h i s dominant sen t iment . I 
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Having s e l e c t e d these new p e o p l e , I am faced w i t h 

t r a i n i n g them i n the work they are t o do. There a re s e v e r a l 

! t ; books I l i k e to have them r ead . These are not books which t e l l 

what a person i s l i k e . They a re books which t e l l how to f i n d 

out what a person i s l i k e . Then, o f course , I have to g i v e them 

p r a c t i c e I n i n t e r v i e w i n g , 

f j On any j o b I l i k e to have one o r two men who have 

worked w i t h me b e f o r e . I n one j o b I had two men who had had 

some p r e v i o u s e x p e r i e n c e w i t h me; two men who had n o t , In 

another j o b I had two e x p e r i e n c e d men and two g i r l s who had had 

some e x p e r i e n c e i n s o c i a l work, I f i n d i t e a s i e r to absorb a 

new person when some e x p e r i e n c e d p e o p l e a re on the j o b , because 

the l a r g e s t p o r t i o n o f the t r a i n i n g i s done on the j o b . 

As we i n t e r v i e w p e o p l e these i n t e r v i e w s are recorded 

f o r purposes o f r e sea rch and f o r purposes o f t r a i n i n g the i n t e r ­

v i e w e r s . I go o v e r t he se i n t e r v i e w s f r e q u e n t l y wi th the i n d i ­

v i d u a l s who take them. I have p o s s i b l y two informal confe rences 

each week and a g r e a t dea l o f i n f o r m a l d i s c u s s i o n . 

I n b e g i n n i n g t o i n t e r v i e w , t h e r e i s f i r s t a p e r i o d i n 

1 which I am emphasizing the t echn ique o f i n t e r v i e w i n g more than 

anything e l s e . We a re d i s c u s s i n g the problems and t r y i n g out 

means o f g e t t i n g p e o p l e t o t a l k about mat te rs important t o them. 

I t i s e s s e n t i a l t ha t we a c h i e v e t h i s because i t i s these data i n 

( terms o f which we a re g o i n g t o g e n e r a l i z e . Rather soon a f t e r we 

beg in t o i n t e r v i e w we s t a r t t o put the m a t e r i a l t o g e t h e r i n 
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t e n t a t i v e ways. Th i s i s a p r o c e s s o f "breaking down and b u i l d i n g 

up what we are c o l l e c t i n g . I n do ing t h i s , we a re l o o k i n g f o r 

; \ ) s imple and obv ious t h i n g s . We a re l o o k i n g f o r t ha t which i s 

j 
i u s u a l l y hard t o see but , once seen, i t i s e x c e e d i n g l y apparent 
i • ' " 

j and l e a d s to a b e t t e r unders tanding o f the s i t u a t i o n . You w i l l 

| r e c a l l tha t i n the R e l a y Assembly Tes t Room the i n a d v e r t e n t 

; ( \ change i n s u p e r v i s i o n which had accompanied changes i n working 

c o n d i t i o n s was r e l a t e d more d i r e c t l y and con t inuous ly to the 

j i n c r e a s e i n p r o d u c t i o n than any o f the o t h e r s u c c e s s i v e changes. 

I n l o o k i n g a t our m a t e r i a l we a re t r e a t i n g e v e r y t h i n g as a 

symptom and, i n l o o k i n g f o r t h e s imple and o b v i o u s , we are l o o k -

S i ng f o r tha t which, when once i t i s seen, t he r e a c t i o n o f e v e r y -

j body t o i t i s "Why, o f c o u r s e . " 

1 During t h i s p e r i o d I am t r y i n g to t r ansmi t the s k i l l 
! 
; o f i n t e r p r e t i n g what p e o p l e say, 1 am a l s o encourag ing the 
f 
) i n t e r v i e w e r t o l o o k a t the s i t u a t i o n back o f the words and not 
j 

; to t ake the words used i n e x p r e s s i n g i t t o o s e r i o u s l y . I am 

t r y i n g t o g e t the i n t e r v i e w e r to d i s c r i m i n a t e between two gene ra l 

k inds Of " n o i s e s . " One g e n e r a l n o i s e can be d e s c r i b e d as c r i e s 

^ . ' o f anguish , pain* f r u s t r a t i o n , o r mental "stomachache" on the 

pa r t o f an i n d i v i d u a l who i s not w e l l - r e l a t e d t o h i s work-group. 

