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NOT liftISi I ia i l fB 
From the beginning &f these studies, the identities of the 
parsons 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. 
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B A R I N G - T H E E U M A A R af 1931, I T & « W R I T E R U N D E R T O O K to I N T E R -

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 

V I E W O N E - H A L F o f I H O E E J W P E R R I A A R E O F T H E O P E R A T I N G B R A N C H who 

i 

had R E S P O N D E D T O T H E I R A N P A R I A T * N D E N * » A Q U E » T I O N N A I R E E N D H A D 

R E L A T E D an A P P O I N T A A N T O 2 H I « G R O T I P T O T A L L E D A B A U T 7 5 £ O F a l l 

T H * wiparyisora I A T H E hraaehj of thaa%, one-halt W E R E I N T E R -

! V I E W E D FCYJLRO * wr i t e r saw 145 out O F H I E 

I 

! Q U O T A O F 8 5 6 M A C . T M A G R O U P I N C L U D E D 20 F O R E A E M , I D A S S I S T A N T -

F O R E M E N 0 44 S E C T I O N <hief& 0 md $5 group c h i e f s , fhia R E P O R T 

I 
i s H A W E D on T H E E E 14S C A S E S ; &a *anpining M M w i l l he S E T A D U R I N G 

j 

S H E P R O H L E M O F H O W T O P R E E M T M A T E R I A L O F F I L E » R T I E A 

P U A A L I A G O N * , G O N D E N A A T I O A K I L L A FEE F R E A H N A A A A N D S P I R I T O F 

T L I E O R I G I N A L < £ * © T E T I E N « 0 E * D I N T A R P R E T A T I ^ R A I S A A Ifca Q N A I H O N o f 

T H E I N T E R V I E W E R * A O W A P O I N T O F F L A W . I N the maaa O F E M P L O Y * * I N 

T E R V I E W M W T I * I A L F I L E D A W A Y I N B A P T * 6088 a R E A D E R haa a C E R T A I N 

j C H E E K U P O N A N Y E O N O L U E I O N A T H A T A R E R E A E H A D ^ in T H A T H E earn T A K E 

j 
| H I A Q N E E T I O N A T O H I E O R I G I N A L D A T E , m T H I N S R « U P E H O W E V E R , A L L 

I 

F I R S T - H A N D M A T E R I A L H E * H E E * K E P T B Y T H E W R I T E R • I N F A I R N A E A T O 

I H O E E M A M W H O F R E E L Y D I E E N A A E D A G R E A T W I A T Y o f P R O B L E M S I N V O L V 

I N G H O T H P A R E O N A L A N D E O M P I M Y M A T T E R * , W I T H T H E U N D E R E T A N D I N G T H A T 

T H E I N T E R V I E W W A A C O N F I D E N T I A L , I T I « N A O A E A A R Y T O E X E L I R T E F R O M 

T H L A R E P O R T N O T O N L Y E E M P L E I A T E R V I A W A H U T E V E N ^ N O T A T I O N * A N D 

• X E E R P T E T H A T M I £ T V I V I D L Y I L L U S T R A T E A E R T A I N P O I N T A . 

T H E W R I T E R K E P T A R E C O R D E F * A E H I » V E R V I E W ; I N A O M E E A A E A 

_ I 



: t M » mvH£ mn to »wm or tight typewrit* ten $agaa. l?o a t t e s t 

mm »ad# to keep e* thgoltt-fcaly ferhat&a report* and no notes .were 
\ 

takea telug 1b* intanriewa; eoniieajaaslsly, airaa the firet~han& 

siateriaX i s aihjaet to the *ary$»$ eighaela of %« Meyvfcnnv'a 

tato&stttotlea and *»ory* Howerer, -fees* sriginal notes era 

| a l l about ifeat M I *ald end a Sou* tfeat fee interviewer 
i 

thought ahout & am» Bs *«rnpuloi*aly reae-ryed hi* opinion for 

note* at the end of each eaee. 
I . . . 

. 3fte aeat praeedtjr* will fee f&llowed is. this report* 

; • symraory tahlae wi l l jraeaat what waa *at&. aid reader ean 

draw liia &m eonelaaioas from ttuno Sat ai&aa n* original . 

aaterial oars, he film* interpretit* atatataentft wi l l folio* 

9'Mh tahle md aleo mJce up a later section. 

A faw introduotory oomatate m y glut %* reader a hatter 

idea, of the • it nation that confronted theee mm* Shay had a l l ' 

heard of «inlMir¥S*wis#n during M# lm% year or m-9 haaauaa their 

aim ecyjloyoes had bam intar^iaaed and heae^ae iha topic had hem 

disonaaecl a t aiperfiaora'* eonferaneeto .However* with a few 

a^ceptlona. tbiy had n e w been foraally interviewed ti»aselTea p 

and tfeey did not know suite what to exgpeat* Sfceir auperintenaent 

had intimated t l»t he hoped a l l wo&d apply for an appoiatzamt; 

oonaaqtnently, aeay oaae oat of a eenae of duty,* A eojw*a& r**ark 

una of thia type» *I hswen't got anythlns ia partienlar on ay 

mind, hut ainoe the Coiepeny haa undertake* ibia plan 1 went to 
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cooperate, and % taoagat l»d a t laao* asa© torn afl*l m«#t yoiu» X* 

L ifcea *aa isp* to mo iattr*$**a? to #at t&a ccayara&tiaa atartad. 

| lot iafr«ft*aatl3f a flfift leuXd reaatjfi a t tba start, «x really 

ftataa't aaytatag to tails about," aad 1fcaa at taa and aff an boar 

; ana a half aot&d axelaiac «oood &>rd0 X've g>t to bo gattiag bacfc« 

X dida*t raaliaa i t net* •»© lata D* 

Sowover, 3v»a» were ga*y 1 * 0 not only gaM they bad aotbissg 

to talle about but livaft up to iiitir etatea&nt, and aaintaintd a ' 

poasiTa attitude toward taa iRt»rvi**» miting to ba aakad ijaaatioaa, 

Fats attitude did not neoaaaarily ariaa from aataso&i&m or sue pi ci 0 0 . 

S§*a;y &a* *£y*Ao»al3r l l ta i n a wsrlt of aotioa $aHi#r %m iMm:$a 

ifero masibar of aorda or 1be aaaa of their flow aro hardly the 

criteria of a aaooaaafttl aaperrisor. I t say »a asking quit* a l o t 

of a a&op aaa to t a l l him, *$0 dom to ta#. 6E5»loya»at dopcrta»utf. 
* 

ait in a room aloa* *it& a porfaot a**aagar0 aa& tail: to Mm about 

aa?ta'isg yoa waat to for a* boar or m<>n 

I t io obYioaa tbat ia aaayoaaa* "fee iatoreiawar will haw 

to 0 0 1 1 tribute gait* a aifcataatial nuabar of laa$a la order to gat 

tba eoataraatioa atartad end fcatp i t goins. X* i « a 1 8 0 obitoaa 

that M s owa peraoaality oamot balp bat iafluanoa * » ooataat 

of thaae opaaiag rarnrka or qaaattoaa, m& tkat m y claaaif Saatioa 

of "waat waa aaid« mat aa aolorti. taaraby, Sfca boat oaa oaado 

i« to *aaliaa thaaa foots a&& atrif* to tat eontaraaHon 

going along liaa of iataraatetttat ta* maa iadioataa bfcaaa2f. tbia 
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do** not moan being * eolorl*** «yes man" but i t goes mean that 

_ the interviewer neve? impose* hi* point of view onto tb* content 

of too interview• In order to, draw amen out be may even get 

into an argument wi-fc Mm, but fbat appear* under an analysis of 

content must be the subjects' productions, end not tb* inter-

| viewer*** One auat rwaaafcar that soma people are *ugg**tibl* 
! ' 
) 

i and wiH allow thamaelve* to be 2*d *o easily tbat what they 

say Is really what the Interviewer ha* oaused the* 1s> say* 

| Another group act In just oppoaite manner aid tb»ir state-

' meats are apt to color tha interview with the ravarsa of the 

interviewer** paint of view - in wither ea*a I t is easy to f i l l 

the ease history with Interviewer instead of subject. 

U* imat ?a» Said 

Hi* topics ot eommmttan ware naturally waried. 

' ' Comeata ranged from- speculations as to the nature of t i e Deity 

\ ta discission of the weaknesses at * t Chicago aub*» To heap 
i 

an aaalyei* from being unduly complex one must cant many minor 

categories, waid* may be at real importance l a judging a par** 

| tiouXar situation* 

She following topics seemed to be the principal ones 

discussed. A mora detailed de«orlptioa of %*** topic* wil l 

b* found in sabaequeat table* e 

U N I V E R S I T Y O F W I S C O N S I N M l L _ \ A / A LJ K E E 



5. 

%Ppio 

fafclt lo 

geibiral Topioa of .Biaouiaioa 

ipproii'I^ato 
pareaa tag* 

Of a l l 
Saparviaora 
Discussing 
gfaja Tople 

Xfotiosabla Y&riationa ia 3Pra~ 
gaeaey of. Biocua aioa bataaea Baaka 

lo 4^wicasa9at c paraoaal 

So BusinoGa B$p*a*alaa 

S 0 Sfaady work and lay off 
policy of Ooapa&y, 

4o Pajn»nt 

oV TraTtl (o&iaga in location 
or jobo) 

6. saparrisioa 

7o Conferaacoa 

&• imSljr 

9« Oooperatioa ia aork 

10. latarfiawiag aaployaoa 

£U 1fc*ift plaaa {aa&adiag 
posaioaa) 

IE. Toaaa ia iaduatry 

13. Intaraat ia work 

m Higboat mmg Aaaistast toraiaia. 
Lowest asoag Foreman,, stotion and 
Group Giiisfa abcuv t&a aamt. 

$3 Stack bit ter acpag Group 0b*afa<» 
High aasoag saction Qblafa* 
Zffaa* amoag ^oreama aa& Aaaietaat 
?orama&o (Stat element my aatar c 

Higaor gaafts acen. a t baginning 
of aamoaro} 

55 Msatioaad mora fraeuaatly tba 
lowar tio rank* 

65 San*,, 

40 10 aignificaat diffaraaoaa. 

40 lo eigaifiosat difJareaoa*. 

35 Ufc i fraqaaat laaatioo. tba bi^bar 
1fea raak,,, 

30 lo aigaifioant diffaraaoaa, 

88 HO aigaifioaat diffaraaoaa, 

85 Ho aigaifioaat diffaraaoaa, 

80 laioh mora fraqaeat aaatioa among 

foramen. 

15 No ai&xiflcaat diffaraaoaa, 

15 Ho aigaifioaat diffaraaoaa. 
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IPPRAATXAATA 
PERCENTAGE 

EF ALL 
STTPSSTISAR* 
BISEUSSING HOTIOEABIA TARIATIONA IN IRRA-

J&S&II TAIG FLOPLO GUENCY OF DISCUSSION BETWEEN; BAALGS 

1 ^ 0 P A S T E S 10 m&h UPRE FREQUENT MENTION AMONG 
FTIREMSA* SELDOM MENTIONED IN 
LOWER RANKS. 

10. WELFARE m&k BY 

SOSS?AAY -10 UO SIGNIFICANT DIFFERENCE*. 

SEN 1HE READER GET FROM THESE TABLES AN. IDEA OF THAT I « UPPER- ' 

ASST LA MOAT SAPARVISOYS* MLN&A?. XA A GENERAL M Y TILS 1 « POSSIBLE, 

PREVI&ED FEAT HA RSMOABERA TH» EOAD£*IOAA UNDER WHICH THE $§**} WAR* 

OBTAINED AAD TH$ DIFFERENT TYPE* OF BIAS THAT ARE, 1FC*REFCI?ET I N 

EVITABLE S-

(A) IFC* PERCENTAGES ARE PROBABLY TOO LOW* TBAY WERE OBTAINED 

BY READING UAROUSB EACH INTERVIEW END CIAKII^ A SSARK FAR EACH TOPIC 

DISCUSASD0 I&TESLLY on mm INTERVIEWS WHICH WERE NOT TELLY *M9B0* 

RSPSRTAD, A TOPIC WOULD NOT APPEAR. TELA FACTOR SHOULD MOT AFFECT 

THE RELATIVE RANK, 

(B) TAO MEN USUALLY ACAUAED THAT UI# INTERVIEWER WAE PRIMARILY 

INTERESTED IN GETTING «IEIR REACTION* T? TBA COMPANY* CONSISTENTLY 

TBAIR LIFE IN RELATION TO IT MAY BE GIVEN AN UNDUE EMPAAAIS* 

|C) GENERAL AMOUNT OF CONFIDENCE THAT ANY MAN WOULD HAVE 

IN TUE INTERVIEWER AND IN THE INTERVIEW EITIMTION MSY INFLUENCE THE 

OSATEAT OF DISCUSSION. I T MUST BE REAAMBERED THAT ALL THESE TABLES 

ARE AUMBRIES OF TIE CONTENT OF A FIRST MEETING. $HE GROUND HAD 

BEES CAREFULLY PREPARED AND FEW MM WERE ANY MORE SUSPLOLOUS OR 
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aaoratiTO of iholr ultisato praooeupatioaa ifeaa thai* aataral ton-

daaeiaa dictated, i»yo«a mill rtai i*a 0 aowaroff, that taart a r t auea 

reaietaaeaa. 

fd) Sbare i » alwaya ifea qaaalloa of fac i l i ty of expression, 

and of capacity to sax waat oaa a»aaa0 tea do*a not depend #n-

t irely on laere Ttords, Conaidor tba different tonta of voice end 

facial axpraaaloaa tbat my accoapaay %a atattaeato «0a , aurac 

I»m aatisfiad ailfe tfea aay l*ta adtaacadin tba Oojaps»y.« gaia 

B»y oxpresa oitaar enthusiast io nffiraatioa or aahappy resignation. 

I t i t at fttis point %at alaborata analyaie of what waa said braabj 

down and laare* tin raadar a t tba N©roy of fe* iataraiawar»a Judgaant. 

I t aoocuata far ft* paragraph of iatarpretaUoE aftar aaofe labia* 

A mm datailad aaalyait of iba topics in !fl&aia 1 ia giran 

ia the following tabltto Tba peroaatagaa &ow afeat propertioa of 

tba mn diaouaaiag fct gaaaral toplo rafarrtd to a partlaalar oub-= 

. topic o for axafcplt0 Tab la z abowa that about f i f ty par oaat of tba 

oen diaouaaiag adfaaeaaaat axpraaaad aatiafactiono $*ia dot a not 

mm that forty p»r oaat of a l l auparriaora ajpraaatd sati afaction 

witb a4*aae#»eat <, 

OH acoaint of %• aatara of fia origiaal data tfaaaa par-

oaatagas oaa oalyba approxiaata aad so attampt baa baa* xaada to 

tatlaata to laas tbaa 5£„ Soa*tiB*a aab-topiea wara oaat iato 

amtaally a^olaaiTa oatagoriai wboaa «m B taarafcrt, raacbas 100^; 

%'& :5bor caeae 3 r tablaa imply 1bat oaa aaa a i#i t hara jraatloaad 

aura feaa oat topic, at ma aatarally tha oaat. 
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S A B I * 8 

ĴB̂ÊB̂fî ŜFÊS ̂*Ŝ3*Ŝ  JBK̂fe 

^ A B O U T 60j O F A L L M E N D L * C U * * O F L T H I S T E N I A ) 

P E R C E N T A G E O F - F C I A 

G R O U P D I S C U S S I N G 

A U B - G O P J Q 

L O S F T T I A F L A D - U N C Q - A A I L F I A D O O E M M N T S O IOJJ 

SO B I A A A T I A F I A A - ( A ) U N F A I R D L S C R I N L N A T I A F C A R I S T A -

I N M S T E L A G P R O M O T I O N * . 1 Q £ 

( B ) U N F A I R D I S C R I M I N A T I O N E X I S T * A N D 

I S D I R E C T E D A T M E I A P A R T I C U L A R . I 5 £ 

( O ) W I I B E A H E W E R E B A C K O A B E N C H . L E E A T H A N 5£ 

(D) FTAELA**IFLCD. 3 Q £ 

. S * ^ S E L L I N G O N E S E L F ^ N E C E S S A R Y T O - G E T A H E A D . 1Q# 

5 . O E Z S O T E D * B A D M O R E L * L E S S T H A N 5£ 

T H « F I R S T T H R E E A I B - T O P I C * W A R * - F O U N D I N A L L R A A K * » S T A M P E R S 

4 A N A 8 I » R E F O U A D O N L Y A M O N G . G R O U P C H I E F * A N D * « A T I O A C H I E F * . 

W O T S T M H A S A L R E A D Y B E E N P O I N T E D O U T , A N U M B E R O F M E N S A I D T I S Y 

W E R E S A T I S F I E D W H E N T H E Y R E A L L Y M E A N T * * Y W E R E R E S I G A E D O O T H E R S 

S A I D T H E Y W E R E N O T S A T I S F I E D N O T B E C A M E * * E Y D I D N O T T H I N K T H A T T H E Y 

W E R E P R O G R E S S I N G * B U T A E E A U S E T I E I D « M O F " C A T ! * F * E T L O A > " M E A N T T E 

T H E M » T A G B A * £ O A A N D L A C K O F A M B I T I O N * L A C K OF E D U C A T I O N W * « OF T * A 

C I T E D A * A R E A S O N F O R N O T H A Y I N G P R O G R E S S E D , A A T M M E R OF O U T * T A N O > 

K L A G M E N , H O W * T * R . HAD H A D L I T T L E F O R M A L E D U C E T L O U » B U T B E D B E E N A B L * 

T O A F T Y A N A E A I - H I O U T I T , G E T T I N G W H A T 1 B E Y N E E D E D A * T H E Y W E N T * I F 

T H E Y M E A T I O A E D I T A T A L L , T H * Y W E R E A P T TO R E M A R K H M T C O M P A A I A T * 
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about lecfe of education were merely- alibis j that would always f lad 

tbeir o\m level . ifaay of tbose who ??ere resigned because they lacked 

educations bod projected their aabitiona onto their children, and I 

ass frequently asked r<hst sort of schooling e. yousj mm, should take ia 

order to "be a success." 

Sbosa who specifically stated tbat personal "salesmanship" 

wes needed to get anywhere adopted various methods to back up their 

opinion. Some said tboy conformed to the idea and told m of various 

metaoda they used to draw attention to thamaolTas* Xn general, these 

consisted in keeping close watch on whatever tboy thought &aaage-

aant wss eap&asiainj at th«* moment, and in trying to be outstanding, 

in proaotiag the policy, whether i t consisted in putting over a 

thrift carapaiga or aigaing up for a ooarae in psychology ot the Haw-

tborne Cluba 

Another group of men repudiated salesmanship aa being hypo

cri t ical . Persons of this type «;ere usually rather sour aid dis

appointed , unable to get along -with people. In gaaefcel, i t was not 

the highest typo if supervisor *sho Mentioned personal salesmanship 

specifically, either favorably or unfavorably, although there t?ere a 

fa?? exception-*. However, the general iaea res implicit in. the s tate

ments of a /pod nmj Kien» 

Charges about discrimination were apt to be coupled with 

eoa-nsnto shout racial groups* fc s soncral I-als the/ ;verc a*>de by 

mm of /inslo-scxon oeakgrounds offlinet .liu-Luropeanso 
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SFCOSE ?,*FCA STATED TA^T T&«Y T-.ISHED TO BE DERAOTED TLWST ALWOYS 

EOCIOLSDNSD THST THE BETTER OPERATIVES T?#RE .SETTING -NORO AANEY THAN THEY 

V.-ERE* I ^ E -U'MRTA&T then THIS REASON, I THINK THAT THESE; RAEA DISLIKED 

THE "RESPONSIBILITIES EUPOF»*IAIOE *N<I HR-D m INSTINCTIVE FEELING TH«* 

THE/ BELONGED OA THE BENCH* 

RIEN ^YED ONE ANOTHER JE-̂ LOTIFILY TO OEE V.-H ETHER THE PRINCIPLE OF 

SENIORITY *A® VIOLATED* I H I S # HOWEVER, HAD NOT PREVENTED *» FEW OAT* 

ST«N<UN,3 YAUN-SER .*EA FRO* BAINS LA POSITIONS FTBOVE TH© AVERAGE FOR 

THEIR YEORA© • THE ^THEF© ACCEPTED THIS UAUILLY WITB 30 -X! E^OOE, PRO* 

VIAED THVT %ha rim in QUESTION &EVE TH«A THW IIAPRESAION •>£ REAL ABILITY 

* A<2 E.E. .BIACTL T&OT TRITH HIS ÎFTO?' SOOD QUALITIES* 

£T STRUCK THE V?RITER> HOREVER, THAT THE SEA CSAERSILY 

THOUGHT THOT PROMOTION 'WAS OLORR, AND THAT OAE WAS LUCKY TO "GET A 

AREA;:." IIAPCTIENEE ENONS THE YOUNGER ONE" MORE ABLE -̂ ROUP ©AD SECTION 

CHIEFS V,!W TRFAPEVEN BY THE OPINION THPT NO ONE COULD ASPECT ANY PRO«* 

NOTION MURINE TL-US AS HERD S D THESE* 

.••A ^eaerel EARNEST* THE INTERVIEWER COT THE inpTessioa TB*T 

PERCENTAGE OF THIS 
GROUP VIACUSSINS 

CUB-7.OPIO 

LA UEBT3» ISOFT^GC OBLIGATIONS* ETC* ERE PRENAIAGO 
3 O /FACETED *\? HF NLS FAILURES 
S A B C O IA-.U TO REDUCE OTINDCRD OF LIVING 
4 C BHELOSSLFICD COAASNT 

1 0 • 

7 5 F , 
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S U B - T O P I C S 1 S A D S I;ERE FAUNA .NEATLY ASWNCS SECTION AND 

C O U P CHIEFS. LAE P E R E A N T A G E OF SUB-TOPIC 3 INCREASED DIRECTLY 

7JIT» R A N T E * 

.MOTEJ " E A E L F - O A I F I A D ECRAAENT*' OFTEN STARTED OFF ^ITB A Q U E S T I O N * 

^ S Y , BO"? IONS I S I T © A I N S TO BE BEFORE m GET ANY voVkf 1 N E V E R • 

SEW E I O E T R T I A E O RSS LONG FIS THOSE.'' 

• « S « A Y XUEH WHOSO INCOMES HAVE BEEN, REDUCED FCAVE N O T B E E N 

S 

A B L E T O cftmt A CORRESPONDING REDUCTION IN T H E I R OTA "FIXED 

A A A R S A S * W
 FA'*.IS APPLIES PARTICULARLY TO INTEREST AND A M O R T I 

S A T I O N C H A R G E S ON vm*! ESTATE N O R T G A G E A , SO THAT .^«NY - RE PAYING 

TOO BIEB A P R O P O R T I O N O F THEIR I A A A O S F O R SHELTER* S A V I A G A H A V E 

I BEEN, DEPLETED IN A N ATTEMPT TO S » E P UP THEIR 3 T A N 2 E - £ OF LIVING 

'-AD P CORAAOA A Z O R E S A I O A S A S OF VIOWY ? « B A A T V-ASFC \ ; 3 T T L & H E P P E N . I F -

1. THEIR E R N * A I N - 3 CAPACITY D I D A O T . * O O A R E V I V E * 

J _ FFLBIS INTERVIEWER T;S? J U A P R S A S E O * W I T H T B A £ $ A E R & L DOCILITY* 

j AND RATHER F E T A L I A F C I C $ ITITUDE TOWARD A A A & O R A I C -E!R?N£E&« L A E L C OF 
I 

! TO"HS % D U VIEVSD IN T N E ATTITUDE V;ITH W H I C H A F A R R A O R 'TIGHT VIET? A 

LEEK OF RAIN. HO B L O A O VGB EVER A T T A C H E D T O T H E COMPANY FOR NOT 

A F C V I A S V A R F C TO &o» no* '"ERE A N Y DOUBTS EXPRESSED © B O U T T H E PRESENT 

E C O A O T I I C OYATCRFA 

s 
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GABXE 4 
STEADY T/ORK AAD LIGY»OF F FIELICY OF COMPANY 

(ABOUT 55-) OF All ^3<j^A^J^0.^^iSl 

PERCENTAGE OF THIS 
Group DIE EUE SING 

SUB-GOPLC T 

1, CoMpsay FAIR in XSYING OFF * $0$ 

SO OOAPOAY UNJUST AND UNFAIR 

(A) "OLD TIMERS* unduly FAVORED 10'S 

(B) UNCLASSIFIED COMMENTS ABOUT UNFAIRNESS l&f* 

SO FEELS PERSONALLY INSECURE 8 5 $ 

4T [RESTRICTION OF OUTPUT EXISTS 10 " 

§ « HNEIASSIFIED EOSJ&ENTS ON LAY OFFS IN GENERAL 4&* 

COMMENTS ON SUB-TOPICE ?A AND 3 EOAE ONLY FRORA SECTION AND 

GROUP CHIEFS. OTHER SUB-TOPICS ??ERS FOUAD IN 0 1 1 RANKS, EXCEPT 

TH*T COSOIEAI 4 EEAE CHIEFLY S?RO£A FOR EATEN. TABLE 1 SHOWS THAT 

THE GFE-T MAJORITY OF MEN ^.ISEUSSIAG THE GENERAL TOPIC WERE IN THE 

l05i?ER RSAFESO 

FFOTE: "UNCLASSIFIED CORAAENT" OFTEN REFERRED TO THE DIFFICULTY OF 

PICKING nen FOR lay OFF, PARTICULARLY AT THIS LATE OTA^E IN A DE

PRESSION WHEN ? 1 X THE "LE&ONE" HAD IONS EIAEE BEEN LET END ONLY 

GOOD TNON REMAINED. M;-AY TAEA, ;VHILE PRAISIA^ THT; COMPANY* S POLICY 

OF HOLDING ION?, SERVICE EMPLOYEES, BEWAILED THE LOSS OF ffl^NY BRIGHT 

YOUNGSTERS RHO ROUXD BE DIFFICULT TO REPLACE. IN MANY MINDS THERE 

IS EVISEATLY A VIVID RECOLLECTION OF -R*A«H SEASONS WHEA GREAT DIFFI

CULTY WAS ENCOUNTERED IN GEL-TINS END HOLOIAS EAOAJH SKILLED MEN. 
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lo ^arnin.gs have been reduced - satisfied 20% 

S« learnings faavo been reduced - dissatisfied 

S. Pates are out of date or unfair 10p 

4* U10X rated non are beings put on low rated 
Jobs, thus dragging down sans*8 aaraiaga 15^ 

5o Operators get oore than supervieora 15>* 

t?iahea be could be changed froa present form 
of payment to: 

(a) straight hourly rata 5& 
(b) sharing in gang earnings 51 

? . Unelsasified eoomdnta on wages and rates ^gsg 

So /.pproxiaate percentage with favorable attitudes £5$ 

•J. Approximate percentage with unfavorable ettltudes 75-5 
100$ 

£bo perc«ntas« of favorable comments wbm higher in the 

higher ranss* Xhe percentage of unfavorable eofitnanta was higher 

in the losrer ranks* i?ad the lower ran'rs wê e more preoccupied 

with the general topic* Sub-topics 4 and 5 had a nuch hl̂ jher 

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 

If only 3d£ of this aroop nentioaod specifically that they 

were afraid of their own jobs,, the interviewer got the impression 

that a much bi^ier percentage implied this feeling, by tbeir gen

eral cossnents, particularly in the letter raatoo 

fable n 
Payment 

(About1.1 tasty, of n a l l mm discugsad, this topic) 

Percentage of this 
Groan X&sauaaigg 

Sub-Topic 



INCIDENCE IN CERTAIN DEPARTMENTS5 IN FACTE IN ONE OR* TT.O DEPART

MENTS- WHERE ^-.NY YOUN.3; MEN HAD BEEN LAID, OFF TO mke ROOM FOR OLD 

TIMERS THERE WAS A PRACTICALLY U&AAINOOA COMPLAINT OF TYPE 4# 

OTHER AUB-TOPICO V/HIEH APPEARED IN THE "OACLESAIFIED" 

^RO«P INCLUDED -

(A) PARTS ARE NOT COMING THROUGH SO THAT ASSEMBLERS HSVE 
TO WAIT FOR WORK; THIS IA SOT THEIR FAULT AND THERE 
IS NO PROVISION FOR IT IN THE RETEAA 

£B) PAYMENT ON INVENTORY AAYS SHOULD BA BASED ON AVERAGE 
EARNINGS RATHER THEN ON AN HOURLY RATE BASIC 0 

IOTA* SHORT HOURS AND DISORGANISATION OF WORK BRVE RESULTED IN 

LOWER AND FLUCTUATING EARNING FOR MANY SUPERVISORS„ BOTH ON END 

OFF THE ESN.2-R.» MOREOVER, THEME OOAAS TO BE A RATHER GENERAL FEEL-

I N T H A T -.ITHOU^LI WAGES H^VE NOT BEEN ACTUALLY CUT, THE SAME RESULT 

HAS BEEN ACHIEVED BY KEEPING ONLY THE LONG SERVICE,' HIR-FU RATED MEN, 

AND THUS REDUCIN-? THE GANG PERCENTAGE. NHAN THIS FEELING FCAAD 

SPECIFIC VOICE IT WAS IN A COMMENT SUCH AS ''EVEN IF T?E SOT RAISES 

THEY VROULDN* T NEAA ANYTHIAT* IT* A TAKING MONEY OUT OF ONE POEFCET 

F̂ ND PUTTING IT IN THE OTHER** 

GONERRL DISSATISFACTION IA.APT TO FIND ITS EXPRESSION 

IA COMPLAINTS OF DISCRIMINATION BETWEEN ONE SANS ©NO ANOTHER IN A 

SINGLE DEPARTMENT, OR BETWEEN OFFICE AND AH OP -.-O^KEREO 
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f able ft " 
frayal 

Ubout 40ft of a l l man diacuaBed this t op i c ) 

Percentage o f th i s 
Group discussing 

Sub-Topic 

l o Specifically stated they had no desire to 
travel or move 15? 

