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REVIZT OF EXPERIENCE IN CONNECTION
WITH THE PERSONNEL COUNSELING EXPE RLMENT

Early in January, 1936, at a conference in which the subject
of Industrial Relations was being discussed the following question
was asked the Industrial Relsztions people who were present, "If you

. were to devise a persomnel program which would take into account all
of the factors which your research in this area shows to be signifi-
cant, what sort of a plan would you recommend?" The answer to this
question was the personnel counseling experiment. In framing this
experiment, which will be described later, there were two separate
questions which had to be answered. The first concerned the objec-
tives to be achieved. The second question was that of devising a
plan for achievins those objectives. Inasmuch as an understanding of
the plan worked out devends upon an understanding of the objectives
in view these will be outlined first.

The Purpose of Personnel Counseling.

Our research in the field of employee relations began in
1927 and continued until 1932. fFrom that work, which included the
various test room studies, the employee interviewing program and the
Bank Wiring Observations Room, certain conclusions were reached which
suggested the need for a more adequate personnel program. Although it
is impossible to discuss these findings here in any detail, there were
two observations which seemed of particular importance. The first is
that the problem of employee effectiveness is inseparable from the em-
ployees total situation. Fach individual employee in a department
has experienced a personal history which makes his situation unique.
At work all of these individuals are expected to measure up to fairly

wniform standards of outmut, quality and general conduct. The
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individuals who fall away or fail to measure up to these standards be-
come problems to their supervisors. The question here is what should
the supervisor do with these people? Some of them may be brought into
line through the application of pressure but with many people such
tactics will fail because many of the factors which make for inatten-
tiveness and lowered efficiency are beyond the individual's conscious
control., The intelligent procedure is to explore the individual's
situation, determine the source of his difficulty and then attempt to
act in accordance with that diagnosis. While some supervisors may be
qualified to do this sort of a job, in practice few of them have the
time to devote to it. An added limitation inheres in the supervisor's
social relationship with the employee. This i1s necessarily an
authoritative relationship and such a relstionship makes the employee
reluctant to discuss his situation sufficiently frankly for a thorough
appraisal of it to be made, Here, then, is one set of problems which
can best be diagnosed by skilled interviewers outside of the usual
lines of authority. There is a very real need for an impartial, non-
authoritative agency whose function is that of interviewing employees,
diagnosing their problems and where necessary, counseling with the
supervisor regarding his methods of supervising these people. In plan-
ning the personnel counseling experiment this was regarded as one of
the important objectives to he achieved.
The second imnortant observation arising from the research

s mentioned is more difficuvlt to state. During the latexr nhases of the

research program the investigators were struck with the fact that the

picture of the work situation which they obtained from their detailed

observations of it was in many respects quite different from the way

management assumed it to be, It was observed thet many management
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controls, particularly the wege payment structure, failed to function
in accordance with the logic upon which such controls were based.
Upon analyzing these situations further it was found that the employees
had spontanecusly elavorated an informal social organization within
the formal framework of the Company. The function of these informal
organizations seemed to be twofold. The first was that of providing

¢ the work group with a certain feeling of security. It appeared as
though the employees were rather unconsciously attempting to protect
themselves from real or fancied consequences of supervisory practices
and technical innovations. Group restriction of output was one of
the chief protective devices thus elaborated.

The second function of these informal organizations appeared
to be that of providing the work group with those intansgible social
satisfactions which come from being an integral member of a closely
knit group. Various kinds of leadership were also provided for by
these informal groupings which were not defined in the formal organiza-
tion of their work situation.

These observations as to the structure and function of the
informal social organization existing at the work level suggested the
second broad objective to be incorporated in the personnel counseling
experiment. On the one hand, it was seen that the employees had
many sentiments and feelings and that the employee's behavior and

- efficiency was controlled by these factors even more than by sheer
monetary incentive. These sentiments pertained to such things as
seniority, age, sex, workmanship, nationality, social resvonsibility,
work history, occupation, and position in the group and extended to

manr factors in the immediate physical and social environment which
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were symbolic of the status the individual had attained. On the other
hand, it was seen that management frequently had to act in ignorance

of these sentiments. The supervisory structure was not functioning to
communicate facts of this kind upward partly because the importance of
the material was not understood, partly because the lower level super-
visors were of necessity so much a part of the work situation that they
could not study it objectively and, in part, because material of this
sort is difficult to transmit in a useful form. As a conseguence
management practices and procedures frequently collided with the senti-
ments of the employees with the result that the employees formed an
informal protective organization against such practices. Stated in
another way, it appeared as though management, using that term in its
broadest sense, habitually acted as though the technical, economic
organization of the Commany was something apart from the social organi-
zation of the Company and that the one did not appreciably affect the
other. These studies showed that the social organization is intimately
related to the technical organization and that changes in one affect
the other. These studies further suggested that the problem of
collaboration and work effectiveness is essentially a problem of how
these two aspects of the total Company structure are related and kept
in balance.

The problem here, therefore, appeared to be that of communi-
cating a more accurate picture of the situation at the work level to
management. In order to do this, however, it seemed that here again
an outside agency skilled in the technigues of interviewing and observa-
tion and familiar with the methods of individual and group analysis
could function best. This therefore was stated as the second broad

objective of the personnel counseling experiment.
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To summarize, it was felt that in devising a more adequate
plan for doing personnel work the following objectives should be kept
in mind:

l. To study and obtain correction of problems pertaining to
the individual.

1.1 Where the problem is psychological to attempt to
secure an adjustment by skilled interviewing.

1.2 Where the prohlem arises from a defective relation-
ship between supervisor and employee to counsel the
supervisor indirectly regarding his supervisory
methods.

2. To study and obbtain correction of problems pertaining to
the work group. '

2.1 To study the effect of management policies and prac-
tices at the work level.

2.2 To communicate general observations, material which
does not reflect upon any identifiable person, to
management.

3. To conduct intensive studies of problems unearthed by the
\\\\-d/ personnel counseling activity which seem worthy of research
and development.

Qutline of the Plan.

In order to achieve these objectives the following plan was
suggested. A trained interviewer from the Industrial Relations Branch
would be assigned to one or two sub-departments depending upon the
number of people involved. This personnel counselor would spend his
whole time interviewing bthe employees in his territory, contacting
their supervisors, familiarizing himself with the emplovees'! jobs and
recording and analyzing his observations. His interviews would be
conducted under conditions of privacy away from the employee's work
and with a guarantee of strict confidence. The employee would be
paid his average hourly earnings for time spent in the interview.

The Personnel Counselor would strictly avoid taking sides on any
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controversial issue and would at all times refrein from teking an

authoritative position in his dealings with employees and supervisors,

This plan was discussed at a meeting of the Hawthorne Menage-

ment some time in January, 1936. As & result of that discussion it

was decided to try the plan out on an experimental basis in the Panel

Apparatus Department of the Central Office Division. The next problem,

therefore, was that of introducing the experiment.

How the Plan was Introduced.

Inasmuch as the success of the experiment depended upon its

. reception by the supervisors and employees, considerable thought was

given to the problem of introducing the plan to them, The Division

Chief, whose consent had been obtained for conducting the experiment

in his organization, explained the program to a&ll of the supervisors

in his organization at one of their regular monthly meetings. In

presenting the plan to them the Division Chief first outlined the ideas

and development work behind the plan. He then described the plan in

detail and introduced to them the man chosen to conduct the experiment.

In his talk to the supervisors the Division Chief emphasized 1. That

the Counselor would not assume any of the duties or responsibilities

delegated to them; 2., That it was hoped that they would feel free to

discuss their problems with him, and 3. That the Counselor would be

extremely careful not to divulge information of & personal nature

which he obtained through his contascts with them and their employees

and which might embarrass them in any way.

The supervisors were told that the group chiefs would be ex-

rected to pass word of the plan around among employees,

In presenting

the plan to the employees they vere asked not to give it too much
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emphasis. They were simply to pass word along that the Company was
trying out a new way of doing personnel work and that a "Personnel
Man" had been assigned to the department who might be around soon to
talk to them individually. The supervisor was to explain that the
employees would be paid their average earnings for time spent in talk-
ing to the Counselor, TFurther expleining of the program was left to

’ the Personnel Counselor in his contacts with the employees,

Reception of the Experiment.

No difficulties were encountered in introducing the experi-
ment., On April 3, 1936, after about six weeks' work, a preliminary
report (Appendix A) was issued in which the following summary of
experience was made:

"In general, it may be said that these first six weeks'
work indicate that the plan is beginning to satisfy a need that has
been felt for some time by supervisors, employees, and employee
representatives, The supervisors seem actively interested in the
pian and, in several instances, they have said that they would wel-
come the assistance that the "Personnel Man" might offer in helping
them to gain a more complete understanding of their human problems
and in getting their thoughts and their problems up the line.

"With regard to the employees, it is sufficient to say that
they are all as interested in the plan as they were in the Interview-
ing Program. They go out of their way to speak to the "Personnel Man"
whenever he is in their section. They talk openly and freely of their
problems and this in itself appears to be beneficial to them.

"In view of this experience, it is félt that the groundwork
is being laid for a progrem that fits into shop situations without
disturbing the work that these orgenizations perform and which at the
sarne time can g0 a long wey toward alleviating many of the problems
industrial organization presents."

A second progress report which was issued on May 27, 1926,
sfter thirteen weeks' work indicated that several new organizations
had been included in the experiment. This extension was made as it
was thought that our experiences in one department were not sufficiently

representative of the Works Orgenization as a vhole end we wanted a
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better cross-section of both employee and supervisory reaction before

any final judgment was made on the practicability of the program.

The investigator's impression of the progress made may be

seen in the following guotation from the Second Progress Report. This

report is included here .as Appendix B,

"In addition to this expansion there has been considerable
progress made in the experiment itself. The investigator feels that
the values in the experiment are coming up to the expectations of it
as described in the previous report. In other words, he feels very
strongly that progress is being made toward creating a more harmonious
work rdiationship among employees and between employees and their
supervisors., In addition, this broader experience has resulted in a
more definite idea regarding the types of problem that may be expected

and the techniques that mey be employed in solving them."

A special report, included here as Appendix C, which was

issued on October 9, 1936, describing the attitude of short and long

service employees, contains references to further developments in the

experiment.

"Since the second progress report on the experiment in
Personnel Counseling was issued on May 87, 1936, the personnel devoted
to this project has been increased from one to five people., In addi-
tion to this increase in personnel, the experiment itself has been
extended to the Station Apparatus Shops. Two people, one man and one
women, are at present devoting their time to interviewing employees
in the Hand Telephone Set Division of the Station Apparatus Shops.
Two people are working in the Central Office Division snd one in the

Piece Part Division of the Central (Office Shops.

Inasmuch as the new personnel counselors have been working
in their territories only a short time, it is impossible to assess
the functioning of the plan as originally outlined &t this time....
In passing it might be said, however, that the experiment is progress-
ing satisfactorily and the counselors are especially appreciative of
the cooperstive spirit shown them by supervisors of all ranks. It is
. expected that this work will proceed rapidly now that the new counse-
lors have gotten acqueinted in their territories and have had some

training and experience,"

Since the above reporti was issued on October 9, the territory

included in this experiment has agein been expanded and the number of

counselors has been increesed to seven. The accompanying organization
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charts (Appendix D) show the departments now included in the progream
together with the nemes of the counselors assigned to each department.

At the present time, although the plan is being carried on
chiefly by new and comparatively untrained counselnrs, we have encoun-
tered no general reactions which conflict with the preliminary appraisal
of the plen., A few tuestions have been raised by employees in places
where there were unsatisfasctory supervisor-employee relationships re-
garding the confidential nature of the interviews., In these cases
strict confidence was promised and in all cases these promises have
been respected, Also some supervisors heve raised questions regarding
the use of material which was obtained from their people and the value
~of interviewing employees whom they felt were contented. Wewere able
in @ll of these cases gradually to overcome their fears and to assure
them that the plan offered a safeguard against careless practices and,
in the long run, would result in an increase in employee satisfaction.

The employee representatives have raised questions regarding
the function of the counselor and the relation between his work and
theirs as employee representatives. They were advised that our func-
tion was chiefly that of improving the relationship between the employee
and his supervisor and of helping supervisors to understand employee
problems. Also they were assured thet we were not atiempting to
duplicate their function in any way, thet we felt they had a real func-
tion to perform and that we would be careful not to do anything which
might undermine their position.

These questions are significant in that they reflect the
employees! respect for management's guarantee of personal security

when administering a program which might easily be used as a "“spy
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system" or a means for gathering informestion which could be used as
justification for open opposition to employee requests, The case
with which we were able to overcome all outward resistance is suf-
ficient indication of the real fundemental value of a management's
sincere effort to understend employee feelings and to deal with them
intelligently.

Illustrations of Work Being Done.

The counselors have noﬁ interviewed approximately 500 em-
ployees and have contacted sbout 160 lower level supervisors, In
practically all of these conteacts we obtain data which has an immedi-
ate value, These values will be discussed briefly under the following
headings:

1, Personal adjustments,.

2. Supervisor-employee relastions,

3, FEmployee-Management relations.

Personal Adjustments.

Cases which fall in this clessification range all the way
from the employee who evidences normal drives for progress and
advancement and who benefits by being able to telk over his
personal affairs with an impartial listener to the neurotic in-
dividual who needs considerable personal attention to clear up
the more fundamental disorders, The following case has been
included as it illustrates the application of our point of view
in working out a personal sdjustment. This case is by no means
typical of maladjusted employees but it does illustrate very
well how the personnel counselor functions with this type of
problem.