Ano the r k ind o f n o i s e i s made by the c r i e s o f the group . These 

are e x p r e s s i o n s o f t he i n d i v i d u a l , but they a re e x p r e s s i o n s con-

^ : c e r n i n g what i s impor tan t t o the group o f which the i n d i v i d u a l i s 

j a member. 

j 
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Another way i n which I am t r y i n g to t ransmit the s k i l l 

o f I n t e r p r e t i n g what p e o p l e say i s i n u rg ing the I n t e r v i e w e r s to 

i ) l o o k f o r u n i f o r m i t i e s . We study the formal and the i n f o r m a l 

o r g a n i z a t i o n wi th t h i s i n mind. We make a c o l l e c t i o n o f w r i t t e n 

documents r e l a t i n g to the o r g a n i z a t i o n . We i d e n t i f y and d i s ­

t i n g u i s h between symbols o f s ta tus i n the group. We study the 

{ ) norms and codes o f b e h a v i o r In both the formal and the i n fo rma l 

o r g a n i z a t i o n . I n a d d i t i o n , o f course , we are c o l l e c t i n g whatever 

r eco rds we can which are g e n e r a l l y r e l a t e d to e f f i c i e n c y . These 

a r e , f o r the main p a r t , c o l l e c t e d as they become r e l a t i v e and. 

impor tant to some o f our o t h e r m a t e r i a l . 

We are a l s o o b s e r v i n g as w e l l as i n t e r v i e w i n g . We are 

o b s e r v i n g i n o rde r to See how p e o p l e behave w i t h r e s p e c t t o each 

o t h e r , and t o see wha tever i s b r i n g i n g peop l e t o g e t h e r o r 

d i f f e r e n t i a t i n g between them. Sometimes I have used a q u e s t i o n ­

na i r e when t h e r e has been something I wanted to have e v e r y o n e 

answer. 

One o f the most d i f f i c u l t j obs I have had i s t ha t o f 

communicating r e s u l t s . So f a r I f e e l that t h i s i s the j o b I have 

1 done l e a s t w e l l . Th is i s appa ren t ly due to my i n e x p e r i e n c e and 

a l s o due to the nature o f the m a t e r i a l . As you can s e e , the 

m a t e r i a l I have c o l l e c t e d i s f i l l e d wi th "dynami te , " O b v i o u s l y 

i t cannot be communicated to the o r g a n i z a t i o n i n the form i n 

which I g e t i t . I f t h i s were done, I would v i o l a t e the con­

f i d e n c e o f the p e o p l e . A l s o , i f I l e f t i t i n i t s raw s t a t e 
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without i n t e r p r e t a t i o n , i t wou ld be meaningless o r v what i s 

worse , i t would be misunders tood. I have c o n c e i v e d my func t ion 

t o be tha t o f p r e s e n t i n g f a c t s . I do not t h ink I have the funcr 

t i o n o f d e c i d i n g upon a c t i o n . This i s what I f e e l management i s 

f o r . The meaning o r i n t e r p r e t a t i o n o f the data c o l l e c t e d , how­

e v e r , I t ake as my r e s p o n s i b i l i t y , I t r y to say "Here i s your 

s i t u a t i o n as I see i t , " i n g e n e r a l s ta tements . Many t imes , 

however , the way I see i t does not c o i n c i d e w i t h the way manage­

ment c o n c e i v e s the s i t u a t i o n should be . T h e r e f o r e , t he a c t i o n 

management may take i s i n the d i r e c t i o n o f i n s t i t u t i n g changes t o 

make the s i t u a t i o n c o i n c i d e wi th the way management th inks i t 

should b e . T h i s i s one-way a c t i o n and g e n e r a l l y the k i n d o f 

a c t i o n I want to a v o i d , because i n some i n s t a n c e s tha t which 

needs t o be changed I s the e r r o r i n the way management t h inks , 

r a the r than i n the s i t u a t i o n they a re t h i n k i n g about, G e n e r a l l y , 

I t r y to a v o i d management t ak ing immediate and d i r e c t a c t i o n . I 

t r y t o say "Here i s something i n t e r e s t i n g . Wouldn ' t you l i k e to 

l e a r n more about i t ? " This k ind o f s ta tement , however , i s 

i r r i t a t i n g to e x e c u t i v e s who want and need t o ac t and make 

d e c i s i o n s . I am sure I do not know the answer t o t h i s gene ra l 

problem, 

I t h ink one o f the t h i n g s I t r y t o communicate i s the 

hope that the o r g a n i z a t i o n w i l l s t a r t a s e l f - d i r e c t i n g research 

agency w i t h i n the o r g a n i z a t i o n i t s e l f . I t seems to me on ly i n 

t h i s way can r e a l r e s u l t s be con t inuous ly a c h i e v e d . I am sure 
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you cannot f i x up your human o r g a n i z a t i o n once and then f o r g e t 

about i t . 

\ ; I n conc lu s ion I should l i k e to summarize b r i e f l y some 

o f the p o i n t s I have been t r y i n g to make i n a r a the r rambl ing 

fashion* 

1. At the conc re t e l e v e l , t h ings are never as nea t 
and o r d e r l y as they seem t o be at the abs t r ac t l e v e l . 

/ > The a b s t r a c t l e v e l I s i n some r e s p e c t s f i c t i t i o u s . 
; I t i s i n a sense an at tempt to s i m p l i f y and 

g e n e r a l i z e upon the c o m p l e x i t i e s a t the c o n c r e t e 
l e v e l . I f we l i v e s u f f i c i e n t l y l o n g a t t he 
a b s t r a c t l e v e l , we t end to become " l o s t " and we 
b e g i n to f i n d o u r s e l v e s a g a i n on ly when we r e tu rn 
t o the c o n c r e t e l e v e l . 