80 Desire , but i nab i l i ty to t ravel or move less than 5f 
3 . Army experience 35$ 
4o Unclsaaified eo.iraent3 about havlag travelled or 

moved from one job to another 80$ 

ITote; these s u b t o p i c s were e l saa i f ied mainly t o ah->w mental curioBity 

or initiative*-or the lack of i t* J»ny men told s t o r i e s o f thair 

youth, how they went from one j ob to another, a&d how they f i n a l l y 

se t t led at the Western SLeetric Oosopaay* t r^on can* t t e l l me th is 

isn't a ;3ood piece t o work. I*ve worked other p l aces , and I know." 

The fact thet a mn i s drafted into the amy and therefore haa 

tales to t e l l of varied acaaea and new jobs probably has nothing t o do 

with his cur ios i ty or i n i t i a t i v e . Accordingly, th is group o f oojuraeats 

was separated from the others <> 

Tabla 7 
Supervision 

(About 40^ of a l l men diaouased thia top ic ) 

Percentage of thia 
©roup Biacusaiag 

SUb-ffopie 

! • "Has improved s ince 2 have been with eorapany." 45,1 
3# Eos "cone so f t . * 5^ 
3. £upervieoro are overburdened, par t icular ly with 

paper work 10*5 
4 . "Thore v.ca >ne raan sho bed i t ia for ma*" 30;* 
5* "Shere rx-r- one -wn wh 1 was l i k e a father to ne* n 153 
0« tine nan or- s,iall cl ique a aora apot i n m other** 

yi3e department 13' f 

? . unclass i f ied c l i e n t s lift 
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trader this general t op i c were put a l l co.ra&eats ebout super r i -

sion m referr ing t o the personal re la t ion between superiors ANA 

subordinates, Sub-topic 1 was frequently mentioned along with 

comsienta sbout conferences, { f a b l e 8} ana most of theae 8ub*to|>lce 

ERE perhaps rela ted to the general topic o f "Cooperation.* 

(Table 10) Corneata in that group, however, are l imited to t h o s e . 

who s p e c i f i c a l l y mentioned the idea o f cooperation in se t t ing out 

their work. 

ilotes A larger r>pouoftion o f rasa in the lower ranks oeationed 

sub-topic 1, She LIIPROVEJUENT usually meant that superiors were not 

cs hard-boiled as they used to be in "the old days." The incidence 

! of sub~topie ?. and 3 was higher in the higher ranks, par t icular ly 

j e-nons foremen, Coromeats in RUB-topic 4 were FOUND in e l l venlmt the 
I 

j highest percentages a-aoag assistant foremen sua sec t ion chiefs* A 

rather typ ica l e g r e s s i o n waa, *X*m going along a l l f ight now, but 

there WHO one guy ths-t ha A i t in f o r me once . Hovj tb*** t f v e gotten 

i asrsy from him thingo ere Hot infrequently thia so r t o f com-

l 
meat continued, n I t » 3 a funay thing, you Icnow, you mi-aht sey he was 

tha fe l low th:.t got -ne started in the f i r o t n i ece . " 

j Sub-coKciant 5 a l so had i t s highest iaciaence e^oas assistant 
I 
I 

foreran end sec t ion c h i e f s . Jnlike comeat 4 , however, no foremen 

brought i t ur>. i t c^np-rised steteaeats of at 'fectioa sad part icular 
( 

l oya l ty to one superior , ei ther no-' or at soate previous time over 

the MAN* 
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Table 8 
Bmesrrim ra *. Ooaferenoea 

{^bout S3,-- OF a i l .itcBt oiieauscod this topic) 

Percentage of this 
Group discussin$ 

• •-, , . a u ^ ' ^ ° „ - , 

l a Likes - gets ideas out o f discusaioa 20$ 
3 . '£LICEO - becomes aeguaiatea uith supervisors from 

""other deperfeieuta 150 
3* LIKES - unclassif ied and generally aoacoisKiittel 

atataieats o f epproval 50$ 

4 . £i€-li?03a *• conferences « r e dull *»d material 
''''iKtaol^aoua 10^ 

5. j | iali&ca * waSiey hare no effect on anyone anyway, 
^Thcsc 'soye tslfc one vay in the conference end 

aot Just the opposi te oa the f l o o r . " 10$ 
6 . ^ia^i-g#s *> no conclusions sirs iver reached 5$ 
?. jjJEJ!(|)ES - unclassif ied eoments o f disapproval 5fS 

Approximate S o f this ^roua expressing: 
Approval OF conferences 75; 

' disapproval OF conference* .. S5$ 
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I t may be that tba percentage o f s i x supervisors who mentioned 

the conferences 1© aofl&rcaai too hisa, beesuse tbia 'was an easy t o p i c 

f o r the interviewer to loe to open a conversation, o r t o got i t gains 

again sf ter a dead s t o p . 'J-his SA?.Y also account for the rather high • 

percentage o f rather noncocaaittal statements I F approval, (SUB- topic 

three) 

the percentage o f unfavorable comments '-'bout conferences, 

•••y- r t i cu le r ly sub-topics 4 and 5 , was higher eaong foremen than in the 

lo??er ranks* 

ITote: further interpret ive eora^ent s i l l be found i n a la ter section*' 

f ab le 9 
Bsmily Affaire  

.(About gQf* o f a l l raen discussed thia t op i c ) 

Percentage of thia 
Group diacuasing 

• ,. M Sub-1-opic , 
Oo;ment indica t ins a happy family l i f e , a f fec t ion o r 

approval o f v i f e , pr ide in children, e tc* 5 0 # 
Trouble a t hone * sickness or recent death in family 35f* 
d o u b l e o t home » personal sickness o f supervisor 30?5 
t rouble at hoae « money mattera causing f r i c t i o n at 
home W% 

3?r)uble at home - unhappy family l i f e from other 
causea 103 

Unclassified • usually aoncomit ta l G O t o f e e l INS 10-1 

; there ^aa no s ign i f ican t d i f fe rence between ranks ia the coranenta 

| included in thia tableo 

note} A man i s aoturel ly opt to think of n subject l i ke this such, wore 

often thou he t a l i s about i t , par t icular ly in " f t o o t interview. I t ia 

i n such topics tact table 1 msy not indica te accurately the r e l a t ive 

i u r c t t m c e o f people ' s thou hta en die t ine t fron the i r ?»rds« 

/I thiuch ao-e non isere re t icent ns rvsnrda their private l i v e s 

asC a very FUR: s p e c i f i c a l l y refused to sey anything about thea, evident ly 

vMZ'j&in2 tho at r t o f thv intorvie-J tJr t t i c / usra in - -laizzittS* 
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the interviewer aaa i a general aurprlead vA%h the fraedom sad lagte 

o f r e t i cence with vfaiGh men voluntar i ly broached and diaoussed the 

[' ;: t op ic« Among soiae o f the tfcings that impressed him weres 

a. She number of s ick ly vdvas Y&ose troubles sounded as i f 
they might be chief ly o f neurotic origin,, 

bo -Dhe high cos t o f hospi ta l and roadical care re la t ive to 
the i r income for those fan i l i ea vfoo not s i l l i n g 
to be charity easea. 

c „ tot whatever a mn had had personal dealings with the 
Company hospi ta l and doctors he was loud in thei r pnaie© 0 

d, 33iet raan o f fore iga background but bora i a th ia aountry 
generally had fewer children than those o f fo*eiga 
b i r th . 

gable -10, 
OtKmaratloa i n Work 

(About 3lfc> of a l l men discussed this topic,) 

Percentage of th ia 
0-roup diaeuseing 

, Suh^ffopie t M 

:U Cooperation ^fith equals -* sets i t J " J " $ m ' "I','u" ' -
Zt, Cooperation -tfith equals - f a i l s to ,»et i t 40$ 
5* Ooopsration with superiors - f*ets i t 50£ 
4« Cooperation with superiors «* f a i l s to .cat i t SQ£ 

l a this general heading wara included a l l coiameats that had to 

do with eooperation in work, as distinguished from eossaenta on personal 

r e la t ions between supervisors^ although these are naturally rath or 

c l o s e l y related* 

Foreman as a group ran counter to the general trand o£ a omenta 

1 and S. l-bre of ttiam a aid thay f a i l e d to "at cooperation a l th the i r 

col leagues o f equal rank* Hhia typo o f oowiant usually arose out o f 

interdoTGrtnental f r i c t i o n , as fo r example betwatn a ai©ce part and 

an assambly department. 
V 1 

Goamants 3 and 4 came ch ie f ly from the l o w ranks. Unfavorable 

ooitaant usually referred to superiors doalinr* d i r ec t ly TJITH ^orKers 

without not ifying o 1 consulting eroup and sect ion chiefs* 
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gable XI 
Interviewing .luployaea 

Ubouft ggj£ o f a l l mu diseuaasd this, t oa i c ) 

^reeatags o f this 
Oroup aiseussing 

Sub-topic L 

1* Favorable, but qua l i f ied -with doubte about va l id i ty 
or importance of what empires© said 

2o 5 'avorable - unclassif ied 
30$ 

15$ 

3, Unfavorable * "nothing i s aver done Oou t apecif ie 
complaints*" 

*o Unfavorable - unclass i f ied 

Approxiiaata % OF^roup with— 
favorable a t t i t ude 
Unfavorable a t t i tude 

Gousoaate i a sub»TOPIE 2 usually mentioned tbe tset .THAT i t was 

*good for a imn to have a place t o get things o f f hia chast*M HOT 

iafrocxueatly auoh a favorable cotmsaat would be qualif ied by a s t a t e -

Beat, "but you know A l o t of that s tu f f that they go t l a the intsryiewe 

aroat haye eoiae from the chronic kiekars* Som ot these guys i&XX fctok. 

no matter how much you do f o r thera0 X don't EAE that # i a t they say 

means raucho" Unfavorable eomiasnts ware of various types* such as that 

interviawe underlined the supe rv i so r^ authori ty, that they were bad f o r 

morale baeauee they RAADE people think about how many complaints they 

had, tftat they wars a m a t e of money and A horr ib le example o f useless 

overhead, and that the vfeola idea was " jus t A l o t of boloney.* 

SHARE sained TO BE no great DIFFAREAEES I » the PERCENTAGES 

BETWEEN RANKS, EXEEPT IN aub-TOAIC S 8 WHIOH case so l e ly from ROSOUP 

CHIEFS* 

Sfote: FURTHER INTERPRETIVE comaant on THIS t op ic i s INCLUDED I N a LATE* 

SECTION* 
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j&bls 12 • 
meit t ' fflana j ^ e i ^ t a . ^ ^ ^ i o n f . ) , -

(About 80$ ^ ' ^ ^ . ' i ^ h ^ 

Percentage of' t h i s 
I (' . Oroup discussiag| 
I ^ ^ O N L C _ 

\ X* 2 * & 2# stock * favorable ooaaseat about plan 5 5 £ 
: • £ . Building sad loan - favorable cccssaat about plan 3 5 $ 
; 3 , Sick benef i t s , ready money, e t e # • favorable 20JS 

4* tlhfavorahle EOSEIANTA - une2nasifle& 15$ 

. tba ONLY market difference between ranks was in the higher 
I 
! psraeatage OF foramen ISAO jseationed tba th r i f t plans in general* ' 

- -{Sable I I ) Within the sub-topiea there was no a igai f ioaat d i f fe rence . 

yoteg Unfavorable soKjiaonts ware rather var ied , but most centered 

around (a) the decl ine i n A. % & % s tock , and (b) the passing of the 

••' ftgataaa l l o e t r i a Oompaay difidand 8 , flhieh was raiaunier stood as meaning 

! that there -sould BE no'MOTS dividende ON K & l a the very fair 

cases saere th i s second eoaaient was. made THE interviewer took i t upon 

himself t o #o£at out the di f ference bet^aaa »est e m Blactr io Company 

and iraeriean telephone s tock , and that probably the faars ware 

tm^rouadado tThls was the only occasion "ahan he made say statement 

bout company af fa i rs OR p o l i c i e s . 

Baiause o f tfie usual di sou so l one l a textbooks ON corporat ion 

finance as t o tba benefits of employee stock ownership, the in terviewer 

m s vatchins to sac whether stockholders g r o s s e d any unusual amount 

OF INTERA3T or concern over the prof i t s of the Conoany. He v.as struck 

by tho f ac t that sueh idaaa never oasia out voluntar i ly , although '',1's-r 

awy perhaps be inferred* \7a«a a «aa *raa questioned apaei f ica l ly oa 

t h i s point ha a l l e y s would affirm 1ft at because ho waa a stockholder ho 

took a greater ia tarest in s ta in* that work waa dona e f f i c i e n t l y , bat 
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the interviewer FELT thai? t h i s said because IT was the obvious 

thing to say i a r e p l y to the question, Favorable concoenta way® 

almost ent irely ahout how the plea helped man s aye hy tskiag THE 

money, out -tf t he i r pay before they got a chanee to spsnd i t , about 

how A* F« & £« was. safe IN contrast with other investments, and how 

the d iscount t&m the market price was 8 i a e f f e c t , "easy money**' 

$able I S 
Women l a ,?jidtteii.xy_ 

(About Wfa ot all, men DIACUAAED THIS i . |opicl J 

Percentage o f THIS 
GROUP DISCUSSING 

Sub~3bpi* 

LO ^refers to sua ervise women 
Does not l i k e t o have to auasrvise woaan 25$ 

SO, "Harried mm&a oughtn't t o he working i a times l i k e 
these 0 *' 

4 , I :morali ty exists-,, Q3£Ls gat o r ke«p good Jobs 
because of improper re la t ions with supervisors* 

Use la s e l f l ed eossaants 

Severe! OF STE DEPARTNANTE INTERVIEWED EIQOLOYED NEOAAU OPURETIVESO 

OTHERS HAD BOTH mn AND fhe PERCENTAGE OF EOTSRAAATE FOR THE 

GENERAL TOPIE WAS NATURALLY SOMEWHAT HI^ber I N THESE DEPARTMENTS* 3here 

SEEMED TO BE NO SIGAIFICANT DIFFERENCE AS BETWEEN RANKS, 

FFOTES WITH RESPAET TO SUB-TOPIC 4 , THERE WAS A CERTAIN AMOUNT OF 

©OFLWEAT ABOUT THE DEMOTION OF ONE SUPERVISOR WHO HAD, ACCORDING TO 

GOSSIP, BEEN ACTUALLY CONVICTED OF IMMORAL RELATIONS WITI WOMEN OPERA

TIVES. I T WAS ONLY WHEN THIS WAS NULLIFIED INTO CHARGES THAT SUCH 

PRAATIEEA WERE EOJIAAOA, OR THAT CERTAIN INDIVIDUALS WARE GUILTY, THAT 

THE COMOSNT WAS COUNTED* UHE ACTUAL NUMBER OF SON LACKING SUCH COAMSNTA 

WAS SNAIL, AND, THE TOPIF I S PSXHAP* INTERESTING *ER* I N IFCAT I T R E 

VEALED I N THA HI INKING OF THESE PERTIOULAR A M THAN I N ITS OBJAETIVT 
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TRUTH. 

2ha iatarvletrer was rather amused that eosjn»»ts about raarried 

woman isorfcias never allowed aay doubt that that every s ingle g i r l 

needed her Job laueh nore than aay HARRIED woman. I f pressed in to 

further discussion a man would usually admit that 90ah caee had to 

he decided on i t s s » r i t a and that some s ingle g i r l s were merely 

mrkius f o r pin money* whereas some married mm.m needed every cent 

they could sat . But the general idea seesaed to he that I F a s ingle 

g i r l l o s t her job she would be throum "onto the s t r ee t , " and that i f a 

raerried mmti. worked she was maintaining too high a standard o f l iv ing* 

Back of a l l thia probably i l e a an ins t inct ive raasculiaa protes t a gainst 

a a t#»*« " i n d e p e n d e n c e a n d a fael iag that aha ought t o be contented 

what tha husband alone oaa earn* fhere ms usually acre "steam** 

behind thia t op i c than appeared on the surface. 

trot as Yjhathe* the low rank o f th is general t op i c i a Table 1 i a s i g n i 

f i c an t or not i s open to question. Does i t shot? that nan ore not con* 

eoraed i n whether their vorle i a interest ing o r no t , or stmr>3y that their* 

Percentage o f this 
Qroup Dlaana*ia« 

Favorable •» work i s interest ing 
TTnfgvorsble •* 'work ia monotonous and dul l 

6 ! $ 
3 5 $ 

at tent ion aaa not foaussad on th i s type -f q.uestion? 
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I t T*aa A TOMON thing, aae-AG aan o f l o a f SASVTAA to asy, " I T 

C?OESA»T aa&n AS i f L c d bean here THAT lon^* 1 don'T tmow -AH ere THA 

t i m has- .^on©o" A sasfegv o f othera mentioned the f a c t that th<8r f a i t 

l o s t T.itaoat ihei r w k t o even In tho second treak o f a tta> iseeks* 

vacation* I t scarsid to be a xetfaaap aosxaoaly accepted opinion that a 

! 2 A A waa "doao tfop™ onaa he ret i red on a pansioa 0 

TSxoao £acta on f i r s t a i $ i t BLIGHT ha interpreted that men in* 

ferred that thei r v.ork iaaapeatAag* .wen taoagft tsNy did not nan* 

t ioa spec i f i ca l ly* On the othor ha&a the reader jaay reach just the' 

opposite conclusion,, A man spy aanftap ^here Ions years have vanished, 

aiap3y heaauae they were t i l l e d wife aotMa^aeas* S i s days seem l o a g p 

hutf tha Y^g-gg, sasa -shorts ®w* treadmill QdQcs&S m rnmh a' part o f hta 

ttoat ha misses i t saan he atapa o f f .for a tao seeks* vacation, and 

drops in h i s txae&tf i f he i s put o f t i t , permanontlyo *Bie viritor does 

not f e e l qual if ied to argue fo r e i tber interpreted! on 0 hut he got the 

fopreaaioa • thot mt%» men fed a rather" grim at t i tude toward work in 

TJofavorohla AOMENT3 taare not d i rec ted at the pr inc ip le o f 

-••ai^'om, but WERE nor a with :*2»pae* t o the anount -aid or- the t ine 

access %? t o R-ot one* She f ;.*»st %rp& cane from nan in the lox.'ER T«antes 

?fto f e l t that old t tasra -.ho h^d served Jmt as Ions and fa i thfu l ly as 

general* 

tab 1,0 18 
.gsnaione 

l ^ o a t l<>/t at, al% won dlseuaeed this, ton io l 

Eavo?o»ia 
Unfavorable 
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others T^IO3» SBILITSR had teksa thao farthar- were to he. r e t i r ed on • 

penurious amounts, Ebay thought that a pension should he a retard tor 1 

fai thfulness and years o f service rather than a b i l i t y end should HE 

sore nearly equal f o r a33U One mn ©u pas ted e e l id ing goals o f per-

c e n t a l s , the higher TIWEENTAGES i n the lower wage groups* 

Ifeturally^ the o lder ^en were more concerned with the geneie 1 

topic o f pensions 0 a s i s shown by Sable !<, 

Welfare, work, ?ersoreis3L Paper tmsaxt 0 ATE, 
IL / I IMM , » I IIIPIII I I ' L I » L I . F . • . •WN'OU. IW <IMI|II/IMI»»NI|(»IIMI»IIM«IIL) «II»»III ' .»NI , I I .«III I I»««IM 

ffltout, 10% off a l l tssa discussed this t o p i c . ) 
Percentage of t h i s 

Group Discussing 
, r , . . Suh-fo^ia . 

favorabls eeatsemta 50f» 
IXafavorable Qoannrt* 

fhe psrceuta.SE of .eavorabl<* COESAANTS was higher i a the hi#ier 

raakso unfavorabla ooramaats appeared l a a l l ranks except foremen aod 

ware mostly in the nature o f charges that the .personnel deportment ma 

Hn cahoots" with the foreman and tbafc i t would always side with him 

and a ^ i n s t the men* !This ^endeacy exis ted, i t was ease times charged, 

hy the fact that Personnel Separtmeat workers did not regard their 

job as a permanent one, 5**j*ae tktey never knew vixen they n i g i t bo 

shif ted back under some toevmn they e ad savored to keep i a the {pod 

graces of a l l of the®, 

Srw nea corwleiuad about the fact that the Personnel £anart~ 

aasts ware separata in cz&i branch, and that IT -was almost impossible 

t o set a transfer i a to another branch s ince each Personnel ueoartnaat 

looked out f o r i t s or/a neo*>-X#» 
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I I I %s£$mmm. and |ateygg :»ta;t,iom 

In addi t ion t o ra id ing through fee interviews t o deterMae ifoat 

was p.aia 0 the wri ter i a each ease formed a cer tain general opinion about 

the rasa* "Jhese general idea a naturally were forsii&g as the actual work 

o f interviewing progressed^ an attempt has been made to c r y s t a l l i s e them 

i n the fo l lowing t ab l e s . 2?ha number of raon aeen vaa not so great bu t that 

the wr i te r could r e c a l l each face and each partictilar meeting. In only 

three or four cases tras the individual so co lo r less as t o leave ao impression 

except what had been wri t ten about him at the time 0 Thia tabulation attempts 

t o take into account the m a y intangible fac tors i a manor? bearing, and at* 

t i tuda 0 and the indirect meanings that are alvsaya present l a any conversation. 

Hie reader can be given no objec t ive data to check with t h i s 0 and h i s ag ree 

ment or diaasreeiaeat w i l l have to be baaed on in tu i t ion and h ie own eosaaon 

sense and experienee 0 She writer makes no claim to omniscience} there are 

obviously many other ca tegor ies that might have been used* An opinion was 

formed on every man; eonse<iuently 6 the f igures represent percentages of the 

t o t a l number of men. An t o whether th is gives a f a i r picture of a l l 

Vest era Llaatric Conpany supervisors, the reader should remember t*o 

facta* 

(a) that these laen wore from the operating branch only# 

Other interpretations night a r i s e from studying other 

branches. 

(b) that the t o t a l <rroup t;aa irade up in the proportion o f 

20 foremen, 1 6 assistant forenea a 4 4 s ta t ion ch ie f a, 

and * 5 group ehiefe« 
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S3&ft'.&AVLIEIFLA*. TATAOS i s not A CATTES? OF opislan, h&mvm 

r-mli fi!S»E I F to DID SOT eas&l©ii'it» WAS &SFE3& afcout- ' L I S top RIFE& F©*a%& 

tea EASE t o 3 $ £ OF THE TOTAL's O T T O S elassefi "STTVESGA" shsta ha€ seen 

aaaa* I S t h i s c o u n t y OF fertf iga-owa pnsaats, 03? OF -tips*? <MMsm* X£fca* 

to© ^03&eaa~ tan geaasatiaaa 8 stsa wax© aomtad as ^ASAYIFTAA1'; aata&lly, 

t&e ga?ea$ « s $ o r l t y o f th is gaeaup' M D IK&SL©~3SGKEA fcaa^raiaad* 

Appvssgmto | i OF ALL 

g-ociellaad S5 
^ a s & i e &afe* 15 
TIID^?idu.ilint 25 
XJnelsesi&eo IS 

. 2fca SistlnaSiaas Seal. papfesi ly FCVSH, the v&$ & ssaa raaata t o hiss 

' a o r t a l oas^iwsiaat> Soma paaple SEEM t o ge-$ tfca.&p sense o f *Bal»^'i&?aai as-. 