A Case of Personal Adjustment

. In February of this year the assistant foreman called our
attention to =& problem which had been worrying him for some time.
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He pointed to.a man who was 48 years old and who had about 20
years' service, saying that he (the assistant foremsn) had tried
the employee on almost every job in the department and he was a
failure on all of them. The employee was then working on one of
the simplest jobs in the department and the supervisor was faced
with the problem of either cutting his hourly rate, which was
above the maximum of the grede, to the minimum of the grade, or
moving him to other work,

The employee's work history is as follows: He was employed
as an assembler and adjuster on small telephone apparatus from
1917 to 1923. He apperently was capable on this work for he was
made & group chief in 1923 where he remained until the beginning
of the depression in 193l. At that time he was considered one
of the least efficient supervisors in the group and he was among
the first supervisors in the department to be dsmoted when work
became slack, He was then placed on the highest graded adjusting
Job in the department and the hourly rate which he had as a super-
visor was not changed, A short time later it became sapparent
that he was not learning this work as rapidly as was expected and
his hourly rate was cut.

Later he was judzed a total failure on this work and was
transferred to adjusting work in another department where it was
expected that he would do better because he had handled the job
satisfactorily both as a worker and a supervisor. Here again he
failed to perform up to the standard, and so was transferred
back to the original department.

At this time he was given a preliminary adjusting job which
was graded iower than final adjusting and his hourly rate was
reduced, Here he again failed to measure up to the standard and
so he wes tried on miscellaneous low grade assembly and wiring
operations which ordinarily would be given to new employees.

While he was working on the preliminary adjusting job, a
new piece rete and new labor grades were assizned to the depart-
ment. In this situation it became necessary to have the hourly
rates of &ll employees adjusted within the rate range of the new
labor grade, and beceuse cf ths new piece rate it was felt that
considerable emphasis should be placed on keeping employees'
hourly rates in line with the individuel's contribution to the
group. The employee's hourly rate was therefore adjusted to the
maximum allowed on the preliminary adjusting job and when he
failed to produce he was given & small cut, Leter, when he was
moved to miscellaneous assembly end wiring work, he was given
] another small cut. This was all grsde 1 end 2 work, and the em-

plovee's hourly rate finally was adjusted to the maximum of rrade
3 or $.44 per hour. In this situation it was a physical impossi-
bility for the employse to earn his money, and, to make matters
worse, the employee's output did not compare favorably with some
new employees who were hired et the minimum of the labor grade.
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The above were the essentials of the problem as they appeared
to the department when the assistant foremen asked our help. They
felt that they had given the employee every possible opportunity
to make good and that he hed failed, They also were disturbed be-
cause he sppeared to be drinking heavily end more recently because
he was not at all cooperative.

Farly in March of this year the Division Chief cslled a con-
ference in which they practically decided to transfer the employee
to a grade 1 job in enother organizetion and to cut his hourly
rate to the minimum of the grade, They proposed to explain that
he would be given a last chence and that if he failed he would be
dismissed, Our original interview indicated that the failure was
because of a personal maladjustment and, as we did not believe
that the proposed action was addressed in any way toward the solu-
tion of the difficulty, we asked that the transfer be delayed a

i few months, or until we had had an opportunity to make a detailed
study of the case,

This study included interviews with the employee, a very
thorough physical examination, several intelligence and vocational
tests and a careful study of the employee's associates on the job,
his supervisors and the mechanics of all of the jobs on which the
employee had failed.

The interview showed an employee who was reaised in one of
the west side slum districts., The family consisted of two older
sisters, an older brother, the employee and a younger brother.
The mother died when the employee was very young and he does not
remember her. The older sister managed the house, The father
wes a strict disciplinarien, The children were punished frequently
and they were not allowed ordinary liberties. This was so pro-
nounced that the older brother left home &s soon as he finished
sehool. The father was employed as & laborer until his death,
which was shortly after the employee graduated from grammar school.
The employee worked during vacation time while he was in seventh
and eighth grades, and he found a steady job immediately aftfer
leaving school., He worked for several concerns until he enlisted
in the army during the World War and when he returned at the age
of 29 he was employed at Hawthorne.

During this time he formed a close relationship with his
older sister who never married, She kept house for him until a
few years ago when he moved to a hotel across from the Plant.

This move was made during the period when he was having difficulty
on the job, but he continued to contribute toward her support and
still has a very loyal attitude toward her,

The employee's attitudes which stood out prominently during
the first interview vere:

1, Fear of the supervisors (foreman especislly). Belief
that they head it in for him, Feelings that they were
watching him all the time., He could feel the foreman's
eyes on him when the foremen was at the other end of
the roon,
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2. Belief that his nervousness was a "shell shock" hang-
over from the war in spite of the fact that he was in
good health for years after the war and was not nervous
until recently.

3. F¥ear of sickness, He had been under the care of several
doctors who tried to convince him that he was all right.
He took "nerve medicine" regularly four times a day.
His closet shelf was full of pill boxes and cold cures.

. He wore a jacket on days when it was so hot that his
shirt was wet with sweat. He talked of his health, his
sister's hezslth, boyhood friends who had terrible dis-

‘ eases, 'He went into a tantrum if the hotel room was cold
or the depariment was drafty.

4, His only associate outside the Plant was a tubercular
war veteran with shady character, and he did not see him
often. Most of his leisure time was spent in his room
with a cheap magazine. He also 4id not talk to anyone
in the department unless they asked him a question.

The physical exemination indicated that while he was slightly
below par generally, there was nothing definitely wrong with him,
There was, in other words, no apparent physical cause for this ex-
treme nervousness or for this paranoid type of thinking, They
advised regular exercises. ‘

The Intelligence and Vocationasl Tests which were given indi-
cated quite positively a low grade intellectual development, but
they were not significant beyond thet, because of the employee's
extreme nervousness when they were given.

The employee's associates on the job felt quite sorry for
him and while they believed that he had been given several oppor-
tunities to prove himself, they did not resent his being paid
more than his share of earnirgs, On occasions they went more
than half way to be nice to him.

The supervisors had definitely turned against him, At first
they resented his being left on the job., They used him and two
women employees to account for low group earnings. They continu-
ally aggravated him by demanding improvement and by comparing his
output with new employees.

- Our observation of his work showed considerable lost motion,
lack of coordination in his efforts and periods when his etten-
tion was miles away from the job. His explanation of other jobs
which he handled indicated the same sort of activity. Output
records which we prepared from bogey sheets (his own record of
output) indicated that he reported on an average of between only
two and three hours out of eight on productive work, The balance
of his time was spent on miscellaneous items upon which his
efficiency could not be measured.
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In the above it was evident that the interview needed to
be addressed, first, toward directinz the employee's attitude
toward a more constructive relationship with his situation and,
second, toward controlling the attitudes of others in the situa-
tion so that a personal adjustment would be possible.

We began by interviewing the employee daily until we had
dissipated a good part of the emotional disturbance in his think-
ing., Then we limited the interviews to two & week and concen-
trated on helping him to think constructively about his work,
his supervisors and associates outside the Plant,

As soon as we noted a definite progress in his thinking we
begen asking the sroup and section chief to talk about him. In
these talks, the supervisors were encouraged to criticize the
employee and they were asked to express their criticism in as
much detail as possible. At no time did we offer any difference
of opinion outside of the general statement that the employee's
attitude had improved. This was carried to the extent that we
did not object when the division chief called to advise us that
the employee's hourly rate would have to be cut. This was six
months after we began with the case, We only asked that the ex-
planation be given to the employee in terms that would carry
conviction to him. Later we attempted %o assist the section
chief in preparing a statement for the employee and in this con-
versation the section chief found his case very weak and apparently
decided to do nothing.

A

This approach to the problem has resulted in the following
change in the situation:

1. The supervisors are taking a genuine interest in the
employee and they are helping him with encouragement
instead of criticism., Both the group and the section
chiefs are now teking personal credit for the improve-
ment and they claim to have made arrangements to
assign him to higher graded work in the near future,

2. The employee has increased his efficiency from between
60 to 70% to about 100%. There appears to be little
lost motion in his activities on the job, and he
appears to be getting a resl feeling of satisfaction
in doing his job better than the rest.

He is also very friendly with 211 of the employees both men
and women who work near him, and he spends his rest periods talk-
ing with a group of employees who work in the other end of the
room,

He has developed several close friends in the hotel and he
occasionally joins a group pleying pinochle. He has been keep-
ing steady company with a girl whom he expects to marry. They
plan to move to a furnished apartment., Due to her influence he
spends several evenings a week at the movies and dances or with
their friends.,
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About a month azo he quit spending money on doctors. He
takes no medicine and says he feels better than he ever did. He
has discarded the jacket that he was continually wearing and
observes that he is no longer troubled with colds. This is in-
teresting because he said he always had a cold ahout this time of
vear. The only remnant of the old attitude toward sickness is
his excuse for marrying. He says a man of his age needs someone
to take care of him. '

“ From a social point of view, this employee is now in working
equilibrium with his environment. His attention is on the job.
The supervisors appreciate his efforts and the new employees

> respect his knowledge of the job, and the older emplovees are
friends instead of sympathizers. The concentration c¢f our efforts
on a personal adjustment without taking into accovnt the other
areas, supervisor, associates and the job itself would have proba-
bly resulted in failure. The total adjustment depended upon work
with the employvee's attitude, the supervisor's attitude, his
associates' attitudes and with assistance in studyings the job and
developing an appreciation of coordination of activities.

Supervisor-Employee Relations.

Maladjgstments in the relation of supervisor to employee
present an even wider range of problems thaﬁ we find in cases of
personal maladjustment. These range from supervisors who have
habits that mildly irritate their people to those who have removed
themselves so far from the employees that they have no apprecia-
tion of the more intimate employee reactions and in some cases
have no desire to try to understand them. The following is a
tyvpical illustration of this sort of a problem.

A counselor noticed a rFroup chief who appeared to be particu-
larly satisfied with the job he was doing. He also obaerved
that this supervisor vas well informed regarding the technical
side of his job but he was never observed talking to his employees.
He always seemed to have a severe expression on his face whenever
he approached an eriplovee and his conversation was brief and
abrupt. The counselor also observed that this group chief's
superior was also & technically trained man whose interests were
largely in that field and that the superior gave considerable
recognition to this group chief while others who were more in-
terested in human problems received no notice whaitsoever.
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The counselor?!s interviews with employees indicated that
they were consciously restricting their output and several of
them said that they hated to come to work. They also made com-
ments such as "He never smiles;" "I guess he's got it in for me
because he hates to answer a simple question;" "He reminds me of
a neighbor who beats his wife;" "Sometimes he gets my goat so
that I want to gt up on the bench and scream,"

These observations indicated that the counselor needed to
spend considerable time creating a real interest in human prob-
lems and in buildinzg up a closer relationship, that is, one in
which there would be a mutual understanding between the employees
and the supervisor. The counselor is at the present time making
progress in this direction by referring employees who have per-
sonal problems to discuss, to the supervisor and also by urging
the supervisor to telk these problems over with him. This pro-
cess is being carried out so informally and the change which is
taking place in the supervisor is so gradual that the supervisor
himself is not yet aware of a change in his thinking. Employees,
however, have noticed the change and are beginning to show more
interest in their work.

Employee-Management Relations.,

Several questions have arisen during the course of the last
year in which the nersonnel counselors' knowledge of employee
sentiments proved useful to management. In addition to this kind
of management information, two reports have been issved in which
an attempt was made to present problems worthy of management
attention. The first report is entitled "Attitudes of Short and
Iong Service Employees" and is included here as Appendix C. The
second report which has relevance to this topic is "An Outline
for Discussing the Labor Situation at Hawthorne” and is included
as Appendix E of this report. Inasmuch as these two reports
illustrate very well how this program can function to keep

N management informed.of general problems at the work level,

nothing more need ve said about the subject here.
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Probiems Arising in Developing Personnel Counsclors.

Our experience in introlducing new counselors to this work
has indicated that considerable training is necessary if they are to
accomplish the objectives of this program. We find that it is rela-
tively easy to train employees who have been carefully selected to
take good interviews. The difficulty arises in making use of the

. material gained in the interview and in effecting the adjusiments
which are indicated. The usual tendency in a program of this sort is
for the agency conducting the work to assume many of the functions and
responsibilities formerly delegated to the Line Organization., This
seems to be the human and natural thing to do. The tendency is, in
other words, to conduct a study, identify certain problems and then
zet the parties involved together and tell them what is wrong. The
approach we are followin~, resquires that the counselor assume no
authoritv and that he show care in all of his contacts so that the
relationships which already exist may be strengbthened as the result
of his activities. 1In this respect the perscnnel counseling program
is somewhat at variance with the trend in Industrial Management. The
trend over a long period of time has been toward setting up organiza-
tions within the Company and making them functionally responsible for
certain aspects of the shop foreman's job. In this instance that
would mean making the counselor functionally responsible for the humen
relations side of the job, It will readily be seen that this program
could proceed in this Tashion, and it is our opinion now that a good
many sunervisors would bo ;lad to be rid of the worry connected with
their nersonnel. However, it is because we feel that such a policy

would eventually create frictions and antagonisms and thus in the long
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run tend to weaken rather than strengthen the effectiveness of the

supervisory organization, that we have insisted that ths counselor

act merely as a catalytic agent. This means that in addition to

learning to interview and learming to interpret his material, the

counselor must also develop a technique for getting the Line drganiza—

tion to take the kind of action which he feels is desirable and at

the same time create a feeling on the part of the Line Organization

that they themselves are largely responsible for whatever accomplish-

ments are made. It is this process which makes it so difficult to

train new counselors., At present we are meeting this problem by

having them discuss their interviews and any personnel problems with

a senior counselor who is helping them interpret the material and who

is approving any program whieh involves action. In these discussions

the senior counselor is insisting that they work entirely from proven

facts instead of hunches. We realize that this method may seem overly

cautious and that it does not permit us to function effectively in

cases where an immedi ate decision seems necessary to the Line Organiza-

tion but this caution seems justified as it avoids many disturbances

that might be caused if untrained counselors were given a free hand.

