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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 . " 

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 



I 

i 

U N I R B I T Y O F W I S S I N M I L W A U K E E 



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 . 

U N I V E R S I T Y O F W I O N 8 I N M I L W A U K E E 



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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