.-&3&asaaX scares |. T&3Y gs® otffcea s-pota' OF as fcsins "la&speadaatn L%SD' 

i n THIS seaae «as? ttcaogn EL-SAG a^an eaoeco© that thia \7OS?D EAEA* srfenaasm 

! - twl t o &esi rrit&a Othof ysop&s oanfom e w e ALOAESAR t a the s a e i e l 

| astte^n, 1st £«e t i t nmzz EOAOTA to t&EN NOT t a EOUFASSA* Sfcsy SETM TO 

IIJIS4R sot o f valsaa tes* KITHAUT yat&e* tfcsa BTTJIITT* toa© dSatSaatiene 

( to© AOTBLAG t o DO 0. SSA'S iasamaa? 05? h is w t o n t ° o ;'-ith«s TS^e CSAY 

ho UMM- LJOILSA:' os? the v&vqvzo9 b l u f f end HAAJJTJR O ? TINIA END r^M3?isg« 

iCha £ate^?Ser;es?3s FEA^SSX IE^REOCION OF ;.COTS2?a J-lcotajie Oo^ansr 

SM3OTLEO2?2 I S the* ifcsy I-AFO S?S&to highly cjeial ineS people? TTSST tfcs 

. r o o i c l cyc^era no SAPZECEKFTEA by c c s p w hoirersliy esC ess^r-ny p o l i c i e s 

TERNS C^O-CT DCDI t o THQN S I I E E1;TITI'.QE i s neso t^.-n a les&v-i i & t e o r , 

IN tr.v ccrr'^NR^R; '.•ICCCAE.s in ca &a? as i t c ^.oogsr rrsena tfcelv ^C:.T6 
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butter . I t in an inherent se t o f VALUE3 which are &CR!ved tram a cer ta in 

s o c i a l envfcr ©assent, and accepted more or l ess naiiuestionably.. Even in com-

.plaint s man \ i i l l eay, " th is thing that happened is because th i s one men 

(or group o f mm) doesn ' t l i v e up t o company p o l i c i e s . 1&e eoaxpaay i s 

right - this ISSA d idn ' t l i t e up t o l t a ideal*" 2ha "company** end the 

"big bosses" always "scan wel l" and "do the right thing as f&r as they 

%mn> t roubles a r i se aaeeaaa o f humsa aaaknaaa in the i r agents* 

^hia acceptance o f the environment mmm to- be sias* not iceable 

in THE i^oriean-born o f Mid**teope©a aae&gronna* jSvideatly, they accept 

completely THE s o c i a l vs laae o f the nm culture, and em* o f thssveses t o 

hum so few Ideas, o f the i r own that one wonders whether they are r e a l l y ' 

individuals a t ' a l l * Soatati&ea an individual is t t? i l l be a * fyes W b e 

cause he thinks i t good p o l i c y , but soae o f these nsn are yes mm because 

i t NEVER ocenrred t o them t o be anything e l se . In their eactrene fona 

THEY ©re very d i f f i c u l t t o interview* Soc ia l corasunion t o tfcea evident ly 

aeans ajutuel act ion of some sort* - people "get together" but t h i a means 

THAT they must do sonethine together . Em two people could s i t 

far an hour and exe&aase ideas i s beyond the i r eoaprehenslon* Consequent

l y when faced tritlt the intervie?/ s i tuation they wait t o be as&ed def in i t e 

liuestions* I f these ere not forthcoming, they s i t passively end even 

verge on f a l l i ng asleep* o r , i f they era rcore sensi t ive persons, they 

get cxtrsnely uncomfortable and even GO in to a state verging on pan ic . 

Once put c t the i r ease they are apt t o ta lk about whet they did, some

times about what they f e l t , almost never about what they thought 0 
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so. 

On the ©their hand, there were-plenty o f indivlduslista to bt ; 

foaaa | « this group of »ea* sas» o f them went ao far- ia this diraetioa 
ea t o lead aataal double l i v e s - this heading has nothing t o do with 
the i r doajestie situation, hut r e fe r s t© the i r :©wn work- and interests* 
ShQcamea f e l t that they newer wanted to he completely dependent on eay 
one gronn o r aoe ia l systeai; they hen to asser t , thei r indspendeaee ay 
isawim?: aaw» sort- o f business o r other v i t a l interest o f their own,, in 
cMSt ien t o v/orking for the eoaeBSay* Although this waa usually maJasd 
made* taa excuse of financial necessity, % do -not believe that this waa 

always the prfcasry oaaaa* 
Extreme individualists are also apt to be difficult to la- • 

tervi«ir# Sftey 3»ay reseat what they regard aa an attempt to pry into 
their own a f fa i rs* tfalifce a completely socialized person ̂a© may not 
£*» that there i s enytfciag to talk about, they will have plenty o f 

thiaga t o sayf but ipfon*t want t a amy them. Qnca atartad taey have 
t o be pushed out o f the office t o allow the next men to eowe in* 

Share seaswtd t o ba aoxae difference between ranks. TOrexen, 
were about evenly divided between socialised and individualiatic types, 
but the lower raa&s, particularly the section chiefs, teemed to have 
a higher perfentaie of the eoeiallaed type* 2ft»re are two possible 
eâ lanatione end I believe both have a bearing* One, that it ia pos-
alble that the individualist, if aa aeeoaas interested ia hia advance-
neat. Is aore apt to fat aiaealf in line for promotion in some original 
wry; the other, taat taa old time ia»rle*n or nt laaat Anglo-Saxon varies* 
le »ora opt to ba indlvidnellscle than the Central European. Ifoet of 
the older sen era of this racial baekgroaad (Mil 17), and merely by 
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the process o f senior i ty jsig&t have t.orircd theegelree I*te' the hi#»r 
ranfc3# 

. *3&s nu* Xi ty i s not aeeessariXy d i r e e t l y correlated v i t h 

snacess a supervisor. Hen of. « 3 X grades o f eapaeity g e a r e d $jfc 

hath types; nor i s one t o assurae that everyone f e l l s c l ea r ly into one 

type or the other . l!ost people w i l l ha a safced tyre and th ie aey '<EMUKL 

f o r the sor t o f divided attitude* which shotfs i a s c a y iatarviewe, 

fcoirard "'she cospeay* as a s o c i a l unit* Ifogt people both l i k e • ead 

d i s l iks t o oaafoxn* 

Success o f Mjustaeat 

gjWweate^e o f ISea Interyieirid. 

1» £eXX ©djusted a&$ 
g» . 3«aledja&ti»nt *• plaeeaent , 5 
S« Haled jus tones* - senretiO' , 15 . 
4. S!alad|asta»at * Psychotic ..;,r]X 

Whatever one ' s type o f react ion to the v.orld, one m y ei ther 
0 

f a i l o r succeed. Tim ahova table ueee "adjustneat" i a e purely pregeatie 

sense, a aaa i s **neH edjusted* i f he i s get t ing on s a t i s f ac to r i l y , psy

cho log ica l l y speakincr, r i t h himeelf tad the t?orld t "Maladjusted" i f he 

i s tailing* fh ie has nothing t o do t i t h material sue case or decree o f 

in te l l igence , nor does i t i n fe r that a well adjusted jaaa i s aahiag the 

utmost o f h is po ten t ia l i t i es* 

l a the three types o f maladjustment, I have t r i ed t o dist inguish 

i a i ceneral my the causae. She n»a iho ia obviously the "square pee i a 

a round hole** has been put i a the pi* c went group* Shis does not mm 

th, - e l l the well-adjusted aen are i d e a l l y placed t o sake the nost o f t h e i r 

a b i l i t i e s , but i f they ore not , a t l eas t their pos i t ion i r not eeueiaf them 
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&$RIAA$ a ietress* J c o n s l i e r ee <*»es3?otie* xaea are Ht-AIBTXE** beaanaa 

o f their am a t t i tudes , sad that ttntaa attStu&ee are the ye&ult o f the i* 

l i f e b&atory* S& s o m cases they s ight ha helped, hat i t would have T&> ATR 

by laMvldmal at tention and on the «©A*s o ra in i t i a t ive* HFCAY a f than: 

&$a£d he tfea l a s t t o admit that there W A saytning. asaag wi th them; 

tha t&AAI&EV aa toey see i t » ia ia the uorld o r i a ather people* • the 

l a s t m& vary szaail group cons is t s o f BBE T&© have peauliar O ? un

fortunate a t t i tudes ar is ing from injury a* m a t a l disease uhlan- neuld 

require the attention o f a paycfciatriat rather than a p sycho log i s t . 

. Ska? ere gett ing along a i l r ight n e long as AA spec ia l a t t a in i a p u t 

• on them; i f i t vrere, faey t/onld probably break do*n c o l l a t e ! ? ana* 

\ ; land, i n a iaeatal hospital* , 

Inhere i a andomataoly a r e l a t i o n between a aaat*ia ou t s ide l i f e -

and hi;; contentaent in h i s work which ehowed up i n these in terviews. 

J % outside l i f e I laean not on ly h i s family re la t ionship*, hat taa en-

J t i r e s o c i a l r e a l i t y t o wblem> he relates- M n e e l f . l o r exsaple : , i t atraelt 

\ m t h s t jaea n?ho had a de f in i t e trade were apt t o ha astore s a t i s f i e d end • 

\ contented individuals than t&oae who did not* perhaps th ia a r i aee fra* 

l fee l ing of secur i ty - they have l i n e s o f l oya l t y that do not depend an t l * 

• company alone* They have served apprenticeships and have been aecepted 

I into certain other s o c i a l groups that involve t he i r ?iork» Quite d i s t i n c t 

from taa eoapsny. Host o f these men now repudiate trade unions ao being 

ran by gangsters, and their loya l ty i s t o the ooeapany* Bi*their 

fee l ings have a ce r t a in maturity aad sanity about t a e » that seened t o 

be leaking i a soae other a n , who had no par t icular trade, had never 



worked anywhere but a t the. fee tera E lec t r i c Oompany, a»dwho had l ived 

al& the i r l i v e s i a the (ftttgago area* gams of' th is type, without being 

o e f i a i t e l y noarot ic , seem to me to siake unreasonable sad rather infaat i le 

demaads o f the ecmpeay. I t i a to them, father, mother, soc i e ty , sad 

s ta te , a l l ro l l ed i s t o one, end they seen t o have no other s o c i a l ex

perience against which *to checi: the i r demands* I f the company fa i l ed 

them, the i r t o r l d would cease t o an enu0 

w m m : 
Atti tude. toward xatervrew; Approximate ft o f 

1 1 Wm interviewed, 

l o "Oot a load o f f the i r chests" Between S and 10$ 
So Enthusiastic cooperation {excluding 1) 85 
0 , Jfeutral 45 
4. Cease out o f a sense o f duty only 1 5 
0„ Antagonist ic , changing to $2 About $ 
0 . / jhtegoaist ic, ©11 through ' About 5 

fhe aea*» at t i tude toward the interview i s probably related t o 

the type and euecess o f t he i r general adjustment; eo&eequeatiy, the above 

table has been introduced at t h i s po in t . Sbe s i * different ' groupa divide 

the range between those *?ho welcomed the interview as a chance to- blow off* 

accumulated steam and those who were eataeoaist ic toward i t . Of course, 

the group whose lasaibers made no appointment a t a l l » a y have included meay 

o f the l e t t e r type, as w e l l as those who were merely i ad i f f e rea t . 

A conweat not iafreoaeatly heard went something l ike t h i s , "J 

don*t see v?hy they wanted t o interview supe- v i s o r s . 1 think the plea i s 

( \ a good one f o r the v.orkers because they have no one to go t o Pith complaints. 

But e supervisor has always got his foremen t o go t o it he has any k i c k . " 

She £ener*& opinion saeued to be that the worker could not get the s a t i s 

fac t ion out o f h i s g?oup o r eect ioa ch i e f that the l a t t e r could eet out 
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o f M s fovmm, m& that ae> ATTWR adequata r e c w a e t?aa open ta hlDs.* 

I' } *?ouM not go t o taa pesraeanet dapaytaeat f o r fear o f .aatagoalaisag the 

Xt vim evident that i a sosse cases the jsupervieors f e l t that they 

• ways i a the eeae pos i t ion as these v'orkerB,. aad tnavafove aeloooau.the'chance 

t o ha - iatarviaaaAii 

'. : Sfaurotla individual*? would tend to f e l l i a groap 1 o r group # 

o f $&hle £S„ Jfot a l l thoes who f e l l i a group 1 could he considered neu

r o t i c , however o 

About the* only difference between ranke that jsey be s ignif icant 

In tab les 19 ond SO ia with, respect to the Assistant toreiaen,' I t sees* . 

as I f i a thia resit there isaa a eoaewhst higher incidence' of worry and 

neurotic troubles^ and a greater ' proportion of aaen who were glad o f 

. the anenae to unburden tho&selves in the interview. She ' n a i l noiaber 

o f assistant foremen seen (16) may be t oo s m l l a sanple on tfhioh t o 

nake a geaerollzationo 

On the other hand going back to f ab le X i t t r i l l be not iced 

that a higher percentage of t h e assistant foremen are preoccupied ? i t a 

edvanceoent than the other ranks. I s i t not poss ible that the ass is tant 

foreman nay find himself in a d i f f i c u l t pos i t ion with respect t o h ie 

l i n e s o f authority tnd his personal relat ions in his department*? The 

foreman i s the recognized head o f the department; he i s spoken o f as 

>f ttthe old cyan* by the eect ion ch iefs and group ohiofa t?hose re la t ione 

toward one another are xore those o f brothers i n a family. The a s 

sistant foremen, however, i r nei ther quite the head aor quite the 



' . 35* 

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 

aubordiasteo Moreover, t o carry o** fcjeiily analogy ^ iiUfle-' 

( ; b r i b e r , M o c lose re la t ion t o the foreaaa, i&sy he o f the father-

favori te soh type * with the natural internal c o n f l i c t that th i s fca.-' 

p l i e so w i l l *jtesl a f fec t ion saa- loyal ty t o the foreman ana ye t 

niXl sraas' to sot hip out. of. the way i a order to stop in to Mb ' shoesd' 

SSiere TJill he zasny l r r£ t | oa s l f ac to rs in' t h i s re la t ionship Much deeper-

tkm the stated d i f f i c u l t i e s ia- the l o g i c s ! set-upT> Again refer r ing 

hmlx. to, the cant eat o f the interviews, in Sable 9 there were more 

Assistant Foreaea whoaade e w e a t a o f types 4 sad '5* . {*Xhe*6 m& l o r • 

i s ) on© laaa who has i t i a forme**, was, (or is}- one man,^ho 

t:ca l i ke a father to we w ) than eay other rank* 

[• , • j be l i eve that there i s a l s o a feeling, o f rank that l e 

j EEROES&at analogous t o the d i f ference between coinmissioaed sad aoa-

j - . , , - coiaaissioaed o f f i c e r i a the /..̂ toy and Hayy*. 0roup end seat ion -chiefs-

j ' think o f the i r pos i t ion a* that o f a wnoaqoaM , hut en assistant fore* 

j menahip is regarded as- the f i r s t e t e p i a the r e a l executive ranks 0 

:- • • doaseQueatly, mm who take-this step have l e f t the ranks o f the sub

ordinates, end yet are s t i l l on t r i a l by thei# superiors p vjho ISAJR not have 

quite acceptba th«3O gome each faatora any well have a part ia causing 

aa iaareeee i a i r ra t ional preoecupatioa i a t h i s groupp 

"Enthusiastic cooperation* X defined as aa a t t i tude o f whole

heartedly ^e lconiac the cbeaoe t o be iaterviewed, without th is isaplyiag 

that the nen bed a per t ieular gyitvaaoe o r preoccurat ioa. Shis group 

did co t always iaolude aea who talked f r ee ly and easi ly* Ifcay rather 

inar t icula te persons sefcuea eenuiaely glad t o coae down, Xa a few 
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eases J was helped toward foraiag en opinica o f a ssaare attltu.de ay 

s l i p s sad rnajiiierisina whieh might seem irrelevant* f o r exa»a>Le, when a 

ssaa a r r ives K; minutes l a t e , refuses t o l e t me shut the door t o my 

o f f i c e 9 sad refuse© to « t e a proffered e igere t te , only t o p u l l out 

h i s own package ( o f the same brand) S minutes l a t e r , 2 asay. e a s i l y f e e l 

he Is not genuinely glad t o he there, ©ad w i l l depart aa soon aa his -

idea of .pol i teness ana p o l i c y ailowe kirn* etea though he i s effusive • 

i a hie praise o f interviewiago 0a the other hand,. soue others , evea 

though the i r manors way not always he so e f f ab l e , arr ive ahead o f time -

eat stay f o r very long interviews© 

%u the t h i rd croup ©£ fable 8$ X placed those who had a e ; 

strong a t t i tude oae way or eaother 0 I f aeked aa opinion, they would 

almost always eaprees an approval of iat©i?rl©?:iimg« l a the fourth group'. •' 

are" those who taid o r issplied thai? they woaldr^t have corns had the pro

gram' not been a eoaspaay p o l i e y , Easy would deny that t&ey were eat ag

o n i s t i c o r suopicious, but eoaida*t see the point of interviewing t h e * 

when they • f e l t they had nothing t o aay 0 The l as t type included mri who 

stated or p la in ly inferred that they were suspicious of the motives b e 

hind the interviewing plan, o r that they thought tho t&ole idea was a 

lo t o f bunko gome o f them, when t admitted ignorance o f t he i r par t icu lar 

Job ia the shop, could see no use ia talking t o me, and decided that I 

was aa incompetent theor is t who lacked "p rac t i ce ! experience" <, 

Soaeof these antagonistic people changed the i r opia ion ia 

the couree of the interview. Shey evidently had expected i t to be a 

sort o f exaaiaatioa, concluded with a lecture front &e on "how to be a 

supervisor*o 
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On tm &%h&v band, seas younger men ( a l l o f them o f Bo l l sh 

m Bohsaiaa background) stated at THE END that I had disappointed the» 

because 1 GAY© then n o adv ice . -*SAEY intimated that X **&A a funny kind 

•off A p ro fe s so r** Professors isere supposed t o GFCSR* lec tures , and they 

baa coma ready to TAKE notes.> 

fEV? i-.SN aurprissa n;e by EXPLAINING to 32A Just bo# X g>t 

THESE HAD what X M A ru&posed t o de» the i r IDEA was that the flQ09*AP. 

ha€ already tggeft TO IATSRVIEF* aa^ervisora b y having eo&fe&^aite, BAT 

THAT- i t was fcmad THAT %asa ia terr is : . i ag n OF t h i s TYPE WAS uaaueaeaa* 

Sal* i aa ?jould AAT TALK-frealty because t&e presenee OF o t f e e W 

conse^usntly, they HAD decided on individual coafereaees, e&& X HAD 

bsen asXeated as t&e $enfarena* leader* 

I t might b e -sell AT • th i s pot a t to t r y t o IATARPRET the- general 

a t t i tude o f supervisors toward - %xfi/smbm$&£ and. eosf ereaeaa* l a t e r -

viewing i a regarded i a two raaln ways* a s a laetbod o f fac t f i n d i n g and 

as a plan tfhieh' allows worhmaa to *get things o f f t he i r eba«t# n Uh# 

seeoad idea r e v i v e s BARE approval thos. the F/iret* bat FEW Ken seen to 

s e e THAT the to ideas do not- aeeessari ly together-. I f aa employee 

tt&bttrdene h t e e l f I A M s iat©rvie® a:ND the statecontg he jsakes a3?e 

i r ra t ional OR esacc*rated, he l a assumed t o be a ehroaic kicker and 

the interview to have besn a \mste o f t feo* f , Xt # a good f o r A man t o 

got things o>?:? h i s chest , but i f 1kese things are not true* the fe l low 

JOUST BE too m c h o f a nut to sake him worth bothering about." 

A very fas SUPERVISORS HAVE se ized U?OA the uafortuaate IDEA 

o f interview lap' people as A raw SAY o f TO m i n e info mat ion out o f 

£ » • which they -EDUID not 'JIVE I F ASKED DIREATLY* 

FOR EXAMPLE* BY A FEIGNED INTEREST I N * AAN F S 
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faMXy Xi fa THE .TOorsisor t r i e s TO d i s c o s t&ether Me is i fe i s wearing 

03? not* Reel ing that sstoh iafarasatiea I S M aa useful TO aim i a pieBtafc' 

people to l a y OFF. Interview isg TO than means ind i rec t ouastioaiag- I A 

order to eatsih p ^ p X e . 

I E general* however* the s u ^ t f e e r a are: content to leave 

TATC-SRTFIENJIAG to asem espec i a l l y assigned to the Job* SShere semed t o he 

l i t t l e f e e l i n g that aieh A PEASTAJG wae e o a f X i ^ a ^ WIIFC l&air snl&er&ty* 

although a fee* o ld T tears sa id thia* 

M t h e i r a t t i tude toward emfereaees isea avowed MM •aMtmmm»-

of opin ion, feat tfe# sa ia- l inp^ss iaa l e f t *BSB* to he "One ah&uM he ao-ft* 

hai led iaatead o f hard-*boile&* one s&wXd leas iaatead ot drive*'* 3hes« 

ideas a re approved o r repudiated* aeaordiiE t o THE type OF SEN* I t &oes 

s e t aetist TO b e true that the eoaf ereneos have stimulated isertal fturlosity 

• aa TO i&Y people eat or f ee t i a eer ta ia .my% and what the' s ign i f i cance o f 

th i s ZSIGHT B©» ffiae average au, ervis^r.ie... not.. Interested I A PJT^IAQ; aues* 

.TIOGFF, IFFLT i n d i a ^ a i a g o f thera. *!&EGP t o l d ' a s that a ASS listed h i s fore.* 

mn because his grandfather hisa wher- he ssas throe year's old* o r saae 

such i dea . ..all* esrea i f I T was true, *?hat o f i t ? I ' v e COT TO Jto some* 

thia.? BITH these BIRDS." 

rany men asid they COT new ideas AS to HOW to b r i d l e problem 

easec O«T OF l i a t e a i a s t o the DISCUSSION. Others sa id that THE eh i e f 

BEAEFIT o f the ooatoreaeee was LA METING SUPERVISORS from other DE~ 

PARHNERTS. A GROUP that INCLUDED sotae OF THE aos t INTELLIGENT JEN SAID 

that the YEETTASS were DULL and 1 te ixi ter la l MONOTONOUSLY SINILAR. Am 

EARN BE seen FROM "Table 2 , ABOUT TB̂ C OF t he EOMAAATS EXPRESSED approval* 

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 



as-§ %f the t o l a s about taa o ld time hard-boiled fcdEfaee-.aaa be bel ieved, 

tfeo eosfcarcaees vmst ha?© bad an excel lent of f eat on general morale. 

Al-Siou^li rany Earn have aeoptcd merely a new s o t o f sascims instead o f a 

ma method o f thia!4ag t t h i s way a t l l be the f i r s t s tep toaara a t t a i n t * 

Ing int©Jl©«tual « n r i o 0 i % and gett ing a JP$al nn&orotanding o f other' 

points o f Tisti* S&e nan se t of laaadaw alons mm% be eanaidsra&&a 

^shievecent, £o~ mm People ^ i l l alaaya 0>fera t h e i r act ions by saacta 

instead o f thought* 

St may b e interest ing t o -tie higher a&eentivea t o las&ife that 

\&$&3ftr&? a stan aent ionei the branch oonf ereneea a t vision the superintendent 

ssgfclce* i t tjas altsaya v?ith approval* •• e v i d e n t ^ valued the ohanaa 

ta see the uhalo branch together and to hsar their superintendent« 2u\3t ' 

•m forqaaa* a job ha& a eer ta ia a$B$Dl&& ta lae as head o f .a gatw$* ao 

tb* cnperiatenctaat*© job takes on certain attr ibutes that ray not be so 

s t r iking l a the idea of general f o r ansa o r assistant superintendent• The 

superiafcaaaQnay again focuses the idea of head, © f a group, thia time o n 

a much co re grandiose s<nla* 

..•s t h i s point X m going t o add some further speculative 

t a b u l a t i o n about these r.en's business a b i l i t y , habi ts o f thought, and. 

the i r ehanoe f o r advancerasnt. 1 asgr speculat ive, because 1 should, not 

hav$ the ter-oritgr to suggest that 1 Man everything about a stranger*a 

natfaal nro03S£es and could judge accurately o f his capabi l i t ies from 

an hour 1 a conversation, t&m I had never aeon bin i n eotion a s i had o n l y 

a sketch*- idea o f the technical s laa o f M a job* A l e c , an i i?nrticulate 

parses sh* tiC absolntoly correc t in tu i t iora and x&o acted successful ly 

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 



40 « 

f a b l e 21 
entel Sharacte&jatiee ^Spreslssattt 

Men, Ic tervieged -

1* ' Capacity t o thisfe ae w e l l aa a c t ' 38$ 
S*' flagaoity f o r ac t ion on ly 40 
S» , Waol«aai.fied 25 • 

Hie pereeatsge in group 1 increased d i r e c t l y -with Tank. Ihe 

percentage o f group 2 was higher i a the lower ranfcs. . 

llm i a group % ought t o be- ab le to generalize on t ho i r eaperioaee* 

% e y ought to tbialE i s . t e i w o f re la t ions instead o f absolute 'eta'-eftMrttes* 

I f £aeed with $ aew si tuat ion, they could aet i n t e l l i g e n t l y without having 

to b e given s iaute direet teas* '2he be t to r aaea o f this group o u # t t o be 

ab le to graduate into higher supervisory 30b s inhere their l i v e s « i l l c o t 

deal d i r e c t l y a i th things, but. with ideas, concepts* and personal i t i eso 

t en i a ~roup Z X considered lacking in these o a - l i t i o s « Shis does no t 

mean thet they were bad supervisors, ^particularly in the grou.* and s e c -

t ion ch i e f l e v e l s . But ee r t a i a ly berjlaaias « i t h the forss&a 's Job* a 

a a ought to bo able to develop sca t thinking capaci ty . Sftsse foreman 

who eeened to l ae* i t t?ere preoecu;>iad with the teauouo a-tare o f t he i r 

Job, with -the re.se of repor ts , records , and s t a t i s t i e e which i?ere aa i r -

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 

ou iMmi appear at a disadvantage i s m interview* however* X t r i e d 

net to s&a&e s e r e i nab i l i t y t o e&prass esperieae© aa important er i ter ioa." 