Plans for Future Develonment.

In view of the fact that every phase of the program is still

in the developmental staze, our future plans must of necessity be

tentative. We are at present occupied with training our present force

which is to be increased as rapidly as suitable candidates can be

found. It is hoped that vwe will be able to cover the Central Office

and the Station Apparatus Shops by the end of the year.

This means

that we will need to add twelve new counselors and that we must
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develop four senior counselors. This estimate is based upon our
assigning one counselor to a shop deparitment and a senior counselor
to each division. It may be, however, that one senior counselor will
be able to coordinats the work of all of the counselors assigned to a
product shop. This problem will be studied as our program progresses
and a more definite opinion can be given later.

At the present time we are also giving considerable atten-
tion to developing the research aspect of this program. We are now
typing three copies of employee interviews which will be coded so
that only the counselor who took the interview will be able to
idéntify the individual from whom it was obtained. The counselor's
copy will be filed in an organization file which also will be coded
so that only the counselor will be able to identify the organization.,
From this file he will make studies of personal problems, he will
compare employee attitudes in one group with those in another, he
will try to understand these differences and in all cases of employee
dissatisfaction he will try to work out corrective action whenever he
finds a "problem situation" developing.

The second copy of the interview will be filed by occupa-
tion. This kind of a file seems to be particularly important at
present because of our product shop set-up. It will be uwsed in making
cross sectional studies of, for instance, punch press operators who
may be scattered throughout the Works. These studies will probably
result in notations of differences in attitudes in certain locations
which can be callad to the counselor's attention and he can take action,
whenever corrective measures are indicated. Briefly, this kind of a
file will function as a conitrol for the counseling organization itself

as well as a means of sunplying management with occupational data.
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The third copy will be filed by interview numbers so that
all interviews with any one employee will be assembled in one spot
even thoush he is transferred to several organizations and even though
he is employed on a variety of occupations, It will be some time be-
fore a file of this sort has a real value but as soon as a representa-
tive number of interviews are collected, studies involving variations
in age, service, and nationality, etec., will be made as well as studies
which are concerned with the movement of people from one organization
to another as compared, for instance, with mobility within an organiza-~
tion.

The above outlines in general our thinking with regard to
the future possibilities of the psrsonnel counseling program. Briefly,
we are looking upon it in the ultimate as an organization which will
assist management, the lower level supervisors, and employees, in
establishing and maintaining a working relationship which is based
upon facts and a fundaneatal concept of the human as well as the

technical needs of the industry as a whole.
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PRELIMINARY REPORT ON
THE EXPERTMENT IN PERSONNEL CQUNSELLING

General Statement of the Plan

On January 17 tentative plans were made for the developnent
of a new kind of personnel work. Under this plan a "Personnel Man"
from the Industrial Relations Branch would be assigned to a group of
approximately 300 employees. This man would devote his entire time
to interviewing thess people, contactiing their supervisors and
familiarizing himself with the work being performed. It was felt
that such a specialist could perform a very real function both for
the organizations to which he was assigned and for management. By
having direct personél contact witﬁ each and every smployee, he
could give their problems much more attention than they are now
receiving; he could bring their problems to the attention of proper
authorities and thus serve as a coordinator of existing agencies;
he could counsel the supervisors about problems in their organiza-
tion and thus aid them in solving them; he could, by interviewing
the employees, dissipate many of their apprehensions and emotionally
reinforced ideas and, finally, he could keep management informed of
the gensral effect of its Dolicies at the work levél andéd of problems
which are impersonal and general in character.

It was felt that this plan was in line with and followed
logically from the interviewing program and rclated studies whiech
were made from 1527 to 1932. It was also felt that such a plan
would place the personnel counsellor in the same relative position

that managemsnt has alread; found successful in the henélinz of
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materials and equipment. From time to time the Company has found it

beneficial to develop specialists in certain aspects of manufacture.

This plan would simply add a specialist in personnel protlems who could

give the line organization the benefit of his knowledge and findings.

In outlining this plan considerable attention was given to

the qualifications of the "Personnel Man" and his relations with the

departments in which he would work. It was felt that he should be

well grounded in Company organization and procedure and that he be

well trained in the technique of the personal interview.

as to his

relationship with the group to whieh he would be assigned, it was

felt that he should report to an outside organization, the Industrial

Relations Branch, and that he should function in the group without

any definitely recognized authority except the right to interview

employees and study the general work situation including relevant

departmental records. It would be important for him to use the in-

formation obtained from individuals in a way that would cause no

embarrassment to anyone; otherwise he would not be able to function.

Procedure in Introducing the Experiment

It was decided to try this plan out experimentally in

Department 6364, an organization of about 150 employses, so as to

learn from actual experience what its possible merits and demerits

might be. A man was selected from Department 6086 to conduct the

experiment. A detailed outline of the procedures to be followed in

setting up the experiment was then prepared and the division chief

discussed it with all the supervisors concerned at two meetings
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held on February 6 and 7. At these meetings the plan was presented
clearly and in detail. The supervisors had few questions after the
talks and the plan seemed to be acceptable to them. Following this
introduction the "Personnel Man" started interviewinz employees and
getting acquainted with the supervisors in the department.

Sunmary of Experience to Date

It is impossible at this early date to draw any final con-
¢lusions from this experiment. The investigator has spent about six
weeks in the depariment so far. During this time he has interviewed
22 employees and has spent a good deal of time contacting the various
supervisors. It was thought important tc develop satisfactory rela-
tions with the supervisors at the outset and (1) to get a picture of
the general work problems as they appear to them, (2) to zst a
thorough knowledge of the work done by the operators and the require-~
ments that are made of them, and (3) to learn as much as possible
about each supervisor's attitude toward his personnel problems. This
general background is regerded as essential to an adequate under~
standing of employce complaints.

T the prescnt time the major problems in this department
Trom the supervisors' standpoint are, in the order of their im-
portance, (1) Groun earnings and piece rates, (2) Schedules and
work difficulties, (3) Difficulties involving the supervision of
individual employees. On the whole, the supsrvisor's time is so
occunied with the first two of these problems that he hes little

time for the third.
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i1) Group Barnings and Piece Rates

This is the major problem in all sub-departments in 6364.
It is partly due to the fact that low activity does not permit
employees to work full time on one job., Partly it is due to a
lack of low grade operators who are efficient on several jobs.
Another difficulty is that the new piece rates seemingly do not
permit earnings that are comparable with past earnings for
comparable work. The supervisors are spending most of their
time trying to overcome these difficulties becauss they believe
that 90% of employee dissatisfaction is the result of earnings
that are considered low.

(2) Schedules and Work Difficulties

The balance of the supervisors' time is mostly occupied
with a variety of problems involving work assignments, difficul=-
ties with machines, materials and back schedules. Inasmuch as
these are only of indirect importance in this experiment, they
need not be commented on.

(3) Supervision of Individual Employecs

With the exception of the problem casc, which is studied
carefully by every supervisor in the lin: before a dscision is
reached, the supervision of the individual docs not appear to
be a major problem from the supervisors' point of view, This
scerns to bz due to the following reasons: (a) Employces do not
take all of their compdlaints to surervisors for thev say, "He
won't do anything ebout it"; "he will think I'm a kicker"; or

it wouldn't do me any good as he would be down on me". (b)
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The lower level surervisor's time is taken up with running the

job and there is a general resistance to Dbothering him or to

taking things over his head. {(c¢) Sudervisors in general are
»

apt to discourage the employee from taeking conplaints up the

line as it may reflect on them personally.

- The employees contacted have been selected from all of
the sub-departments involved in the study. Some of them were
classed as problems or "chronic kickers" by the supervisors but,
for the most part, they were considered average employces. Thsir
problems, with the o¢xception of two men who appesr to be rather
serious cases of personal maladjustment, are largely personal.
Many of these problens ave dissipated during the interview, that
is, the employee himself comes to feel that no definite action
can be taken and that the problem is comparatively unimportant.
Some of the e%ployees, however, raise questions that can and should
be answered. Many of these involve nesw piece rates and earnings.
These questions are apparently assuming more importance cach day
as employees are becoming convinced that rates are being cut. No
definite action has yet been taken to obtain answers for the em-
ployees on any of tnese questions. II the demand is strong, thsy
are urged to see their supervisor. 1In a few instances, the in-
vestigator has informed the supervisor of the cormplaint, but in
no case has immediate action been requestcd.

One employze's problem was called to the investipator's

attention by a supsrvisor. The employee felt that he had a

oricvance because of s.veral transdcrs, sach of whica involved

UNIVERSITY OF WISCONSIN =~ MILWAUKEE



Ba
a cut in rate. In the interview, it developed that he had
several physical disabilities and that after a prolonged ill-
ness, he was given an easy job that paid over a dollar an hour.
At the beginning of the depression, he lost this job and since
has been moved around because he was not particularly efficient
. ’ on any assignment., This case was discussed with the supervisors
and they decided that the employee should be advised of the
reasonéfor the transfer, and of the possibilities of future ad-
vancement on the job. They were evidently very successful as
the investigator talked to the employee during the next week and
he appeared to be more satisfied. It was also noticed that his
efficiency had increassd decidedly.

The investigator is also experimenting with another
problem that appears to be entirely a personal difficulty. In
this case, the cooperation of the hospital, the Psychological
Testing Section, and the supervisors has been secured in an
effort to help the employee make a personal adjustment with the
a2id of a series of interviews. There is considsrable doubt in
the investigator's mind and in the minds of the supervisors as
to whather this man can be returned to usefulness, but they leel
that an effort should be made as he formerly was a supervisor
and, at present, c>uld not be satisfactorily placed on any job.
The other alternatives, a disability pension or dropping the
man from the roll, nead further consideration. They will be

considered only if all other efforts fail.
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The investigator's contacts with employees include two
emplovee representatives. They both expressed interest in the
plan and seemed to feel that it would help them in their rela-
tionship with their constituents and with the supervisors.

They seer1 to need some help as they feel pressure from the
employees urging action that is opposed by the supervisors.

They also feel that a zood part of this demand for action is
ermotional, but as representatives they can not oppose it openly
as they will lose their jobs as representatives. Inasmuch as
this situation is not very satisfactory to the employee repre-
sentatives or the supervisors, the investigator plans to work
along with the former to relieve as much of this sort of pressure
as possible.

One other item of interest may be mentioned. This is
the fact that the smployees have spontaneocusly associated this
experiment with the o0ld interviewing program. This has helped
a great deal in getting their confidence and in establishing
satisfactory relations with them. &lmost all of them have
expressed gppreciation of the interview and of the opportunity
to talk things over.

Summary

In general, it may be said that these first six weeks'
work indicate that the plan is beginning to satisfy a need that has
been felt for sore time by supervisors, employees, and employee repre-

sentatives. The supervisors seem actively interected ir the plan
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and, in several instancess, they have said that they would welcome
the assistance that the "Personnel Man® might offer in helping
them to gain a more complete understanding of their human problems
and in getting their thoughts and their problems up the line.

With regard to the employees, it is sufficient to say

- that they are all as interested in the plan as they were in the
Interviewing Program. They go out of their way to spesk to the
"Personnel Man" whenever he is in their section. They talk openly
and freely of their problems and this in itself appears to be
beneficial to then.

In view of this experience, it is felt that the ground-
work is being laid for a program that fits into shop situations
without disturbing the work that these organizations perform and
vhich at the sarme tine can go a long way toward alleviating many

of the problems industrial organization presents.
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ShCOND FROGRESS REPORT ON THr EXPERLVENT

IN PuROOMNiL COUNSELING

In & preliminury report of the progress made in the experi-

ment in personnsl counseling, issued on April 8,. it was tentstively

concluded that the groundwork was being laid for a progrem that could

fit into shop situations without disturbing the work these organiza-

tions perform end which at the same time could go & long wey toward

allevic ting many of the problems confronted by these organizations,

This stetement seemed wearranted, first, because of the cooperative

attitudes toward the experiment which were shown by the supervisors,

the employees and the employee representatives, and, secondly, because

the investigator wes able to obtzin dates relevant to supervisory and

manegerial problems that hed not previously been available, It was

found that many employees were reluctant about taking their problems

to their supervisors and that many supervisors were so occupied in

running theiir jobs that they had very little time to devote to such

problems anyway., iention was also made of the fact that many of the

problems the employees discussed were modified considerably during

tne irnterview whereas others seemed to demasnd action of some sort,

At thet time the investigator had not forrmulated any plan for handling

the lstter ceses other than encouraging certein employees to take

ccetion themselves.