2 . Th i s has been an a t tempt t o g i v e a p i c t u r e o f 
how, wi th i m p e r f e c t t o o l s i n an imper fec t w o r l d , 
one can go about g e t t i n g the bes t i m p e r f e c t 
knowledge o f which he i s capable , 

3. On the b a s i s o f my l i m i t e d e x p e r i e n c e , X am 
conv inced r e s e a r c h needs t o be done i n the f i e l d 
o f human r e l a t i o n s . I t i s not at a l l c e r t a i n , 
however , tha t the bes t r e s u l t s can be o b t a i n e d i n 
an o r g a n i z a t i o n from employing an ou t s ide 
S p e c i a l i s t t o do the whole j o b . I t seems to me, 
i n my e x p e r i e n c e , I . l e a r n e d more than the o r g a n i z a ­
t i o n . W h i l e I do no t th ink I have done any harm, 
and i n some i n s t a n c e s I f e e l I have made a con­
t r i b u t i o n , I do not see why the o r g a n i z a t i o n 
should l e t me p r a c t i c e on them. 

\ 4. I am sure t h a t , by the s imple technique o f 
y ' l i s t e n i n g , a g r e a t d e a l can be l e a r n e d about 

p e o p l e and about t h e i r r e a c t i o n s . 

5. Al though a s k i l l e d i n t e r v i e w e r cannot be 
t r a i n e d o v e r n i g h t , he can l e a r n s l o w l y , wi th a 
l i t t l e h e l p , i f he i s a l l o w e d t o p r a c t i c e . 

6. Th i s k i n d o f r e s e a r c h cannot be successful 
• > un le s s the whole o r g a n i z a t i o n i n which i t i s 

p r a c t i c e d can be c a r r i e d a long , w i th some 
unders tanding and developments accru ing t o 
e v e r y i n d i v i d u a l i n v o l v e d . Th i s an an educa­
t i o n a l j o b and I t h i n k i t i s something o f the 
company's j o b . 
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? . I t seems as i f most p e o p l e do not want to be 
• t o l d but want t o f i n d out f o r t h e m s e l v e s . 

8. Obta in ing and main ta in ing a s a t i s f a c t o r y "morale" 
i n a business o r g a n i z a t i o n i s the problem o f 
handl ing the c o n c r e t e , d a l l y , human problems which 
a r i s e i n any o r g a n i z a t i o n . I t h i n k i t i s the 
problem o f knowing something i n p a r t i c u l a r about 
the human s i t u a t i o n i n your bus iness , r a t h e r than 
knowing o r assuming something i n g e n e r a l . The 
problem o f knowing i n p a r t i c u l a r what i s p r e sen t 
i n a p a r t i c u l a r person a t a p a r t i c u l a r t ime and 
p l a c e and i n a p a r t i c u l a r s i t u a t i o n i n v o l v e s a 
c l i n i c a l s k i l l o f d i a g n o s i s s i m i l a r to tha t o f 

. the p h y s i c i a n . 

9. The secur ing o f morale i n a bus iness o r g a n i z a ­
t i o n r e q u i r e s ( a ) an i n t i m a t e acquain tance wi th 
the i n d i v i d u a l s as w e l l as t he groups which go 
to make up a business o r g a n i z a t i o n ( b ) a 
knowledge o f t h e i r r e l a t i o n s h i p s to one another 
( c ) a s k i l l i n d i agnos ing d i s tu rbances i n the 
e q u i l i b r i u m - both pe r sona l and s o c i a l - which 
may a r i s e from many d i f f e r e n t sources o f i n t e r ­
f e r e n c e ( d ) a s k i l l i n address ing o n e s e l f and 
hand l ing these p a r t i c u l a r s i t u a t i o n s a t the 
t ime and p l a c e when they a r i s e . The above i s 
f a c i l i t a t e d by ( e ) a s imple and usefu l w a y o f 
t h i n k i n g about a bus iness o r g a n i z a t i o n as a s o c i a l 
system, 

10. By adop t ing the above procedure i n r e s p e c t t o 
the h a n d l i n g o f "mora le" , the a d m i n i s t r a t o r i s 
a c t i n g l i k e the p h y s i c i a n i n r e s p e c t t o hand l ing 
the problem o f "hea l th" wi th one impor tan t 
d i f f e r e n c e * The " p a t i e n t " f o r the p h y s i c i a n 
i s more o f t e n than not the i n d i v i d u a l p h y s i c a l 
organism; t he " p a t i e n t " f o r the adminis t ra tor• 
i s the group as w e l l as the i n d i v i d u a l . Th i s* 
makes the a d m i n i s t r a t o r ' s problem tha t much 
more d i f f i c u l t . There i s ve ry l i t t l e sense 
i n p r e t end ing o t h e r w i s e . 
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