I t coeo aesa to n;e that aa interview can stev? up. a Ban's a b i l i t y t? 

1M»J;» to generalise* and to abstraat,. eves i f his verbal expresaiea' 

i s feeble asd his fosaal lo,;ie non-existent . Shlnking and abstract ing 

ia th is mnsQf my be in tu i t ive aa well aa l o f i e a l * S i e se eapasi t iee 

X t r ied to measure i a the fo l lowing t a b l e . 
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Htataos* t o tixm a M tideh they ooasi&erad OR impositions % o y could no t 

hm suah things oou3&- ha o f aag? nae - t&ey wanted t o 'ha able t o aa#' 

ant touch the machines ant' ta3& d i r e c t l y to the &sn* % a i r &&o$3iBa&* • 

* £5Soa«^Seo3Pa mm apt t o aasplala that thiay twart aura*? 1kai# fceaSa d i rec t 

t o ths? tsea i'o5? ©venr l i t t l e thing? that group suf sec t ion c h i e f s had no 

rea l a u t h o r i t y I f anefe son more pzomtad higher than a foraa&nsfelp, I 

should thins, they ftonld gat into serious d i f f i c u l t i e s . 

. 1 e loo attsa-Jted to os t ln r ta how rsany men had a bus iseae snan*s 

paint of visw in aotau&etiaa s&tb the operation o f the i r d^&artaaeata*. 

Table S3 
B u s i e s Ab i l i t y i^proicisste $ o f 

ten.XB.t-ogvlenM . 

1* Interest l a cos t s • 40£ 
£* Eb interest in aaats , 30 
0* ' : -Undags i f le i SO 

. Tm percentage i n ^ronp 1 increases d i r ec t ly with rant-: ant i n 

grous S vj&a r;j.ueh higher in the loiter aan&tu 

t:en in croup 1 had at l eas t an interest in* i f not an accurate 

' fcnouledsa shout the coat o f production i n their dopartaent» Eoca group 

ana sec t ion chief® o f thia tyce coa;>lainaa thyt they naver saw th© budgets 

ana that they sever knew hot? their department stood* l"m i n grotss 3 seemed* 

to have no interest i n anything except doing the :>ro Suction mmL o f t h e i r 

Jobo Buc&ata and »raality standard* to then t»re nere ly required sate o f 

si&nacaaento fhay afeelly had the viewpoint o f an unenlightened ??orlser in** 

stead o f an execut ive. '".hen they c r i t i c i s e d thai r psy, they alwesys m a t e d 

t^e rates suised» without a£y speculation irfcoat tho labor coo t i e r unit# 

Interest in thia tyre of thing could, i t seeoo to r e , b e 

Ĵ iŷ J I JLfc*̂ L̂î  J&^ki ̂>JP JHCII its IKM* 



stiaiulatecL izom than i t is*, &ae o r tao conferences explaining the de~ 

t a i l s o f a budget plan o r a K'order ©yatesa T?ould not b e OBJU^IX. Could not 

tba organization and aononatSns set*np aSloa a gseeap o r department tofcaow 

how i t stotda vjith reegeet t o p rof i t mSs&sg from one period to another? 

X g o t tli© impraosion that a f s i r znazfce* o f mn had s*>re in teres t and cur l -

as&% i n this-gub^eat than the eaftpaasr gave than chance to sa t i s fy , -and 

that i t .ought t o be cul t iva ted . 

$b$$$ .siay b e ama co r re la t ion between tnesa l a s t taa t ab l e s . 4 

can with .no aapaeity whatever f o r gibatraatlon could not understand -a con* 

cept such as a cos t gar railt* At &z>& rate , I t r i ed to e-CBJblr.© thane is-* 
4 

pressions* a long with t&a others* Into a f i n a l estimation of how far a 

i&an nlgfet jarcgprasso' 
,. " ' Table %S 
j. gh^TAEF f o r ?ro$?.ese Approximate # o f 

J' Hen Interviewed 

1* Unlimited futura 1055 
r 2* ©so a tope, above present srs.de 10 
S 3 . One s tep above present grade SO 

£ • In p lace now, cou ld hardly higher , , - 40 
S* iHreadj promoted beyond hie capaci t ies 16 

%i& percentage In s^oup 1 increased d i r ec t l y n i th rank. She 

percentage in Group 4 seanad to b e higher ejssong foraaen and s e c t i o n 

chiefso I f 1 have seeraed to ba unduly hard on then i t ia because X 

thials tiiut the steps just ahead of thas are nuch Greater than from a 

group ahiaf to a sec t ion chief , o r frora an a s s i s t an. t foremane&in t o a 

fore^anship* Haah >roaotion dsoanda not on ly iae rons ias loaorleclga but 

a chance i n p i n t o f view, and an increasing a b i l i t y t o genera l i se and 

abstract-.. At these two s teps the chances required -ore perhc? o n e a t e r . 

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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tin the &iLos? Jsmfy i t sesss 'to me that jsas&ed capaci ty i s ge t t ing 

ahead* from the f a c t that the higher the rs.sk ihs* greater tha proportion 

of outstanding men* Cs^oup 1 ) 

X MY© implied i n tho l a s t fen pages that there tsane eanaiaajja&lQ 

diff-sranaes in zsental ability and in po ten t i a l detfeloisaeat, as distiaat. from 

&e£rse of fosxjal education* I t soeas to xca that this baa as important e£~ 

foa t on tsa- an^osvisory aanferaaaas* In any l a rgo $re«p th<;a?e satah 'alssajw • 

ba a namb-ea? of xa<sn s?ha aaaaat absorb- any further training., and yet ssay pea?* _ • 

forsi sa t i s?ao tor i ly the 4obs t&^r now knots. £ez&a$8 the on ly Iclnd o f e&u~ 

&at&en&£ rosfe tney need i a o f a vs&y simple sor t* On the other hand* 

r ea l l y ©mtstasdta@ w ray be bonaa" i f f&q? a#a sweated t o r;ork i n a 

teiniu$ aowee attfc. Hiis other type. 

She success o f a conference that include©' both %t)o$ r i l l depend 

on i t s notorial and the a&il l of the leader i n presenting i t* so. i&at , 

eacli rm gets, SOEO illuEtinat:km according to Ma. oan degree of. l a t e l l i -

S'Snao*- Fns&anly the discussion o f case irsaterial i a beet adapted t o t h i s 

purpose* . • . . 

,&s a further comeat , i t see&s to m th-^t the whole area o f aace-

es t iva tn? iaiag needs coordination* So amay -rasa to ld m ta. t they had 

fcaen on "training courses 7 ' o f v a r i e s ce r t s that I eould never oat them 

e l l quits straight., or getenoino their purpoae* !aie "onenatiiog resul ts" 

a*& &.t least ceo athsr t y - J F T of coarse sescsd designed t o git© ran technica l 

?2mled£$ i s cany de^artamia* She aarcoaael d ^ a r t o e a t sas regarded 

e c a training course* ard co waa inter? i oc in^ anfi aonfereaae loading. 

Xhsro eesrsfl to fee varioiai ata-:r naya i n tjhich nsn thought the/ rara a e » 
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lag "trained", ttmiagb'aesSstisg seae executive o r fa being shif ted 

around t o ne\? dti t ies. I a addition to a l l th is , ' the Hawthorne Plub 

carr ies on extensive o t a a t i o a a l a o r & O JX1 these a c t i v i t i e s seeded TO 

be finite independent ssd aarelotecl to each other and t o T H E supervisory 

E O B F O R E A O E S O X gathered that a l l except the general conferences were 

f o r eutstaadiag jse% bat some o f • the "graduates*, who o f course were 

loudest i a £or%la£at about not having been proicoted a f te r A N Ifceir 

t ra ia iae , could hs.rdly £a'll ia th is category. Indeed* someau|jerir iso^B 

i a t t e t e d that ESB were seat t o the personnel aad interviewing de#ax>-

sae&ta f o r t r s in i a s hmmm® they mm $mblm oases and could th*W e a s i l y 

and. t a c t f u l l y b e di.epoaed o £ a X -think: that a rather tuadameatal -tpee* 

I " . • t t o o f po l i cy i s involved H & r e - » t e ^hat extent ^EREOAAEX END reeeareh 

I • 

! i e f ar%eate should be. laaaaed by m® file w i l l later* suppoaedly t 0* fcoek 

I in to the rerplox %km» 

\. • X sa t A £ew saen wbo liad been interviewers a t some prevJou* t f e e » 

I Sfcey IRERE not "ALL o f e<paX cal ibre* but i n each case wmtA to have "be* 

aef i ted by the training* 

Sfcsse cements s » e sfi.de not as c r i t i c i s e s , o f coarse , but aa 

suggestions which noiat toward the idea that sonaose o f s u f f i c i e n t l y 

high execut ive rants night p io f i t ab ly aake i t an iiaportoat r.art- of fcia 

j o b , o r even h is en t i r e .lob to coordinate and integrate these educat ional 

a c t i v i t i e s , to decide 3ust v.lut tyoe o f nan the ccmpoay i s t r j l a g to 

reach with each ty ,a o f training, to picfe a giou^ OF outstaadia^ nea 
C 

aore care fu l ly , advance then as fast as their ea,?aoiti«?c a l i o * * aad 

f o l l o w thee. m>re e l . s e l y oacs they had started* Shere uouid iserhajos b e 
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TEES? o b & R G S S ot atseriMa&tioa A N A SavoritfcsEt* saa# A T . X E A S E S E I e*t~ 

( ; J & A S L S o a * :^-sllir^ osm^Lf w # asa fcaeis that A S E A E H I | $ * esajeatlve aaas • 

S c r a & S A S L S R interested i a t h m i a A A unbiassed tsay, A N D T H - . T t he i r on ly 

oha&es a£ probation ^as not en t i r e ly depea&eat E A T F E S I R TAAFTTEIE f o r e * 

ssa» 1 da H O T & A E W T £ shat esteat *&ie l a t t e r e o M i t i o a i s true* hut' 

c o s t E O A ee r t s i a ly see© T O tLi^k that the i r iacmeSlat© a v e r i e r © cont ro l 

tha i? des T I N I E S T * 

1 T J I I A L £ that - i t I A A ' sar tSeulss&y I A X ^ A R T A A T point t h a t m a 

should H O - yrccated A S F & A T E S S t h e i r ©opaci t ies A L L O W * a-T&etea&isg 

E S S ' # - 0 I S n t o s d * traisea* A R J . T H * a ?X3ta*e& to s t a j » t e too L O N G oa ' 

© A S j cb xrill lose , T H O S E very ^ t e l i t i e s f o r j?hiah H E choesa* X saw 

A £ 0 3 J C S A had thus **0>ae sour" aad d o had r e a l l y $ade t&etsaelvee 

iaeXt:&b3U ^ S R - F U R T H E R ^romtiea* Sheir a t t i tude A S ^ T T O be> sose-- '. 

thing l i i se t h i s *X useS to- he. a l l $tesiaed U P over- *jy-.«>»&*. $bey t o l d 

m t n & S A S outstanding E A N * P U T ne through A featssitsg couzse A N D then 

P - O M T E D c » thig j o b I+n O N aow* Bat i t ftceg&H S E E N T O fc&re G»tt$x& 

S C eay^es?e« -Syweve* X t ry to $aft a $pya they say they ft^d && fjsaa** 

2 fiosift b e l i e v e i t P A Y S T O - F E E t o o ^ o o d oa your | o > i y o u ' l l g o t frozen 

to I T to l i f e « * 

Or c iu rae T H E avstteca sjjoed of ssrotttJoa I A a c t by the r i s e o f « 

T H E £ O - R > C < 8 Y # snood o f e^peas&m* S H S E & S P A R D A ^ E O F superiors* and S I M I 

L A R fac tors* But ta ia S E E D not A S S I S E I T nocecsary T I R . 1 A L L I N ? . I T L d u a l s 

(C ctftacca i a o l o s o eoafottaiiy* zith T H E avosao»» 

X E c o r a l m - I C A , I T S E E S S T O RAO f-L T S O R E fit tho ehia? I_. ^utdoad 

• C A T . a : I57 this r^ tc ida l r i^ht T ; C ! 1 B E investigated f a r t l - C R * They 
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*a!y« the passaml re l^ t fcns TPIMITTTILAG the AAFCTFRFTFE.-V? f iJ» Son " 

•#8ES oa# develop a aaajseity t o €o abstract AAT'^EAA3PA3.i»9S this&iag ' 

&t»TTFC . .MAUSA, a l tas t&ws? i s t l i i s ralated t o -sasntal emlmmmb 

and-to a>inep*:t»n? aaa «P>&a^ 'TFETE&G aeaasaa TEA***®- dstft&o-p 

i t ? %n & tso*8» .bow aan g**t t*ej>ela t o AAA atfesa? *3es-JL$*a I«oi»t» • 

o f -FLSTF? I t i s e ^ e n t that X <** inferr ing tan RITHOR/ eetrera ind io t* , 

jw»t:35 fivzfr* T*mt r, aaB&ss? o f mr^ririsors 'So aot thin** &t a i l aaoat 

perasanel p*aftX«aj sasoaft.' tnat i f *.hey A©, i t ia not dona onJeetiiMiy 

ar 'LITLI any OMAOROTAAAIAG OF $hsir ©?re attltadss© X" do aot ay 

TTIT® t$ poin t ou t taa '/astam ^ s a t r i e (brQPWQ* ^pamtf»@ FCSAAAFC 

as A k « r i h l e S K ^ l s t T&e areas atataswsita could aa jsade$«mt DBSVTA* . 

any ??0NP«* 

" I F TTIA o f intsyvtewias t?ss raicad-tha ^nantioaa, a na'tat* 

eifforsr. t t y . ? - s i l l hu^e f> b e used 'feo afcsa* taa e#d paramo t o answer 

fhoa* i f THERE i e ©ay Instant of spreading eat the in$t?i"sy 

nirer a ICRSS i t wm'id ?**s iatesreaiint t o tsfca a fas «nd A* 

deeper* tyso* one inisfrt include iroplft h e : 

( a ) the hard-hailed dr iver 
(t> j ieadea* 
| a ) the o id - t ina eraft«sian 
( d ) the' m » i?ha saa protest ing soma s o r t o f Mother 

attaats?*eitt into the r e l a t ion to & * e ^ e s t o w 
(a ) the nan darkened on the company as Lis only 

soe ia l r e a l i t y 

i f ) the nan wits a s t rongly developed fcnia ine sida 

Sbasa nan t?ot>ld nat necessari ly he ranrot ie o r problen eu.C»s» 

Uiey ^awMl have to ha wm over t o the IDOA cad ear.o Tolnntsr i ly TO a 

enacta-ion o f Jxtoafviess* £ tMnl: THR^ a aunter OF TLTO ner. uv&a t.hose 

irkt*-?r"ievjc f i d s ro, :o\t i s toDsetl oovlfi he so r-safcrBade?* 
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] ybjaat o £ B M T E L G I A ' 
I 

I : 38w oalant o f t a t s report i s to awaoasiaa the reaal ta o V ' 
I 

j taiaed f$om interviaaiag &&$ SAPANRLAORB i a the Operating iraaeh OF. 

| , . the Westers ELestrio gossnany.' fhla t o t a l includes supervisors from 

; £$ da^arfeieiits and i s comprised ©f & aaaistant superintendents, I! / 

I general f o r a i » 9 S7 foresie% assis tant foramen, 'SO saat&aa chiefs 

and 1X0 ^ o a a eSiiefao For the purposes o f th i s report 1 s h a l l oaiit 

| tho f toat t w a?aa&a?* By *aap^rviaor* 2 shal l aaaa any ©ae from groas • 

» ahief to foreman.' In ajy on ia ien this const i tutes a f a i r l y hmegaaaoae' 

F • gs?onp shout ?7HIOH goneralissationa with regard to eomon-. at t i tudes and 

tandeaaias o f thiakiag ean he made* 

I -̂ h© ohjeot o f the investigation was to detenaina the meanings -

j whether e x p l i c i t l y expressed ea» i l l i c i t l y aaannaed * which THE auterviaer 

| a&sigaed to M s wwkiag environs© at* I t mm an at&aagpt t o f ind oat 'and 

-<® interpret h'ia oipiaioaa end Jad^asats* sat isfact ions and d ieea t i s fac -

I noa&j, and hJsiaallf * 

l o g I.Tethod o f LATAETIFFLTLOIU 

She aaethod employed t?as the Indirect type of interviewiag 

eiuilejr to the kind c ^ l o ^ e d hy the Sospaay in interviewing i t s e .^loyeaso 

'She ctspcrvisor* that i s t o »ay» rme allowed to talk about anything ha 

choaa. I f he pished to ta lk about things outside the plant , he waa 

pr iv i l eged t o do ao<> iTeverthsiess, ao in uaay case* i t v;as d i f f i c u l t to 
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, make the supervisor t elft s&d as t wished Mm t o express- .hiaeeif f r ee ly 

i a oertain areas, X generally had a l i s t of questions i a the eaek o f ' 

my mind ishieh I used c h i e f l y fo r the purpose o f ge t t ing him t o escpress 

ht&aelf more r ead i ly . 

She questions were o f the fo l lowing order? Have you feeea . 

with the gompsay a long timet Do .you thiak %k& supervision has • 

IB^roved in th i s tin*? (£o what do you at tr ibute your progress i a the 

S o ^ e a y ? l a your opinion what qua l i t i e s eaaet&tate a good eupeavisor? 

VJhat do you consider your major problems as a supervisor t o he? HOW do 

you ge t along TILTH your operators and your bosses? 

Jf I had to press for t h i s information by askiag such d i ree t 

questioas X d id .net taJte the ajoewsre given irery s e r i ous ly . W in teres t 

was assess* i a the way l&ey arrired at the answers rather than in the. 

answers theraselveao l a most eases the questions emerged from the in te r 

view si tuat ion i t s e l f sad %% suae, eases M was uaseeessary te a*k any 

Of the above- questioas« l a a good msafcer o f eases i t was, only neoessary 

to ask a few, hut then there were a few supervisors who absolutely 

refused to tall:., , 4 A the i r answers were gemerally i n the form o f *yee* 

o r *ao* o r absolute e i l e aee , IS&JQT o f tihase interviews were spent fcy 

hoth par t ies l a staring vaeaatly i a spafie and devouring c iga re t t e s . 

Bach supervisor w«s interviewed only ease- **e INTERVIEW 

l as ted in most eases f roa one J»ur t o aa HOUR and a ha l f . *Ehe SHORTEST 

interview was SHOUT FIFTEEN iniautes i a LENGTH; TS*e -longest TOOK ipproar* 

IMSTELY TWO HOURS and a HALF* 

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 



«K 

Io3 Method Qf Analysis. 

As 2 have already written a report on the F/sthod I use ia 

analyzing interviews, a copy o f which, X be l i eve , i s i a tho f i l e s of the 

Oompaay, I s h a l l only suisaariae aay point o f view very briefly, f o r 

those unacquainted t?ith 1feis type of analysis, i t w i l l look as i f I pat 

a l l t&e alsjss on the superv i so r^ shoulders for their dissatisfactions 

and criticisms, ©tie* however, i s not w purpose. Jfcay criticism or 

d isaa t i s fae t ioa has beta a personal reference and aa objective refersnee.-

As, in inost eases , the supervisor talked about some person w&osa I was 

not l ikely to meet, or whom, i f I did interview, I was not l ike ly to 

recognizes, or about routines, practises, or conditions in the shop witfc 

which 1 was unacquainted, i t would have been absurd for m t o try to 

evaluate whether the- supervisor was speaking t ruthful ly o r not. X mad© 

no attempt to find out whether the person ae ca l l ed a bully wee really 

a bu l ly o r i f the washroom* in such, and such a department, which he 

characterized as f i l thy, were really ia such a condi t ion . In short, in 

every statement .mad© by the supervisor X wee looking for what that 

statement would reveal about the supervisor rather than ahout the object 

of which he was talking, fh is admittedly i s only pert of the picture, 

nevertheless i t i s the only part of the picture ia which X f e e l quali

fied to make judgnents. tlamy supervisors f e l t that the interviewer 

should be ful ly acquainted with ĥop practices and routines in order to 

be a good interviewer. Shis criticim. Is to completely misunderstand 

this kind of interviewing. In this kind of interviewing the interviewer 
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is only m authority oa the attitude of the individual toward ths ob

ject o lie does aot aced to as, oa top of this, an authority on the 

object spoken about. 

critical of the supervisors and as i f I have aot looked sufficiently 

at the working conditions in the Oonroaay out of which the complaints 

may have ariaeac <to a l l this X plead guilty. error wi l l be made by 

the reader, however, only i f he interprets what I say to include a wider 

area i&an that to wbieh X have definitely limited sgraeXf* W interest 

ia in the attitudes of the supervisors, ia the kind of thinking ia whiea 

they indulge and ia the coaeeptioas which they have about the COR^eay. 

X am aot interacted ia ths truth or fa ls i ty of their statements or 

conceptions and the correctness or incorrectness of their attitudes. 

She one important thing I do try to determine i s that they really believe 

what they say end that ikey are aot jost making idle eoaversatloa for jay 

emaseffisat. once X have .assured .myself o£ this and one© X have described 

as accurately as X cam t ie kind of meaning assigned or the attitude taken, 

I then attempt to look to Die la&vidual bin* elf for one possible explana

tion. Admittedly this i s only one kind of sxplanatlom and dees not exclude 

others. X& fact i t i s perfectly compatible wita ethers. A person may 

have an overly suspicious attitude and yet, i a certain instances, be 

perfectly correct in thinking that other people are talking about him. 

Veverthsles* X s t i l l shy off from the too single explanation tfeat the 

latter condition i s solely the cause of his suspicion. I t is advisable 
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j ( - t o take a look a t tho suspicious individual as mil aa the obtest o f 

h i s suapicioa. I shal l not belabor th ia point any further* Without 

j making i t somewhat clear* however* 1 did think; that t&era might aa* 

! f o r the reader* a grave p o s s i b i l i t y f o r miaintarpretatloa and xaie-

uaderatanding* 

| fl&^iaolog|r* 

I Snare i s ju s t one further point with regard to terminology, 

I have used a §ood deal to?o words which need to he defined in order 

1&&t they he not miaunderatoodo X eomet tas use the word "infanti le"* 

i^hieh one m i # t take in a derogatory sense. In th i s repor t " infant i le" 

i a used in*a descr ip t ive sens© and not m a nerd, o f opprebriusu Y&en* 

even 1 use th i s word " infant i le" to, modify such functions aa thinking 

o r at t i tude, X sanely maan a lower o r more primit ive stage o f develop-* 

' scant an oaa i s l i k e l y to find asaoag children* Bad. 1 had a be t te r 

I descr ipt ive terminology at my diapoaal, evarythin<$ 1 sa id could have. 

| been stated without resort ing to each a ??ord o r analogies about chi ldren. 

| But thia t?ould hava necessi tated a more technical jargon than I aiafced 

t o employ* 

I also employ tUa word "demand" i n a rather general sense. 

Whenever I aay "so and so i s making such and such dersands of h i s 

1 rnvironaent o r of h i s superior, e t c » 9

n X do not loaaa to arouse the 

p ic ture o f a supervisor shouting at tao top o f h is longs and threaping 
C 

both hands on jay desk ta i l ing ma h i s demands* By demand X fcean a iaora 
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general oonctptioa including both explicit ly stated xotVn* and 

^ ,, . daairea aa wall an Um wall deflaad and artienlatad aapea, 

t3$aetatieaa 0 ianga? needaeat «t*$rl!igsv 

i i i raport ia divided ia three seeticas; (a) tha 

? , aupa3r?iior*a at t i tat* toward amtharity, (b) the ea;p#:rf**03*»a 

eaaeaptiea at M a jaa asd (a) tat ta^ai^aaif f# aeaaaptiaa af 

> hlinaelf ia sanation to the Qoapaay0 

ft* ffa* aaaeyfi'aaf'ra, Attitude toward Authority* 

Ttie eupeiTieor*a attitude toward authority, expreaaad 

. both Great ly aad Indireetiy, ateawd to m ana of the outstanding 

i p^0feu$a*iaa§ j ean#.to a* taa f i*at aaatlaa of this *»par* I 

j ahall ©a eoncemed with analjaing fh£* attitude. I sh*U Tiew i t 

; ' ' aa expressed fzom four different aeiata of Tiaw; (8.1) toward 
i 
j i»ii«diatt anparlora; (Sol) tomrd taa tafaaew* (8.3) toward taa . 
i 

•big bosses;' (So4) toward taa Ooapaay aad i t s policieso 

3 o i Attltada toward Irasdlmtc saperjoga., 

'T—'-'yo* Attitudes. 

4 topic frequently brought up ibr discussion by 

superrisors was with regard to the ttad of attitude oaa shouU 

take toward hi* superior. On tale qnaatiaa tares different 

! . points of tiaw ware •xpraaaaA. 
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^ i l l . mm?* were sows supervisors w*Q claimed that * *f*s* 
a t t i tude was the que to take , #er example, I t we* aee«*e> 
ary to haft, i a a i i 4 *het tho bos* wiohed be-fore expressing 
the i r 9m opinion 0 fheia? job wee to agree with wba* the 
bos**:eaid and to d© iahat. $*sy were to ld wHKheut question* 
goaje saperyiscrs to ld « e t h i s %mite e x p i i e i t i y ; ethers 
iasplied I t i a what they sa id 0 

S o i l s Btere were eome supervisors to *<*baing a. 
aaawss ohjeetioaahie« Beferthelese th ie wae the -
a t t i tude , they elaiaedo the boss demanded o f thee* end 
whiefc therefore l e d to the beet r e su l t s . • f h i e supervisor 
sti^it disagree with ' the' judgements and ias t ruet ieae o f 
M a boss bat f o u g h t i t unwise t o express openly tfci* 
D I M ^ r e e a t n t . He did what the boss s a i d 9 t » t with 
cer ta in pr ivate reservuttoaso I f thing* went wrong >|* 
was the bosses fuaarsl aad not h i s own. 