Sumnury of Experience Since April 8

Since the previous report was issued the area covered by

the experiment hes been extended due to a change in the organization

of Depertment 6%64. The Iron Work and Power Board Sub-Departments wvere
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teken from this orgsnization and the Jack Ringer and Key Sub-Depart-
ment was added to it. It ssemed advisable to continue in all of the
sub~departments previously covered and to include the new suh-depart-
ment as a part of the experiment. This would give the investigsator

the opportunity and experience of dealing with two department chiefs
instead of one as before. With the same thought in mind, it was felt
that there mizht be values obtained if the experiment were extended to
include the Cross Bar Switch Depertment. Inasmuch as this department
was being orgenized to manufacture an entirely new product and &

force was being built up almost exclusively of new employees, it wes
felt that the inclusion of this group would place & more typical
variety of conditions within the scope of the experiment. Accordingly,
on April 20 all of the supervisors in these new territories were
advised of the extension of the program at a meeting in lir, Rasb's
office, This extension brought in ebout 100 additional employees
meking a total of some 350 with whom the investigator now has to deal.
In addition to this force, the investigator is contacting the thirty-one
supervisors who comprise the supervisory staff in the eight sub-depart-
ments now included in the experiment,

In addition to this expansion there has been considersble
progress made in the experiment itself. The investigator feels that
the values in the experiment are coming up to the expectations of it
az described in the previous report. In other words, he feels very
strongly thet prosress is being mede towerd creating & more harmonious
work reletionship emong smployees and between employees and their
supervisors, Ir addition, this brozder experience has resulted in
a rore definite ides regarding the types of problem that may be

expected und the techniques thet may be employed in solving thenm,
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Ordinarily these problems fall into one of three classes: (1) those
which involve a personal adjustment of the employee, (2) those which
require some sort of supervisory training, and (3) those which may
require some el teration in the work situation itself,

Cases Requiring Personal Adjustment

Cases requirirg personal adjustment are those in which
remedial action must come primarily from a reorientation of
the individual to his surroundings. In these cases the diffi-
culty is ordinarily not in the externsl situation but in the
individual's personal situation. The symptoms ordinarily
encountered comprise such things as exesgerated demands of
the situation in which the individual is placed, irrationsal
fears, feelings of frustration, inferiority or futility,
inability to attend to work, and so on, In such cases little
can be accomplished apart from sustained, ceareful treatment
of the individuel,

So far four of these cases have been encountered among
the thirty~-four people interviewed., These four are rather extreme
cases; there ere many others where the same general type of diffi-
culties are present, but they are much less serious and do not
constitute & major handicap to the individuel's performence. One
of these more serious cases was mentioned in the previous report.
The investigetor has had several subsequent interviews with this
employee e&nd the progress to date is very encouraging. This
progress is no doubt due in part to the interviews, but it is
also due in no small measure to the interest and cooperetion

shown by his supervisors. JAmong the taree newer cases,
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one of them has been & management problem for some time. His
general attitude is thet "the compeny owes me & livinz". This
attitude in itself is a difficult one for a supervisor to handle.
It is made even more difficult in this case because the indi-
vidual does not seem to be appreciative of tne fact that the
Company on itwo different occasions went to considerable trouble
to ﬁelp hin. The supervisors now handle him with "silk gloves™
to avoid stirring up more trouble. O0f the other two cases, one
develops heesdaches or other physical ailments immediately he is
put under pressure or told to do something he doesn't like. The
other case is one in which the individual's family situation has
led to exhorbitent demsnds of and corresponaing disappointments
with the Company, Although it is not safe to generalize from
such a sample as this, the indicatlions are that these problems
of personsl maladjustment may be more common than is frequently
supposed end one worthy of serious attention.

Cases Requiring Some Sort of Supervisory Training

Although the investigation has not proceeded fexr enough
to provide a well rounded picture of this problem, it is evident
thet some supervisors might spend more time or give more attention
to certein problems if they knew of their existence. These
problems vary all the way from individual difficulties similar
to those described to such group problems as restriction of output.
It looks &5 thouzh considerable training value will be derived
throush discussing such problems with individual supervisors.

In addition to such individual training, the investizator feels
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that problems will arise from time to time which cen best be
handled through group conferences. Vhere such problems are- ~ .
confired to a department or are peculiar to certain work
situetions these confsrences will be conducted by the
personnel couanselor himself. If, on the other hand, the
problem is fairly general it will be referred to the
Supervisory Training Section for disposal. One such
problem at the present time is that of training new em-
ployees and indueting them into the organization., This.
problem'is being worked out by the supervisory training
group at the present time.

Cases Requiring Alterzstions in the Work Situation

From the date gathered from the interviews taken so
far, it lonks &s thouzh the chief problems under this heading
are related to job placement., For example, one employee who
is thoroughly dissatisfied with his work now, formerly spent
most of his time on the same type of work but it was in
another organization &nd was more complex. He did not mention
a transfer to the investigator but such action is indicated
as at least a pertial solution to his dissatisfaction. Anotzaer
instance, is that of an ex-superviser vhose outside
interests sre in social work and community activities. This
person might be much more valushle to the Company if he were
offered work more in line with his interests and experience.

At the present time these cases require more study. They are
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nentioned here as'a possible activity which will require con-
siderable attention in the near future.

In addition to making these rough discriminations among
the various kinds of problem he has encountered, the investigator
has observed a generzl shift on the part of the supervisors
toward more interest in their personnel problems. This is most
noticezble in locations where they are not burdened with an
excessive amount of detail work. This change together with
the spirit of cooperation shown by tne supervisors throughout
the experiment is worthy of noting. This change in attitude
toward personnel problems is probably due largely to the investi-
gator's genersl activities as a personnel counselor rather
than to any specific advice or training he has given them,

Froblems in Connectinn with the Experiment

The activities described suggest that the experiment is
slowly proving itself in as a worthwhile undertaking, During this
time, however, certein problems have arisen which should be discussed
at this time.

First, there is & need to gather deta more rapidly and
in turn zive employees &n opporitunity to talk to the counselor more
frequently. The values in this arsa are obvious. If the experiment
wes being carried out more intensively, data would be available at
gll times on questions of importance at the moment. For example,
dete would be readily availeble on such a question as the attitude
of the new employee toward the Compeny and hi-. trainingy needs.
Similarly such 2 question a3 the cffect of the couinyg rate revision
on the employsees who will have their hourly rates r:zduced couli be

readily answered if more investigators iwere in the field,
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Incidentally, the investizator is now working on the lstter problem
and is interviewing the people who will be thus affected, but progress
to date is unsatisfuctory due to insufficient time.

4 second and quite different problem is thet of handling the
materizl gethered by the counselor. Under the old interviewing program
this problem 4id not arise because the materiel wzs divorced from
particular personalities and was used only in a genercl way. The

counselor, however, must leern %o use this material so as to get the
most good out of it, yet &t the same time be faithful to the trust
placed in him by employees &nd supervisors, This requires gfood
judgment, careful snelysis of eacua step tasken and experience in
hendling & wide variety of problems. At present it is felt that
the surest safeguard is to proceed carefully and to refrain from
eny action the consequences of which cannot be pretty well thought
through. An attempt is being made to write up the most interesting
of these problems together with the steps taken in handling them
with the hope thut they cen later be classifisd aunu used as case
material in training new counselors.

Finelly there is the problem of developing new counselors
so that they can carry on tais work in other locations. It is hored
that the men assizned to this work will eventually develor to a
roint vhere they can carry on by virtue of their own initiative
end resourcefulnsss, Too much supervision would be likely to spoil
a progrem of this sort. The personnel counselor should be zble to
staud on his own feet tnd meet problems as they arise. The diffi-
culty &t present is thet there are not meny people with the neces-

ssry traininy snu experience available. A treinin~ program has been
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devissd to meet this problem, however, which should work satisfactorily.

- Under this plan the beginner will be given as much training as he can
assimilate in the relevant branches of psychology and sociology. Tinis
will be done iniormslly and so far as possible it will be shaped with
reference to concrete problems which the beginner confronts in his

. work. The begimner will work in conjunction with an experienced

investigator. A4t first he will be limited to taking interviews with
empleyees, leaving the problem of dealing with this material to the
senior counselor. He will, however, be in close touch with the
senior counselor who will over & period of time gradually delegate
more and more responsibility to him. In this way the necessary
control over ths new 2cunselors will be zssured all during the train-
ing period,

Proposed Rxtension of the Plan

In order to work toward & solution of the problems outlined
above, it is proposed to assign two more people to the territory now
included in the experiment. One of these people would assist the
present invextizator by taking interviews with employess., It is un-
necessary for him to have had much traininx as one of the ressons for
adding this person is to test out the treining program outlined above
and to see whether or notv the present investigator can use effectively
material gathered by some one else, The other person, however, should
have a well rounded beckground éf experience and trairing as it is
hoped that after a short time he can be assigned a territory of his

oW,
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In addition to doing this more intensive work in the or-
ganizations now included in the experiment, if is suggested that the
plan be extended 1o include the Station Apparatus Shops. The reason
for this request is that there, better than anywhere else, the many
recent changes which have been made in work and in organization can
be observed and studied. Also it is believed that the product type
crgenization may present many new supervisory and personnel problems
which were not encountered under the functionel organization. Two
people, one man and one womsn, would be regquired to begin work in
this territory. Both of thuse people should be expcrienced and de-~
pendable &s they would have to carry on their work more or less by

themselves.,
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for this request is that there, better then anywhere else, the many
recent changes which have been made in worx and in organization can
be observed &and studied. Also it is believed that the product type
orgenization may present many new supervisory and personnel problems
which were not encountered under the functionel orgasnization., Two
reople, one man and oneg women, wWould be required to begin work in
this territory. Both of thuse people should be expcrienced and de-
pendable as they would have to carry on their work more or less by

themselves.,

WiD: ACM-831-4~AF
5-37-36
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ATTITUDES OF SHORT AND LONG SERVfCE EMPLOYFES
BASED UPON DATA OBTAINED IN PFRSONNEL COUNSELING

Since the second progress report on the experiment in Personnel
Counseling was issued on May 27, 1936, the personnel devoted to this
pro ject has been increased from one to five people. In addition to this
increase in personnel, the experiment itself has been extended to the
Station Apparatus Shops. Two people, one man and one woman, are at present
devoting their time to interviewing employees in the Hand Telephone Set
Division of the Station Apparatus Shops. Two people are working in the
Central Office Division and one in the Piece Part Division of the Central
Office Shops.,

Inasmuch as the new personnel counselors have been working in
their territories only a short time, it is impossible to assess the
functioning of the plan as originally outlined at this time., Instead this
report will be confined to & discussion of the attitudes of the employees
who have been interviewed so far. Inasmuch as 87% of those interviewed
have less than one or more than fifteen years' service with the Company,
we shall, for the most part, be concerned with the attitudes of these two
groups. In passing it might be said, however, thet the experiment is
progressing satisfactorily and the counselors are especially appreciative
of the cooperative spirit shown them by supervisors of all ranks. It is
expected that this work will proceed rapidly now that the new counselors
have gotten acquainted in their territories and have had some training
and experience.

Numbexr of Employees Interviewed

So far 122 people, 108 men and 14 women, have been formally

interviewed. This figure does notv includc contacts with some fifty
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supervisors, informal talks with employees at work, or follow-up inter-
views with the same employee. When the last count was taken, which was
about August 1, there were 572 men employed in the ten sub-depariments
from which the men interviewed were selected. Inasmuch as the men in-
terviewed comprise 19% of this total their attitudes should be fairly
representative of this entire group. All of the women interviewed are
in one sub-department. While fairly representative of the new employees
in this sub~-department the semple is, of course, much too small to be
considered representative of all new women employees, Fifty, or 41% of
the people interviewed have less than one year of service and fifty-six
or 46% have over fifteen years.

Lttitudes of New Men Employees

The sttitudes of the new men employees cannot be understood
apart from their background and training. As & group, those interviewed
are fairly young, being in their early twenties. Nearly all of them
are single and all but a few have had at least two years of high school
education. The majority are high school graduates, and a few have had
some college work., The impression of the counselors is that they are
well above average in intelligence and ability. As a group they are
very ambitious, curious as to what is going on about them and eager

to learn all they can sbout the Company and possibilites for advance-

ment,
‘ In view of this background it is not surprising to find this
. group very preoccupied about advancement. Practically everyone inter-

viewed has in effect remarked, "The job I'm on doesn't require any
brains., Anyone could do my job, I certuinly don't want to stay on
that kind of work very long." Statements like these indizate thst

most of these young men regard their present jobs as the first step
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in the ladder, This condition is reflected in the unusually large
number of applicants for apprentice training arising within the Plant.

Without exception these people express themselves as being
glad to be working with the Company and those who have worked else-
where compare the Company very favorably with the companies they
worked for previously. In other words their demands for advancement
do not imply criticism of or antagonism toward the Company or their
supervisors., They are simply seeking to satisfy demands and ideals
which have been instilled in them by their femilies, schools and
general social environment,

Although these new people have not yet become at all pessimistic
about their future it is guite possible that they may be in a few years.
In fact the persgnnel counselors feel that one of the chief supervisory
and personnel prgﬁlems in the near future will be that of handling the
demands of this gr;up for sociel mobility. Perhaps the normal expansion
due to improved business can meet the demands of those who are now in
the Company's employ. If the Company continues to hire s large propor-
tion of high calibre men, however, it is guite likely that we shsall
have to face the problem of adjusting thesedeeply rooted and socially
determined demands to the ectuelities of the work situation., This
would be a difficult process and at best could not prevent considerable
frustration or labor turnover,

Wages, for this group, seem to be of secondary importance to
advencement. None of them has voiced a serious complaint about wsges.
The complaints which have been received relate chiefly to differences
in reates of pay for the same kind of work. The following statemeunt

is typicel of these complaints: "I cent't understend why X is getting
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more money than T &n, I have been here as long as he has." Opinions
to the effect that they would earn more for the same amount of work
under piece work are also encountered, particularly among those who
have friends or relatives in piece work departmenis., In cénnection
with the subject of wages it may be of interest to note that in one
location where a general increase in hourly rates was recently made

few of the men interviewed voluntarily mentioned the subject. When
questioned they all say they were glad to get it but the investigator's
impression is that they were not much affected by it.