3 O H J 3 Thm there were some supervisors who strenuously 
objec t** t o f $ m £ s g * their aaperiara> sueb **iperrieers 
expressed themselves something as fo l lows : "Tiioso b i rds 
{ the ^ i * lasa) get along a l l r l # t around here but i » U . 
be daaatd i f I l&ew-tew to » y b o s s . 1 t e l l him ifcat 1 
think regardless o f whether he life** i t sad wants i t o r 
neto X suppose that wakes as unpopular but at lemet x 
em a o t a fcypeerite** 

8.18 Rea l i s t i c Goassptioa o f Authority. 

Oa FIJSU^BIIUK 1«tese at t i tudes earefullT'. several thinese -. 

appeared ro thsr s i s u i f l ean t 0 

* o i a i A l l the eupsrvisors who hrousht up f i l e problen 
spoke as i f the need t o agree with the b o s s and t o do 
without qu«i t ion what ihey were t o l d was an a t t i tude 
forced upon them hy thei r superiors* I f ifee* hoyed to 
s e t aleu* IA the Geeyaay, 1a i e wen what was fxpe i ted e f 
THSHU 

*«188 Mo supervisor, on the other head, e x p l i c i t l y 
stated that the •Tee' a t t i tude was the one he demnded 
o f h i e subordinates, although i a sons ease* i t was 
implied ind i r ec t ly in whet he seleU 

ft* 182 'She two supervisors X iaterviewed. wae reeented most 
the att i tude ef swfcesrvieiee t s t h e i r smperiors were the 
most peteraal is t ie wiwi **g*r* ts their •ubordiaatss. 
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&9X&& m supervisor seeded to am the personal e* »ub~ 
jsctive side of t i l s prohl«&, that i s tet snthority i s 

' never completely saparlx^ostd from the out side, tiat ther* 
i s a need or d,e»and for authority-ia the individual ifcich, 
ia a ee&et, t&e individual presets oa the' aatironnant* 

2*13 s imite i ty to aertaia ^ttitudeij. of Youth. 

I t was suoa observations whtah s*de me raise the following 

tja 'Jtion, "as i t possible tbut tfc* supervisors wer* perpetuating in m 

adult situation emotional attitudes sinijar to those of children in the 

family cirele? Aether to obey the parental wishes or not i s one of the 

chief problems of youtho ' * • a l l haw seen the model youtb ifeo i s oospltte-

Xy obedient to the wishea of hie parents, fe reaopiae the ••doleseaat 

who' plays a public l i fe of obedience and a private Ufa- of rehellie* and 

we have *e«n the child ttoe streaueasly objects a&& epaaly rsbele against 

ais parents, Xa i t possible" that1 the- supervisor, 1*0 i s s t i l l involved 

ia the question of whether he should completely agree or completely dis

agree with hie superior, i s s t i l l retarded by this infantile conflict? 

B » 1 * OhtdKaee .versus.. Bsbellion as. e, syegtom of Inefftctivs collsaoratlcsu 

One of fee chief characteristics of 1he a&olsseent's attitude 

toward his parent* i s hie attfwpt to choaa between the false alternative 

of obedience and rebellion. at&utftos of **e nature of the specific 

situation, any expression oa the part o f -the parent i s by amy children 

sithsr dutifully aeeeptsd or bitterly rejected, sooetiaes ths dualiwi 

takes the fojm of an outer sutodssioa but an inner repudiation. At ether 

times i t aeans obedience in eertaia areas and disobsditaee in others. 

But in a l l oases i t involves a choice of either cms of two alternative 



RESPONSES TO A VARIETY OF F AAILY AITUATIEAA. PATTING TAA PROBLEM IA 

J ' ' ' . ' • ' : " . 

THIS FASHION I S LIKELY TO INVOLVE A AAAFLIAT FOR THE INDIVIDUAL. HE 

T AAA NEITHER FFITW WITHOUT FEELING THAT AA I A BEING DEPRIVED OF HIS - > 

ADULT PRAROGATIW* AOR RABSI WITHOUT FEALIAGA AF DIALOJJMLTY TA AIA 

PARENTS A 

2A THI- AORAEL PIOEES* OF MATURING, OBEDIENCE END REBELLION 

OAAAA TO EXIST AA FIXED 0 •TEROTJFCID ATTITUD**. LA A » Y * * 2 « 1 * N S WAERA • 

TWO OR AORE INDIVIDUAL* ARE ATTEMPTING TO EOLLABORATA, * A T O # R I T AA 

1FC* RELATION EATWAEA HUSBAND AND WIF*, PARENT AND AALLD OR FARSSAM AND -

GROUP CHIEF C LARALA AND AREAS AF AUTHORITY te$ CONVENIENCE AND EFFICIENCY 

ARE BOMAD to HO ESTABLISHED 0 ANY MASHER OF SUCH A OCLISBORATIV* GROUP MMY 

FIND I T PROPER AA CERTAIN OEOAAIAU* TO EUBAIT TO THE WISHES OF ****** o . 

FA* FATNE*D FA? *XAMPL»0 MIGHT FIND I T PREPAY AA .TAA ONEAAIOA OF MIA 

CHILD'S BIRTHDAY PARTY TO SUBMIT * » TAA WISH** AF AIA AMLLD TO PLAY CERTAIN 

GAATAA WHICH AA WOULD MAT LIKELY FLAY IA THE EFF&EA* IAFT ATIIL AA * * * * * 

I OAAAALOAA AND IM. OTMT* SITUATIONS, AMY M»M*** MAY FAAL F**A TO TXPSAA* 

DIS*GREAAENTC ENTAILING PARTIAL SODIFIEATION AND EOMPREALAA. "DISLOYALTY 
1 " • 

j TA ONAAALF AY DLALOJALTY TO FEW PERSON I A AUTAERITY LA MOT IMROLTWD IN 

j EITHER AAA** XA FAST AMY M*AL AA* AF EOLL**A**TIOA INWALV** A CERTAIN 
I 
I 

AMOUNT OF SUBMISSION AND A ATTTAI* AMAAAT AF SELF**XPREESICN. LITHER 

ATTITUDES OF EOMPL*** OBEDIENCE OAR TEMPLATE NABALLLOA ANA* MEAN A 

i 
OESS*TIOA TO EOL2ABER**IOA. m AMY *OLLABARATIV* ENURPRI**, *OMPL**A 

. F * OBEDIEAOE *r REBELLION LAS* ***I*» SIGAIFIOSXE*. FLSAY H*AAA» IRRELEVANT 

PREOCEUPETIEN*. WFC***T*R AA DO FIND SUE* P***WE»PA**EM*, WHETHER I T A* 
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In FAMILY AITAATIAAI ER IADAEM?IAL ALTAATIEAA, m A*A LILATLY F I FLAD, 

{*. AA ITA OOROLLARYE IAEFFTATITA ASPORTATION. 

XT- AAA WITH AAAN IDEA* THAT I TNRAAD JAY ATTENTION TA THA 

RELATIONE EXISTING AISOHG THE MASHERS IF FIT SUPERWIAATFY FCISRAROHY. . 

0of ATTITUDT TOWARD YAGANNA. 

LA GANARAL, PAPANAI ORITIAIAAAI AMI* AY FIRAT LIAA ATTPE**IAO»A 

WERE DIRAETED AGAINET TAA FOREMAN AR ASSISTANT FORAAAAO- ?AE G*PNP AHIEF 

D I I NO* ANAAT TO *AGARD TAA AAALIOA AHLAF AA NIS AOAA» THE FO*AAAN# OR THE 

*O34 MAN** AA HA AAA FRAQAAATLY AAUAD 9 'IA FOR MOAT OF THATA TAA AAEA. 

A&FLMWGT A GROUP AHLAF NIGHT ARITIEIAA A AA«TLAA AHIAF 0 I A M A T CASES I T 

AAA NOT DIYEATID AGAIAAT HIM AA AIA •UPAVIORO BATWEEA THEM TFCXERE AAA A 

EPIRIT OF **?AIRY# I F OAA AF THEM GOT AHEAD I T WAA BECAUSE AA AAA *IA 

AA AAAAAAD A Y TAA DIASATIAFIAD PARTY AF. FAVORITISM, I A THOSS AAAAA WAER* 

A GRANP AAIAF WOULD CRITICISE FELT SECTION AAITFF AA A SUPERIOR, TKA . 

AEEUAATIENA MADA W**A ALALIA* TA TAEAA MADA AGAIAAT M\T FEREMAA, AA F 

AFCAIL CCNSI*** %AM NAAE* TAA LATTE* HAAAIAG. • 

MALA? TOMAE OF SYLTIFILAM. 

. VTO ERITIAIAMA MADE AF * A * FARETTA* AAA HA PAT IOTA 

GROUP*. 

T . * U SFEERS AMI * * * *A*A*A* A O WAA ASWASSD OF 
BETA* A F^AN-DTIVWR «R A PALLY. 3**A M A TTAAV-
ALLY APPLIAI TA TAA F**ENA* AHA BAWLS* TATM OUT 
WIMIOAT A. HEARING AA* I A AWAY AAAAA AAFMRA TAAIV 

ft IĴ p̂ l̂ P̂ ^̂ l̂ 3̂P̂ |̂  î̂ Ĥ  '̂PPJWK m̂3̂^̂ Î'̂^̂P̂^̂ 3̂̂  F̂ET̂.L8̂  
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SoSIS Ehere was the foreman accused o f be lns ignorant, 
uaprogreasive, or uncooperative. This was generally 
applied to the T old-timer* ana m& set in his ways and 
who refused to change, a foreman whose attitude was 
"what was good enough tventy years ago ia good enough now," 

3QSIS ton there ^?as the foreman accused of being a waiea*-
saa„ unfair and secre t ive , 'fhia ma generally applied to 
a man who played p o l i t i c s , i*ao had his favor i tes , who 
wan apt to aistrust his subordinate© and was always on the 
look out for an infraction of the ru les , a man who was 
meticulous in his demands and who did not pass on to his 
subordinates information sent to his department by his 
superiors or other organizations, a man ^ho was apt to turn 
over written laaterial ly i a$ on his desk v?hea interviewing 
h is subordinates. 

ZoZZ Every QritJclam has a Personal and an Objective Reference. 

I t i s well not to take such c r i t i c i sms too much at their face 

valueo Of course, i t i s quite ooaslble that the foremen were as "bad" 

a t p in some oases, they were painted* But i t i s a l so always equally 

possible that an ^causation an the part of the subordinate o f non-

cooperation on the part o f a superior, may be a method adopted by the 

forser o£ jus t i fy ing h is o.m fa i lure o r unwillingness to cooperate, 

l ikewise an accusation o f * being bu l l i ed ' saay a l so a r i s e from undue 

preoccupation on th is subject , on the part o f the accuser, tfhich i s the 

case , hov?ever, can not be set t led by theore t ica l speculation* Only a 

concrete study o f the empirical si tuation in each case can dec ide . 

Tilth the question of vhether these accusations were co r r ec t 

or not , I me therefore not concerned. In any case i t i s obvious that 

such judsaenta made of the foreman, whether true o r fa l se , do not nake 

for vrer,7 e f fec t ive col labora t ion . As i n this sect ion I m concerned with 

the subordinate*s re la t ion to his superior and not the r verse , I s h a l l 
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only look in the above made sritieiaras fox* <rtm* they t e l l us about 

" , the c r i t i c than about the person boins c r i t i c i s e d . The assumption I 

make, aa 1 have explained in the introduction, i s that say c r i t i c i sm 

reveals something about the d i ssa t i s f ied subject as we l l ns the o b j e c t 

of his dissat isfact ion* 

A. Demand to be Treated as aa Adult , 

H » t interested l a the above c r i t i c i s e was the i r s&aiXarlty 

to f e i r l y comoH parental at t i tudes against nhiah. youtli i s most l i v e l y 

to reb>.l* I t aemed to mo a lso c l ea r that present i a a l l the c r i t i c i sms 

was the uxpl ic i t demand on the part of the subordinates to he treated 

ss responsible adults rather than «s merely obedient children* From the 

foremen they v«ro desandias respect , a smn w i l l l a s to a l i o * thea to • 

exercise their « i n i t i a t i v e and judgaeat, a leader and act a drives?, 

& man just aad f a i r ^ho wi l l ' judee things oa their racrits, unbiased, 

unprejudiced,, open and above board. Of course these may be excessive 

demands to project en any individual and there was no doubt that some 

forcatan f e l l far short o f the demands .hlch were being zaade o f them. 

B»M A Provisional Interpretation of fhts Demand. 

3?hi* insistence oa being treated as adults struck me as being 

rather s igni f icant , -hat i a the cause o f this high degree o f s ens i t i v i t y 

on the >5a:ct of subordinates o f being treated as children"? Could i t he 

' o s s ib io that s t i l l aore subaereed vise t'ie desire to t>c treated as 

^ eHildron, ;hich they *?sro dss-aratoly trying to d isguise? This kind o f 

eaif-dooeptlon, i s i a l l y not conscious to t*io individual , i e f a i r l y 
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"i c o m o a , Xa order t o conceal ee3?tain Inner motives one has t o pretend 

; , in hia outer r o l e to motives quite the opposi te . Here we have the 

Ohodien0^3?ehellion. c o n f l i c t -making i t s appearance in a new fona 0 

The fear on the part o f supervisors of being reducad to sheer 

obedience makes them r e b e l l i o n s . But this very fear i s l i k e l y t o 

ar ise from a ''suppressed wish" fo r that very s tate , A costaaoh phantasy 

1 i s the comforting thought o f complete submission to sosie ob jec t o r 

I en t i ty r/hich, i a turn, would play the ro le o f father* protector and 

guardian angel.. Haturally such' a phantasy i s childish and l i k e l y to be 

concealed or disguised. Nevertheless X bel ieve i t operates in the 

thinking o f a number o f supervisors * In re la t ion to the foreaan i t 

luanifeats i t s e l f in a disguised form. But ia re la t ion to the compaay ' 

i t comes• quite openly to the aarfaae* 

£.3 Attitude toward "Big ffoafea," 

j fhe term »big boas 1 was generally applied by a impervisor to 

an individual at least four o r f i v e ranks higher than he « s » For a 

j group ch ie f i t might be anyone from a general foreman up. In most casea 

i t was man sith whom he had l i t t l e personal contact . He knew he 

exis ted and had an- o f f i c e somewhere in the plant from which rather 

important orders o r instructions issued, Few personal c r i t i c i sms were 

eacoreased about the ' b i g hoasea#* fhe at t i tude o f a f i r s t l ine super** 

j v i so r to a *blg boss* was generally one of cu r ios i ty . As one might 

exoec t , about such men were fabricated a number o f myths, l i t t l e sub-

stantiated in f a c t . Several group ch i e f s , f o r oxanple, i n order to 

prove the i r ooint that a c o l l e g e education was almost a necessary qua l i -
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f l ea t ioa for" advance-meat in to the higher realais, c i t ed the ease o f the 

assistant superintendents, F O R h i s subordinates a «big boas'1 had a 

symbolic » i@ai f ieaaoe . To tha& he s^aaaiiaed successful achieveiaeat. 

although a i'm expressed srave -aunts as to the alleged merits o f 

aevfesia *fcic hoaaea* by means o f which taa success had been achieved. 

Attitude toward the Ooiapany an* i t s f o l i c i e s 0 

' l e t us aotf turn at tho c r i t i e i s a s directed against the 

aoliaiaa o f the Garapany* • Shorter hours, payment, l a y - o f f , advancement and 

demotion ^ere the ch ie f t op ics discussed, l a soae caaea subjects 1 

shal l dia&uas under thia heading m y not be ooaawawr p o l i c i e s , but aa 

Ions the supervisors eoaeelva' thorn aa such, X shall include thea ia 

this section*' 

Shorter I J A J F F L J F C . 

In the aagtzmias o f the outasser, before the h-day week for the 

vaeie Conrssay -tad been put in to operat ion, there aas considerable sraffibltag 

about the out in the number o f working days per v?eek. At i.hat' titao sca t 

operators ^ere on a 6»duy o r 4£*&0ty? ;-je$kf aivhouf.h some 'Operatora sere 

only working 4& days or leaa . A l l group chiefs and sec t ion c h i e f s tfork-

inr, ia a regular shop department a l so were on a Cs-day, 4Q~hour week. 

Sect ion chie ia not working i n a regulcr chop department but in the o?orat~ 

i n - branch «ara on a 4V day week. Everyone fraa assistant foreman up 

w,«s on a 5 j day week, th'.t i a , f u l l time. 
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fhere wan very l i t t l e c r i t i c i sm wade agaiast shorter hoars as 

such. A l l c r i t i c i sms were directed against the unfair ;*ay i a which the 

"cut" was being applied, that i s , the unfair discriraiaatioas which were 

being saade as between ranks, o r between departments, o r between branches. 

Supervisors i n noa-ehop departments o f the operating; branch v«*re disturbed 

because section ch ie f s i a o f f i c e departaeats o r other breaches only toofc 

a hal f day cut while they had to take a f u l l day cu t . Group chiefs and 

sect ion chiefs could aot understand why they were aefeed to tetfce a 20$ 

cut vrhen they, o f a l l supervisers a could l eas t afford i t . Other super

v isors wished to know "where the h e l l does the Company get tb i s two c l a s s 

systesi anyhow." Group chiefs in teres t iagly , i f not l o g i c a l l y , argued 

against the two c l a e s system oa the grouada that they mve put on the same 

l e v e l as the operators, several supervisors f e l t that their s o c i a l 

pres t ige had been injured, f r iends and neighbors to -svhoa they had proudly 

boasted o f being supervisors at the western E lec t r i c Company would n o ' 

longer beliBve thea and taunted them by sayiag, M0h* X thought you were a 

supervisor, but I see your hours were cut l i k e the he lp . " 

There ia no question that these preoccupations emerged from 

s t resses oad s trains o f an unusual order . The need f o r retrenchment and 

curtailment o f expenses on the part o f the Company was igakitts f o r ea 

undue amount o f anxiety and uneasiness on the part o f the employees.. 

Granting, however, that s o c i a l so l ida r i t i e s were being disrupted* egos 

(. 1 were beiac deflated, and fee l ings of insecuri ty were being released, 

nevertheless the interesting thing i s the way i a which these foe l ines o f 
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ef insecur i ty were being expressed* .10 supervisor tosBc offense because 

the Company had to cur ta i l expenses by a eat i a working hours. There 

was ao question that a good number o f supervisors were being f inanc ia l ly 

herd h i t by the out , Homes had beea bought on which f i r s t and sometimes 

eesoad•mortgages s t i l l had t o be paid up* Taxes, s t reet assessments and 

ether improvements had t o be met. Sons end daughters could no longer be 

seat to schoo l , A good number o f theft had had to reduce the i r standard 

o f l i v i n g . Many o f them had dependent parents or married sons and 

daughters toward whose support they had to contribute, Nevertheless most 

o f thea accepted th is load with a certain aaouat o f resignat ion. Only in 

a few cases were any accusations made against the c a p i t a l i s t i c economy or 

present p o l i t i c a l government which allowed such a condi t ion to a r i s e . I a 

no case wee the Company held responsible fo r the s i tua t ion . The one 

demand which seemed to uaderly a l l the c r i t i c i s m s raade against the Oompany»a 

p o l i c y was the unfair way i t applied in oae case as compered to another 

and that they, as members of a particular department, breach o r rank, were 

being discriminated against , 

2o4£ Method of. Payment. 

I f we l o o k a t the c r i t ic i sm made against the Company with regard 

to method of payment we find prac t ica l ly the same general s i tua t ion , l a 

most cases there was no c r i t i c i sm agaiast the wages as such. There were 

a few supervisors v?ho thought that cer ta in rates oa certain Jobs i a 

certain departments wore too lew, but suc-i c r i t i c i s e s were by far i n ths 

minori ty. Host c r i t i c i sms with regard to the method of payment were 

generally discussed u»d*r ths fol lowing heads. 
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1*421 Group ehiefa and aeetlon ch ie f $ in s t ra ight piece 
warlsr departments who earned lees than many o f the 

< '•. operators in - the i r departmenta were eager to point this 
out as unfair .and unjust. Here they were asked t o take 
a pos i t ion of greater respons ib i l i ty and yet were not 
being paid as much as the operators they were supervising. 

.. !o4SS Assistant -foremen o f gang piece worK* departments, 
who in some eases were earning l e s s money than many o f 
the i r subordinates e lao expressed the same grievance* 

1.433 fhere were group chiefs and section ch ie f s in gang 
p i ece work departments who were distressed because the gang 
percentage had been reduced by the inf lux of "o ld t imers," 
that l a , men with higher; hourly nates* 

1.4S* Supervisors of groups and sect ions where a eos t 
• reduction case had been ins ta l l ed , thereby resul t ing in a 

lowering of gang percentage, had a great deal t o ' say on the 
s u b l e t . 

$•43 Adyaacaaaato 

At preaeat I shal l only consider the top ic of advancement te 

- the extent that i t ahows the supervisors ' at t i tude toward authori ty . 

- l a t e r In the report t sha l l b r ing thia subject up again from another 

point o f view, ~ 

Among a f a i r l y large group o f supervisors there was an opinion 

with regard to advsaeetsent which re f lec ted rather in te res t ingly the 

supervisors* at t i tude toward authority* Kany supervisors were d i s s a t i s f i e d 

with the progress that they had made in the Company. Among them there 

were some who expressed themselves, in the following way. This supervieer 

thought he had done everything that had been expected of him. He had 

elwaya obeyed a l l the rules aad in every way had attempted to do every-

( thing which had been asked o f biau He had always been fai thful t o Company 
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poller sad had tr ied to conduct himself accordingly . ' Yet i a his department 
( "< * 

- and in neighboring departments, he could point to men who were s e l f i s h , 

* e g o t i s t i c a l , unfair, ete#, T R U E had "been advanced over his head. ?3ais 

supervisor W A S perplexed with the in jus t ice of things. Qualities and 

at t r ibutes o f which the CJompaay disapproved were being rewarded and he , 

oa the other hand, who had done werythiag according to Company p o l i c y , 

\ 
! was l e f t at a s t a n d s t i l l 
T • . 

I • 

* ' A variant o f this at t i tude expressed i t s e l f in a s l i g h t l y 

\ d i f f e r en t way» This supervisor had f i n a l l y come t o the conclusion that 

j u s t i c e did aot prevai l i a the Soiagssy* He claimed that should he use 

rather questionable tac t ics» he t o o could progress, but of course h i s 

conscience would aot a l low him to do such things.. The g i s t o f h is remarks 

was sometimes t o the e f f e c t that he would rather be boaest and only a 

y group chief than to be dishonest aad be a foreman. Another very popular 

j form l a which th is cynicism appeared was in the statement, " I t i s n o t 

what you isaow, but whom you know.'* 

| What interested me i a these two att i tudes was the unexpressed 

assumptioa to the e f f e c t that a supervisor should be rewarded merely 
| because o f his obedience t o ths company. This supervisor assumes that he 
I 

i s doing everything that the Company waats, merely by aot doiag anything 

that the company p roh ib i t s . *he*e two statements are not i d e n t i c a l . This i 
i s the «ay the ch i ld might interpret his r e a l i t y . He expects t o be 

(C rewarded merely because he has aot boon dlsobedieat to the parental wishes . 
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I t i s a l so interest ing to note that the second attitude i s 

merely another -say o f expressing the same thing* i n t h i s case the 

supervisor ' s infantilism., sometimes c a l l e d idealism,, expresses i t s e l f ia 

a Som o f cynicism, fh i a supervisor s t i l l thinks that the Gampany 

should conform to his infant i le wishes hut he ra t iona l izes i t by saying 

that he refuses to play the game because the game in i t s e l f i s unethical 

and he i s superior to ito " 

Among the l i s t o f qual i t ies which maay supervisors put up as 

those necessary in order to progress in the Company there was one group 

which manifested the same kind o f a t t i tude , f o r these supervisors 

being f a i r , hoaest, patient, bread-jsinded, thorough, p r ac t i c a l , l o y a l 

and thoughtful, were the requis i tes f o r success . Kow, a l l these qua l i t i e s 

might be looked upon as things which say employer t&ight expect o f a 

supervisor merely to keep his j o b . A number of supervisors boasted about 

the i r hoaesty as i f th i s were sometaiagy par t icular ly outstanding end 

meritorious rather than something which anyone might assume in a super

v i s o r . 

ZM lay-Off So 

The auestioa o f l ay -o f f s was ao t af fect ing most o f the 

supervisors I interviewed as most o f them had at l eas t s i x years s e r v i c e . 

*?ith regard to laying o f f employees most o f them were agreed that as Ions 

as ample eonsideratioa was being eJLven t o leagth o f s e rv i ce i t was be ing 

done oa a f a i r ba s i s . There \w* ao question that s e r v i c e i a the oompsny 



was m important consideration to most supervisors . Only i a the case 

f t;hara i t looked to- the supervisor as i f length o f service was ao t being 

£iven ado mate considerat ion did he become exci ted O H this question* 

l a only one Instance was th i s issue about length of s e r v i c e 

over questioned and that was with regard to married women* ?$aay 

supervisors f e l t very s trongly that married somen should be <iiec barged 
i . . 
j . before s ingle g i r l s in sp i te o f the f a e t that the fermer might have had 

j longer service records, "la th is case however a moral issue was involved. 

) I t was the question of whether or aat women should be allowed t o work a t 

I a l l and, in particular. , married women. There v/ere a l so (..uestioas o f 
K 

. fairness and o f rivalry* Many supervisors did not l ike to see tfceir 

f e l l ow supervisors whose wives were working enjoy a higher standard ?>f 

l i v i n s than they were capable of maintaining. %n several instances the 

I supervisors who f e l t niost s t rongly oa th i s question Had a s i n g l e daughter 

I working' i a the company. . . 
i' • 

• demotions.. 

j Curing - be period that 1 interviewed there were quite a number 

o f sec t ion ch ie f s demoted to group ch ie fs and some gr>ous ch ie fs demoted 

back to the beaoa. As one might aspect the d issa t i s fac t ion expressed by 

the f i r s t demotion was not as great as the d i ssa t i s fac t ion expressed by 

the second demotion. To be pat back oa the bench or machine was t o , l o s e 
I 

I a l l 3 F ones supervisory capac i t i es , nevertheless most o f them accepted 

the demotion ,uite r ead i ly . Th&y were sa t i s f ied to have their j o b s . Those 

who were d i ssa t i s f ied never expressed their d i s sa t i s fac t ion against the 

Compeay bat a l s ys against aoao superior who had demoted T H E M vfbea there 

wore other supervisors i a the department woo should have b en demoted. 
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Again the question o f fairness with regard to the way in which demotions 

were applied ma the chief ' preooeupatiom. 

2.4<5 f*0id;fiaerft. o

H 

Some supervisors thought ciore consideration should be given by 

the Company to men with Ions serv ice records . In each case i t i s 

interesting to note thia c r i t i c i s a was made by a man who had long s e r v i c e 

in the Ooiapaay„ fhe way thia c r i t i c i s m was frequently expressed was 

with reference to vacations* Many o f the "o ld timers'' had had to work: 

ten years o r more before get t ing a week* s Vacation* How ©very employee 

with two years service or more i s e l i g i b l e to a two weeks vacation. 

According to then the newcomer i s get t ing a l l the "breaks." 

So 4? Interviewing Program,, 

By far most of the supervisors interviewed were in favor of the 

interviewing program. In many cases th i s r e f l ec ted the supervisors ' 

at t i tude toward the Company. As long as management m s interested i n 

such a program,, they f e l t -chat i t was their business also t o be interested. 

The few 'ho were not in feyon o f i t c r i t i c i s e d i t on grounds o f (a ) not 

being confidential and (b) nothing had been done by the Qotnpany about 

the things o f which the employees had complained. V.rhat waa the use o f 

i t anyway? But AS an instrument o f get t ing thei r private gr ievances , 

complaints and points o f view presented to the Company, so l ong as th ia 

a r t e r i a l WAA kept confident ia l «nd not used against them, they were very 

much in favor o f the program. 
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So48 Supervisors* goaferenoe** 

As l a tae eas t o f the Jatartiewiag program, $h* supervisors -. 

ooafsrenees wire a l so h i $ q y considered* She fsw cri t isiams d i r ec t ed . 

a* th«m ware (a) they w#ra aot de f in i t e eaoush 0 that i s tbsy d id a o t 

t e l l the supervisors just what they should d o ? <b) tae eoafsrsaee 

leaders did aot know «xoa^h 0. that i s they were aot auffteieatl^ ae~ 

qaaiated with shop pract ises to instruct tbem aad ( Q ) the views expressed 

i a eonfersaee were aot kept eouf ident la l , '• 

mei ; oa,Piaa:»- Thrift g i aae # s tock S ^ i e i a s | l o n r Plan-, 

There was ao question that the supervisors were h i # 3 y i a 

favor o f fee po l icy of the Company with regard t o the pension p lan , the 

stock -.anticipation plaa aad the various t h r i f t plans* Hot cue supervisor 

objected t o what might have' %esa eoaeetted as a paternal is t ic a t t i t ude oa 

the part o f tfee Oompaay. Moat supervisors eould aot speak highly ©aou# 

of these plans* 

SoO sunmary. 

2 & 31 Preoecupatioa about ffajrassso • 

Qa revfewias a l l these c r i t i c i sms made by the supervisors o f 

Company p o l i c i e s , the one thing *&ieh attraeted w a t tent ion was the 

one common, thesne running throughout, narasiy, the question o f f a i rnes s . 

About shorter hours fo r example^ i t was that so aad so o f such end ouch 

a department or branch o? --ank did not s e t as great a cut a s somebody 

e l s e of a d i f ferent department. areata, or rank. With regard to method 
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A # FT EXPRESSED ITAALF * * TAA FARM THAT AA AAA* AA ©F A CARTA**, 

, R . DAPARTAEAT A M MOT m% PAID AA AWLI AA AA APERSTO* I N THAT DEPERTAANT* 

I T MIGHT ALMOST HA SAID THAT IA. AO EASE WAS THE POLIEY OF THE COAPAASR 

AVER CRITICISED AA AUBH* I T WAA ALWAYS THA QUESTION OF THE FAIRNESS 

LA THE WAY THA POLISY WAA AROSMNG OUT FROM THAI? INDIVIDUAL POINT OF • L E W , 

' LA MANY INSTANCES THA AGGRIEVED • INDIVIDUALS WARN HOT PARFCIAUIAS^Y AFFEATED* 

• SREVERTHELESS AA LONG AS THEY THOUGHT THAT AORAAOAE OR OTHER I A Gmm&w 

J ' WAA BENEFITING MORE THAN TKEY WERE0 THAY FELT THAY HAD A | U S T EAUSE FOR 
I 

; GRIEVAAOSO I T ? . A $ THIS ATTITUDE TFTIEA ATTRAATAD MY ATTENTION. UNST W«A 

THA ROOT OF THIS ATTITUDAV -
I 

S*S2 QEAAND FOR, A YUST PARENTS 

S*T ME TURN AGAIN TO AN ANALOGY* ADMITTING THE FAST THAT, I N 

I • • 

; • • • • IAAUY EASES, ANALOGIES ARE LIKELY TO BE DANGEROUS* FOR TMAMPLA;T I A A 

' FAMILY OF AT LEAST TWO AHILDREA OF ABOUT THE SARAE AGA, IF WM AND B*R*Y 

' HAIRS THE AAMA BED-TIRAE8 EARLIER THAN THE PARENTS* LITTLE DISSATISFACTION 

$A EXPRESAAD AY EITHER OF THE TWO. CHILDREN* BUT I F DIAFC HAS TO GO TA 

BED. BEFORE SAR*Y, BIEFE HAS A GREAT DEAL TO SAY ABOUT THE AUBJEET* XN 

THE SQIUQ 'V-I-IY, I F YOE FOREMAN AND CHARLIE WASTEAPA BETA HAVE TO TA&E TAA ' • 

] • SAME $UT I A HEURAT TFEE AN* I A EEESPTTD ABEASFNLIYT BTFT I F CBANLIE 

I 'JEETERN HAS TO TAKE A BIGGER CAT THAN JOE FORAMEN THAN OBANLIA BEAORAOE 

EXOITED*. 

j SO S 3 ITS ANALYSIS. 
M M * * I II WIIK « • I ILILLL ILII 

I T LOOMII TO MA AS I F THIA PREOCCUPATION ABOUT FAIRNESS WAS 

ON INDIRECT WAY OF EXPRESSING THE DANEAD ON THE PART OF THE AUPARVIEOR* 

THAT THA COMPEAR SHOW NO DIACRIRAIAATIOA AMONG ITA MNPLOYEAA* I T IA 
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the analysis o f I b i s demand: oa which X would l i k e to spoaulat£* There . 

if? no question that for aest of the supervisors the Company represeatsd 

Move than the *bi<* bosses* who administered .its policies* The Company • 

rata aa en t i ty oa which they projected the i r greatest hopes aad fears* 

I t vj'bb la rgely a product of their mm wishful thiateiiis:» I t was viiat the:/ 

desperately hoped aad wished i t t o be« ^fsove e l l , the Company isast be 

fair*, i t siast represent the principle of jus t i ce end. s t ab i l i t y* I t • 

cannot bo capr i c ious and inconsiderate* Sere fhie the ease* the i r .tabs 

would not be safe* f a a sense they f e l t that the Compaq ms master 

o f the i r destiny aad fa te« To be deoendeat oa a capricious, unstable,; 

iaaoasiaarate ob jec t was t h e i r worst £ear f i To b e dependent oa something 

which too& in to C o n s l t e a f i o a their own personal peiat of view was the i r 

greatest sxosetatioao fhSs$, i t seemed, t o rca, was at the root o f t h i s i a* 

©latent destaad that the Conpasy see things from the i r personal point of 

view and that i t die-oeaee thiaga equally and fairly anoaf I t s artpley-eaW 

Anything ?fei«h could be interpreted by a*gr single supervisor to mean that 

the canwaay we?? doing southing which \rm aot talcing into consideration 

things from h is own point of' view m e viewed with elsa* and eenstewnatiOE** 

Ia short B If we look at the demands aede by the supervise* of tae Oorapaar 

aad e f their superiors in the Cotapsay, we see a rather interesting' aati»-

thesis* Toward the foreman the auparvisor wants to be treated as an adult** 

TJadarlyiae aoet of the criticisms made adjust the foreman was the demand 

that they be treated as men and not as children* Underpins the demands 

mads o f ths Company we see ths wish for a just parent, to whom they wi l l 

cheerfully submit oa the sole coadition that he will treat thea as on* of 

his own chiidrsa* 
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XA OPIATM I T WE* *A THIS WAY THAT to STAST SUPERVISORS T&A -

OBSDISNSEVPSBELLION SOMPLAX I S RESOLVED* LA AO WAY DO 1 THIAFC THAT THIS 

I S anything PARTICULARLY UNNATURAL OR ABNONUALO I T DOES ROSEA THIS, BOWER E*, 

THAT FOR MANY OF THE SUPERVISORS THE WESTERN SIEETRIE OONPUNY HAS TAKEN 

OVER I N THIS PRESENT INDUSTRIAL EIVILISSATION FUNETIONS WHICH WERE PREVIOUS* 

I Y ADMINISTERED HY THE STATE AND THE SAUREA* 

2*54 POSSIBLE IMPLICATIONS, 

I F «GR ANALYSIS HE CORRECT THE QUESTION NATURALLY ARISES AS TO' 

•JSIAAT EI0IIFICEAU# O tf AAY E I T HA* FOR TAANOGEIAEAT OR- .SUPERVISORS* 2 * # I T 

I T SAID I * THE FIRST PLAEE THAT THIS INVESTIGATION WAS AOADUETSD AND THIS 

REPORT WRITTEN PRIIAARILY WITH THE GUESTLO* OF DIAGNOSING *HAT THE SITUATION, 

I S E#- HOW % SAW I T TO AA 0 FATHER THAN TO OFF*** & PRESCRIPTION* IFEVA>*TT*E«* 

LEAS, AS THESE TWO THINGS CAN AOT HE COMPLETELY DIVORE«D9 1 SHALL TAKE THIS 

OPPORTUNITY OF VENTURING A FEW OPINIONS ON THE LATTER QUESTION* 

THE RESOLUTION OF THE FALSA DLSHOTOXY BETWEEN OBEDIENEE AND 

REBELLION GOES HAND LA HAND WITH THE REALIZATION THAT AUTHORITY I S NOT 

SOLUS THINS SWREJY EXTERNAL TO THE INDIVIDUAL TO I&ICB HE MUST EITHER 

SUBMIT OR REBELO THERE I S AN INNER NEED FOR AUTHORITY PRESENT I N EVERY 

INDIVIDUAL WHICH HS MUST LEARN TO RESOGAIAE AAD UNDERSTAND* OTHERWISE HE 

I S GOING TO HE IN A MIDDLE OF CONSTANTLY TRYING TO FCAOEK DOWN THAT WHIEH 

I N PART IS HIS OWN CREATION* THE GROUP EHIEF * FOR EXAMPLE* IN RELATION TO 

THS FOREAANJ, I S I N THE AWKWARD POAITIOAT OF ASKING FOR SOMEONE FROM WHOM HE 

CAN TAKE ORDERS AND YET INWARDLY REBELLING TO TAKE THEM WHEN GIVEN. THE 

RESULT I S HOUND TO LEAD TO INDECISIVE BEHAVIOR, PREECEUPATIONS OF OBEDIENCE 
* 

AAD REBELLION AND FINALLY INEFFECTIVE EOLLABORETION* 
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How at the Western Slectrlo Oorapany individuals in groups 

are collaborating with each other aaa with other groups for cossaoa ends 

and purposeso As I have previously states., i t is natural that in sunn 

groups and between such groups, levels and areas of authority art 

established. In order that collaboration between levels of authority 

bo most effective, the factor* ishich mke for greater or leas effectivity 

mtad to- %a understood* $i* abeaianaa^reballiom attitsati tamrd authority 

is' in ray opinion one sueh factor» 

I t i s also quite clear that insight into such a meahsnisw could 

not possibly be given to a l l supervisors* 1 need not enumerate a l l t a t -

obstacles^ both practical and theoretical, to each a plan* Tat I do 

think that some such insight needs to ba in the minds of tha higher 

executives and men engaged in personnel work and research work in that 

area 9 so that problems involving the relation of subordinate to superior 

can be better understood and henca better handled. 

ftfr Supervisor^ Conception of qja Jobo 

M aeatton 1 wnt to examine the saper?iso*»s attitude 

tawai-d his work, that i a 0 aia attituda toward ttM* aaploye** ha supervises 

and the probleoa vfcioh aris# in this conaactlon* 

Sal Beeo;gaitlon of, Pereoaael Butlea Involved l a Steoorviaioa* 

I t was aigaifioaat to observe the extant to whith tha auperriaora 

had distiaguishad between what might be called the rcethanioal and of their 

jobs and thair personnel dutlea aa supervisor* 
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Xii a good ausaher o f eases the personnel duties of the supervisor 

' ~ were completely ignored,, f o r thi3 supervisor the job was t o fcear> ce r t a in 

r e c o r d s t o provide the workers with the i r -zonk, to attend t<* the machines 

mm they were out o f order ana. t o know jwre than the operators themselves 

about the joh . In some gases two functions were distinguish ad and shared 

on an equal haaia w «Bhia supervisor rea l i sed theta waa a personnel proalam. 

aoanected with h i s mVk and gave i t part o f h is time, 

then there were those supervisors who e$areast§. the i r opinion 

that the naraogael end o f Ifteir joha waa probably the most important* 
* 

th is opinion was not expressed merely by supervisors of higher rank* Some 

group ch ie fs a lso expressed thia opinion© Chi the m^ole, .however, t&ara 

waa a greater appreciation o f -fee importance o f the personnel problem aa 

the supervisor held a pos i t ion o f higher rankQ One underlying asauaptioa 0 

ho\--3ver8 which most supervisors shared i n aosiison $as to the s f fea t , that 

• a supervisor had t o know more than his operator** that-ia* store about the 

job which tha operator m s doing* ?ery seldom did they mention that the 

supervisor might have need f o r a d i f fgrout kind o f knowledge than tha 

operator, 

3 # 2 Attitude toward Opera tare,» 

3*21 A leader, and Hot a Brivar* 

In njost cases a astaoo o f humneness with regard to handling 

employees was advocated* The concensus o f opinion was that the 3sy of 

{£ the bul ly and the slave-driver had |»one and the tfoy of the rjeatletaan nnd 

leader h td arrivado This rasa the *3n3?al tho- i s I l istened to dai ly f o r 

months, with only a few minor var ia t ions 0 Sona sup3rviaors thought that 
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although th i s a*3taoa applied. i a most eases* there w e al\7ays a few 

individuals whom you could not "treat with kid g loves . " Otherwise 

they would s-aik over you* To such individuals you had t o tails s t r a igh t 

from the shoulder 9 occasional ly bawling them out aad swearing at them* 

To a •chronic feio&er* you a lso had t o lay down the law, but with th# 

exception o f those few var ia t ions , the concensus of opinion seemed t o be 

that a new type of leadership baa arrived,. The supsrvisioa o f today they 

claimed was as different from the supervision of former yoars aa day i s 

from ni^rto As one supervisor poe t i ca l ly put i t , "Them are f i e days o f 

y o r e , tm a i n ' t ^ot them Soya no more*" 

3 , 1 8 8 Sfjff gjj! the Leadero 

Of eourse, 1 was interested i a t rying t o understand this mm 

type o f leadership* but i t ma rethey d l f f i c u l t to get moat o f the 

supervisors to a r t i cu la te this ' new conception* To the quest ion o f how 

th i s mow type o f supervisor handles M s help t received a number of 

diverse opinioas D For sojae of thsra i t inamt to go around and waay a 

cheery word*11 for others i t BBant " to treat the employees as you would wish 

t o be treated*," And s t i l l a$ein i t aasat such things as the f o l l o w i n g : 

" t r w t them as human beings,* "treat then a l l al i&g," **ahow no 

favori t ism," *'give them a square- {leal, 1* "al low theta to -icaiic %o y o u , * 

"interview thm occas iona l ly , " " l i s ten to the i r ^fievaucaa," w g tve 

the*a s e r v i c e , " "give thgm a f a i r hen r ing , " "a l low theta t o oxaress 

thei r o?m ideas ," "eaeouresa them" aad "Keep thaw s a t i s f i e d * n l a m a y 

coses i t v;rn interest ing to note that the supervisors did aot s o e that 

thei r solut ion? be^~ed the question* The further question o f ho:? ->ae wishes 
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to be treated, or bow human being® should be treated* or bow to give your 

*J employees a square deal aai how t o show toward the®''no favor i t i sm and 

|uet.hot? to $i*e> them se rv ice or a f a i r hearing v?se omitted from the d i s 

cuss ion. I f I did turn the conversation in th i s area I came- up against a 

stone wall^ that i s 0 a circular definition*, Q  

foffiffl* I Q ffpaalaaipn' ag> to Hie ^pr|ormanca>, 

She question v&ieb frequently intruded i t s e l f i n ay thinking waa,. 

to what extent th is was mere verbalism and t o what extant ' the supervisor waa 

behaving aeco^dlas to h ie m%$mf ' OF eourse i t mast be -0m%#& that an 

incapacity on the par t of the supervisor t o art lauiate h is own method o f 

supervision does not i n i t s e l f imply that ha ia not a good supervisor, l a 

many cases 1 f e l t very strongly that asrtain men 1 * 0 had extreme d i f f i e u l t y 

in a r t icu la t ing the i r Noughts nevertheless were probably very good 

supervisorao I n abort 1 da not Hxirik that , no matter how careful ly you 

. sarutini^a the m t a r i a l o b t e i a a d i n a s ing le interview from a auperyiaor» 

you can draw say sound conclusions aa t o the way in which the supervisor 

performs h i s du t i e s a The only tiling i t might t a l l you something about i s 

the a t t i tude o f a aumisrviaor toward a i s own performance* 

ll&atima not Sxnerimeatally Tariffed* 

I F one took at i t s face value what most supervisors sa id about 

the i r methods of supervision $ i t would SEEM that tha bullying type OF 

suo^rvisor as a specie had completely vanished from the Company and y e t , 

f" i f we look a t tha employees 1 interviews, i t would SEEM as i f the bul ly had 

not altogether disappeared,* Thia discrepancy 1 thought had some s igni f icance 
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- Ivea i f ire grant that the enrployee waa t o t a l l y uawarrantad in p ro jec t ing 

tha attr ibute o f "bul ly w on h ie auperior, nevertheless, the fae t that 

the suparior was unaware that his behavior, even though motivated by taa 

best o f intent ions, was not being so interpreted by hla employees seemed 

to me worth while consideringo Ons thing i t osr ta inly seemed t o iadieafa 

was that the supervisor was employing a metaoa that he was not attempt

ing t o tes t o r v e r i f y . 

*Eaia was brought out rather c l ea r ly i a several other inefceaeeScs 

I n one department where one par t icular euperviaor was being c r i t i c i z e d 

rather severely by his subordinates, t h i s supervisor did not seem t o ba 

aware o f the dissension* In talking to me he was quite cer ta in he waa 

"gett ing himself across" t o h i s subordinateso me had developed, aa 

claimed, a technique o f " se l l ing himself» o f which he waa very prand 0 

So25 The Supervisor^ Kaw RolSo 

I f we examiae rather oa re fo l ly the actual ohaage which had 

occurred in methods o f supervision, I be l i eve that I t aaa be accurately 

stated as a chaage ia the ro la which the supervisor plays befere h i s 

subordinates o In the las t decade i t was acre s o c i a l l y acceptable that 

a supervisor be "hard-boiled* than i t i s today. 3nie was the ro^e wkioh 

ha was ca l led upon to play whan he became suptrr isor . He had t o be 

able t o ta lk loud, give his orders in hoarse whispers end swear l i k e a 

C trooper* The present day supervisor has to play aa opposi te ro l e* fia 

now had t o play the part o f the f r i end ly beaafaetor t o the worker, v i t e l l y 
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interested in that ind iv idua l ' s welfare and well-being, i n order t o 

create in the mind o f the operator t h i s impression* he has t o say d i f f e r en t 

things and employ di f ferent devices* A "frown" takes^the place o f s 

"bawling ou t ; " a cheery "good jaorning* takes the place o f a *frown* and 

"interviewing'* takes the place o f "good morning*" 

5«26 A Tendeacy t o Lose Bjjaself ia the Bol t and yorget the ^Aadieaoto 

This nay sound more c r i t i c a l than I intended* There i s no 

question that t h i s i s a step in the r igh t d i r ec t ion , nevertheless i t 

seemed to me that the emphasis was being put s t i l l on ths wrong spat* 

The supervisor ' s at tent ion was on himself, the words, the r i t ua l s , 

gestures or t r i c k s he adopted, rather then on the ob jec t which he was 

supposed to bs supervising. He was t rying t o ersate aa impression em 

the operator with the p o s s i b i l i t y o f ovsr-playing h is r o l e instead o f 

looking more carefu l ly at the operator he was t rying t o imprtsso Even in 

interviewing employees, the supervisor was l i k e l y t o interpret i t i n t h i s 

meaner. By interviewing an operator you crested such end such an im

pression. I t was a means of " se l l i ng yourself" to him rather than a means 

o f finding out h i s s i tuat ion so that you could handle him as an individual 

more in te l l igen t ly* 

3.3? "Old Timers", "Qhronic Kickers" and "Womeao" 

That t h i s was the kind o f thinking in which most supervisors 

indulged was a l so manifested in another fashion* frequently the problem 

o f ths »o ld timer* o r o f the "chronic kicker" would come up* Each o f 

these groups hsd to be haadlsd i a qui ts a d i f f s r t a t fashion from ths 

ordinary operator* In most eases i t was te t te r to handle the "old timer* 
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^ fey leaving aim aloae* To the "ehronlc kicker," however, yon had to l ay 

down the law, or occasionally you hat to bawl him out* 

She problem of handling men, in comparison to handling warns* wins 

also discussed. Most o f the supervisors thought that women had to be 

handled quite differently from men* This statement generally reduced 

itself to the fact that you could aot talk to women in the same fashion 

in which you could talk to men*. Tou had to approach a woman indirectly 

aad you gave her orders in a more indirect fashion* moreover you had to 

he more careful about the language ia which you couched your iastruetlonso 

3 t f88 individual Situations Hot Consideredo 

There is no question that in a l l this there is e certain amount 

of truth but the tendency to lump a good number of Individuals under one 

rather vague, general class and to discuss each situation in that group 

as i f i t were the same situation for then a l l scorned to me rather 

iadioative of a stereotyped attitudeD The supervisor had a certain set 

of rules for handling the "old timsr", a certain set for handling the 

"chronic kicker" and a certain set for handling womemo Ths most stubborn 

tendency I encountered in interviewing a good number of supervisors -was 

this tendency to handle humsa situations indiscriminately before finding 

out what the situation actually was- The fact that two "kickers" might 

bs kicking about quite different things never seemed to occur to many of 

4 them* The underlying assumption seemed to be that a l l "chronic kicksrs" 

wsre kicking about the same thing and hence should bs trsatsd in the same 

wey» The same general rule could be made about the "old timers" and about 

women* 
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; 3rS Summary, 
I MMWPWTLHIII II II WILLI 

l a order t o mak» my point 1 have poss ib ly been gui l ty o f over-

exaggerations Sltare were some supervisors in te l l igen t ly aaa s incere ly interested 

i n the problems o f supervision who were not just t rying to create favorable im° 

preseions upon nor s e l l themselves t o the i r subordinates and were r e a l l y t rying 

t o address themselves to the individual human situationo 

j Bareover, % was very much impressed with the human interest 

which many supervisors professed, and? i n many c a s e s s quite BINOERELYC I be l ieve 

for the i r operator a 0 As in most eases they had once been operators thorns e lves ? 

titey were able t o see things from the operator*s point o f view. And i n re la t ion-

\ t o their subordinates, this helped than enormously* In soma cases , fcowever, 

i t l e i them into the dilemma o f choosing between whether they should ba a 
J 

j Sotapany aaa or as employees* man, that i s» in handling the operators, whether 
I 

\. tliey should look at things from the Company*a point o f view or from tha 
; operator*a point o f view> t h i s , howeverP was merely another manifestation o f 
I 

i 

the c o n f l i c t X described i n the f i r s t sec t ion with regard t o their a t t i tude 

toward authority* 

\ 3o31 Stereotyped At t i tudes 0 

I Probably the po in t " ! wished t o make in t h i s sect ion can be 

stated bet ter in th i s wsy 0 !Ehere i s always the danger, which we a l l share, o f 

j f a l l i n g into rather stereotyped a t t i tudes . Such, att i tudes put us in a s ta t ic 

rather than dynamic re la t ion t o our environmeato In the supervisor*s re la t ion 

^ t o authority I pointed out the rather stereotyped att i tudes o f ooiaplete 

obedience or rebe l l iono Likewise,) in the supervisor* s re la t ion t o h is subordinates 
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he may f a l l into the error of solidifying his attitudes too quickly* Tha 

result is bound to be inadequate discriminations* Phrases, maxima, and slogans, 

as long as they have a concrete denotation, are undoubtedly very helpful* 

But when they become merely pious expressions of faith, they cease to aaTe 

much ut i l i ty for the individual o And uaed ia place of knowledge and under-

stsadingp they are but poor substitutes* 

3*32 Implications for Supervisors* Training, 

Supervisors • training coaferenoea besides giving instructions 

in shop practices and routlaea and acquainting the supervisor with Company 

policies can go a long way in breaking up each stereotyped ettltudes 0 Tim 

supervisory training group in the Industrial Research Division is well f itted 

for such a task, and* as j understand, i s working on the problem? 2foey wi l l 

attempt to communicate to supervisors a mora experimental and lass ritualist ic 

attitude toward personnel problemso Ani this wi l l be done by hriaging into 

conference for discussion concrete cases o f different kinds of human situations* 

line leaders wil l set by example the method they are trying to communicate ~ 

namely the method of addressing oneself to the situation as a means of 

intelligent control instead of employing magic and tricks to control or 

influence human behavior* 
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. f~ 4f THE SUPERVISOR* G UNDERSTANDING OF HIMSELF IN RELATION TO THE gompanyQ 
I 
| 0o FAR we HATE LOOKED AT THE SUPERVISOR'S ATTITUDE TOWARA HIS 

I SUPERIORS AND TOWARD HIS SUBORDINATES* I N THIS SECTION X WANT TO LOOK 
I 

j MORE CAREFULLY AT THE SUPERVISOR'S RELATION t o THE COMPANY AS A PLACE IN 

j WHICH he CAN REALIZE AND FULFILL HIS AMBITLONSO THIS WILL COAOERA MORE 

HIS UADERETAADIAG o f HIMSELFs that I S , OF HIS OWN URGES, IMPULSES AND 

j FIRIVESO LA ONE WAY THIS SECTION WILL be LARGELY SPECULATIVE, AS IT WAS 

j VERY DIFFICULT TO GET THE SUPERVISOR t o REFLECT ON HIS OWN DESIRES, AESDS 

J AAD EXPECTATIONSO IN MOST OASES THEY WERE NEVER EXPLICITLY EXPRESSED^ 

[ AS we HAVE ALREADY SEEN THEY USUALLY LAY HIDDEN IN HIS VAGUE DISSATISFAC

TIONS WITH HIMSELF AND THE COMPANY* 

4o l ADVANCEMENT 

THE TOPIC OF ADVANCEMENT OFFERS THE BEET OPENING TO THIS SECTION, 

AS IT IRES AROUND THIS AREA THE* MOST SUPERVISORS DISCUSSED THEIR DISCONTENT 

WITH BOTH THEMSELVES END THE COMPANY* ON THE QUESTION OF ADVANCEMENT A 

HOST OF DIFFERENT ATTITUDES WERE EXPRESSED* 

4oll THERE WERE SOME SUPERVISORS WHO EXPRESSED COMPLETE 
SATISFACTION WITH THE PROGRESS THAT THEY HAD MADE IN THE 
COMPANY. THIS WAS INDEPENDENT OF THE RANK WHICH THE 
INDIVIDUAL HAD ACHIEVED, SOME ASSISTANT FOREMEN OR FORE
MEN* FOR EXAMPLE, WERE MORE DISSATISFIED WITH THEIR 
PROGRESS THAA SOMA GROUP CHIEFSO THE ATTITUDE OF THE 
SATISFIED SUPERVISOR CAN BEST BE DESCRIBED BY THE REMARKS 
WHICH ONE GROUP CHIEF MADSO 33S SAID, "DURING MY LA* YEARS 

| OF SERVICE I HAVE BEEN ABLE TO BUY 43 SHARES OF STOCK, PAY 
OFF MY HOME AAD RAISE AND EDUCATE MY CHILDRSNO MY 

• POSITION I S STEADY, EACH YEAR I GET TWO WEEKS' VACATION, 
AND WHAN I GET SICK OR HAVE AN ACCIDENT THE COMPANY TAKES 
CARE OF ME AND PAYS MY EXPENSES* WHY SHOULD I KICK? 
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4* IS 3&en there was: tha supervisor who had a c t i v e interests • 
outside of the plant* In th is aaaa the supervdsorms 
sa t i s f i ed with hie progress i n tha Sompary, because he was 
able to. s a t i s fy the demands f o r pres t ige and power outside' 
o f his worMnc l i f © » £&ay o f these men held only minor 
supervisory posi t ions in the Company and might ea s i l y have 
Sons higher - But they wore pe r fec t ly sa t i s f i ed with the 
p o s i t i o n thsy laid* 

4*15 irsong rnny o f the younger supervisors, s t i l l another 
a t t i tude prevai led. •Shay were a b i t disgruntled with 
the i r present status because i t took so long t o progress 
i n the Geaspany* «&^y a t l l l had e:speetat ferns, however*, -feat 
their day sooner or la ter would come* Shay were generally 
ambitious sen, eager to learn and taking every advantage o f 
improving themselves f o r a be t te r posi t ion* 

4*14 Tk&m was a f a i r l y la rge group o f supervisors who 
claimed that they were not sa t i s f i ed with ihair advancement, 
hut then* o f courses, nobody aa&o l*bst o f these man thought 
i t improper t o admit being sa t i s f i ed aa. such an admission 
might imply a total l o s s o f ambition. lever theless most 
o f these sea had r e s i d e d thasiaalves t o ths f ac t that t h e i r 
^regress waa iStsttedo. &say o f t&gs f a i t that there wer# 
hettar man ahead o f thmn, men with mvm education than' they 
had had ine opportunity of rece iv ing and hence were in a 
be t t e r pos i t ion to be advanced than t&esr were. 