At first it may seem puzzling that these people who express great
interest in advancement and wage differentials show so little enthusiasm
cver the general increase in hourly rates. If regarded in the light of
their personal background, however, it will be seen that this is the
kind of reaction one might expect. It would seem that to the great
majority of them this raise, while welcome, did not mean advancement,

In the first place it was genersl and therefore 4id not imply any
differentiating or singling out process, Inasmuch as the chief social
process involved in sdvancement is that of differentiating the individual
from the group it can be resdily understood why this genersl increase did
not mean advancement to them., Following this same line of thought we
also have an explanation as to why they do seem interested in wage
differentials, These differentials serve to separate people out and
therefore carry social significance to the employees. Any difference

of this sort therefore may serve.to light up preoccurations concerning
advancement and questions as to why the differences exist are likely

to be raised., 1In other words the same factor, preoccupation over

advancement, lies beack of both these apperently dissimilar phconomena.
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In addition to the fact that the raise was general and
.therefore undifferentiating, the employees' attitude toward it could
also be understood in light of the fact that these young men are no
longer boys. They are adults and many of them are meking plans for
marriage and oﬂher responsibilities of adulthood. It is quite likely
that few of them regarded this raise as a very big step toward fulfill-
ing their social and financial prerequisites for an independent adult
life,

Attitudes of New Women Employees

Judging from the admittedly inadequate sample of eleven new
women employees interviewed, the situation with them ssems to be quite
different from the men's. Like the men, they indicate that the Company

" compares favorably with other concerns for which they have worked,
Unlike the men, however, they express little interest in advancement,
Most of them say that their work is feirly interesting and noﬁ difficutlt,
and they feel that the Company pays very well., DMost of them expressed
surprise and pleasure over the recent raise they received, Others,
when questioned, did likewise.

The average education of the women interviewed is a good deal
lower than that of the men., The majority of them have had no high
school training. In their interviews they tend to talk about person-
alities, social events and purely personal problems. Nost of their
troblems are such thet they do not feel like talking about them with
their supervisors, Severel of the women have expressed a desire to
know more about the Company's Benefit Plans, the Building and Loan

Associstion and the Hawthorne Club Evening School.
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One of the most interesting things ebout this grour is the fsct
that althouch not particularly interested in advancement they seemingly
were much more enthusiastic over their raise than the men were, Perhaps
the reason they were so pleased is to be found in the very fact that
they do not expect much in tﬁe form of advancement, Their thoughts and

" interests are in the immediate monetary return on the job., Any addi-
tional amount pleases them because of its immediate velue and use. The
men, énuthe other hand, instead of assessing the raise in terms of
articles 'to be purchased by it, tend to project it against a huge chart
of their f;ture and of their ideals, in comparison with which‘it seams

small and leé§ meaningful. -

Attitude of Long Service Tmployees

Fifty six or approximately 45% of the 122 employees inter-
viewed have 15 or more years of service. These employees f&ll into
two distinet groups: Those who were formerly supervisors and those
who were not., For iurposes of clarity the attitudes of these two
groups will be described separately. In presenting this material care
hes been taken to present it essentially as it was received from the
employees, If therefofe represents only a statement of employees’
thoughts and feelings, These attitudes are sufficiently general,
however, so that they may be considered typicel of the groups described.

Ex-Supervisors

Twenty-one of the léng service employees interviewed are ex-
supervisors, Of this number three have made & satisfactory adjustment
to their present status, three have made a fair adjustment end the rost
are quite opsn in their complaints., Of the group who have made a

satisfactory or & tair adjustment little need be said as they either
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believe that they will go back to & supervisory position soon or they
believe that they have fared better than most ex-supervisors during
the depression and ere therefore setisfied to let well enough alone.
Those who are satisfied to let well enough alone are people to whom
an optimistic attitude comes naturally and, while in most cases the
demends made on them at home are not as strong as smong most of the
dissatisfied emrloyees, their general feeling of optimism can be
attriﬁuted almost entirely to their ability to make favorable compari-~
sons between themselves and others.

As the attitudes of the dissatisfied group of ex-supervisors
are very élosely connected with a series of events which occurred during
the depression and with what they considered menagement's policy to be
prior to the Bepression, it may be well, first of all, to sunmarize
their interprelation of these events.

Speaking generally, it may be said that this group feels that
a major shift has occurred in menagement's policy and in mansgement's
ettitude toward them., They feel that, particulerly during the last
year or so, more and more emphasis has been placed upon efficiency to
the neglect of other factors, such as service and former status, which
mean a great deal to them. In support of their contention thet a shift
in Company policy with respset to personnel has occurred, they usually
make the following observations,

Frior %o the depression, during the yeers while these employses
were supervisors, they observed that many increases in hourly rates were
made which, in their opinion, were not warranted strictly on the basis
of efficiency. They interpret this to mean that the Company, &t that

time, recognized other factors besides sheer efficiency as worthy of
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monetary recognition. Later on, when the depression came and they wers
all demoted, they still saw nothing in management's actions which they
could construe as being incompatible with their original interpretation
of the Company's policies, At that time they were, in many cases,

. offered a choice of seversl high grade jobs, and in some cases they
were assigned an hourly rate which, even though outside the rate range
for their jobs, returned them a wage equal to their old supervisory
raée. To them these actions meant not only that their service was
being rewarded but also that management felt they deserved special
considération because they were formerly supervisors,

The first suggestion of a change in policy, they feel, came
when they were informed that in justice to other employees in the group,
their rates ﬁou1d have to be adjusted to the maximum of the grade.
Following thig‘announcement many rates were so adjusted but, and to
them this is important, not all of them wefe ad justed nor were the
complete adjustments made at one time. The fect that all of the rates
were not adjusted signified two things to them; First, and most
important, it reflected a confusion between announced policy on the
one hand and practice on the other. It reflected a departure from
the logic given them for meking the reductions and they began to doubt
the sincerity of thet logic. Secondly, it raised doubts in their minds
as to the criteria actually used in deciding who should and who should
not have his rate reduced. The fact that the total reduction was not

. made at one time only served to increase their doubts and to add to
their uncertainty. For, during the time these plece meal reductions

were being made, they were never at all sure of what would hepren to

them at the next revision period.
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The final stage in this process of growing confusion and dis-
illusionment, asccording to the employees, came when smployees whose
rates were still outside the labor grade were advised that their rates
would have to be cut, Among those who were thus affected were some of

. the more efficient employees in the group. These people were cut even
though the entire group of their associates felt that they were doing
their best and looked upon some of them as the most efficient employeeé
among them., In effecting these adjustments some employees were in
effect told, "Your rate is $.06 over the maximum of the grade, but as

a reward for service, it will only be reduced $.03." In informing them
of these reductions, the supervisors stressed efficiency and the need
for each individual contributing a fair share toward group earnings.,

In some cases the employee was told that his rate would be reduced
again if he did not improve his output. In talking to the personnecl
counselor these people are positive in their claims thet they are
doing ell they can and therefore feel that all the future holds for
them is another rate reduction,

This last sequence of events has affected those employees who,
although they had meny apprehensions before, were not_vitally affected
until that time. It also tended to add to the qualms of the other long
service people. To many of them it meant a reversal of Compeny policy.
To others, who were remlly asking more than anything else during this
period of adjustment that the rules of the game be definitely ststed
and adhered to, it meant that even though the rules now be definitely
stuted and even though they play the geme well according to those rules,
they cunnot feel sure that the rules won't be switched just when they
are pleying thoeir best., It meant, in short, that both of the pillers
ugron which their security was besed, efficieney and service, were not

the substentisl thines they once thought them to be,
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In reflecting upon this situation thesc people concludcd by
asking, "Whsre will it end? What am I working for and what can I do
about it?" 1In searching for an answer they took stock of themselves
and fell back on the fact that their work as a supervisor was never
criticized, A few of the more aggressive inquired of their supervisors
regarding opportunities for being reinstated as a supervisor, In all
cases the answer was indefinite and in some cases the employee w&s
discouraged so that he believed he would never supervise esgzin. These
people, in telking over the problem with others, crystallized a general
belief that very few ex—sﬁpervisors would "go back".

More recently this pieture has changed somewhat end the
counselors note an increusing amount of optimism. This group has
observed that several of their number have been reinstated as super-
visors and they notice preperations for more openings in the near
future. They élso note that no new employees have been promoted to
supervisory jobs, and their supervisors have been able to encourage in
some of them & feeling that they may not have to stay "on the bench"
very long. These activities apparently have had a decided effect upon
them because their attitudes, while still pessimistic, sre not nearly
as hopeless as they were before. Two employees interviewed recently
expressed considerable irritation over the fact that the employee repre-
sentatives had arranged for them to be interviewed by their superinten-
dent, They seid, "He (their superintendent) will think we're & bunch
of cry babies, &nd he'll think we can't teke it. I didn't want to see
him." This would indicate a growing feeling of pride and self-reliance.
Other cmployces whose dissstisfaction was very obvious a few months ago

are nov looking forward and "waiting to see whet hepvens.®
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Other Long Service Employvees

Of the 35 long service employees interviewed who have never
achieved supervisory rank, 12 appeared to have made a satisfactory adjust-
nent while the other 23 were very outspoken in their complaints.

' A small percentage of the first group appear to be waiting for
pensions, They do not expect advancement of any sort and are, therefore,
content to do enough work "to get by" if they are let alone. They say,

"I'm pretty well fixed" or "I got my kids working now so I ﬁaven't much
Yo worry about." The attitudes of the balance can be described as
identical with the satisfied ex-supervisors. They fezl that they have
beén Tortunate as compared with others and are, therelore, optimistic
regérding thé‘future.

The o%per 23 employwes those who complain oponly, sesm to have
experienced events similar to those related by the ex-supervisors or they
have spent considerable time talking to those who have because their
stories are alike. In azddition, they say that most of the new piece
rates carry with them an expected hourly output that is out of line with
any older rate they know of. On the whole, they find that it is no
longer sufficient to turn out what employees used to consider a day’s
work. In some cases they must do twice as much, and e¢ven when they do
many of them feel that their earnings are being reducad gradually,

Many of these employses note that their’hourly rates are at the
meximum of the grade and that they are working on the highest graded
work in the department. They also have from 10 to 15 years to work
before they are eligible for e pension, and they have children who must
be given an education that is "better than I had."™ Tney ask, "Whet cean

I do about it? Vho can I sse who will give me a chznce 2t something

better?* A few have already asked for tr-nsfers to m:achine departments.,
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One is taking a tool making course in evening school. Others would like
to do something but they are afraid that they may be too old to learn new
work, so rather than risk failure they do nothing. Their criticisms are
directed at the bogey, the labor grade, and the rate range. They think
that there should be "some allowance for service" and that the "old timer
should not be expected to do as much as the younper employee." But their
real complaints can all be grouped as a protest against what appears to
them to be a stagnant situation; that is, one which offers no opportunity
for progress.

Recently the counselors have noticed an incresasing amount of
satisfaction on the part of high grade employees who are not on repetitive
work. Most of these peoplz have been numbered amoung the dissatisfied
because their thinking is still dominated by pessimistic preoccupations.
However, they now appear to be getting more satisfaction from their work,
and are thinking less about "past grievances." In exsmining the situation
in which these people are working for an explanation of their changing
attitude, three factors stand out as significant. First, the activity of
the group has increased sufficiently so that they are now very busy and
have plenty of work ahead, They no longer have much time to think of
themselves., Secondly, a number of new employees have been hired and they
are "working with" the older employees. This gives the older employees
a feeling of position in the group. Finally, the supervisors in these
groups are now so busy that they are giving more and more responsibility
to the older employees. In come cases the oldsr employees assign the work
to the new employees and handle job difficulties for them. They are, in
effsect, unofficial supervisors. The new employees looX up to them and
respect them and the longer service people seem to get a great deal of

personal satisfaction from being recognized in this way.
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Sunmary

tryn

By way of summary, the main points brought out in fthis analysis
of the attitudes of a limited sample of short and long service employees
together with some of the significance which should be attached to them
may be listed as follows:

1. The new employees are for the time being fairly well satis-
fied. They are glad to be working for the Company and feel
» that the Compeny compares favorably with any other they have
worked for. Their chief preoccupation is with advancement.
This preoccupation seems to be so strong chiefly because
they are a very capable group of people and have reached the
age where they are ready to assume family responsibilities.

2. The fact that the Company has this large group of ambitious
young people carries with it a number of implications.

2,1 TFor the supervisors and personnel people it implies
greater attention and effort to problems of placement,
training, and vocational adjustment.

2.2 For the supsrvisors and mensgement it implies more
attention to the formulation and adminisiration of
policies and practices. It would seem that the more
intelligent the personnel, the more intelligent must
be their handling. They have initiative of their
own as evidenced by their voluntarily circulating
petitions to get what they want. Above all they
are curious and are likely to demend a clear under-
standing of Company policies and payment systems.

2.3 For menagement it raises the question as to how far
it can or should go in hiring help of this calibre for
the kind of work to which they are sssigned. It
raises the question of what kind of balance should be
maintained in the totel personnel and what kind of
equilibrium is most desirable from the standpoint of
productiveness and stability.

3. The long scrvice employces, while their morale seoms to be
improving, are still very pessimistic.

4, In considsring the events which have bred thesse unfavorable

attitudes and wiat might be done to improve them there are,
again, a number of implications.
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4.1 TFirst of all there is implied a problem of rehabili-
tation. By this is meant something more than what
is being done at present to restore morale by rate
revisions and promotions. The big problem is that of
restoring this group's conf'idence in themselves and
in management. Their confidence in the rules of the
game has broken down and must be restored. This re-
quires the cooperation of the supervisors, the per-
sonnel counselors, and management. Perhaps if more
weight were given to the employees' feelings, interests
and sentiments in forming and administering policies,
and if this were coupled with what might be termed a
more fact-facing and long time point of view on the
part of management, much desirable progress could be
made along these lines.

-~

e,

4.2 Perhaps less stress on observing the formal, logical
principles of organization would help to create for
our old timers a satisfactory position in work groups.
By this is meant the practice of treating these people
as unofficial supervisors or making unofficial in-
structors of them,

4,3 Continuing the practice of giving this group first
consideration in selecting supervisors and candidates
for the more Eesirable jobs.

9. In view of the external labor situation, more attention
should be given to the problems of personnel now than ever
before. Judging from the interviews teken and other in-
Tformal contacts with employees, there is nothing in this
area to be disturbed about at present. The long service
group, while somewhat disgruntled, are well integrated
members of the Company's social organization. They still
have confidence in the Company vhich means that they feel
quite free to voice their preocccupations and troubles. The
fact that they do so, in turn, means that management is more
likely to know at any one time vwhat frame of mind these
peoprle are in. The nev employees, houever, are not yet
integrated members of the Company organization. They have
not been here long enough to have built up the same rela-
tionships with their supervisors that the older people have,
This means that they are much more reluctant to approach
their supervisors about matters which affect them personally.
For this reason the supervisors should, perheps, make a
constant effort to keep in friwsndly touch with then. It also

v means that although they display none of the pessimism of the
older employeces, they mey constitute a much more fertile
ground for the development of labor troubles.

WID-€31~4~-LT
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ORGANIZATIONS COVERED BY PERSONNEL COUNSZLORS

The following outline shows the Divisions in which there
are Personnel Counselors and the departments within each Division
to which Counselors are assigned. The names of the Counselors are
shown opposite the department in which they are working.

1. Central Office Division (18510)

Counselors
1.1 Panel inparatus Department (1511) A. C. Moore
1.8 Panel ¥iring Department (1551) F. L. Parker, Jr.
1.3 Crossbar Department (1561) J. J. Iaufmann
1.4 OStep-by-Step Department (1562) d. Boardman
2. Piece Part Division (1530)

2.1 Machining Department (1531)
2.2 Punch Press Department (1532)
2.3 WMetal Finishing Department (1541)
2.4 Ironwork and Power Board

Departnent (1542) B. C. Tessman

2.9 Regional Control Tracing
Section (1599-1)
3. Hand Televhone Set Division {(£210)
3.1 Hand Televhone Set Department (2213)
C. L. Butler

snd
Ruth C. Schnable

3.2 Hand Set Department (2216)

5.3 Phenol Plastic Noulding and
Finishing Department (2219)

B St Nt Ve Nt Voasat® St e

3.4 Process Inspection Department (2221)

3.5 FProdnction Conirol Section (2222-1)
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OUTLINE AND SUGGESTIONS FOR DISCUSSING
THs LAPOR SITUATION A% HAWYHOZNE

The following outline is intended as a comprehensive scheme
in terms of which labor relation problems may be logically grouped
and discussed. The starting point for this outline is the assumption
that the labor situation at Hawthorne comprises all of the personal
and group relationships within the Company. If we would assess this
situation in detail, it follows that we must consider the nature of
these social relationships and the problems which are connected with
them. Such an outline, in addition to directing attention to the
more important problems of labor relations, may also bring out the
gaps in our knowledge, that is, the limitations of what is actually
known about our labor situation.

Inasmuch as the outline reflects a conceptual scheme or way
of looking at a labor situation it may be well to indicate what that
point of view is before going further. We are looking at the person-
nel of the Hawthorne Works as being a social organization. It is
composed of groups of people who stand in varying relationships to
one another. We have, for example, a management group, a supervisory
group, engineering grouns, office groups and shop groups. These
groups of people, their attitudes toward one another, and problems
arising from their inter-relations make up our labor situation.

In examining cur employee relations we are primarily con-
cerned with those social processes which make for opposition or
conflict, on the one hand, and solidarity or integration, on the
other. Anything which draws people and groups of people together,

anything which reduces the "social distance" between them, is an
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integrating process. From this standpoint, for example, the exten-
sion of office privileges to shop people is an integrating process.
Anything which increases the gap between individuals and groups, on
the other hand, is a process of opposition or antagonism,

It is our belief that marked opposi tion to management can=-
not develop without 1. Strong horizontal solidarity within employee
groups, 2. Strong éolidarity within management groups, and, 3.
Marked social distance or oppoéition between group 1 and group 2.
from the standpoint of labor relations the important thing is to
see that no gap develops between these two groups. Ideally it is
preferéble that groups 1 and 2 merge into one another through in-
finite gradations of social distinctions and that a vertical
solidarity is developed which will keep the horizontal solidarities
in equilibrium. Stated in another way, it is important that senti-
ments of loyalty toward management, on the employees' part, and
sentiments of loyalty toward employees, on management's part, be
quite as strong as sentiments of solidarity among the members of
each group.

The point should be emphasized that forces making for
oprosi tion and solidarity are present in all social orgzanizations.
Without both processés there can be no social organization. This
can be readily understood wren we consider the fact that whatever
drawvs people together into a group separates them from other groups.
Conversely, whenever a group becomes less closely knit its opposition
t¢ other groups diminishes. This process is readily observable in

national affairs. Whenever a nation becomes closely kmit, or
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nationalistic, opposition between that nation and other nations grows.
And when nationalism or internal solidarity diminishes international
opposition also subsides.

In industry, one of the chief functions of management is
that of maintaining some scrt of equilibrium among these opposing
forces., Those processes vwhich make for opposition must be offset by
equally strong integrating processes. If this is done there is little
danger of labor trouble, in other words there is little danger that
one part of the social organization will separate out in opposition
to the remainder,

Inasmach as this outline is only intended to give an orderly
perspective of the field covered by the concept "labor situation" and
is too detailed to be covered in a limited discussion period we are
here merely listing various subjects to show how they fit into the
total picture. In the sections which follow some of the more important
topics are dealt with in some detail and wherever possible illustrative
material is given and suggestions are offered. In these supplementary
sections we have not attempted to follow the outline point for point.

OQutline of the Field

We have here broken down the field of industrial relations
into six major reciprocal relationships with subheadings indicating
topics which pertain to eacn of them as follows:

1. Relation of ZImpnlovee to Employee.
Occupational differentiation.
Upgradineg and social mobility.
Selection of first line supervisors.

Employee training activities,
Social activities.

el
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4.

2. Relation of Bmployee Group to Employee Group.

2.1 Office in relation to shop.

2.2 Skilled operators in relation to unskilled,

2.3 Operators in relation to superordinate occupational
groups.

2.31 Operatvor in relation to inspector,

2.32 Operator in relation to rate setter.

2.33 Operator in relation to production tracer.

2.34 QOperator in relation to methods and cost
reduction engineers.

3. Relation of supervisor to employee.

3.1 Technigues of supervision.

3.2 Supervisory training.

3.3 Transmission of orders and interpretation of Company
policy to employees.

4, Relation of Management to Employee.
4.1 Problems relating to wages.

4,11 Wage incentives.
4,12 Wage changes.
4.13 Wage differentials.

4,2 Channels of communication,

4.21 Supervisory structure.
4.22 Employee representation.

4.3 Methods of identifying employee with management.

4,31 House organs.

4.32 Hauthorne Club activities and informal sports.
4,33 Titles and service awards.

4,34 Company Benefit Plans.

5. Relation of Supervisor to Management.

5.1 Problem of transmitting employee sentiments to manage-
ment.

Wage differentials.

Problem of mobility.

Nethods of integration.

[$)#1)}
> QR

6. Relation of Commany to Outside Community.

6.1 Wage level in relation to wages paid in the Chicago
area.

6.2 Iaid off employees with long service.

6.3 Employment policy.
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1. Relation of fiployes to Employee.

In speaking of the relationship betwesn an employee and an
employee, we mean something more than the casual frierdships and
antagonisms which are quite universally found wherever people con-
aregate. Ve have in mind more particularly those sentisents and
feelings which tend to develop among people who are associating con-
tinually in a comnon situation. These sentiments develop when a
group of vpeonle share similar experiences over a fairly long period
of tine. These sentiments are of particular invortance in industrial
situations in that ther provide the basis for group ovvosition to
managemnent, on the one hand, or group solidarity with management, on
the other.

In a report entitled "An Appraisal of the Labor Situation
Based Upon Material Obtained by the Personnel Research and Training
Division" which was issued on January &, 1937, it was vointed out
that so far as we have been able to determine, there is little evi-
dence of marked oppvosition toward management at the present time.

It is our feeling that the situation at present is still the same as

of that date.. In view of this fact, we are, in this section, con-

fining attention to a problem which can be riven consvructive at-

tention and which, if adequetely understood and handled, will permit

of even more satisfactory employee relations than now exist. This is
. the general problem of differentiating employvees on the basis of

their occunations and “roviding them with ovpordunities for advance-

rient or socisl mobility.
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1.1 Problem of Developing a Social Ladder.

In our interviews with employees, particularly short service
employees, We have listened to innumerable discussions which
center around the problem of advancement. Typical of the comments
received are such expressions as "I'm glad I got into the Western.
They pay well here and the job is all right. Anvone can do it of
course., But what I would like to know is where I go from here."
These preoccupations are so general that they constitute a major
employee relations problem.

Analyzing these demards further, 1t appears that what these
people are really asking for is an opportunity to differentiate
themselves Trom their co-workers in a manner considered desirable
by other employees and by the Company. Thev are asking for a
more adequate social ladder than they now have. From a human
relations standpoint it appears desirable that such a ladder be
provided them. The danger is that if they are not given adequate
opportunity to differentiate themselves they may develop a strong
horizontal solidarity and attempt to satisfy their demands through
the exercise of power. This, of course, is only a theoretical
possibility; there is little evidence of such a group formation
at present.

The first question which might be raised is what provision
have we made for social mobility within the Company? In general
two ladders are provided; our supervisory structure and our
system of upgrading. Of these two systems, the supervisory
structure provides the most systematic and socially recognized

channel for advancement. For this reason, it anvears that the
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greatest opportunities for improvement lie in the area of up-~
grading. This leads directly to a consideration of our labor
grading system which provides the formal hierarchy of non-
supervisory occupations in the shop.

Our labor grading system classifies occupations and speci-
fies the rate range for each class of work. Within each grade
occupations are grouped which are roughly comparable from the
standpoint of such things as energy expenditure, skill and
training. Inasruch as a great many occupations fall within each
grade there is still the problem of arranging these occupations
themselves into smaller hierarchies.

From interviewing employees and observing their behavior
at work we have found that different jobs within the same labor
grade carry varying degrees of social prestige to them. In
other words, it appears that there is an adequate basis for
creating a definite path of mobility on the jobs of the same
labor grade. Our evidence also suggests that this ladder should
not be constructed arbitrarily but should give expression te the
Teelings employees and lower rarking supervisors have toward the
different jobs.

Illustration Number 1:

The followiny illustrates some of the problems confront-
ed in the shop which relate to this general problem. In
certain locations there are a good many 31 grade jobs, only
a few 32 and 33 grade jobs, and then quite a number of 34 and

. 35 grade jobs. In these locations we find new employees
protesting vipgorously over lack of advancement. They say,
"There is no chance for advancement around here;" "A fellow
has got to fizht to get ahead," etc. These peonle are really
saying that the labor grades assimmed to their work do not
provide an onportunity for progcress for miny neople, so only
the more ageressive will be promoted. In other words, if
we care to think of the labor grade struactare as a social
ladder they are saying, "There are several run;s out of
our social ladder so that only a few of uz will ever get
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to the top. I have got to get into an organization thet has
& ladder that is easier to elimb." In this case particularly,
the greatest possible use of the smaller informal ladders
within each labor grade is indicated.

Illustration Number 2:

We also have locations where a considerable number of
employees' hourly rates are at the maximum of the highest
graded work in that or in related organizations. For example,
the bulk of adjusting work in the Central Office Shops is
classified as grade 34 work with a rate range of from 5.53
to $.67 an hour. This adjusting work consists of such jobs
as sequence switch adjusting, adjusting interrupters, brush
adjusting, key adjusting, selector adjusting and relay adjust-
ing. From a technicel standpoint there apparently is nothing
that would distinguish one kind of adjusting work from another
as it is all zraded 34. Actually, however, there is a slight
difference in the skill required on different adjusting jobs.
It appears, for example, that the operators on relay adjust-
ing are a more versatile type of employvee than some of the
other adjusters. Also it seems that more promotions are being
made from relay adjusters then from other adjusting groups,
suggesting that informally the relay adjusting job is regarded
as being superior to the others.

Although there is the nucleus of an informal ladder here in
this adjusting work, our labor grading system says these jobs are all
alike. Por this reason, those adjusters who, from a social point
of view, rate lower than relay adjusters, watch every promotion
that is made from the latter group and complain that they are heing
discriminated against. The situation here apnears to be one in which
management actually observes an informal ladder but is unwilling tc
let the employees recogrize it.

1.2 Problems of ilobility, Upgrading and FPromotion.

Thers is a very close relationship between labor grading
problems and problemsinvolving upgrading. Briefly, if we think
of the labor grade as a ladder, we must thint of upgrading and
promnotion az being movement on that laddsr. In reality the move-

ment of emplovess is the act of managerent which gives the labor
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grade a real social si:mificance. Our observations are that in
organizations where little thought is given to organized progress,
there is considerable confusion in employees' minds recarding the
significance of the structure for progress. In other words, em-
' plovees do not have a clesr idea of the labor grade assigmed to
. their work or to other work.