4*15 then there was the supervisors previously mentioned, 
«tso f e l t thr?t he had done everything that had been expected 
o f him* He had obeyad a i l the rules and done everything 
which had been asked o f him* And ye t other sen had been 
put over h i s head. 

4.16 A good number of supervisors accounted f o r ifceir 
fa i lure t o b e further advanced on ifte grounds that they had 
been v ic t ic i s o f pre$udic« on the part o f sasa supervisor 
i n tha Company © Bad i t not bean f o r th i s part icular ran, 
they would be further ahead by th i s time, but T H I 3 par t icular 
man had held then down* "Saosa c r i t i c i sms wore generally 
applied against oona forsaan o r general foreman. 
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4*8 Rea l i s t i c Att i tude toward Advancement.«, 

Xt we look at the above expressions o f d i taa t ia fac t ioa we ac t i o s 

a rather r e a l i s t i c a t t i tude toward advancement o I t ia p i e t o r i a l l y 

represented as a ladder ia which e i ther you did no t have the right s tar t 

t o make the i n i t i a l rung (4<>14) o r you were pushed doma by someone en 

the rung ahead o f you {4 .1$} o r t he ladder was not bu i l t co r rec t ly anyway 
i • 
j ( 4 0 1 S ) . These may be quite true statements and ye t i t I s also quits poss ib le 

| that they o f f e r good ways o f ra t iona l iz ing one ' s own errors and fai lures* 

j The very fact that the l e t t e r are so completely omitted from the pie-tore 

makes one suspect t h i s poss ib i l i ty© Ths possible oversimplif icat ion o f 

j such si tuations a r i s e s , i t seems t o me, from conceiving sa t i s fac t ion o r 

d issa t i s fac t ion in absolute instead o f r e l a t i ve terms* 

4og Sat isfact ion as an Equilibrium batweaa Demands and Qpportunltleso 

Sa t i s fac t ion or d i s s a t i s f ac t i on i s r s la t lva t o the demands 

which the individual i s making o f the environment and ths opportunities 

which the environment o f f e r s f o r the i r reaHaatioao f o r seme supsryisori 

{such as those described in 4»11 0 4*12 and poss ib ly 4ol4) advancement i s 

j not the c h i e f consideration* Their only expectation i s that the Company 

j proTide them with an opportunity far making e f a i r income and o f having 

a steady job* I f i t accomplishes t h i s , they are sat isf ied* 

Pauses o f P i s sa t l s fao t ion 0 

j Dissa t i s fac t ion , expressed in r e l a t ive tezms, may ar ise from 

- aayoas or two o f three poss ib le sources* 
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4*41 Baeause the demands are immature aot hence the 
social eaviroameut can never offer them opportunity tor 
expression* 

4*43 Because i&e taands are- vague aad iH*&efthea' and 
heaee the individual has difficulty i a realizing them* " 

4*45 Because the social orgaaizatioa does not offer the 
opportunity for the fulfillment of legitimate daraands* 

. I f me look at the above situations in these terms, we see that 

ia ease 4*15 the dissatlsfaetioa may arise possibly because the supervisor 

is awaking aa immature demand of the Company* namely that I t come up te : 

his infantile expectations* If this i s the situation, he i s bound te b*> -

frustrated and hen** dissatisfied. The dissatlsfaetioa described in • • 

4*14 may arise from the fast that the iesmnds have never been elsarly 

stated or understood by the Individuals thima*l\r*s* This also may be 
* 

true in situation 4»160 I t may be a way of justifying poorly naftaed 

demands* In short, I offer 'these alternative possibilities to show that 

what the supervisor says earn, aot be taken at i t s face value* la one ease 

i t means one thing* in another ease i t means something quite different* 

l a a single intorris* i t is somewhat diff icult to assess sueh 

s i tuat ions with any precision* l ever the less in mary eases* X was suite 

convinced the actual situation was not being expressed very clearly* In 

the Si tuat ion destribed in 4*13, i f the individual la demandiag that his 

superior, when considering his possibilltise for advancement, take late 

eoasideratioa his capacities aad abi l i t ies , as well as the number of years 

la which he served Company* we have one kind of situation* If* on the 
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. o the r hana* the yoa»3 supervisor i s demanding that youth, because o f i t s 

enthusiasm, energy and confidence (SOIES times misplaced), has a r i g h t to 

a pos i t ion that i t has aot as yet* i a f a c t , achieved, we have Quite anoi&eccv 

In the f i r s t ease we have a legit imate demand which the Obmpaay might aot b e 

g iv iag su f t i c i an t opportunity f o r espreseiono ( I t ass %w impression •* 

maybe incorrect j not actual f igures •» that isoat o f the supervisors 

siere mddlo-aged* There m s a goodly sprinkling o f young S^oup ch i e f s aad 

sac t ion ch ie f s* But beyond this rank* the young man in hie t h i r t i e s was ' 

gui ta a not iceable exception* I t a lee was my impression that th i s vraa 

s*ore t rue o f the Operating Branch than of the other branches*} la. the seeoad 

case , m have a poor ly stated d&saad i&i<& oa c l e a r e r expression manifests 

i t s absurd ly* 

4*$ Personal l imitations, , 

&»51 Edu^at^on ' • 

Two t o p i c s freoiueatly brottg&t up f o r discussion were personali ty 

avad education* These were gisxeraHy biou^at up in connection with the 

qua l i t i e s required o f a successful supervisor* These were the areas i a 

which most supervisors f e l t the greates t personal l imitation* l?any 

supervisors f e l t that too much emphasis was being put oa education aad 

e o l l e g e men* some o f them were desperately t rying t o s e t t he edueatioa 

which they had aot the opportunity o f rece iv ing in youtfc* Others were 

anxious t o g ive to the i r sons and dauji ters the education o f imiea* ^hey had 

V been deprived* Xfc> matter hot; i t wa3 expressed^ thoro ma no oucs t ioa o f 

the tremendous value which most o f them placed oa education* By education 
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they meant the formal education one reeeives at sehoolsa Several geod mea 

with a -vast aisnunt o f praetieal a^ej?iane*> eepaeity &>r laaraiag and good: 

records o f achievement displayed these f ee l ings o f educational i n f e r io r i t y* 

In other aaaes the lack o f formal- education was used as a meana o f i u s t l f y -

l ag thei r fa i lu re t o advanaa i a Sfompany aaeardlag to their tt^eej&tatlata**-

4o5S Personality* 

Personality was also another t op ic f o r a great amount of p r e -

occupationo For some o f them personali ty was a so r t o f magical substanee 

which adhered to certain individuals and whieh accounted f o r their success* 

To many o f thm» personali ty was to a supervisor irhat w i t n was to a movie 

actress* an indefinable and elusive qual i ty whieh some people possaen* 

Steward th i s e lus ive something, or o ther , two at t i tudes were displayed* 

Bbr Bern o f them personall*y waa something you were bom with rather than 

aamathlng yon can develop* Of those who held Ikis pos i t ion and who f e l t 

thay did not possess i t , soe»e were resigned while others became bitter*. An* 

than there ware a number f ran t ica l ly t ry ing to develop personal i ty , *&sa# 

man radiated personality* 

I t i a probably a eommenpiaea to remark that anything i a natural ly 

more important to tha person who does not posses* i t* 2ood ia on ly im

portant to the person who haea*t any* same i a true o f formal education 

and personal i ty , 9*ver&ele*s X be l i eve i t would be unwise t o conclude 

r that tha supervisors ware stat ing the i r l imitat ions correetly* Ijbst o f tha 

auparvisora I interviewed were* men o f an o lder generetlon whan tha amount 

of formal education taought neaeeeery, aatpeaially f o r business, was mueh 
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l e s s tkm i t i s today* . l ikewise high pressures salesma&ahip and the 

moving pictures had not as yet Bade "personality" the f e t i ch i t baa become 

today* Zn short , i t was on ly i a tosas of these taa modern cliahaa that 

the supervisor® v®m capable of discussing a heat o f vague and personal • 

frvatsatiaaa ana l imitat ions i n achieving, ishat the? wanted t o be* i n ttsesj&a 

areas they '^era atte&erfciag t o asprees tha r e l a t i o n between what they ware 

and whrt they wanted t o b«o 

®o li^fctt up preoecupat ion.® of the discrepancy between one ' s ®eo 

and ana 4a ego i dea l , o r i n other tanas* aataa&a one* a aataal aofcfsv$.---> ?> 

and what one would l i k e to have achieved, I s never pleasant nor f ru i t fu l t a 

the individual, unless ono i s prepared to show snore d e f i n i t e l y and con* 

ats?aetiyely the re la t ion botaaan 1fcam* Sioae who have talked t o ©uparyisoja 

on either o f these t?,70 topics 1 whether i t be in conferences' o r elsewhere -

are >robafoiy aware o f 1fte peeeitxai&tie preoccupations they arouae, and ifcow 

mncb o f what I s said ia l i v e l y to be misinterpreted and mis COBStruedo . 

4<>6 Interest in .forfc* 

Very feu ©assents xior& .expressed d i r e c t l y about in te res t in 

&m9& Ttorlfe .i few expressed their entfcusiam with their job but the 

majority o f thexa said nothing in the a f f i rmat ive . She greatest nuaoor 

aspreaanft annoyance at certain o&at&eles which hindered thera from f ind ing 

i o y in t he i r '£>r&» Basidos the f r i c t i o n o f personal i t ies olready nent ioned, 

these complaints were o f the fo l lowing nature: 
i • 
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a* Cver-erowded lockers* 

"hi Insanitary condition o f \rashrooms and drinking fountains* 

c. Too ranch clerical s»rk demanded of first l ine supervisors* 

d* Too much "red, tape** 

a# Ibo much ernnaafin on "hoi^seeleanisgon 

f» Biff lenities in getting operators to use safety devices* 

ga Frictions with other organizations., aa for a&ample* the 
Inspection Branch, and Sngiaaer of. l&anfactura* 

hu F i rs t l i ne supervisors not being allowed a towel a week* 

4*7 Distort ion o f thasaade* 

I7e have a l l probably found that minor sources o f annoyance* 

baaosie increasingly more i r r i t a t i ng on cer ta in occasions than on others* 

I f things are going along wel l in th« o f f i c e , the pe t ty darands o f our 

children at home are l e s s i r r i t a t ing than when the reverse i s true* l i k e 

w i s e , i f our domestle si tuation i a somewhat heatie and disrupted, the 

minor obstacles o f the mark s i tuat ion tend to oecome magnified* 

I f -foe demands we make of our environment are vague and i l l * 

defined, th is s i tua t ion i s more l i k e l y to ar ise* She annoyances ar i s ing 

f roa the f a i lu re o f rea l iz ing cer tain expectations i n s i tuat ion A are t rans

ferred to s i tua t ion B only i f A and B are confused and not c l e a r l y d iscr imin

ated o 'S&e eorrolary frets thia appl ies equal ly wall to supervisors at the 

Eastern SXeetria Go&panyo I t i s important that the supervisors c l e a r l y 

d i f fe ren t ia te those things they have a rteht t o expect o f the Company from 

those they aan not expect ' tha Company to provide* Otherwise they may f o i s t 

on an objee t i n the Company, vague frustrat ions and d i s sa t i s f ac t ions a r i s i n g 

from si tuat ions outside o f i t s domain* 
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33ow i t i s equally obvious that the Oompaay can never o f f e r 

the oppo:rtuaity f o r the complete fulf i l lment o f a l l o f the- supervisors*, 

demandse. This would mean that the individual la subst i tut ing the 

©ompaay f o r the wider s o c i a l r s a l i t y o f which be i s a member* I t would 

meaa a stunting o f growth aad self~developmeiit comparable to that o f a 

Child vho t r i e s to tiad complete sa t i s fae t ioa f o r a l l his inner needs 

within the mr ro^ coatiaoa o f the family c i r c l e * 

Xt aeeas to me poss ib le that i a a rapidly changing soe i e ty , 

the expectations of i t s members are l e s s f ixed and stable* Because o f th is 

f a i l u r e o f soc ie ty t o provide adequate con t ro l o f expectat ion, excess ive aad 

distorted demands a re l i k e l y t o be saade o f the l a r g e industrial corporat ioas 

by i t s employees© 

4oS Summary* 

4*81 Two ffoRis of, Justifying a Dissat isfaction* 

l a conclusion t o this soe t ioa i t may be w e l l to point out again 

the manner i a which 1 aaalyae a d i ssa t i s fac t ion^ There are- ttso d i f f e r eat 

ways o f jus t i fy ing a dissatisfaction*- One way .is much more coiaaoa than 

the olher* The common wsy I s i a the fo l lowing £&mi 

da$$l ( A ) J4 which may be say individual , group o f 
individuals , s o c i a l i n s t i t u t i on o r thing) has the 
character is t ic X * 

( b ) X i s something s o c i a l l y disapproved o f { t h i s i s 
usually i m p l i c i t l y assumed}* 

' e) 1 , who has this X character , i s therefore t o b e 
eoniex. Red* 

( A ) Therefore, I have A r i # i t to b e d i ssa t i s f ied with 
o r c r i t i c a l o f A* 
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The uneccaoon way, in teres t ingly enough, can he put in. t h i s 

4*812 (a ) X am making such and such a dessaad o f A» 

{b} A f a i l s t o come up to my expeetatioao 

( c ) Therefore*, X don*t l i k e A*> 

X always tes t a d i s sa t i s fac t ion by translat ing the f o m e r nsthod o f 

j u s t i f i c a t i o a into ifce lat ter* This accomplishes two thiags* I f the demand 

i a legi t i isate and wall defined, the t ranslat ion i s easy and strai#tt*€orward 

and the person isakiag the c r i t i c i s m upon a l i t t l e r e f l e c t i o n accepts i t* 

If© however, the translation i s d i f f i c u l t , I l o o k f o r the possJu>le under

ly ing demands which Could be supplied* I f the person shys o f f th is way o f 

translating i t , X strongly suspect e i ther a vague desaud never before 

e x p l i c i t l y expressed o r such a demand, that, i f i t were expressed, would 

expose the i a ^ t u r l t y o r the absurdity of the er i t ic ismo 

^ e e e l v e Baiaandg as ^ro toroa t ic o f an Xcapoyerlshed Social Reality* 

j Xa th i s s e c t i o n I have t r i ed to look more careful ly a t the 
I 
\ t o t a l s i tua t ion from which the supervisors * complaints and d i s sa t i s fac t ions 
i 

arose* This l e d me to examine more ca re fu l ly the demands being made o f 

the Company a The incapacity o f the supervisors to ar t iculate them loade 

a s suspect that the?* were f o r the most part vague and indefini te* X showed 

how th is very vagueness might lead to a poss ib l e d is tor t ion and t o excessive 

demands be i ag made o f the Company* I suggested that this very vagueness 

might be systptossatie o f the kind of soc ia l milieu o f which they were mssberso 

Xt i s l i k e l y tha t in a r sp id ly changing s o c i a l world, the expectations of 
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j K~ o f its* members are not very c l ea r ly defined. In a more integrate aommunity, 

I soc ie ty more or l e s s d ic ta tes to the individual the areas and l imi t s o f h is 
K 
\ expectat ions6 In a l e s s s table organisation anyone can expect anything* 
i 

•' The group chief aspects the opportunit ies o f playing go l f as we l l as the 

works canagero The o f f i c e boy expects an automobile as well as the 

j . superintendent a But although such a socie ty may provide a few with unbounded 

| opsortunit iea f o r material possession, i t alao may f a i l t o provide the many 

| with the r icher s o c i a l l i f e found i n more s table communities• With t h i a 

ligpoverisbmeat o f the s o c i a l l i f e f o r the individuals i t i s natural that 

they would turn to the Company fo r tbinga they f a l l to obtain elsewhere* 

j % Ctondusiona 

5ol Two Poss ib le Sbca^eratlons* • 

In an attempt to state the underlying at t i tudes o f mind and 

common assumptions o f thought o f a large group o f individuals , one may 

be gui l ty a f two errors* On one hand* one may do an in jus t i ce to "fee 

exceptional individuals o f the groupo Outstanding differences may become 

blurred i n the attempt t o reach a common denominator* Or, on the other 

hand, one may s ta te such general proposit ions about the individuals o f a 

par t icular croup that they might equally well apply t o the general c lasa 

o f hutaan beings* rftt avoid "fibe f i r s t error % have t r i ed t o be careful 

^ to modify anything I s a id ae applying t o a Good number but n>t necessari ly 

to a l l suoervicors . Of the second error X have been gu i l ty to the extent 

that Uie "syncretisms 0 (obadisnet-reball ion complex, a t e . ) to which I raduaa 
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sny data have very general applicat to aad are aot peculiar t o ffestem 

S lee t r i e supervisors* nevertheless the degree aad fans i n which they 

aaaifeet ' taaoselvea vasy i a different situations* And i t i s the form 

the? take ia an industrial s i tua t ion that gives- them their par t icular 

s ignif icance* . ' 

s » ® ^-e'grob3.^ Restated. 

As i s often t rue 4a invest igat ions o f this nature, one s ta r t s with 

oae sot o f quest-tone aad ends with aaether* I ' s t a r t witti the quest ion; 

"uhat coco the -eotsDoa problems with which supervisors are eonf routed?" 

Although they were never e x p l i c i t l y expressed as such by the supervisors, 

i » <ctwrt, u w a m * - « « M t o t h * . " S o . e m * • ^ H t M y • o w a t e 

essng ourselves and with the Gompaay? This answer s e t s the eondl t ioas f o r 

ths -net? so t of ^ueatioma whieh X should l i k e to r a i s e . 

(a) V&at f ac to r s in a large industrial corporation make f o r 

e f f e c t i v e col labora t ion among i t s members? 

(b ) To what extent can the individual supervisors be given 

- i n s i s t in to such fac tors? 

(a) To- what extent can management s e t the proper condi t ions 

f o r e f f e c t i v e col labora t ion and Tihat are t* ese conditions? 

I 
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July S3, 1931. 

A REPORT ON SUPERVISORS IN DEPARTMENT 6566 .-. -• / * ' 

! • Object of This Report 
* •• 'i . • 
lu this report I shall attempt to apply a total s i tuat ion 

approach to a group of supervisors in a certain department. I 
shall start with the material obtained in a single interview 
from each supervisor in the department. As I am studying a 

{ i group rather than an individual, I shall be concerned with the 
' preoccupations more common to the group than with those pre

occupations particular to one individual. In some cases, 
however, even this lat ter material is illuminating*. I shall 
attempt to explain these preoccupations* To explain them, I y 
shall not give their origin* but rather their meaning, Uifhat 
do these preoccupations mean te ths individuals in the depart
ment? • ; 

1*1 - Its Limitations / " v 

I t might be .thought somewhat presumptuous to attempt 
such an interpretation on the basis of a single inter
view. In one sense, this is'quite true* Were i t my 
intention to give a final conclusion to this study, I 
would be open to the above criticism, but this is not my • 
purpose. In this paper I am more concerned to see how 
One might go about to report a human situation "in a de
partment rather than to describe i t completely or finally* 
If, then, one only takes my interpretation to be tenta
tive and provisional, no harm wil l be done* 

2 . Rules of Interpretation ' % 

. i , • 
The interpretation I make wi l l be guided by the following 

( rules;- _ ~ ' • • ' ; > - * " • * j 

8*1 You can not go to the individuals themselves for this . 
interpretation* They are-not logically capable of 
analyzing their experience. As in the case of most of 
us, they are only too ready to rationalize and justify 
their preoccupations. Of course these rationalizations* 
offer a clue to the interpretation that the interviewer 
makes and hence should he taken into account* 
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2 * 2 T H E Q U E S T I O N A R I S E S , H O W C A N T H E I N T E R V I E W E R C H E C K T H E 

T I N T E R P R E T A T I O N H O M A K E S I F he C A N N O T V E R I F Y I T from T H E 

I P E O P L E W H O H A V E B E E N I N T E R V I E W E D ? J F T R C R I T E R I A w i l l be ~~-
T H A T A S E T O F P R E O C C U P A T I O N S I S , I N T E R P R E T E D W H E N I T I S 

R E L A T E D T O A C O M M O N S C H E M A , S U C H T H A T A L L T H E P R O -

O C C U P A T I O N S F I T I N T O A N O R G A N I C W H O L E . B Y S O D O I N G I T 

W I L L S H O W T H E F U N C T I O N T H A T T H E P R E O C C U P A T I O N H A S O R 

T H E P A R T I T F U L F I L L S I N T H E W H O L E . ( J P O R F U R T H E R ex

P L A N A T I O N O F W H A T I M E A N H E R E , S E E M Y P A P E R O N I N T E R 

V I E W I N G U N D E R R U L E S O F I N T E R P R E T A T I O N . ) 

3 * P R E O C C U P A T I O N S O F T H E D E P A R T M E N T 

I S H A L L N O W L I S T T H E P R E O C C U P A T I O N S I N T H E D E P A R T M E N T 

W H I C H A Y I N T E R P R E T A T I O N S H O U L D E X P L A I N : / 

3 . 1 P R E O C C U P A T I O N O F F U T I L I T Y A N D T H E I M P O S S I B I L I T Y O F B E I N G 

A D V A N C E D I N T H E D E P A R T M E N T . _ 

3 * 2 , T H E J U S T I F I C A T I O N O F T H E S E F E E L I N G S O F F U T I L I T Y A N D O F ^ ; 

, N O T B E I N G A D V A N C E D B Y S A Y I N G T H E D E P A R T M E N T I S S T A G N A N T , 

I S I N A R U T , I S A " G R A V E Y A R D , N O R I S A N " O L D P E O P L E . * S I . 

• y H O M E , * A N D B Y B L A M I N G A F O R M E R F O R E M A N F O R T H I S C O N 

D I T I O N O R F O R H A V I N G H E L D T H E M D O W N . 

^ , 3 * 3 T H E D E M A N D W H I C H A N U M B E R O F G R O U P C H I E F S A N D S E C T I O N 

C H I E F S M A K E O F B E I N G P U T O N A S T R A I G H T D A Y B A S I S . 

3 . 4 T H E L O G I C B Y M E A N S O F W H I C H T H E Y J U S T I F Y T H I S D E M A N D . 

T H E Y S A Y T H A T T M D E R G A N G P I E C E W O R K W H E N I T I S N E C E S - . 

- S A T Y T O H I R E N E W H E L P , G A N G P E R C E N T A G E I S R E D U C E D 

W H I C H M E A N S T H A T D U R I N G A B O O M P E R I O D T H E G R O U P C H I E F 

H A S T O W O R K H A R D E R F O R L E S S M O N E Y ; A L S O ' I N A " P E R I O D ( 

O F D E P R E S S I O N W H E N S H O R T S E R V I C E M E N A R E L A I D O F F 

I " A N D O N L Y H I G H G R A D E O P E R A T O R S A R E L E F T , T H E P E R C E N T -

J <K A G E T H E G A N G C A N M A K E I S S M A L L E R . I N B O T H C A S E S . . . . . . 

J F I R S T L I N E S U P E R V I S O R S H A V E T O S U F F E R F O R S O M E T H I N G 

F O R W H I C H T H A Y A R E N O T R E S P O N S I B L E . 