Illustration Number 3:

In one interview with a short service emvloyee, the
emplovee made the following remark about a long service
enplovee who was working on a higher grade job: "I guess
that is a better job than mine. The fellow on it has been
here a long time and he makes more." In this case, the em-
ployee understood the social value of the higher graded job,
but he had no clear notion of the labor grade as such. He
knew that the erplecyee assigned to it had more service and
made more money. This is what made the job significant
to the new employee.

Illustration Number 4:

In some locations where the emplovee on higher grade
work is a short service employee, the other emplovees have
remarked, "I wouldn't care for that job, mine is easier and
you don't get into so much trouble." Here the employees
did not appreciate the social value of the higher grade work
in spite of the fact that the supervisor had told them that
theirs was a grade 32 job and the other was a xrade 24 job,
because we had given it neither official nor socisl recogni-
tion.

From these comuents it would seem that we need to adopt a
nev point of view —hen thinking of placement. Ordinarily we
thint only of the ennloyee's ability to handle the work. It
also seens that it is important to think in terms of what the

: placement will mean to other employees and how he will adjust
nir-self to the new rroup. In other words, if we wich to establish
objective social values we necd to taxe into account the informal

social values. Thesc are cuch values as are crzated when we

place long service euployees on hirh grade jobs, provide more
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comfortable equipment, ;ive certain groups the privileges of
moving around, recognize skill by less supervision, etc.

Illustratior Number 5:

During the recent expansion in our work force, several

instances have come to the personnel counselor's attention

in connection with the problem of mobility which show a total

disregard for employee sentiments with resard to social valuss

v and which msy in time create prohlems of considerable import-
ance, TFor instance, in the Cross Rar Departuent, new employees
have been vlaced on all of the runss in the social lsdder up
to the supervisor's level. Practically all of the employees
in this departaent are fairly new. The employees placed on
the high grade work are learning rapidly and are producing beyond
all expectations ard as a general rule are fairly well satisfied.
In brief, there are no general problems at present in the organ-
ization excent those of helping a few to make personal adjust-
ments and of assisting in training some of the supervisors who
are new. But if we think of this organization from a long range
point of view and consider the social situation and problems of
mobility after the work in that organization becomes stabilized,
it becomes avvarent that there will probably be little oppor-~
tunity for mobility within the organization itself and compara-
tively young employees, after experiencing rapid early progress,
will be asked to adjust to a much slower rate of progress as
they get older. In other words, there will be an inverse ratio
between their progress on the job and the social demends of
the community outside the Plant, such as those which come
from marrying, raising a family, etc. Also in grouping to-
gether a large number of employees of the same age and in
placing them on various rungs of the social ladder it is quite
possible that this practice may stimulate grous antagonisms
that may make the orderly progress of work diifficult. The
application of this point of view to this particular situation
would make it seem advisable to introduce as many older em-
plovees as possible to the higher graded jobs for their age in
itselr will give the entire group a stability that is more
nearly on line vwith the situations which have cdeveloped normally
in othér organizations.
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<. Relation of Imployee Group to Employee Group.

In the Company theré are many groups of enployees who stand
in varying relations to one another. There are, for example, such
groups as operators, inspectprs, production people, skilled tradesmen,
clerical people, piece rates people, engineers, and many others who,
although they are all employees, are habitually thought of as being
of differeunt rank and as possessing varying attitudes and sentiments
toward one another. From the standpoint of labor relations these
employee groups are important in that they differentiate the total
employee group in many ways. They vary in their sentimente and in
their outlook with the result that it would be impossikle for a
strong horizontal solidarity to develon and cut across these differ-
ent groups. Parenthetically, it might be said that the development
of the rwore detailed occupational differentials mentioned in 1.1
would have a similar effect upon the internal social structure of
each of these major occupational groups taken separately. In other
words, there would be less likelihood of our operators forming into
compact groups opvosed to menagement if the operators were sufficiently
differentiated from one another. There would be even less likelihood
of this happening if there were more movement between these major
groups as, for example, from operator to inspector, owerator to nro-
duction tracer, inspector to engineer, and so on.

The fact that there are these different groups in the Com-
pany, however, has other implications for labor relatiors. Inasmuch
as these gprouns do differ ir social status they Tori a hierarchy

which, althourh not explicitly or formallv recornized, is nevertheless
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present. At the bottom of this hierarchy is the operator group and
this gives rise to the problem. Being the most subordinate group in
the Company's sociel organization, the operator zroup is the most
likely group to separate out or split off from the others. All the
other groups are sustained by the grouvs below them. The operator
group, not having another group below them, must be sustained or tied
into the Company by other methods. That management intuitively recog-
nizes this is shown by the fact that much more concern is shown over
the welfare and attitudes of this group than any other. More emphasis
is placed upon improved methods of supervision for this group than any
other, more supervisory conferences on problems of dealing with people
are held among this group and more rigid controls are established for
them than any other group in the Company. These are illustrative of
the methods which have beéen developed for integrating, or tieing this
group into the Company.

2.1 0Office in Relation to Shop.,

Under this heading , two things may be mentioned. The first
is that the present trend is toward eliminating the more obvious
factors which differentiate oiffice from shop emplovees. This has
come ahout partly through the demamds of employesz representatives
for such things as towels, pay for holidays, etc. It is interest-
ing to note that this pressure has coms from the shop group and
represents their desire to lessen the social distarce between them-
selves and the higher strata in the Cormpany. It seems likely that
this pressure to reuwove the more obvious differences betveen these
two groups will continue. Ii' management agrees to remove these

differentiating factors, however, there is a likelihood that
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the office group may start demanding additional privileges in
order to reestablish its social position. Another thought here
i1s that this pressure on the part of shop people msy be an in-
dication that there is insufficient mobility from shop to office
work, If there were more opportunity for shop peorle to pass on
to office work they might be content to see the office peonle
maintain certain privileges in the expectation that they, them-
selves, might enjoy them some time,

Another way in which the difference between office and shop
has been broken down to some extent is throurh the shift from
the functional to the product shop type of orpanization. This
has altered the socizl position of production v»eonle ard others
who have been placed in shop locations.

The second thing to be said here is that wiﬁh employee
representatives making continual demands there is danger that
management may overlook problems relating to office employees.
Probleris of wages, supervision and social mobility are present
with this group just as with the shop althouch they may not be
as pressing.

2.2 OSkilled Operators in Relation to Jnskilled.

There seems to be a trend toward lessening the difference
between rates of nay for skilled and unskilled work. This may
result in a situation where employees will no longer care to go
to the trouble of learning the more highly skilled jobs. In
one locabion covered by the personnel counselinc prooram it has
been observed thz2t supervisors are findin, it diidicult to make

some of the more difficult adjusting jobs attractive to emmloyees.
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The difference in pay is so small that the emplovees see no
reason why they should exert themselves so much more for it.

2.3 Operators in Relation to Superordirate Occunational Groups.

Under this heading we wish to call attention to the fact
that the operator in the shop stands in a subordinate relation-
. ship to many other people besides his supervisor. He is sub-
ordinate, for example, to the inspector, the production tracer,
the rate setter and the cost reduction engineer. All of these
people are, through their attitudes toward shop operators and
their general behavior while in the shop departiment, in a posi~
tion to arouse Teslings of hostility and resentment among
emnloyees. Inasmuch as rate setters and sengineers are in some
sense revresentatives of management to many emvloyees perhaps
as much care should be given to train them to deal with people

as is now given to supervisors.
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3. The Relation of Supervisor to Employee.

The relationship between the first line supervisor and
employee presents a greater variety of problems than any other human
relationship in industry. This is due to many reasons. One reason
is that the first line supervisor is on the proving ground, the place
where orders, schedules, Company policies and practices are trans-
lated from words to things. To the first line supervisor an qrder
resolves itsell into so many items of manufacture which have to be
produced in a stated time. A policy has to be translated into some-
thing concrete, into something which has a visible effect upon the
people to whom it applies. |

Another reason why this relationship is complex is that
the lower level supervisors have to live with their men during
working hours. They are, for the most part, in continual daily con-
tact with the people who report to them. They are an integral part
of a social group exneriencing approximately the same physical and
social environment. Their position in the group with whom they work,
being an authoritative one, makes them responsible for the perform-
ance and general conduct of their associates. They are thus brought
into relation with a great variety of people and in some sense are
asked to deal with those people in cooperative, understanding ways.
All these human problems, together with the responsibilities of main-
taining output standards and seeing that there are no stoppages of
work through the orzanization, lend to the employee supervisory

relationship its importance and complexity.
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Inasimch as the relation of supervisor to employee may be
approached from many different angles, we are here -

1, stating the point of view from wkich the problem of im-
proving this relationship is beingz approached at Hawthorne;

2. citing some cases which illustrate some of the more im-
portant problems in this area at the present time.

3.1 Statement of Point of View.

Considerable thought has been given to the problem of improv-
ing the relationship between supervisor and employee. At one time
we regarded this relationship as something fairly concrete and
definite which could be independently examined and improved. This
approach was based upon faulty assumptions and led inescapably to
an overemphasis of the personal qualities of the supervisor, on
the one hand, and on the other, to discussions of right and wrong
conduct which, however beneficial and stimulating to the partici-
pants in the conferences, somehow lost their reality when the
supervisors returned to the shop. One of the observations which
led to a restatement of this problem was that a sprinkling of the
supervisors in these conferences apparently violated every rule
of supervision that had ever been formulated, yet everyone agreed
that they not only got the work out but held the esteem and co-
operation of their people as well. Further research and study
showed that the reslationship of supervisor to employee was but
one thread in a total pattern, the total pattern being the actual
shop situation. Vhile it was true that the color of the thread
affected the color of the pattern and the quality of the thread
had a decided ei'fect on the strength of the pattern, it was never-

theless apparent that the color and strennth of the pattern also
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affected that of the thread. This realization led to the approach
which we now follow in thinking about improving supervision, an
approach which is best described as a "situational" approach.
According to this approach we have to think in terms of shop
situations and the supervisory-employee relationship is regarded
| as not only affecting but as being affected by each work situa-
tion. Carrying this concept still further, we conceive of a
shop situation as being a complex of relationships which are in
a state of equilibrium. A condition of unstable equilibrium may
be brought about by changes in the supervisor-employee relation-
ship but it may also be brought about by changes in the relation-
ship of employee to employee, supervisor to supervisor, management
to employee or by changes in the social demands which employees
make of their work situation.
Acting on the above hypothesis we are now beginning to
approach the problem of supervision from three angles: First,
we are attempting to improve the quality of people who are made
supervi sors through the application of rating, testing and inter-
viewing techniques; secondly, conferences are being planned for
instrueting newly appointed supervisors in the personal aspects
of their jobs and our regular supervisory force meets from time
. to time in conferences held by line organizations; thirdly, we
are beginning to study total shop situwations in connection with
our personnel cotvnseling work. It appzars that ifT these three
approaches are »nroperly conducted and coordinated, we shall have
a comprehensive program for dealin-; with problems in the area of

supervision,
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3.2 Current Supervisory and Employee Relations Problems.

Under this heading, we should like to call attention to two
rather general prodlems which may be of interest. The first is
the problem of bridging the gap between supervisor and employee

and the second relates to the problem of communication through

-t

the supervisory structure.

3.21 Bridging the Gap Between Supervisor and Employee.

The nature of this problem can best be made clear by
citing the following case:
Case 1:

An emnlovee who was an only child and therefore in-
dulged considerably, at home, studied tool making in school
and when he came to the employment office, asked to be
hired as a tocl maker's apprentice. There were no openings,
however, and so he accepted a job as a drill press operator.
After being on the job about three weeks, he questioned the
machine setter of the group regarding the opportunities for
transfer to apprentice work. The machine setter told him
that he was hired to run a drill press and would have to
stay there. This was very discouraging news and so the boy
went back to his machine and for the next few days "sat on
the middle of his back" or tried to operate the machine with
one hand, holding his head with the other. His general con-
duct soon attracted the attention of the group chief who
decided to call the employee to the office for a reprimand.
In this interview, the employee told the supervisor that he
had been in an automobile accident recently and as a result
of that accident his back bothered him. He also showed him
a scar on his hand and claimed that his hand got tired in
the afternoon. This story aroused the supervisor's sympathy
and his reprimand was mild. He had, however, some doubt in
his mind regarding his action and asked the Personnel
Counselor to interview the boy. In this interview the

‘ counselor obtained an expression of the boy's ambition and
of his conteet with the machine setter. He therefore
recommended trat the boy discuss his problem again with the
supervisor. After about three weeks' hesitation, the em-
plovee followocd the advice and the supsrvisor told him that
there were many opportunities in the Plant for the right
kind of smnlovee, but as far as he was concerned, this em-
ployee would have to make good on the job before he would
consider hin for a transfer. He also told him that he was
going to watch his work very carefully in the future. This
approach anparently had a desirable effect, as the employee's
efficiency increased very ranidly ard he will soon be given
an opportualib:r to gqualify as an apwreantice.
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In this case the point of chief interest is that the
employee went bo the machine setter rathier than his super-
visor to inguire about the possibility of a transfer. Had
he gone to his supervisor in the first élace his problem,
in all probability, would have been handled to his satisfac-
tion. It anpears, from our interviewing of employees, that
this particular emplovee's actions were not at all unusual.
Time and again we have interviewed employees who took their
problems to other employees in the group rather than their
supervisor. This is particularly true of problems which
emplovees feel are of a personal nature and have no immedi-
ate connection with the job they were hired to do. They
feel that if they ask their supervisor for a transfer, for
example, he will think that they are in some sense ungrate-
ful. If their problem is one of financial distress, sickness
in the family or worry about their progress, they tend to
think that they "have no right" to speak of such matters to
their supervisor. We find that this reluctance to talk
things over with the supervisor is especially pronounced
among women who report to a man supervisor.' The nature of
this problem is brought out clearly in the following ex-
cerpt from a report made by a personnel counselor assigned
to a large zroup of women employees:

: "There is a complicated situation existing between
the supervisors and women employees. The supervisors
feel it as much as the employees do. A number of
supervisors have remarked to me that it is difficult
to pay attention to aay particular girlt's work with-

out vhe rest of the group’s thinkinz that he is
playinz favorites, The girls!' situation on the
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other hand is just as difficult. There are a number
of reasons for this. During the working hours it is
a little hard for the women to leave their benches
even thouszh personal time is allowed and utility girls
are provided when requested. Then during the rest
periods and lunch hour the presence of other people,
especially men, around the supervisors tends to
discourage any questions of a personal nature or gues-
» tions which might involve a discussion. Apparently
the employees, particularly the new ones, have a fear
of being misunderstood. They feel that the supervisors
might think that they were complaining. This is
evidenced by many interviews in which the following
comment »epeatedly occurs: ‘'Please don't think I'm
complaininzg., I was just wondering about this but I
didn't waant to ask my boss because he might think I
was kieking., I really am satisfied but I just wanted
to know about this.'™

From the above it appears that there is a genuine
desire among employees to form a more personal relation-
ship with their supervisors., We also observe that, on
the whole, sunervisors are very willing to help their
employees solve their problems and that they derive a
good deal of satisfaction from feeling they have heen a
help. The problem is that of bridging this gap. In
organizations ﬁhich employ many women this might best be
accomplished by providing competent women instructors
who are pretity well trained in problems of personnel.
Where men are concerned, it seems advisable to continue
with the present policy of urging the supervisors to take
the initiative in forming closer relationships with their
. employees and nroviding enough supervision so that the

supervisor has rore time to give to his people.
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3.22 Prohlems of Communication.

One of the functions of the supervisory structure is
that of transmitting orders and information downward and
of communicating such things as requests for approvals and

3 innovations, and employee reactions upward. Our impression,
from contacting lower levels of supervision, is that the
process of commmnicating an accurate picture of the needs
of an organization upward is oftentimes impossible and as
a result action is sometimes taken which does more harm
than good.’

We have a zood many illustrations of this problem but
inasmuch as most of them would be too identifying, we are
bere givinz only one rather general illustration of this
prob;em.

Cease 2

A supervisor took a number of recommendations for up-
grading to a supervisor who did not know any of the people
involved personally. 3Because of this the hizgher ranking
supervisor called for the personnel folder of all of these
people and after looking them over approved some of the
recommendations without question. In the other cases he
raised questions about their suitability and finally sent
the supervisor back with orders to gt in touch with the
Personnel Department and see if they did not have more
desirable candidates for upsrading. The supervisor, upon
returning to the department, said, "I had some gquestions
ahout some of the recommendations that were approved. I
thought one of them especially was weak hut I selected him

. because the opening was really his job but I didn't have
anything concrete to support my feeling. It Lappened that
his personnel folder was empty so it was approved without
question. These others, especially two of them that were

turned dowa, were ny best candidates. They have been lead~
ing that sroup along and in fact during the last two months
they have been actually assisting the group chief. I put
up an argument for them but I didn't gt any placs. I
couldn't say that they were the most intelligent and the

most cooper:stive men in the Plant. They were actually
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rated only failr in their last department but they did a
good job for me as a supervisor and when they were on the
bench during the depression, they took hold with the right
spirit and made things go. Now they are helping train new
employees, How am I going to tell them that an outsider
is coming in and that their chances for promotion are not-
very good? You figure that one out for me. I suppose
that I will have to ask the Personnel Department for

. candidates and then try to knock them off when I go up
again." '

The problem broucht out by the shove case is a fairly
general one. t is the problem of transmitting to someone
removed from the work situation an accurate picture of the
needs of that situation. This problem has always existed but
it became particularly acute during the depression when
authority was shifted upward in the supervisory structure.
As a result of this shift a good deal of authority was taken
out of the hands of the old foremen and placed in the hands
of supervisors who were outside of the immediate work situa-
tion. As a result the present sub-department chiefs, who
formerly made decisions in terms of innumsrable impressions
of a "total situation", now find themselves trying to act as
salesmen., This problem is merely outlined here as one worthy
of serious consideration. That it is an important one from

the standpoint of lower lever supervisors and the work group

is undeniable.
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4. RPRelation of Management to the Employee.

The relationships between management and the employee are
quite different from the reletionships which have been previously
discussed. The employee thinks of management as being an impersonal
sort of a power that has no direct connection with him personally or

b with his work, and yet he feels that his well-being is being continu-
ally affected by management's activities. Our impressions of employee
sentiments toward management cannot be stated specifically because
each individual employse's feelings are influenced by personal factors,
so that a clear statemenf of attitude is never obtained. In general,
however, they think of management as being something similar to a
beneficient father who is inclined to be sympathetic and yet at the
same time lacks intimate understanding of their real problems. We
believe that this kind of a feeling is inevitable in a societv that

is as complex as ours here at Hawthorne, but it can be either aggra-~
vated or diminished in proportion to the effort that is made to make
the application of the mechanisms employed by management to keep its
relation with them plainer and understandable to employees. This

need is particularly urgent in connection with such mechanisms as our
wage payment plan.

4.1 Problems Helated to Wages.

Wage levels at Hawthorne as compared with weges peid in
the Chicago area have been under continuous exeminetion for some
time. In general, employees feel that Hawthorne is paying more
money for most occupations than could be obtained from other con-
cerns in the Chicago area. In spite of this general belief, em-
ployees spend consideratle time in our contacts with them in
discussions involvins wage incentives, wage difterentiuls and

changes in hourly rates.
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4.11 Wage Incentives.

Most of these conversations take place with employees
who are working group piece work. A typical illustration
of employee reaction to the group piece work incentive plan
may be noted from the following comment from a new ermployee
who was assigned to a grade 33 job on which several older
o employees were working. The employee said,

"When I came on this job, the boss (the group chief) told
me that I should not pay any attention to the bogey which
had been set. He wanted me to work as hard as I could and
not pay any attertion to what the other fellows were doing.
He sald that they were turning out about 16 parts a day,
but he thought thet they could do more and he wanted me to
try and show them up. I said that this was all right with
me because I wanted to do the right thing. He had one of
the other fellows show me how to do the work and so I got

a pretiy &ood start. I had not been on the job but a few
hours when , another employee, came over and
told me that the bogey on that job was 16 a day. I figured
up and at the rate I was going, I would have had over twenty

for that day. I sort of started an argument with_
and asked him why he cared how much I did. Ke told me that

you have to be careful around here because they will raise
the bogey as soon as they find out that some one can do
more., I told him that I did not think that twenty a day
would be very hard. He did not like that very much and told
me that if I wanted to get along in the Western Electric,
I had bvetter take it easy. ---- I finally decided that

knew more about the Western than I did, so I
agreed to go along with him, because you know, I have got
to live with them all day. Since that time he has told
me a lot of things about the job, but you see, I was only
doing the first operation on that day and there are a lot
of tricks in the other operations that would have been hard
to learn if he had not felt like showing them to me. --~--

The other day, the boss told me that he had put me in for a
raise. He said I was just as good on the other operations

. as the rest of the gang and he promised to get more monsy
* for me when they give raises to evervbody."

Wwhile this conversation is not outlined to illustrate
a tvpical relationship between old and new employees, it

does illustrate several fundamental eaployee attitudes vhich,
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we believe, are typical. We note first that the group
piece worx incentive plan in itself is not operating as an
encouragemnent to employees. It sesms as though employees
would prefer to take home less money and work at a comfort-
able pace, than they would to extend themselves each day.
We also notice that quite generally there is an incentive
in operation over and above the wage incentive plan which
seems to creale considerable satisfaction in the new employee.
This incentive seems to be derived partly from his personal
relationshins with the group with which he works and partly
from the increases in his hourly rate.

The decision of the employee, whose interview was gquoted
above, to align himself with the group was probably as im-
portant a decision as he had made for some time. When he

. decided to go along with the group the group decided to go
along with him. 4s & result the group coached him on his
jot, showed him short cuts and generally transmitted their
store of unwritten knowledge about the job to him. Benefit-
ing from this instruction, he was able to improve his output
on the mores complicated jobs so rapidly that the supervisor
put him in for a raise. If he had decided not to go along
with the zroup they would have kept their job knowledge from
him and his progress would have been slower. In other words,
this employee made nore rapid progress by restricting his
output than he would have otherwise. His supervisor regarded
his output as a measure of his ability whereas in reality it
was nmerely a reflection of his relations with his associates

and their villingness to train hinm. Stated in another way,
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his associates proved to him that they could provide him

with a more real incentive than management could offer him

through the iazechanics of group piece work;

We can also note in this illustration that workers do

} not hesitate to exercise social control over new employees,
and in all probability, this employee's associates would
have found wavs of controlling his behavior if he had re-
gisted their Tirst effort. We believe fhat this kind of a
control can :wllify the effectiveness of any kind of an
incentive plan. The fundamental problem with any form of
incentive plan is that of overcoming group vpressure for
controlled outnut. It is doubtful if this can ever be
accomplished uerely through changing from one payment
system to another.

4.12 Wage Differentials.

The problem of establishing adequate wage differentials
can be thouzht of as establishing a mechanism which will
rermit norrmal social mobility from one occupation to a series
of related occupations. It also can be thouzht of as a means
of relatia= one group of worksrs to another. If we are to
think of it Trom this point of view, it is espzcially im-
portant that a stable relationship be maintained between
groups ot eanloyees who are associated, TFor instance, after
the last geweral rate review, considerable dissatisfaction
was noted among a zroup of adjustsrs who were working piece
work and it sez s that practically all of their comments in-

volve requests for a day work method of navrment. We also
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note a decided antagonism developing between them and a
group of inspectors who worked across the aisle. They said:

"Why do we have to work piece work when those guys work day

work. We got to go like hell all day to make the bogey and

they get the same pay all the time. The Company must think

those guys are good, look at the raise they gave them and ve
1 don't know whether we got one or not. That don't make sense.
We got to do the adjusting and that's hard work. Then we
got to check over everything to see that the inspector don't
get anything on us. Then we take the work to him and he
just checks it to see that we did our job. But he gets over
a dollar an hour for doing that and we get about $.85. Then
they give them $.C7 and $.08 raises.”

wit

The antaronism toward inspectors expressed in this com-
ment is in part the normal feeling that most operators have
for inspectors. Eut in this case the feelings of antagonism
which are expressed seem to be reinforced by a rether blind,
emotional reduest for a day work rate. It seems probable
that this excessive antagonism toward the inspector, would
not be dissipated even if the operator's request for day work
were granted. Our interpretation of this comment is that this
group of operators was not nearly as concerned with the ques-
tion of piece work vs. day work as their comments would imply.
What they were really saying was that the wage differential,
that is, the difference betwe:n their tTages end the inspector's
wages was too freat. The operators felt that their work was
more difficult and required more skill than the work done by
the inspectors and at the same time they felt that management

' Gisreparded this fact by increasing the wage differential be~

tween them and the inspectors. 'hat reallv heppened in this

»

gituation was that the inspector's hourly retec were adjusted

to keen tuom in line with inspectors in other locations whereas
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the hourly rates of the operators were adjusted in terms
of their own past earnings. The relation between the in-
spectors and the group with whom they worked was entirely
ignored. In other words, it is not sufficient to examine
each group of occupations senarately and to establish a
! wage level for, for instance, the inspectors which is com-
parable to the wages paid. inspectors in other locations
who are doing similar work. We should also counsider the
attitude of other employees who work in that location be-
fore standards for either group sre established.

4.13 Wage Changes.

We have listened during the past months tc consider-

able discussion among employees rezarding the increases in

wages which were given at the last revision period. At

that time, an attempt was made to increase wages, to alter

our labor zrading structure and to even up, to a consider-

able extent, variations in the earning power of many of our

pisce rates all at onne. Employees' comments indicate that

our attempts to explain these changes to emvloyees and to

relate that exnlanation to the employees' concepts of payment,

resulted in considerable confusion in their minds. It left

them with a more definite feeling that their "take home"

o wage could he adjusted much or little according to the needs
or the desire of management. The followinz comment by an
older service employee illustrates the kind of confusion

which resulied from the December lst rate revision:

"] don't Imow anything about this raise excent that the
boss said I got one. This is the first tie I ever worksd
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without a pretty good idea of what I was meking. This
fellow (a day worker) knows what he got and he can go home
and tell his wife that they are going to have $4.00 a week
more to spend. 1 went home last night and tried to explain
ny raise. I told my wife that I got a 20% increase in my
hourly rate and then tried to tell her that it wouldn't
mean a 20% increase. I didn't know what the actual raise
would be because we are being paid an allowence. You Xnow,
we are workxing for Santa Claus. We don't earn our pay but
3 they pay us anyway. Well anyway I got 8o mixed up that I
told my wife to wait till the pay check comes around.
After I told her that I happened to think that I won't know
¢ ary more about the raise than I do now, because they might
give us a little more each week and take it all away in the
monthly allowance. That's why I feel lousy today."
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