I . . . 

3 . 5 T H E C O N C E R N S O M E I N D I V I D U A L S H A V E B E C A U S E B O T H T H O I R . 

F O R E M A N A N D A S S I S T A N T F O R E M A N W E R E C A M P A I G N M A N A G E R S 

I F O R L O S I N G C A N D I D A T E S I N H A W T H O R N S C L U B E L E C T I O N S * 

f \ 3 . O T H E A S S I S T A N T F O R E M A N ' S . D E S I R E T O " W S E L L H I M S E L F " T O 

" H I E E M N L E Y E S I * -J . V 
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W E M I G H T S A Y T H A T T H E S E S U P E R V I S O R S A R E j u s t i f i ed I N having •"- -
S O M E O F T H E S E P R E O C C U P A T I O N S , T H A T I S , that T H E Y r e f l e c t the . 
C O N D I T I O N W I T H I N " T H E D E P A R T M E N T . B U T W H E T H E R o r N O T ' t h i s i s :the 

• C A S E S E E M S T O M E N O T T O H E T H E O N L Y - M A T T E R fo r considerat ion. T O 

S T O P T H E I N V E S T I G A T I O N A T T H I S C O N C L U S I O N W O U L D be to obtain o n l y ' 
A P A R T O F T H E S I T U A T I O N . I T M I G H T T E L L - Y O U S O M E T H I N G A B O U T the 

/ D E P A R T M E N T , B U T I T W O U L D N O T T E L L . Y O U A N Y T H I N G A B O U T the present 
• S U P E R V I S O R S W H O C O N S T I T U T E J ? A R T O F T H I S D E P A R T M E N T , A N D A S L O N G 

A S Y O U R R E S E A R C H I S I N H U M A N A R E A , T H I S I S A N I M P O R T A N T part__af 
Y O U R , P R O B L E M . L E T . U S ' A S S U M E , T H E R E F O R E * ~ T H A T _ . T H E S E . P R E O C C U P A -

; T I O N S R E F L E C T B O T H (1) T H E C O N D I T I O N S I N T H E D E P A R T M E N T A N D (2) 

S O M E T H I N G A B O U T T H E I N D I V I D U A L S W H O S E P R E O C C U P A T I O N S T H E Y A R E * 

O N L Y U N L E S S W E G E T T H I S S E C O N D I > A R T D O W E H A V E A " T O T A L S I T U A - ~ 

T I O N * H - ' 

4* A S S U M P T I O N S A B O U T C O N D I T I O N S W I T H I N T H E D E P A R T M E N T 

I N O R D E R T O M A K E M Y P O I N T / M O R E C L E A R , I A M G O I N G T O A S S U M E F O R , 

T H E P U R P O S E S O F T H I S P A P E R T H A T T H E F O L L O W I N G S T A T E M E N T S M A D E 

B Y S O M E O F T H E S U P E R V I S O R S C H A R A C T E R I Z E S O M E O F T H E C O N D I T I O N S , 

I N T H E D E P A R T M E N T * I A M G O I N G T O A S S U M E T H A T T H E S E C O N D I T I O N S 

A R E T R U E A N D A T T E M P T T O S H O W T H A T U N L E S S W E O B T A I N T H E M A T E R I A L 

A B O V E M E N T I O N E D , T H E S E S T A T E M E N T S I N T H E M S E L V E S D O N O T E X P L A I N 

T H E P R E O C C U P A T I O N S * ' ! 

4*1 T H A T T H E D E P A R T M E N T H A S A A U N D U L Y H I G H A M O U N T O F O L D 

S E R V I C E S U P E R V I S O R S * 

4.2 T H A T I N T H E P A S T T W O D E C A D E S A O G R O U P C H I E F . H A S E I T E R B E 

C O M E A S S I S T A N T F O R E M A N I N T H A T D E P A R T M E N T * 

4.3 T H A T O N L Y O N E - S U P E R V I S O R H A S E V E R B E E N K N O W N T O G E T A S 

. . F A R A S A S S I S T A A T F O R E M A N , A N D T H A T W A S A F T E R H E H A D B E E N 

T R A N S F E R R E D F R O M T H A T D E P A R T M E N T * 

,4*4 T F I A T O A E O F T H E I R F O R M E R F O R E M E N W A S A " B U L L Y * A N D W O U L D 

N O T T R A N S F E R A N Y O F H I S S U P E R V I S O R S O U T . O F H I S D E P A R T 

M E N T E V E N W H E N T H E Y R E Q U E S T E D I T A A D E V E N W H E N H E K N E W 

I T W O U L D H A V E B E E N T O T H E I R A D V A N T A G E * 

4*5 T H A T M A N Y O F T H E J O B S O R I G I N A L L Y I N T H E D E P A R T M E N T H A V E 

B E E N T R A N S F E R R E D T O K E A R N Y * , ' -

5* P R O V I S I O N A L I N T E R P R E T A T I O N . ' - - - 'J 

T H E I N T E R P R E T A T I O N I A M G O I A G T O P R E S E A T I S T H I S : O N T H E 

P A R T O F A G O O D N U M B E R O F S U P E R V I S O R S I N T H I S D E P A R T M E N T , T H E R E 

I S A H A U A T I N G F S A R O F H A V I N G F A I L E D . W W E A R E F A I L U R E S , A N D 

» . I * N ) < H A I — * I tjmm^ujuUL *. a. £ ..».:•« • 
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7 the Company ia -no^in teres ted in, U3 any longer . " Tills . i s the 
"schema" by means o f which they interpret the things about:thorn." 
I t i s with th is apprehension,that they assign meanings to the " 
things which happen i n their"department. I t i s that which.comr 
pels them to demand reassprance about themseives. - I t i s ~ t H s 

-haunting fear which does "not al low them-.to-face certain 'facts.-. ; 
Tn other words i ' l am going to show that the above mentioned • 
preoccupations are symptoms o f this.more underlying fact* -

6. Preoccupations No. 5 .1 and 5.3 - . ' . . v i ' J . ^ r -'. . . 

! Let me explain.'what I mean by taking each preoccupation 
:' .*. l i s t e d above in' turn. Let us. look at; the f i r s t preoccupation; - < 

. about the imposs ib i l i t y o f being advanced "in this'department, 
j Now an interesting thing about t h i s Statement, . is that "it . i s .1 ... 
j .'• .. ,-double-edged*" I t might mean tbAti^^\were: '"iga5a»d' d r w i l V ; ' Y " 
I ' f u l l y held down by. those who had.'the power to . promote them 
! o r , in the opinion o f the l a t t e r , they were,, not '4ualif ied fo r 

'. advancement. . In one case they were: vict ims o f circumstances, 
• '.' ' . or vict ims o f prejudice o r of. mis judgment. In another sense '-• 

they themselves^were p a r t i a l l y responsible fo r notjbeing pro- . 
moted. ' "•• >^' , ' ' • - ~ ~ r ^ r ~?'" • 

j / ' - ' ...-r"~:~~ " " • 
| 6.1 A tendency t o at t r ibute to mismanagement or circumstance. 
! that which they might have. at tr ibuted to themselves • , -

] Now the thing which interested me was the way in 
| ' • * . • , which the supervisors ra t ional ized this condit ion o f 
j atagnation i a the department. Why were they so eager 
| to imply that they were vic t ims o f prejudice, mismanage-
I ment, o r circumstances? The former foreman against 
! . whom so many had complained had only been the head o f 
I the department f o r eight o f the twenty pr more years 
| that many o f them had served in i t . Why were they only 
| w i l l i ng to look at one s i d e , o f the picture? Why i s i t 
| ( ;' so much easier to say that-the department i s in a rut 
I and because o f that I am in a rut , than to put i t the 
! other way round? Why do they Identify themselves with 
I the department? Why do they at t r ibute things to the de-
! partment which they might a t t r ibute in part to them-
! se lves? What connection i s there between the department 
j 1 being a "graveyard" and thei r own personal fa i lure to be 
i advanced? Certainly t h i s has not been the condit ion o f 

the department a l l o f the twenty or more years in which 
they were members o f i t . This i s the condition o f the 
department a t present, and i t looks as i f they might 
const i tute an in tegral part o f th i s condi t ion . 
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6 . 2 A T E N D E N C Y N O T T O , F A C E A L L O F T H E F A C T A 

T H E S E W E R E T H E Q U E S T I O N S W H I C H A T F I R S T C A U G H T M Y A T T O N -

T I O N . A S I H A V E P R E V I O U S L Y S A I D , I T I S J U S T A S I M P O R T A N T I N 

A N I N T E R V I E W T O N O T E W H A T A P E R S O N D O E S N O T S A Y O R C A N N O T 

S A Y A S W H A T H E D O E S S A Y . W A S T H E R E S O M E T H I N G A B O U T T H I S . 

C O N D I T I O N O F S T A G N A T I O N I N T H E D E P A R T M E N T W H I C H W A S N O T B E 

I N G M E N T I O N E D . ? T H E R E W E R E F R E Q U E N T R E F E R E N C E S T O T H E F A C T 

T H A T M A N Y J O B S P R E V I O U S L Y - I N T H E D E P A R T M E N T H A D B E E N T R A N S 

F E R R E D T O K E A R N Y . H E R E M I G H T B E T H E C L U E . M I G H T W E N O T 

A S S U M E T H A T I N T H O S E R E P E A T E D T R A N S F E R S O F J O B S W I T H I N T H E 

( • D E P A R T M E N T to K E A R N Y (1) T H E B E T T E R M E N W E R E S E N T W I T H T H E 

J J O B T O " K E A R N Y ( B Y B E T T E R M E N I M E A N L I H E M O R E P R O G R E S S I V E 

J A N D A D A P T A B L E ) , (2) T H E M O R E P R O G R E S S I V E A N D A D A P T A B L E O F 

I T H O S E W H O W E R E N O T T R A N S F E R R E D T O K E A R N Y W E R E T R A N S F E R R E D 

| T O O T H E R D E P A R T M E N T S I N T H E B R A N C H (I T H I N K W E A R E F A I R / 

J T O A S S U M E T H A T T H E S E M E N W O U L D B E E A S I E R T O ^ T R A N S F E R - . ) , A N D 

| / (3) T H E R E M A I N D E R S T A Y E D I N . T H E ' D E P A R T M E N T . 

| ' T H I S M I G H T A C C O U N T " F O R " T H E F A C T ' T H A T T H E R E R S E E M S - T O - B E " 

| A N U N D U L Y H I G H P E R C E N T A G E O F . " O L D ; T I M E R S " I N T H E D E P A R T - F . -

J M E N T , - B U T I T I S I N T E R E S T I N G T O - N O T E T H A T H O T O N E " O F - T H E A 

! . M E N T I O N E D T H I S I N O R D E R T O E X P L A I N W H Y T H E D E P A R T M E N T W A S » . ( 

- / A N " O L D P E O P L E ' S H O M E . " W H Y ? / . M I G H T T H E R E N O T B E A P E R - " 

R S O N A L R E F E R E N C E I N T H I S A D M I S S I O N W H I C H T B I Y * N A T U R A L L Y ~ - : 

| E N O U G H , W O U L D N O T L I K E T O ' F A E E ? ~ J ' • . : — ; ~ ! / . -

I ; . " . . 6 . 3 A R E S I S T A N C E T O L E A R N I N G 

I - %f: I R O M A L L T H I S S P E C U L A T I O N > T H E R E F O R E , - T H E F I R S T Q U E S T I O N 

J , ' I A S K E D M Y S E L F W A S , W H Y W A S T H E R E ' A M A R K E D T E N D E N C Y I N 

J - . •• . T H I S D O P A R - T A E H T T O A T T R I B U T A T O F A T E O R C I R C U M S T A N C E S T H I N G S . 

J W H I C H T H E Y M I G H T A T T R I B U T E T O T H E M S E L V E S ? I A - S H O I ' T , I F W E . . . 

| ^ ' . A S K O U R S E L V E S W H A T F U N C T I O N S S U C H P R E O C C U P A T I O N S F U L F I L L , ' 

! . • ' W E C A N R E A D I L Y S E E T H A T T H E Y P L A Y T H E R O L E O F P R E V E N T I N G - . _ 

\ ' ' A S U P E R V I S O R F R O M L O O K I N G A T S O M E U N P L E A S A N T ; F A C T S , T ^ A T _ , 

F ; . . . . - ' I S , T O W H A T E X T E N T H E H J H A S E L F I S P E R S O N A L L Y . R E S P O N S I B L E . . ' . 

- T H E S E P R A O C C U P A T I O N S " H A V E H I N D E R E D H I M F R O M L O O K I N G A T H I M - . 

S E L F A N D C O R R E C T I N G H I S O W N ' A T T I T U D E , O F F A C I N G T H I S > W N 

E R R O R S A N D C O R R E C T I N G T H E M . ; T H I S I S T H E A N T I T H E S I S O F " T H E 

L E A R N I N G A T T I T U D E , A N D - T H I S A T T I T U D E S E E M S T O B E Q U I T S " -

. . • ' C O M M O N I N T H E D E P A R T M E N T ^ S E V E R A L O F T H E M E N S A I D . ^ T O J A E ; , : ^ - " - : 

- ' T H A T T H E Y H A D N O T H I N G T O : L E A R N , " A N D T H A T A F T E R . - B E I N G T W E N T Y • 

"•V--' O R M O R E Y E A R S I N T H E D E P A R T M E N T , ' " T H E Y , K N E W E V E R Y T H I N G A B O U T ^ : 

{ " ' : ^ T B > _ . - . J O L > . ' I T E A T O F T H E M W E R E T A I Y , , A A L F - 8 A T I A N E D - W I T H | T A E : ' " . ' ' • ' 

- : / ; - R ' - - - W A Y - T F C A Y H A N D L E D T H E I R J O B A . ^ • / • ; ' ; " * ? > .* 
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6*4 A T E N D E N C Y T O P L A Y S A F E „ 

4. . N O W I A M N O T S A Y I N G T H A T T H E S E M E N A R E F A I L U R E S A N D H E N C E 

- T H E C O M P A N Y W A S J U S T I F I E D I N N O T P R O M O T I N G T H E M , H U T I D O S A Y 

T H A T I T L O O K S A S I F T H E Y R A R E S U F F E R I N G F R O M T H E P R E O C C U P A T I O N 

O F B E I N G F A I L U R E S O R H A V I N G F A I L E D . A N D I F W E L O O K A T T H E 

. T H I N G M O R E C A R E F U L L Y , I T S E E M S A S I F T H E Y N E V E R D I D H A V E T H E 

C O U R A G E T O F A I L . A L L T H E I R L I F E T H E Y H A V E B E E N P L A Y I N G S A F E . 

" W H Y S H O U L D A N Y M A N S T A Y T W E N T Y . Y E A R S I N A D E P A R T M E N T I F H E 

T H O U G H T H I S R E A L W O R T H W A S N O T B E I N G G I V E N P R O P E R C O N S I D E R A -

\ ( ) T I O N ? S U C H B E H A V I O R D O E S N O T S E E M T O I N D I C A T E M U C H E O N F I D -

| E N C E I N H I M S E L F . T H E R E S E E M S T O B E H E R E A D I S C R E P A N C Y 

| B E T W E E N T A L K A N D B E H A V I O R * 

7* P R E O C C U P A T I O N S N O . 5.5 A N D 5.4 * ^ 

j T H E Q U E S T I O N T H I S R A I S E D L A M Y M I N D I S H A L L P H R A S E S O M E T H I N G 

I L I K E T H I S : W E R E T H E S E M E N R E A L L Y S O I N T E R E S T E D I N A D V A N C E M E N T 

O R W E R E T H E Y M O R E C O N C E R N E D W I T H T H E S E C U R I T Y W H I C H S U C H A D -

\ V A A C E M E A T I S S U P P O S E D T O B R I N G ? - M A Y B E T H E P R E O C C U P A T I O N A B O U T . 

W A G E S W I L L G I V E U S T H E C L U E T O T H E A A S W E R . W H Y D O T H E G R O U P 

• C H I E F S A N D S E C T I O N C H I E F S W I S H T O B E P U T O N A W E E K L Y B A S I S ? S 

\ T H I S M A Y B E I N T E R P R E T E D * O N T H E - L E V E L O F M A N I F E S T C O N T E N T , T O 

B E (1) A D E M A N D F O R M O R E M O N E Y O R (2) A D E M A N D F O R A M O R S 

S T E A D Y I N C O M E , O R A C O M B I N A T I O N O F B O T H . 

T H E R E I S S O M E T H I N G T O B E S A I D F O R T H E F A C T T H A T T H I S I S A - — 

D E M A N D F O R M E R S M O N E Y * T H E R E I S H O Q U E S T I O N T H A T U N D E R " T H E 

| P R E S E N T C O N D I T I O N S O F S H O R T E N E D H O U R S , E T C * M A N Y O F T H E S U P E R - ' 

j V I S O R S A R E H A V I N G D I F F I C U L T Y I N M E E T I N G T H E I R C U R R E N T E X P E N S E S * 

| N E V E R T H E L E S S , I F T H E I R S O L E O B J E C T I V E W A S T O I N C R E A S E E A R N I N G S , 

W H Y D I D T H E Y O F F E R T H I S P A R T I C U L A R S O L U T I O N ? T H E R E A R E M A N Y 

O T H E R P O S S I B I L I T I E S T H E Y C O U L D H A V E M E N T I O N E D W H I C H W O U L D H A V E 

j P R O D U C E D T H E D E S I R E D R E S U L T S * I T S E E M E D T O M E T H A T U N D E R L Y I N G 

I T H I 3 D E M A N D T O B E P U T O N A W E E K L Y B A S I S T H E R E W A S S O M E T H I N G 

j M O R E T H A N A D E M A N D F O R M O R E M O N E Y * F O R C E R T A L A L Y T H E Y D O N O T 

I E X P E C T T H A T S H O U L D T H E Y B E T R A N S F E R R E D T O A S T R A I G H T W E E K L Y 

B A S I S , T H E Y W O U L D G E T A S M U C H A S T H E I R ; M A X I M U M E A R N I N G S H A D _ . 

B E E N U N D E R G A N G P I E C E W O R K * 

J 7 # I A D E S I R E T O D I V O R C E E A R N I N G S F R O M P E R S O N A L P E R F O R M A N C E 

I S I T , T H E N , A D E M A N D F O R A M O R E S T E A D Y I N C O M E ? 

C E R T A I N L Y I T H A S . T H I S E L E M E N T I N I T . T H E Y D O N O T W I S H 

T H E I R W E E K L Y INOOME TO F L U C T U A T E W I T H T H E E A R N I N G S O F 

THS GANG* BUT I S IT- H O T A L S O A D E M A N D T H A T T H E I R E A R N 

INGS BS NOT DEPENDENT UPON THEIR P E R S O N A L P E R F O R M A N C E ? 
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What is the logic of management with regard to the 
•' participatioa of group chiefs and section chiefs ia the 

3 earnings of the gang? Is it not to keep them personally 
,.• interested in the output of the gang? At least this is 

the way first line supervisors think about it, and they 
were very eager to point out to me what they considered 

^ to be fallacious reasoaiag oa the part of management by 
saying, "The assistant foremen and foremen who are on a 

, ' _ weekly basis are iaterested in the gang's earnings aad 
• output, why should aot the same apply to us?" 

I .( ) - y - . . - • . • \ 
; But is it not also the purpose of management in this 

scheme of having the first two ranks of supervisors- -
participate ia the..gang percentage" to allow them to bene-

! . r . fit from that which might have been in part also because ' 
.. - * of their abilities as supervisors? Why are they so quick 

to see what they might lose under the present arrange-
. ... meat and not what, they might gain? Why do they attribute: 

I , the rise or fall of gang percentage merely to the con- S: 

? stituents of the gang? Has it nothing to do with good 
I supervision? Don't they think, they have anything to do 

with it? Or are they not willing to take this part of 
I the responsibility? Is this the rub? Does it not look 

as if the unexpressed demand is that the retention of 
their job and their own earnings in no way depend on 
their personal perfoxmande or showing? 

8 . Preoccupation No. g.5 A 

If the thesis I am making is correct, it would be natural 
I . to expect that anything which tends to "light up* a hidden 
/ "schema1* would bs iaterpreted as~ having OMIAOU3 significaace» 

Why was the assistant foreman seemingly so worried because his 
I . . chief two years ago had been campaign manager for a losing 
I candidate, when he himself had managed a losing candidate this 
j ( 1 very spring?' Why, also, was another supervisor in the depart-
' meat coacemed with the fact that both, his chiefs had not • 
j picked winners to manage? Neither of the two could articulate 
! this preoccupation very clearly. It seemed to hold some 
I ominous significance. It wasn»t a particularly good "record 
j. for the department because their chiefs had not backed winning 
I candidates. It ssemed to Imply that the department was aot * 

popular. But why did they iaterpret the failure of the can-
/ ' didate to win ths slectioa to signify their bosses', unpopular-
%^ ity? Didn.t ths candidate.s unpopularity have somethiag to do 

I 
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' WITH I T ? AND JUST WHAT DID THE BOSSES*" UNPOPULARITY' HAVE TO DO 
WITH THEM? BUT MAYBE THE UNPOPULARITY OF THEIR BOSSES HAS SOME
THING TO DO WITH THE SECURITY ot THEIR, JOBS. MAYBE TO THEM I T 
WAS A SYMBOL OF THEIR OWN DISGRACE AND OF THEIR OWN FAILURES. 
LET US EXPLORE THIS "SYNCRETISM." 

8.1 AN INFANTILE APPREHENSION OF AUTHORITY 

THE PROGRESS OF A FIRST LINE SUPERVISOR DEPENDS ON HIS 
BOSS, THAT I S , HIS FOREMAN. BUT THE FOREMAN'S HANDS ARE 
TIED UNLESS HE IS IN FAVOR WITH THE "BIG BOSSES." I F A „ 
FOREMAN WINS THE ELECTION, MAYBE THE GODS WHO ARE EVER 
WATCHFUL FROM ABOVE WILL SMILE DOWN UPON HIM AND HIS DE
PARTMENT. THEY WILL GRANT HIS REQUESTS. SOME OF THE 

• . HOPES AND DESIRES OF THE SUPERVISORS MAY BE REALIZED* 
: THEIR JOBS ARE SAFE. BUT SHOULD THE FOREMAN LOSE, THE ALL-

~ SEEING EYE WILL FROWN DOWN UPON THEM. THAT I S WHY THE LOSS 
' ^ V O F THE ELECTION MEANT SO MUCH TO THE GROUP CHIEFS AND 

SECTION CHIEFS. THE MEANING ASSIGNED TO THE LOSING WAS 
SOMETHING AS FOLLOWS: "OUR BOSSES HAVE LOST THEIR •MANA.''" 
THEY ARE NO LONGER I N FAVOR WITH THE. 'BIG BOSSES** HENCE 
WE ARE LIKE MEA OA A DOOMED SHIP.;. WE CAN AO LONGER EXPECT . 
ANY FAVORS FROM. THEM. . MAYBE-OUR SECRET WILL BE DISCOVERED*" 
I T WAS FLIGHTING UP* THEIR "EVER PRESENT FEAR. "THE 'BIG 
BOSSES'"ARE NOT PLEASED WITH US. j HENCE MAYBE WE ARE FAIL-

• *• URES*" • {J " 

THESE SUPERVISORS HAVE LOST ALL-CONFIDENCE IN THEM
SELVES, THAT I S , THAT I A ANY SENSE THEIR PROGRESS 03? 
SECURITY I S DEPENDENT UPON THEIR OWN CAPACITIES AND 
ABILITIES. THE ATTITUDE I N THIS DEPARTMENT IA NOW THAT 
ADVANCEMENT OR SECURITY LIES_IN THE WHIMS AND CAPRICES 
OF THE GODS. ANYTHING WHICH CAN BE INTERPRETED TO MEAN, 
THAT THE GODS ARE DISPLEASED SENDS SHIVERS OF INSECURITY 
THROUGH THE DEPARTMENT. WHEN A MAA GETS TO THIS POINT, 
I DO NOT SAY THAT HE IS A FAILURE, BUT I DO SAY THAT HE 
I S ACTING AS IF HE WERE A FAILURE* • 

9* PREOCCUPATION NO* 5*6 y ' • 

WHAT I HAVE SAID SO FAR IN ONE WAY SHOULD NOT- APPLY TO 
EITHER THE ASSISTANT FOREMAN OR FOREMAN. BOTH OF THESE MEA 

•ARE PRACTICALLY AEW TO THE DEPARTMENT, HAVING BEEN THERE ONLY -
A SHORT TIME.. BUT I N SOME SYNCRETISTIC FASHION, HAVE THEY- . - -
NOT ALSO IDENTIFIED THEMSELVES WITH THE DEPARTMENT? I N " -
PARTICULAR^ WHY I S THS ASSISTANT FOREMAN SO" DESIROUS O F 
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"se l l ing himselfw t o h i s employees? To be popular with them i s 
almost an obsession with him. A l l t h i s appears to me to be 
symptomatic o f underlying fee l ings o f uneasiness and insecuri ty 
and a lack o f confidence in himself. 

10. Conclusion 

In conclusion 9 l e t me point out the things which seam to me 
to point to the interpretat ion I have made: 

10*1 A tendency to at t r ibute to fa te or circumstance that *H' 
which thoy might.have attributed to themselves* 

10.2 A tendency not t o face a l l the facts* I 

10*3 A tendency, to play safe* 

; 10*4 -k res is tance to learning* 

10*5 A desire to divorce earnings from personal performance* ;- ' 

10#e An infant i le apprehension o f authority* 

10*7 A concern about things over which they have but l i t t l e 
, , . con t ro l , that i s , a concern about what others think 
' , . y about them and the at t i tude management has toward them,, 

rather than" to attempt to control those things over 
which they r e a l l y have some con t ro l , that i s , themselves, 
the i r own att i tudes and.preoccupations* 

Lot me say, again, that i t i s not my purpose i n this,, paper 
to throw a l l the blame f o r the condit ion o f the department on 
the present supervisors. With the question o f who i s to blame, 
whether management, supervisor, or employee, I am not concerned. 
My purpose in t h i s paper was t o describe a human si tuat ion, and 

«••'as I only interviewed the supervisors in this" department, I was, 
. therefore , l imited to tha s i tuat ion which ex i s t s among these 

. supervisors. I was, therefore , interested in the way they i n 
terpreted the things which happened about them, and I was not 
interested in another or not their interpretations were j u e t i -

' fied* .' ' , • j;" . . . . . . „ 
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